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Rwanda continues to achieve impressive development results; in 2021 the economy grew by 10.9%, close to the 
pre-pandemic level, reflecting a strong recovery from the 2020 recession. Global recovery, combined to favourable 
weather conditions in 2021, has boosted Rwanda’s agriculture production and exports, both traditional and non-
traditional. Although the sector has made a smaller contribution to growth than industry and services, agriculture 
remains the backbone of the Rwandan economy, accounts for over 30% of the GDP and employing over 70% of 
the population. However, despite the recovery, employment rate remains depressed and below the rate observed 
at the beginning of 2020. Employment conditions have deteriorated strongly for women, reflecting their greater 
participation in the more slowly growing agricultural sector and greater likelihood of having to leave a job to care 
for a sick relative. 

Rwanda also continues to be among the most vulnerable countries to weather and climate shocks, which are a 
key risk to the continuation of economic recovery and long-term growth. The increasing frequency of weather and 
climate shocks (e.g., drought and floods) will impact agricultural outputs, as well as the large number of farmers 
and households that are not yet equipped to cope with climate change. Decreased production can also lead to 
higher food prices and food insecurity to the detriment of poor households.

Using the Market Systems Development (MSD) approach, IMSAR identified the root causes preventing the poor 
from contributing to and benefitting from growth, and overall agriculture markets from performing effectively. 
Based on in-depth analysis and close engagement with key stakeholders, the programme designed innovations 
which addressed system constraints, and then implemented them by means of partnerships with key market 
actors, through offering a combination of ideas, research and analysis, connections and grant finance to de-risk 
and encourage investment and reform. IMSAR intervened across three supporting functions, namely agricultural 
inputs, finance and aggregation, which underperformance constrains major agriculture sectors (including food 
and export crops). IMSAR also mainstreamed and targeted women’s economic empowerment and social inclusion, 
both across interventions and through stand-alone initiatives.

Executive summary

IMSAR implemented 34 interventions in partnership with 31 market actors, including agribusinesses, financial 
institutions, service providers and government bodies, which led to 20 innovations reaching markets. Through 
these interventions, IMSAR:

 ƥ Increased smallholder farmers’ use of quality agricultural inputs to enhance productivity at the farm level, 
hence increasing volume and quality of agricultural produce. IMSAR focused on crop specific fertilisers, tractor 
services targeting cooperatives, insect-based animal feed and oyster mushrooms inputs and extension;

 ƥ Increased access to agri-lending to enable smallholder farmers and agribusinesses to invest in, sustain and 
expand their operations, through innovations with banks, MFIs and fintechs.

 ƥ Improved aggregation models to reduce post-harvest losses and secure sufficient quality and quantity of 
produce to meet the demand from domestic and international markets and introduced services to boost 
competitiveness. 

Despite significant challenges related to the COVID-19 pandemic and consequent significant reduction in the 
budget available to the programme, IMSAR achievements are commendable. While IMSAR had a much shorter 
timeline than most MSD programmes, it was successful in generating significant results in terms of number of new 
or improved products or services available to farmers and agribusinesses, which sustainably increased sales of 
agribusinesses and incomes of smallholder farmers.

£5m

1,374

111,721

£6.9m£9m

£1.9m

IMSAR generated 
an investment of over

IMSAR also generated

rural households have increased their incomes

full-time equivalent jobs, contributed to 
women’s economic empowerment, and 
supported farmers to better adapt to the 
effects of climate change.

The net attributable income generated 
for farmers was over

As a result
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are from 
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and facilitated over
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IMSAR followed the market systems development approach1 
to generate inclusive growth in Rwanda, sustainably.

IMSAR’s approach has been rooted in analysis and understanding of why local agricultural market systems fail to 
meet the needs of smallholder farmers.  Building on this analysis IMSAR designed and tested innovations (new or 
improved products, services and business models) aiming to improve farmers and agribusinesses access to the 
resources, knowledge, and technologies they need to improve their performance and returns. This was done in 
partnership with market actors from the private and public sector, with IMSAR offering a combination of ideas, 
research and analysis, connections, as well as grant finance to de-risk and encourage investment and reform. 
Ultimately, IMSAR focused on interventions that modify the incentives and behaviours of market actors and 
transform the systems in which poor households currently participate (or could participate) in by buying or selling 
products and services or providing labour. IMSAR committed to continuous review and learning and adapted its 
plans to ensure the greatest possible results and value for money. When innovative concepts were proven, IMSAR 
aimed to stimulate replication or ‘crowding in’ by spreading changes beyond its initial partners to a wider circle of 
market actors to ensure large-scale positive change.

IMSAR’s interventions focused on improving the performance 
of key functions in the agricultural market system in Rwanda.

During the inception phase in 2018, IMSAR analysed the performance of the main agricultural commodities2 
to identify the key systemic constraints affecting their performance, as well as the ability of rural household to 
effectively engage in, contribute to and benefit from their growth. Availability and access to agricultural inputs and 
agricultural finance as well as aggregation3 models were identified as significantly affecting smallholder farmers 
and were prioritised using three criteria – opportunity to intervene, feasibility to support changes, and relevance 
to the poor. The same criteria were used during the strategic reviews carried out annually to confirm the validity of 
the initial selection and to inform new interventions. Interventions facilitated by IMSAR therefore aimed to: 

 ƥ Increase smallholder farmers’ use of quality agricultural inputs to enhance productivity at the farm level, 
hence increasing volume and quality of agricultural produce;

 ƥ Increase access to agri-lending to enable smallholder farmers and agribusinesses to invest in, sustain and 
expand their operations, and;

 ƥ Improve aggregation models to reduce post-harvest losses and secure sufficient quality and quantity of 
produce to meet the demand from domestic and international markets. . 

By engaging on those three supporting functions IMSAR could support and promote higher value products that 
have export potential such as fruits and vegetables, and pigs, while also improving the productivity of food crops. 
IMSAR also both mainstreamed and targeted women’s economic empowerment and social inclusion across the 
portfolio. This resulted in interventions which have strong inclusion aspects, as well as stand alone interventions 
which sought to address constraints specific constraints faced by women and youth.

IMSAR’s strategy remained diverse, adaptive, and tailored 
to the needs and opportunities of the Rwandan market.

The programme followed a portfolio approach, blending lower risk, high reach interventions with more patient, 
resource intensive innovations. The IMSAR approach encompassed partnerships with larger players to achieve 
scale, working with first movers to trigger the demonstration effect when the product/service was highly innovative 
and untested, or when it showed promise but had yet to achieve sufficient scale. IMSAR also took on smaller 
opportunities, which had a higher inclusion profile, thereby reaching more women and youth. Overall, the whole 
portfolio has achieved a high level of additionality, stimulating innovation and investment into new products and 
services which without the programme’s support would either not have materialised or would have done so at a 
reduced speed and scale.

1 For resources on the Market Systems Development approach, including short introductory videos and guidelines visit:

 https://beamexchange.org/market-systems/ 

2 These included maize, rice, Irish potatoes, cassava, fruits and vegetables, poultry and pigs.

3 In this context aggregation refers to the consolidation of agricultural produce or commodities in one place to enable economies of scale in transportation, 

processing, and storage, as well as improved coordination between farmers and other supply chain actors (traders, wholesalers and exporters) so that they 

are better able to meet the requirements (particularly quality) of end markets. 

Chapter 01     IMSAR Approach

Figure 1
IMSAR Approach

MARKET SYSTEM CHANGE
Market actors adopt and adapt innovative and inclusive business models 
that reach the poor with new and improved products and services

IMPROVED PERFORMANCE
OF AGRICULTURAL MARKETS
Smallholder farmers improve productivity, reduce post-harvest 
losses and increase sales
Market actors sustain and expand investment in
inclusive innovations.

Expertise

Market AnalysisResearch

Connections

Finance

Ideas

INTERVENTION & PARTNERSHIP
IMSAR designs innovations, identifies strategic partners, negotiates 
deals, develops action plans and facilitates change process

IMPACT
Increased incomes and jobs 
for poor rural households

UK AID FUNDING
IMSAR leverages UK AID's funds to deliver the greatest
possible impact and return on investment

https://beamexchange.org/market-systems/  
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PARTNER INTERVENTION STATUS
PRODUCT 
AVAILABLE IN 
THE MARKET

INPUTS PORTFOLIO

Yara
Increasing adoption of crop specific fertilisers by improving Yara’s distribution 
strategy and increasing smallholder farmers awareness and knowledge.

Completed Yes

ENAS
Developing and promoting small packs of crop specific fertilisers 
to increase accessibility and adoption.

Completed Yes

Triomf
Introducing private sector tractor services targeted at cooperatives 
for timely land preparation.

Completed Yes

Rwanda 
Standards 
Board

Developing relevant regulations and standards to enable the production 
of insect-based animal feed and products in Rwanda on a commercial basis.

Completed Yes

Safe for Health
Supporting the commercial production of insect-based animal feed, 
in line with the standards.

Completed Yes

Maggot Farm
Supporting the commercial production of insect-based animal feed, 
in line with the standards. 

Completed Yes

Aquahort
Conducting a feasibility assessment for producing blood meal-based 
animal feed.

Completed No

Deyi Increasing access to oyster mushrooms inputs and extension services. Completed Yes

FINANCE PORTFOLIO

Equity Bank
Improving access to commercial finance for farmers and agribusinesses 
through financial product innovation and the value chain financing 
approach.

Completed Yes

BeneFactors
Improving access to finance by introducing factoring loans targeting 
agribusinesses.

Completed Yes

RIM, 
Umutanguha, 
and Clecam

Assessing digitalisation needs and identifying digital solutions to improve 
access to financial services for farmers.

Completed N/A

Clecam
Improving access to finance by introducing microfinance mobile banking 
services.

Completed Yes

Dodore
Improving access to finance for smallholder farmers and agribusinesses 
through the provision of digital credit to access agriculture inputs.

Discontinued No

Rwanda 
Development 
Bank

Improving access to development finance for agribusinesses through 
financial product innovation and the value chain financing approach.

Completed Yes

People’s 
Pension East 
Africa (PPEA)

Conducting a feasibility assessment towards the start-up of PPEA activities 
in Rwanda and the creation of a digital platform to mobilise savings 
and provide loans to smallholder farmers through local financial institutions.

Completed N/A

PARTNER INTERVENTION STATUS
PRODUCT 
AVAILABLE IN 
THE MARKET

AGGREGATION PORTFOLIO

Kumwe Harvest 
Linking smallholder maize farmers to higher-value markets 
through improving and scaling-up the cob model.

Completed Yes

Africa Improved 
Food

Scaling the adoption of the cob model through the development 
a supplier development programme targeting maize aggregators.

Sarura and 
Garden Fresh

Introducing a commission-based commercial agent model 
for improving aggregation of agricultural commodities. 

Completed Yes

Garden Fresh Improving export-oriented horticulture outgrower models. Completed Yes

Excella Improving export-oriented horticulture outgrower models. Discontinued No

Control Union
Improving access to certification services for agribusinesses by facilitating 
the establishment of a cadre of domestic pre-audit service providers.

Completed Yes

NAEB
Facilitating the Brand Reputation through Compliance of Global Standards 
certification of the NAEB packhouse to increase exports to retail markets.

Completed Yes

NAEB
Supporting the development of the Kigali Wholesale Market for Fresh 
Produce through the refresh of the business plan and design study, 
coordination of stakeholders and mobilisation of key investors.

Completed No

Vision 
Agribusiness 
Farm

Developing a contract farming model for exotic pig breeds to increase 
pig production among smallholder farmers.

Completed Yes

Trebuco 
Developing a contract farming model for exotic pig breeds to increase 
pig production among smallholder farmers.

Completed Yes

Deyi
Improving marketing of oyster mushrooms through improved aggregation 
system, new sales channels and consumers awareness creation. 

Completed Yes

DMM HeHe 
(COVID-19_

Support the development of an e-commerce platform that secure fresh food 
supply for urban consumers whilst sustaining small producers’ livelihoods 
during the COVID-19 pandemic.

Completed Yes

Garden Fresh 
and NAEB 
(COVID-19)

Enable the continuation of horticultural exports by supporting access 
to airfreight for horticulture enterprises during the COVID-19 pandemic.

Completed Yes

WOMEN’S ECONOMIC EMPOWERMENT AND SOCIAL INCLUSION PORTFOLIO

NAEB and 
UNICEF

Developing a business case analysis to demonstrate the benefits 
of employer-supported childcare.

Completed Yes

NCDA and 
UNICEF

Developing a blueprint and toolkit to assist the private sector to provide 
employer-supported childcare services.

Completed Yes

Bloom Hills 
Rwanda

Improving the production of flowers for export through facilitating 
hard and soft infrastructure, including improved inclusive HR practices.

Completed Yes

VIAMO
Conducing an assessment of women and youth access to agriculture 
digital information. 

Completed N/A

RYAF
Conducting an assessment of key constraints and needs 
of youth-led agribusinesses.  

Completed N/A

Table 1
IMSAR portfolio summary
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CONTEXT

Despite significant recent efforts and reforms, yields of most crops 
in Rwanda remain below potential.

While the government is investing significantly in addressing low levels of farmer productivity (e.g. through 
research in improved varieties or subsidising inorganic fertiliser), and the private sector is introducing innovations 
to improve access to productivity-enhancing inputs, large gaps remain between actual and potential yields for 
most crops. 

Ranging from fertiliser, seeds, irrigation equipment, mechanisation and extension services, agribusinesses in Rwanda 
are showing increasing interest in developing commercial solutions aiming to make these inputs more affordable 
and accessible to smallholder farmers.  However, balancing risks and returns, and developing the right products 
and services is challenging. Local farmer demand for and use of improved inputs is low due to a combination of 
high prices, limited product offering and weak distribution networks. IMSAR aimed to stimulate change by piloting 
and testing - in partnership with input suppliers - innovative products and distribution models that would respond 
to smallholder farmers’ needs in terms of price, suitability and accessibility. IMSAR’s interventions focused on crop-
specific fertilisers, mushroom spawns and tubes, mechanisation services, insect-based animal feed, and improved 
breeds piglets and pigsties4.

This section provides an overview of each intervention, including the rationale, the innovation introduced, key 
activities and results. Due to the duration of the programme and the budget constraints, most innovations have 
been live for aprroximately a year, and therefore these were not expected to scale and wider adoption within the 
life of the programme. Nevertheless, some indications of systemic change were observed across the portfolio. 
Hence, for each intervention, the report also includes signs of sustainability and systemic change or lack of thereof, 
using the following icons:

Evidence that the innovation is still avaiilable 
in the market beyond IMSAR exiting the 
partnership, meaning that former IMSAR 
partners are still investing in the product/
service/business model introduced through 
IMSAR support.

Evidence that former IMSAR partners have 
invested further in the model, increasing reach, 
and/or that additional actors have adopted 
innovations introduced by the programme or 
some aspects of it. The latter may have been 
supported by other development partners.

4 See aggregation portfolio: exotic pigs contract farming interventions

IMSAR implemented 
34 interventions 
in partnership 
with 31 market 
actors across 
the four portfolios. 

Scale & wider adoptionSustainability

Chapter 02     Portfolio overview
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INTERVENTIONS

INCREASING ADOPTION 
OF CROP-SPECIFIC FERTILISERS 

Improving access to crop-specific fertilisers and knowledge 
on their optimal use is the key innovation IMSAR has been 
investing in within its Inputs portfolio.

According to IMSAR data, an average Rwandan farmer applies around 35 kg of fertiliser per hectare per year, well 
below the targeted 75 kg/ha/year and the international average of 144.5 kg/ha/year. Sub-optimal use of fertiliser 
significantly constrains yields – for instance, in Rwanda, maize produced by smallholder farmers yields an average 
of 1.5 MT per hectare against a potential 5 MT per hectare. To address this, IMSAR has partnered with companies 
operating both within the GoR subsidy scheme (Yara Rwanda Ltd) and outside it (ENAS) to promote the adoption 
of crop-specific fertilisers.

The partnership with Yara stimulated the demand 
for crop-specific fertilisers (CSF) and ensured last-mile supply.

The intervention included (1) a comprehensive marketing effort (branding of agrodealer shops and marketing 
campaigns through radio jingles, television adverts and SMS) and dissemination of information to farmers on 
CSF through crop clinics and demonstrations plots, (2) investment in the agrodealers network to expand last 
mile supply through: i) agrodealer training and establishment of a commission/rebate system,; ii) inclusion of 
additional agrodealers through the establishment of a regional warehouse in Ruzizi to make CSF more accessible. 
The strategy proved successful in the pilot phase in 2019 which covered 10 districts; therefore, IMSAR supported 
Yara to scale up and cover an additional 10 districts in 2020-2021. The scale-up also focused on addressing access 
to inputs on credit for women agrodealers (see inclusion portfolio).

“The intervention with IMSAR was sustainable and scalable. We remain committed to invest in the model and increase 
the number of farmers using crop specific fertiliser in Rwanda. The credit scheme targeting women agrodealers 
has really improved Yara’s rapport with women agrodealers, increasing their sales as well as Yara’; the initiative was 
praised by other Yara’s regional offices”.

Peter Ngugi, Country Commercial Manager, Yara

The model is working commercially for Yara, with an increase in year-on-year sales of 30%. Two 
years after the closure of the first partnership, and 10 months after the second, Yara continues to 
self-sustain investment in the model and adapt it to circumstances, for instance by including virtual 
trainings of agrodealers. 

To maintain its capacity to supply agrodealers in remote areas, Yara has not renewed the lease in 
Rusizi warehouse due to issues with the building but is looking for a replacement in its proximity. In 
the meantime, they have replicated the model and opened a warehouse in Gatsibo.

There are strong indications that the ideas and innovations promoted through the Yara partnership 
are being adopted by other market actors. At least three companies have adopted aspects of the 
model, including the training of agrodealers and the commission/rebate system, the credit scheme, 
as well expanding their offer of CSF. The GOR subsidy share towards CSF versus generic has also 
increased in 2021, which will support further adoption of CSF.

IMSAR’s partnership with ENAS, a local fertiliser manufacturer, 
led to the launch of small packs of crop specific fertiliser, 
an innovation aimed at increasing use of fertilisers, 
especially by smaller farmers. 

In Rwanda, the standard size of fertiliser bag is 50 kg, much bigger than what smallholder farmers currently need 
or can afford. At the same time, purchasing smaller quantities of fertiliser taken from the 50 kg bags significantly 
compromises its quality as fertilisers are more effective if applied immediately after opening the bags. IMSAR 
therefore partnered with ENAS, a local fertiliser manufacturer, to introduce 5 kg, 15 kg and 25 kg packs of crop-
specific fertiliser. Such formats were assessed as more appropriate for the needs of small farmers and easier to 
transport. Most importantly, these small packages preserve fertiliser quality and overcome the widespread lack 
of trust among farmers, who tend to believe that fertiliser products broken down from larger bags might have 
been tampered with. IMSAR provided market research to define the small pack strategy, branding and marketing 
support, including the design of a new company logo and tagline, promotional materials, and co-invested in the 
new packaging line. To increase awareness and adoption of CSF small packs, ENAS hired 10 new village promoters 
and five new agronomists (15% of whom were women), partnered with 19 cooperatives and 30 agrodealers (10 
women), and trained 26 cooperatives and 65 agrodealers. The small packs were launched in January 2020 in the 
Eastern province 

“ENAS is a good type of fertiliser – it’s contributed a lot to the increase in my production of Irish potatoes, which has 
gone from 500 kg to three tonnes.”

Evariste Ndayambaje, Farmer

The uptake of and satisfaction with the small packs have been very high, with farmers reporting 
increases in yield and their intention to continue purchasing the smaller, more appropriately sized 
packs. However, ENAS operations  have been halted and then downsized due to exogenous 
circumstances. Two years after the launch of the small packs, agrodealers are still contacting ENAS 
to enquire about the supply of fertiliser small packs, in response to the high demand from farmers. 
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Despite such high demand, currently, small packs of fertiliser are not available in Rwanda. 
To maintain its capacity to supply agrodealers in remote areas, Yara has not renewed the lease in 
Rusizi warehouse due to issues with the building but is looking for a replacement in its proximity. In 
the meantime, they have replicated the model and opened a warehouse in Gatsibo.

There are strong indications that the ideas and innovations promoted through the Yara partnership 
are being adopted by other market actors. At least three companies have adopted aspects of the 
model, including the training of agrodealers and the commission/rebate system, the credit scheme, 
as well expanding their offer of CSF. The GOR subsidy share towards CSF versus generic has also 
increased in 2021, which will support further adoption of CSF.

INTRODUCING TRACTOR SERVICES TARGETED 
AT COOPERATIVES 

IMSAR piloted the introduction of private tractor services 
for hire by farmers’ cooperative for land preparation.

The high cost of modern machinery, particularly tractors, is prohibitive for most small farmers in Rwanda. Even 
when a farmer does have the means to purchase a tractor, the knowledge gaps on operation and maintenance 
of the tractor combined with difficulties accessing spare parts and repair services prevent the farmer from 
optimising the use of the tractor. To access machinery, one option for small- to medium-sized farmers organised 
in cooperatives is to hire a service provider (a machine plus operator) for a fixed period (hours or days) when they 
need it (for example for land preparation before planting). However, such service is not commonly available in 
Rwanda. To address this constraint, IMSAR partnered with Triomf, a tractor service provider who previously offered 
their services only to larger commercial farms. To improve access to mechanisation services for small and medium 
farmers, IMSAR supported Triomf to provide its tractor services at a discounted rate (30% hidden subsidy) to the 
KABOKU maize growers cooperative. The intervention supported the preparation of 400 hectares of land in the 
Kagitumba irrigation scheme, reaching around 850 farmers (20% women). The hidden subsidy, provided for one 
season only, aimed to incentivise adoption and improve awareness of the benefits of tractor use.

‘’Through the IMSAR partnership we’ve been able to tackle opportunities in the eastern province by showcasing 
what we’re capable of doing in mechanisation during the pilot with Kaboku.’’

Tobier Stear, Country Manager, Triomf Mechanisation Rwanda Ltd.

After the pilot conducted, Triomf continued implementing the model with the cooperative without 
support from IMSAR. The fee, which was discounted during the pilot, was paid in full by the cooperative.

After the pilot, Triomf has expanded their service, covering more land and more farmers. The 
company was intending to triple their coverage by the end of 2022. At least one more company is 
providing this service and intends to expand their operation.

Chapter 02     Portfolio overview
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DEVELOPING STANDARDS FOR, 
AND SUPPORTING THE COMMERCIAL 
PRODUCTION OF, INSECT-BASED 
ANIMAL FEED 

IMSAR supported the introduction of the black soldier fly (BSF) 
as an alternative protein source for animal feed.

The poultry, pigs, and fishery sectors are suffering from, among other things, the high price and erratic supply 
of animal feed – which rely on largely imported soy-based feed. BSF larvae provide an alternative and and more 
reliable feedstock option, with the potential to reduce dependency on expensive imported ingredients. In close 
coordination with the Rwanda Agriculture and Animal Resources Development Board (RAB), IMSAR partnered with 
several actors, including the International Centre of Insect Physiology and Ecology (icipe), the Rwanda Standards 
Board (RSB) and agribusinesses (feed manufacturers) to facilitate the commercial production of insect-based 
animal feed. The interventions included: i) Training to four agribusinesses for improving their capacity to farm and 
process BSF; ii) Technical assistance to the Rwanda Standards Board (RSB) to develop the necessary standards to 
regulate this novel sector, and; iii) Technical backstopping and grants to two companies to co-invest in commercial 
BSF production meeting the newly developed Standards, with the aim to have strong demonstration sites and 
products available in the market. Safe for Health, the first insect-based animal feed plant in Rwanda, will sell BSF 
powder and compounded feed with BSF, while Maggot Farm has doubled their capacity and are selling live larvae.

Maggot Farm already doubled their production and are selling live larvae to six more agribusinesses 
while meeting the demand of their previous clients. Safe for Health continues to invest and have already 
started extracting oil and producing insect powder, which they will use to produce compounded 
animal feed.

 ƥ Among Maggot Farm’s clients are animal feed millers, that have already started including BSF 
powder in their mix. 

 ƥ The Standards approved by RSB regulate the sector, lower barriers to entry and assist companies 
to produce BSF commercially. 

 ƥ In partnership with Safe for Health, RAB will be implementing trials to inform the ratio between 
insect power and the other proteins. Results will be used by Safe for Health and made available 
to other animal feed companies. 

 ƥ Finally, other development partners have also committed to support the growth of the sector, 
and icipe will continue to provide technical assistance through at least two new projects.

INCREASING ACCESS TO OYSTER MUSHROOMS 
SPAWN AND TUBES AND EXTENSION
 
IMSAR promoted access to oyster mushroom spawn 
and tubes to increase smallholder mushroom farming.

Oyster mushrooms production presents great potential to increase the incomes of the poorest (including women 
and youth) that have little land available, improve nutrition, as well as adaptation to climate change as it reduces 
reliance on rain-fed agriculture. Among the key issues affecting the supply of oyster mushrooms are poor access 
to high quality inputs and extension services focused on mushrooms farming. IMSAR partnered with Deyi, an 
oyster mushrooms grower and aggregator, to address these constraints. The intervention included supporting the 
establishment of a commercial facility to produce mushroom spawns (which are grown into mushroom tubes that 
are used by mushrooms farmers) and the development a training curriculum to improve the extension services 
provided by Deyi to tubes and mushrooms farmers. During the intervention, over 900 farmers were contracted by 
Deyi, of which 74% were women, evidence of how oyster mushrooms farming is as an attractive and economically 
viable means to diversify their income.

“As chairperson of the Rwanda Mushroom Producer Exporter Forum, I had to have a vision for the forum – and 
IMSAR has enlightened me on how big the ‘mushroom business’ can be.”

Leonidas Mushimiyimana, Managing Director, Deyi Ltd

“I was trained by Deyi to produce mushroom tubes and now I can be able to produce good tubes for sale and the 
money I get from this business has helped to support my husband in covering household needs.”

Liliane Uwineza, Mushroom tube producer

After the pilot conducted, Triomf continued implementing the model with the cooperative without 
support from IMSAR. The fee, which was discounted during the pilot, was paid in full by the cooperative.

After the pilot, Triomf has expanded their service, covering more land and more farmers. The 
company was intending to triple their coverage by the end of 2022. At least one more company is 
providing this service and intends to expand their operation.
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CONTEXT 

Agriculture lending only constitutes about 5% of total loans in Rwanda. Poor access to affordable financial 
products tailored to the needs of agribusinesses and farmers continues to limit their ability to invest in agriculture, 
ultimately hindering the growth of the sector. Low lending to agriculture is due to several interconnected systemic 
constraints, including: 

Risk
Lending to agriculture is considered high-risk by finance providers. So called co-variant risk - when one group in 
the same location are adversely affected by a single phenomenon - is high in activities linked to agriculture due 
to the impact of factors such as adverse weather conditions or pest infestation on crop yields. Finance providers 
mitiage this risk through a combination of high interest rates and onerous lending requirements (high collateral, 
formal financial statements, several years of business history), limiting access and increasing borrowing costs for 
agribusinesses and farmers.     

Transaction cost
Reaching dispersed rural based populations and agribusinesses in a cost-effective manner is challenging for 
finance providers. Loan amounts are typically small and information asymmetries are high, making it expensive 
and time consuming to serve agri-clients. Finance providers respond by allocating its scarce capital to larger 
customers in easier to reach sectors of the economy.      

Know-how
Product types, loan amounts, disbursement and repayment policies offered by finance providers are often 
misaligned with the needs of agri-clients. Finance providers have been slow to invest in developing tailored 
products,capabilties, systems and procedures to better respond to the financing needs of agri-clients, largely due 
to the fact that other sectors of the economy provide easier and more profitable opportunities. 

Access to wholesale capital
Finance providers in Rwanda, particularly Fintechs and MFIs, are constrained both by the amount of capital they 
have available. IMSAR has been pushing the frontiers of agri lending to improve access to finance for farmers 
and agribusinesses. The programme adopted a multi-layered strategy, working with commercial banks, fintechs 
and MFIs to overcome the systemic constraints highlighted above and stimulate the introduction of innovative 
financial products.

Chapter 02     Portfolio overview
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INTERVENTIONS

INTRODUCING VALUE CHAIN FINANCING AND 
AGRICULTURE FINANCE PRODUCTS INNOVATION

IMSAR partnered with a leading commercial bank, 
Equity Bank Rwanda (EBR), to increase agri lending 
by supporting the development of a value chain financing 
strategy and new customised loan products.

Through the provision of market research and capacity building of EBR staff at the bank’s headquarters and in 
four of its branches, IMSAR supported EBR to adopt the value chain finance approach and develop new loan 
products. As a result of this support, four new products for commercial agriculture were launched in March 2021: 
(1) commercial working capital loans, (2) commercial investment loans, (3) funded trade finance, and (4) non-
funded trade finance. Whilst all these products are suitable for individual borrowers, the three first products can 
also be used to synchronise lending to multiple value chain actors under a Value Chain Facility, applying the value 
chain financing approach.

“We are very grateful for the partnership with the IMSAR programme – it has helped us to equip ourselves with the 
necessary knowledge and capacity to bank agriculture and related ecosystem. We sincerely thank the entire IMSAR 
team for its partnership and trust. We pledge our commitment to work with IMSAR and partners in championing the 
social-economic prosperity of our people.”

Hannington Namara, CEO, Equity Bank

The introduction of the value chain finance approach 
was also initiated by the Rwanda Development Bank (BRD).

The support provided by IMSAR to BRD entailed the mapping of eight agriculture value chains, the development 
of a strategy and new finance products based on the value chain financing approach, and a comprehensive 
guideline assisting staff throughout the process – from value chain analysis, financing strategy development 
for pro-active loan origination as well as packaging loan facilities using the value chain financing approach, and 
monitoring and evaluation.

EBR has onboarded the four market researchers initially subsidised by IMSAR, who are now loan 
officers focusing entirely on agriculture. By early 2022, EBR expanded their lending to agriculture by 
17% of the total lending portfolio. Only 1.47% of the agriculture loans were non-performing, well below 
the 5% National Bank of Rwanda requirement.

EBR is expanding its agri lending offer by introducing new products to their portfolio. At the closure 
of IMSAR, in March 2022, BRD was testing the loan products developed through IMSAR support and 
had a large pipeline of potential opportunities identified across all value chains mapped. At least one 
other commercial bank has adapted features of the model implemented with EBR, setting up an agri 
lending unit.
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INTRODUCING FACTORING LOANS 
TARGETING AGRICULTURE

IMSAR supported access to factoring finance 
for agricultural SMEs.

IMSAR partnered with BeneFactors, a fintech company specialised in factoring finance, to expand the provision 
of invoice factoring services to agribusinesses. Factoring is a form of trade finance in which a factoring provider 
lends against a client’s invoices, enabling the client to receive most of the invoice cash value immediately as 
they wait for the payment of the invoices. Factoring loans are particularly useful for aggregators of agricultural 
commodities, who require quick and regular access to capital to maintain stable supplies and trade higher 
volumes of produce. This form of finance represents an affordable solution to meet the working capital needs 
of the many companies which do not have access to bank financing due mainly to lack of collaterals. Before 
IMSAR intervention, BeneFactors was reluctant to extend their services to agriculture due to a combination of 
capital constraints and limited knowledge of the agricultural sector. To address BeneFactors’ capital constraint, 
IMSAR enabled BeneFactors to access a wholesale loan from a commercial bank through providing a cash cover 
(as a form of guarantee). IMSAR also provided support in effective marketing and promotion, including video 
testimonials with a special focus for women-led agribusinesses. 

“IMSAR has been instrumental in supporting the expansion of our working capital financing services within the 
agricultural supply chain. Since the start of the partnership, we have provided loans to over 20 new agribusinesses 
in Rwanda with total contract value of over RWF 600 million”

Olivia Byanne Zank, Founder and Board member, BeneFactors

Initial uptake was strong, with almost 50% of the targeted number of agribusinesses being onboarded 
quickly, and evidence showing that they responded well to the new product. The pandemic significantly 
affected the performance of agribusinesses – 10 out of 24 companies were unable to repay their loans, 
even after these were restructured by BeneFactors. Nevertheless, BeneFactors remains convinced of 
the potential of serving the agriculture sector and is planning to continue to do so.

 ƥ BeneFactors plans to diversify its factoring services (currently based on invoice discounts) to 
purchase order factoring (where credit is provided based on a purchase order). The latter has 
the potential to increase BeneFactors’ clients and create another product in the agricultural 
finance space. 

 ƥ Two additional banks have started providing factoring services.

IMPROVING MICROFINANCE 
MOBILE BANKING SERVICES

IMSAR supported digitalisation as a strategy to increase 
the reach of MFIs by reducing transaction costs.

For poor women and men farmers in rural areas, physically accessing rural bank branches is costly both in terms 
of time and transport costs. This intervention started with an initial assessment of the digitalisation needs and 
opportunities of three MFIs, which identified two possible innovation opportunities: mobile banking and loan 
origination software. Out of the three MFIs, IMSAR then partnered with CLECAM to support the development of 
mobile banking (digital saving and lending) services, through the provision of the technical support by ADFinance. 
IMSAR also worked with MTN to develop a “push and pull” mechanism for CLECAM, allowing its subscribers to 
receive messages for any transaction made on the platform, either by pushing (sending money from a mobile 
money account to a bank account) or pulling (getting money from own bank account to a mobile money account).

“We thank IMSAR for their support to the clients of our institution and especially to CLECAM Ejoheza as an institution, 
which allowed us to easily serve clients in remote areas. The push and pull services are effective, reducing the cost 
for transportation, time management for clients and queues at the outlet” 

Merchias Dusabumuremyi, Managing Director, CLECAM

By March 2022, CLECAM has registered over 30,000 users into their mobile banking platform, of 
which 5,803 already started transacting through the digital services. Additional clients have also 
started digitally transacting through agents, a practice which is expected to be less prominent in the 
future as farmers become more comfortable using the platform directly.

As the Central Bank of Rwanda has agreed with Mobile Money service providers that no fee is to be 
charged on mobile money transactions, the adoption of the model is expected to scale significantly. 
CLECAM continues to invest in the model and contracted ADFinance to further develop the platform 
in order to allow famers groups, in addition to individual farmers to use the push services, and to start 
the digital provision of loans to individual clients and farmers groups. ADFinance has been contracted by 
five SACCOs that want to adopt the model – three of them have already started the digitalisation process.
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CONTEXT

Being effective in aggregating produce from large numbers of small fragmented and dispersed producers is 
challenging and complex for the various aggregators - traders, cooperatives, wholesalers or retailers -– involved 
in connecting smallholder farmers with end consumers inside and outside Rwanda. Agricultural produce typically 
undergoes significant deterioration as it moves along the supply chain, which reduce the value and incomes for 
farmers and other actors along the chain. In addition, low yields hinder the volumes of produce to be aggregated 
whilst sub-optimal production and post-harvest practices undermine its quality, adding to the complexities 
presented above.

 Systemic constraints to be overcome to capture this lost value include:

 ƥ Low levels of coordination between farmers, aggregators and end-buyers;

 ƥ Sub-optimal information and resource flows between aggregators and farmers; 

 ƥ Missing and/or low-quality infrastructure and equipment to preserve quality and add value, particularly 
storage, drying, grading/sorting/packaging, and cold-chain facilities and logistics;

 ƥ Sub-optimal access to certification services.

Chapter 02     Portfolio overview
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INTERVENTIONS

IMPROVING AND SCALING THE COB MODEL

IMSAR has supported the scaling of an innovative aggregation 
model for maize, which reduces aflatoxin contamination 
and therefore post-harvest losses.

Premium agro-processors requires high-quality maize exempt from aflatoxin, which is difficult to find in Rwanda 
due to the existing post-harvest practices used by farmers. Smallholders indeed rely on manual post-harvest 
handling – drying, shelling and cleaning maize by hand - which takes 6-10 weeks and overlaps with the wet season 
(during the season A harvest), increasing the likelihood of aflatoxin contamination. This has been leading to high 
rejection rates by premium buyers of the maize supplied from Rwanda.  In addition, weak aggregation networks 
amongst smallholder producers mean that these buyers are unable to easily and consistently source sufficient 
volumes from the local market. During this time, producers lose 15-30% of their harvest. IMSAR’s partnership with 
Kumwe Harvest, a company providing post-harvest services to large aggregators, was supported by IMSAR for 
scaling up and improving an innovative ‘’cob model’’, which consists of purchasing maize on the cob instead of 
grain. Maize is then shelled, cleaned, and dried within 24 hours in an industrial facility, leading to top quality maize 
with minimal aflatoxin contamination and therefore rejection from buyers. The resulting product is aflatoxin-free 
which is equivalent to Grade 1 maize sourced internationally. Via this model, post-harvest losses are reduced to 3%. 
The model also allows farmers to sell their maize (on cob) weeks earlier without having to spend time in shelling 
and drying the maize. The partnership also invested in identifying solutions to handling the large amounts of cobs 
accumulated post-threshing and conducted a study on cob valorisation. The study has identified carbonised cob 
briquettes – which can be used as an environment-friendly substitute for charcoal products – as the most viable 
option for future piloting.

In 2020 Kumwe was bought by its main client, Africa Improved Food (AIF), which planned to expand the cob model 
both in Rwanda and regionally. Indeed, while alternative and complementary options to the cob model are being 
explored, the cob model currently remain the most effective alternative to aggregate Season A maize. In 2022, 
IMSAR partnered with AIF to further facilitate the adoption of the cob model by AIF’s key suppliers of maize. Under 
this intervention, AIF developed a ‘supplier development programme’ that aimed at capacitating and equipping 
three aggregators to implement the cob model. AIF have trained nine trainers who were assisting the operations 
of the aggregators, while building their capacity. AIF also leased aflatoxin testing equipment to the aggregators.

The acquisition of Kumwe by AIF is itself a testimony of the sustainability of the cob-model; indeed, 

over 90% of Season A maize used by AIF is aggregated on cob by AIF.

 ƥ AIF’s supplier development programme will see three other offtakers adopting the model in this 
2022, and AIF intends to expand the programme to enrol additional offtakers over time. 

 ƥ Replication was observed also with Commercial Agents from Sarura (see below).

INTRODUCING THE COMMERCIAL 
AGENT MODEL

IMSAR pioneered the introduction in Rwanda of the “commercial 
agent model”, a solution for improving both farmers’ productivity 
and agribusinesses’ capacity to aggregate commodities.

While smallholder farmers often have limited access to the inputs, services, and information they need to increase 
their production and sales; most aggregators face difficulties in accessing a stable supply of high quality produce 
to meet their needs. The commercial agent (CA) model can help addressing both problems.  CAs are intermediaries 
that are recruited and trained by aggregators to reach farmers and source high volumes of high-quality produce. 
To incentivise performance, CAs are paid a commission on sales and, in some cases, a bonus contingent on 
the grade of the produce aggregated. IMSAR first piloted the model with Sarura Commodities, a large maize 
and beans aggregator. Under this pilot, Sarura selected and trained CAs on good agricultural practices, including 
advice to mitigate the impact of climate change, and supply chain management, and provided them with some 
equipment, such as weighing scales, tarpaulins, and moisture meters. In turn, Sarura’s CAs provided farmers with 
a combination of extension support and inputs. This intervention tested the CA model with tree types of actors: 
input dealers, local traders and lead farmers.

IMSAR also supported Garden Fresh, a horticulture exporter, to adopt the CA model with a focus on passion fruit. 
Pests are a major problem encountered by farmers growing passion fruits, leading to low productivity, and the poor 
application of pesticides often led to high residues that fail international markets requirements. Through providing 
advice to farmers on pest management to increase production, the CAs model enabled Garden Fresh to increase 
the quantities of passion fruits aggregated whilst ensuring that the quality would respond to international standards.

“The model provides a reliable and sustainable opportunity for market access, and increased revenues for those 
farmers who are not members of cooperatives or who are part of land use consolidation schemes”

Augustin Mutijima, Managing Director, Sarura Commodities
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Sourcing through commercial agents has proven beneficial for both Garden Fresh and Sarura - both 
attribute significant increases in volumes of commodities aggregated from farmers; Garden Fresh 
tripled the volumes of passion fruit exported, while Sarura aggregated 92% of their total volume of 
beans and 32% of their maize from their CAs.

 ƥ Garden Fresh have expanded their number of commercial agents and is trialing the model with 
other crops (chilies and avocadoes). At least one more horticulture exporter has adopted the 
model for avocadoes and chilies. 

 ƥ To enhance wider adoption, IMSAR also developed a blueprint on the Commercial Agent Model 
and held a roundtable in December 2021 to pass on the information on the model to other 
companies, development partners and the Government of Rwanda.

IMPROVING EXPORT-ORIENTED 
OUTGROWER MODELS

IMSAR supported horticulture exporters to adopt tailored 
outgrower models which increase quality sourcing 
and outreach to smallholder farmers.

Exporters in Rwanda largely rely on production from their own farms, with very few sourcing from cooperatives 
and smaller farmers. IMSAR supported Garden Fresh and Excella, two horticulture exporters, to engage with 
cooperatives and lead farmers to establish outgrower models. The model entailed training three cooperatives 
and 70 lead farmers on good agricultural practices and the Global G.A.P. Certification requirements, as well as 
solutions to adapt to climate change. In addition to training, Garden Fresh also provided inputs (seeds and crop 
protection) on credit to ensure outgrowers could meet the quality standards and volumes required for export. It was 
observed that the cooperative version of the outgrower model can only be effective if cooperatives have strong 
and committed management that provide quality assurance and records keeping, complying with international 
standards. The lead farmer variation of the model, provided adequate training and coaching is offered by the 
exporter, was found as easier to manage in the longer term. IMSAR also supported Garden Fresh to establish a 
packhouse in Kayonza (Eastern province), which will be used by Garden Fresh and its neighbouring outgrower 
cooperatives. The packhouse can accommodate over 500 workers and 20MT/day of produce and includes two 
cold rooms.

“Partnering with IMSAR has been a great pleasure – it positively impacted our farming activities, both on our own farms 
and with cooperatives that we work with, increasing the volume of our various products to respond to the increasing 
client demand. Through IMSAR support we were able to identify the best cooperatives to work with and provide them 
with effective capacity building, which improved the quality and volume of their production. The increased volume and 
quality have contributed significantly to our exports, which was the main objective”

Aimable GAKIRAGE, Managing Director, GARDEN FRESH Ltd

Garden Fresh continues to invest in both versions of the model, targeting cooperatives with stronger 
management capabilities, and deploying lead farmers to manage smaller outgrower schemes.
Excella on the other hand were severely impacted by COVID-19 and currently cease to operate 
as a business.

Two other companies, one exporting French beans and one exporting chillies, have adopted the lead 
farmer outgrower model. Both companies have invested in identifying, training, and sourcing through 
lead farmers after learning about the model from IMSAR.

IMPROVING ACCESS 
TO CERTIFICATIONS SERVICES

IMSAR intervened to make agricultural certifications 
more accessible to agribusinesses through supporting 
the establishment of locally based service providers.

As the capacity of Rwanda’s agribusinesses to aggregate and export larger and more stable volumes of produce 
increases, the business case for obtaining certification gains more traction. However, consultants and auditors 
are mostly contracted from Kenya, making the certification process costly and inaccessible to many small and 
medium companies and cooperatives. IMSAR partnered with Control Union, a renowned testing and compliance 
company, to establish a cadre of 16 independent and locally based consultants that can provide pre-audit and 
audit services, increasing accessibility and reducing the costs associated with obtaining certification. Those local 
consultants then formed a company named Bridge to Rise. The initial needs assessment selected the three most 
relevant certifications to start with: Global G.A.P., organic and HACCP. Full and partial sponsorships were provided 
to the participants to incentivise participation and ensure inclusiveness, and first-comer discounts were provided 
to exporters to receive audit services.

“Since we started the capacity building intervention with IMSAR support, Control Union visibility has increased in the 
Rwandan certification market. We got a lot of new business from the marketing events we organised, and we are still 
gaining more clients. The consultants from Bridge to Rise are also contributing to the promotion of Control Union. 
Currently we have two members of Bridge to Rise who are undertaking more in-depth training and are already involved 
in audits, the company expects a lot from them. Moreover, we are expanding our business using the same business 
model in other countries.”

Eric Matabaro, Country head, Control Union, Rwanda
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IMSAR has supported NAEB to obtain the Brand Reputation 
Compliance Global Standards (BRCGS) START! 
for its packhouse.

formerly named British Retail Consortium Certification). The packhouse that NAEB owns and manages fills the gap 
between the existing collection centres run by horticulture companies and the cold room at the airport. It serves as 
a hub/incubator for nascent horticulture companies which have no scope to own and operate private packhouses. 
As the number of horticulture businesses has increased in Rwanda – from three to over thirty in the past four years 
– this facility remains pivotal to enabling companies to sort, grade and pack produce, and ultimately boost exports. 
IMSAR has co-invested in the BRCGS START! certification of the packhouse, required by major UK and European 
retailers and increasingly recognised by buyers in other parts of the world. The certification will allow the exporters 
using the packhouse to move beyond wholesalers and to supply their products as branded food products or 
retailer-branded products, or as ingredients for use by food manufacturers, food service companies and catering 
companies . The expectation is that by the time companies graduate out of the shared packhouse, their exposure 
to the BRCGS certification will have sensitised them to its benefits, motivating them to get their own packhouses 
certified. This is also expected to increase awareness and incentives of other certifications, along with the Control 
Union intervention discussed above.

“I would like to express my appreciation of IMSAR for being among those few that take very seriously and proactively 
the commitment to move to the next level once all plans and agreed actions have been well-cleared. I also appreciate 
their close monitoring and spirit of collaborative approach from top to bottom and bottom to top, within the entire 
IMSAR team.”

Eric Ruganintwali, Quality Assurance Expert, NAEB

Control Union have extended their coaching support to cover more certifications. The company has 
also expanded their team with one BRCGS auditor, as the demand for the certification is expected 
to increase. Nine exporters accessed pre-audit services and seven already obtained respective 
certifications.

In addition to Global G.A.P, HACCP and Organic certifications, additional training was provided by 
Control Union to the certification consultants  on S-Mark, UTZ, Rain Forest Alliance and Coffee and 
Farmer Equity (C.A.F.E.). Bridge to Rise has a pipeline of six more clients. Considering the growing 
demand for audit services, Control Union has recruited two consultants to undergo an in-depth 
training and become certified auditors.

KIGALI WHOLESALE MARKET 
FOR FRESH PRODUCE

IMSAR has been working with NAEB to establish an investment 
of USD 30 million for the Kigali Wholesale Market for Fresh 
Produce (KWMFP), with an additional USD 17 million 
for the downstream and upstream linkages.

Rwanda’s current market infrastructure prevents horticulture stakeholders from taking advantage of the 
opportunities to sell at scale fresh products into growing regional and international markets. As the growth of the 
horticulture sector is a key government priority to increase exports, the GoR has put its weight behind the plan 
to establish new infrastructures for aggregating, conditioning, processing fresh produce in order to reach high 
value markets. While involvement in this type of intervention is uncommon for a market systems development 
programme, IMSAR agreed to support the initiative, recognising that the development of infrastructure can be a 
catalyst for market development. Since 2018, IMSAR’s funding and technical assistance has supported the following:

 ƥ Refreshed the initial feasibility study, reworking the financials and developing the initial upstream and 
downstream investments; 

 ƥ Drafted a transition strategy to guide all stakeholders on the shift of the wholesale operations from its current 
location to the new market;

 ƥ Organised a learning visit of key stakeholders from NAEB and TMEA to South Africa to visit established 
wholesale markets;

 ƥ Coordinated key stakeholders through regular Steering Committee meetings to ensure continuous progress 
in the development of the project. 

IMSAR’s support provided since 2018 ensured that ownership and commitment to this initiative by all stakeholders 
remained in place despite the pandemic. IMSAR support also helped catalysing additional support from other 
development partners. In 2020, Trademark East Africa (TMEA), also with UK Aid funding, worked on the detailed 
design of the market infrastructure and conducted additional economic and financial analysis, as well as a study 
on the diagnostic and design of backward and forward linkages to the KWMFP. In 2021, the EU also started funding 
a project manager, embedded within NAEB, to drive the initiative forward until the Market is functional. 

NAEB continues to champion and lead the initiative, working to ensure greater buy-in from the City of Kigali, 
Ministry of Trade and Commerce (MINICOM) and Ministry of Agriculture and Animal Resources (MINAGRI). Initial 
estimates forecast that once properly functioning, the market throughput could reach 140,000 tons by Year 5 
and 319,000 tons by Year 20.  Farmers will receive improved information about market prices and, with support 
through backward linkage investments, will be better positioned to organise their own logistics so they can trade 
directly in the market. This will increase their income, as direct linkages to higher valued markets allows farmers 
to capture more of the value along the value chain. It is estimated that up to 1.5 million farmers will increase their 
incomes by 5 to 7% as a result of the establishment of the KWMFP . This equates to an increase of £18 million worth 
of produce annually (by Year 5).

Chapter 02     Portfolio overview
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INTRODUCING EXOTIC PIGS 
CONTRACT FARMING

IMSAR introduced contract farming models for supporting 
the growth of the pig sector.

The pig sector has high growth potential due to the high and growing domestic and regional demand for pork. 
Its growth is however constrained by several factors including the high cost and inefficient supply of piglets 
(and especially exotic breed piglets), animal feed and health products and services, as well as a speculative and 
unorganised market for fattened pigs. 

IMSAR therefore partnered with Vision Agribusiness Farm (VAF), a piglets breeding centre focused on exotic pig 
breeds (Landrace and Pietrain) to pilot a contract farming model that could address those multiple issues. VAF 
established a contract farming model, whereby farmers were provided with five castrated piglets and feed on 
credit, as well as access to periodic veterinary services and farm management advice. This scheme promoted 
exotic pig breeds, which provide a higher return on investment for agribusinesses and farmers. They however 
require specific inputs and improved practices, making the contract farming model a relevant approach. Fattened 
pigs were then bought back by VAF, and the cost of the inputs was subtracted from the sales. 

While this solution was effective, the demand for exotic piglets was too high be solely satisfied by this model. 
IMSAR then partnered with Trebuco, an actor in the sector specialised in pig aggregation, pig slaughtering and 
pork meat export to the DRC. The model was improved by providing four castrated piglets and one young sow, 
allowing smallholder farmers to gradually expand their production whilst reducing reliance on accessing additional 
piglets through the contract farming model alone.

“The support IMSAR gave us to promote contract farming has helped us in building a more profitable business model, 
as now we reach further along the value chain... The additional funds IMSAR provided during the early days of COVID-19 
were a lifeline, as we were struggling to find a market for pig products due to border and restaurants closure – but with 
IMSAR’s support we were able to make deals that meant our products reached export markets. We are really grateful.”

Jean Claude Shirimpumu, Managing Director, Vision Agribusiness Farm 

The contract farming model performs better when it is driven by an aggregator or processor, rather 
than an input (piglet) provider. While VAF’s constraints in breeding higher volumes of piglets hampered 
the scale-up of the model, aggregators/processors like Trebuco are best placed to drive contract 
farming models at scale. In particular, when processing operations, like Trebuco’s slaughterhouse, are 
operating below full capacity due to the limited availability of pigs, there are high incentives to invest 
in the contract farming model.

Trebuco have reached more farmers than targeted and are continuing to expand the model. VAF 
is looking into implementing a variation of the model, whereby piglets are provided on credit to an 
offtaker (like Trebuco), in charge of managing the contract farming model.

In March, IMSAR organised a field visit with VAF and Trebuco to share results and learning with two 
development partners who are investing in the pig sector. One will support artificial insemination, 
which will increase the supply of exotic piglets; the other will support the scale of contract farming. 
Similarly, government officials, who facilitated the promotion and adoption of the model, remain very 
supportive; all encouraging signs that the model will be scaled.

IMPROVING AGGREGATION AND MARKETING 
OF OYSTER MUSHROOMS

IMSAR partnered with Deyi to strengthen the oyster mushrooms supply chain by stimulating the demand for 
mushrooms through improved marketing and distribution strategies. This was a follow on of IMSAR first partnership 
with Deyi that aimed to address supply side issues preventing the growth of mushrooms sector. The increase in the 
supply of oyster mushrooms has generated a need to help Deyi to improve the marketing of oyster mushrooms 
(targeting retail market and other distribution channels) with the aim to source higher volumes of oyster mushroom 
from smallholder farmers. The partnership supported Deyi to: develop a system to timely source from mushroom 
growers; strengthen their sales channel, including establishing stalls at key open markets and recruiting sakes 
agents, and; developing a marketing strategy through the design of a new logo and tagline for Deyi, flyers as well 
as branding of stalls and social media promotions. As a result of this partnership Deyi has managed to hire three 
permanent staff in charge of sourcing and marketing. A stall at Kimironko was set up, selling an average of 60kgs 
of mushrooms per day in its first weeks of operations.

The stall in Kimironko is already turning a profit and has sufficient capacity to double its sales in the 
next six months.

Deyi has contacted two additional open markets in Kigali and plans to open at least an additional stall 
in the next six months. In addition, the stall in Kimironko is expected to target more B2B sales and 
become an aggregation point, where agents can distribute mushrooms from. 

As the mushrooms forum is making progress towards obtaining a legal status, and the growth 
generated by Deyi is appreciated by members, it is expected they will be able to coordinate and better 
manage the oyster mushrooms supply chain.
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COVID-19 SUPPORT
 
IMSAR supported the horticulture sector by subsidising airfreight 
costs at the height of the COVID-19 pandemic.

In April 2020, at the height of the first wave of the pandemic lockdown measures, exporters struggled to freight 
their fresh produce to international markets. With limited air connectivity, the increases in airfreight charges 
threatened exporters with exponential losses. To alleviate these constraints, IMSAR, in collaboration with NAEB, 
stepped in to help Rwandan exporters by providing a short-term subsidy on the air freight cost – ensuring freight 
costs remained at the pre-pandemic level – and facilitating the introduction of a second airline for cargo freighting. 
Around 29 exporters benefited from the intervention, which enabled them to export goods to the value of around 
£1.5 million. This measure supported them to navigate the crisis until additional emergency support could be 
allocated by other stakeholders and reduce the losses caused by the inability to freight products. It also enabled 
farmers to continue selling their produce to exporters and accessing incomes. 

“Without IMSAR’s support in subsidising the flights our company would have needed to lay off six of our staff – instead 
we were able to hire four additional personnel to keep up with orders. The subsidy also helped our company in retaining 
prices at a competitive rate – without it, we would have lost clients and taken a 30% hit off our revenue target for 2020.”

Fred Rwigamba, Managing Director, Souk IG

IMSAR engaged with an online marketplace business DMM HeHe 
to improve its capacity to source and deliver fresh food to urban 
consumers and businesses during the pandemic with the aim 
to sustaining the livelihoods of producers.

In April 2020, at the height of the first wave of the COVID-19 pandemic, transport restrictions and quarantine 
measures increased the demand for food deliveries to houses and businesses, especially hotels and hospitals able 
to stay open during the lockdown in Kigali. At the same time, businesses with online services struggled to supply 
because of inadequate aggregation and logistics capacity. Through partially subsiding the logistic costs (sourcing, 
trucking, packaging), IMSAR supported DMM HeHe in developing an e-commerce platform called “Abundance 
Village” and which connected farming households to urban markets., In collaboration with four aggregators 
backed by an agronomist, DMM HeHe connected 4,000 farmers to buyers through the platform.

“Our partnership with IMSAR came at a critical time – right when the pandemic hit and significantly disrupted our 
supply chains, leading to greater post-harvest losses in the agriculture sector.  With IMSAR’s support we were able to 
mitigate the impact of COVID-19, ensuring access to reliable logistics and consumers for the farmers in our network.”

Clarisse Ilibagiza, CEO, DMM HeHe  

Chapter 02     Portfolio overview
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CONTEXT 

Gender inequality is strongly rooted in patriarchal norms, 
affecting the way agriculture sectors function for men 
and women.

Limited access to resources and constrained mobility, combined with higher levels of poverty, often hinder 
women’s ability to fully participate in the economy and take advantage of available services, products, and other 
opportunities. Women are also constrained by lack of access to finance to establish or expand their agricultural or 
economic activities, and often lack knowledge of and access to information and new technologies, including cell 
phones or improved agriculture practices. Men are often regarded as natural decision-makers and generally control 
household decisions and incomes. In addition, unpaid care combined with a lack of available childcare services 
disproportionately affect women’s ability effectively to participate in the economy and contribute to growth.

Young people are also particularly disadvantaged, 
making youth-led enterprises a key target of various initiatives.

The primary source of income for more than 60% of young people in Rwanda is agriculture and its subsectors. 
Secondary sources of income including wholesale and retail trade, and the repair of motor vehicles and 
motorcycles. Approximately 60% of youth are underemployed (working less than 35 hours per week) and are 
willing to work more. The Rwandan youth labour force remains low-skilled: 77.5% complete primary education, 
15.4% complete secondary education (lower and upper) and 7.1% tertiary education. Only 3.1% have attended 
technical or vocational school.

Chapter 02     Portfolio overview
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INTERVENTIONS

IMSAR mainstreamed women’s economic empowerment 
objectives across all its interventions, ensuring that innovations 
are inclusive and that women are specifically targeted 
when required.

IMSAR helped partners to understand how their products and services are or can be made relevant to women 
and how inclusive business practices can improve their sales and operations. When specific measures were 
required to make innovations accessible to women, IMSAR provided specific technical assistance. Finally, through 
its performance-based grants, the programme incentivised businesses to reach women by including milestones 
which are specific to women’s reach or activities geared towards women’s participation. IMSAR also implemented 
interventions targeted at addressing systemic constraints which affect women and youth. For example, IMSAR 
decided to intervene in the oyster mushroom sector due the high participation of women and youth.

In partnership with UNICEF and NAEB, IMSAR developed 
a study demonstrating the business case for investing in 
employer-supported childcare, as well as a blueprint to assist 
private sector companies in providing childcare services 
to their employees.

The initial study analysed the extent to which worker productivity, and in turn business performance, increase as a 
result of childcare facilities being available to workers across tea companies in Rwanda. Based on quantitative and 
qualitative data, the business case revealed a marked increase in productivity of workers with access to childcare, as 
well as an improved worker loyalty and hence retention when companies provided childcare. However, the findings 
also showed clear scope for improving the model of childcare service rendered, with areas of improvements 
including better planning (including user mapping), greater user consultation and involvement, more investment, 
and attention to the management and operations of childcare facilities (in addition to their construction), greater 
appreciation for workers’ willingness to pay if services could be improved (including opportunities for children 
to learn English at the childcare facility), and more attention to partnerships with public and private actors that 
could share the operations and cost burden while also enhancing quality of service. Addressing one of the 
recommendations of the study, IMSAR developed, in partnership with the National Child Development Agency 
(NCDA) and UNICEF, a blueprint for employer supported childcare.

Chapter 02     Portfolio overview

To support both women’s economic empowerment and the increase 
of non-traditional high-value exports, IMSAR partnered with one 
floriculture business, improving its HR practices through increasing 
access to upskilling opportunities and better paying jobs.

Despite the strong growth of floriculture exports from Eastern Africa, Rwanda’s share remains small, partially due 
to the high set-up costs, investment and skills needed for production. In 2015, the floriculture company Bloom Hills 
Rwanda invested in R&D to set up a small flower plantation. The IMSAR intervention sought to boost quality and 
volumes of exports, by assisting Bloom Hill’s with acquiring the necessary soft and hard infrastructure to meet the 
demand and requirements from international markets. Within the former, IMSAR both incentivised the company 
to better engage with potential international buyers, for instance by attending fairs. Bloom Hills mostly employs 
women and young women, representing 73% of the company’s workforce; a trend common across horticulture 
and floriculture companies. Low and fixed daily wages and the lack of formal promotions/career advancement 
opportunities for workers produced a dual issue: on the workers’ side a generalised lack of motivation, which in 
turn meant high turnover and low productivity; on the company’s side suboptimal performance and constrained 
ability to meet the volume and quality needed for export markets. IMSAR incentivised the company to implement 
i) a general daily wages increase for all casual workers; ii) more regular training and upskilling activities, and; iii) a 
promotion scheme. The agronomists, who have a supervisory role over the workers and were the ones in charge of 
conferring promotions, reported that these advancements led to a lower turnaround, a higher level of satisfaction 
among women workers, lower need for supervision and overall improved performance, with workers becoming 
faster at their tasks and the quality of flowers improving.

“IMSAR has provided an opportunity to verify and rebuild our HR system. It also set up the necessary infrastructure and 
operation system to accommodate export volume and enabled us to keep supplying good volumes of flowers. As a 
result, our sales were up compared to the previous year, and we promoted workers (whose salary therefore increased) 
without compromising or reducing the total number of workers employed.”

Shungo Harada, Managing Director, Bloom Hills Rwanda Ltd

IMSAR supported Yara to test an input-on-credit scheme 
targeting women agrodealers.

In Rwanda, male agrodealers outnumber women owned and operated ones. This is the result of female agrodealers 
facing several additional bottlenecks when compared to their male counterparts, including poor access to credit 
and financial services, reduced mobility, time poverty due to double workday, and cultural negative stereotyping 
around gendered roles and occupations. At Yara, the situation was no different. Despite women agrodealers being 
very dedicated, trusted by their clients, and showcasing strong sales records, they made up only 25% of Yara’s 
argrodealers. IMSAR’s analysis suggested that one key constraint leading to such gender gap was that women 
struggled to buy fertilisers upfront due to lower access to capital. IMSAR therefore facilitated an agreement 
between Yara and APTC (the parastatal company in charge of selling and distributing fertiliser to agro-dealers), 
whereby selected women agrodealers could access Yara’s fertiliser on credit to be repaid with no interest in 30 
days. The credit was provided by APTC and guaranteed by Yara. The agrodealers were selected by Yara’s senior 
agronomists based on financial capability, credibility, and trustworthiness. Women agrodealers that tend to buy 
small quantities of fertilisers but very frequently, meaning they have enough market but limited financial capacity, 
were prioritised.
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“My capital was not sufficient for me to serve all my five outlets, making it difficult to support all the farmers registered 
under me in my region. I could only afford to serve three outlets, but now, with the access to 30-day credit, I don’t run 
out of stock like before and can support all five outlets.”

Ms. Donatille Mukakomeza, agrodealer 

“This initiative has really improved Yara’s rapport with women agrodealers, increasing their sales as well as Yara’s. Many 
farmers have been able to access quality fertiliser from their mothers, sisters and daughters across the country! We’re 
thankful for the support from IMSAR/Palladium.”

Peter Ngugi, Country Commercial Manager, Yara 

IMSAR supported VIAMO to improve its understanding 
of women’s and youth access to mobile-based 
agricultural information.

IMSAR partnered with VIAMO, a social enterprise focused on improving access to information through 
mobile technology, to conduct a research aimed at better understanding how farmers are using the 
8-4-5 platform which provides access to agriculture-related information. Through dialling *845* on 
any feature phone, farmers can access to pre-recorded technical advice focused on the production 
of carrots, tomatoes, passion fruit, bananas, and maize, in addition to daily and seasonal weather 
information. The study revealed similar levels of satisfaction among women, men and different age 
groups using the service, although younger users would prefer a more dynamic interaction when 
accessing information. The cost of the service also appears to be prohibitive to many. The findings 
also suggest that uptake would most likely increase should target users become more aware of the 
service overall and that some content could be accessed free of charge, and that farmers are seeking 
additional weather content.

IMSAR supported the Rwanda Youth in Agriculture Forum (RYAF) 
to identify the needs of youth-led agribusinesses in Rwanda.

RYAF is a platform that brings together different youth organisations, individual youth farmers and entrepreneurs 
working in agriculture. The needs assessment supported by IMSAR revealed that most youth-led enterprises were 
facing challenges within logistics (packaging, storage and transport) as one of the key barriers their growth. It 
also highlighted the need for business development services, with youth-led enterprises requiring training in 
finance, compliance management, and marketing. Such services would allow them to enter competitive markets 
and increase their access to commercial capital, another major issue preventing their growth. These findings 
should continue to be useful for future programmes that devise incubation models and services targeting youth 
in agribusiness.

Chapter 02     Portfolio overview
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IN PARTNERSHIP WITH MARKET ACTORS, IMSAR 
DESIGNED AND IMPLEMENTED INNOVATIONS THAT 
ADDRESS KEY CONSTRAINTS IN AGRICULTURE
 
IMSAR implemented 34 interventions in partnership with 31 market actors, which led to 20 innovations reaching 
markets5. Of those interventions, two were discontinued due to partners ceasing operations during the COVID-19 
pandemic, and two were not pursued after being further informed by the results of feasibility assessments, 
entailing a staged approach. In addition to the 34 interventions implemented, six pre-intervention concepts did 
not progress further into implementation due to the reduction of the IMSAR budget. The very low churn rate 
between interventions concepts and innovations reaching markets is evidence of IMSAR’s thorough design, 
effective implementation, and adaptive management.

IMSAR established partnerships with a diverse group of market actors. Most partners (25) were private sector 
companies, whilst other partners included government bodies, research institution, association and multilateral 
organisation. Partnerships with agribusinesses (e.g.  input and service suppliers, offtakers and exporters) prevailed, 
followed by financial institutions and service providers (e.g., inputs, extension, mechanisation, certification 
services). The partnership with NAEB was strategic beyond the Kigali Wholesale Market for Fresh Produce and BRC 
certification of their packhouse, as NAEB have assisted and informed interventions focusing on exports.

 
INNOVATIONS SUPPORTED BY IMSAR 
ATTRACTED SIGNIFICANT INVESTMENT 
AND GENERATED INCREASED IN SALES
 
IMSAR leveraged £1.14 for every pound invested from its grant 
fund – generating an investment of over £5m in agriculture.

Such result indicates that partners responded well to IMSAR’s stimuli and were confident of the profitability of 
innovations developed in partnership with the programme. It is worth noting that this investment leverage does not 
include most of the capital leveraged from interventions with financial institutions6, nor the investment generated 
from downstream businesses in response to better access to services and markets. Similarly, IMSAR’s technical 
support to the Kigali Wholesale Market for Fresh Produce is set to unlock $47m worth of investment to establish 
the infrastructure, downstream and upstream linkages.

Where innovations became live, the sales of the partners supported by IMSAR increased by a total of £9.3 million, 
and all partners continued to invest in the models after support from the programme ended. While 79% of sales were 
made in the domestic market, £1.9 million (21%) came from non-traditional exports (including thosegenerated 
through the support provided to mitigate the impact of the COVID-19 pandemic).

5 Some interventions focused on introducing and/or scaling the same innovation, either through staged interventions or through interventions with 

different partners.

6 Interventions with financial institutions required both investment to design and introduce the innovation e.g., in human resources and software/systems, as 

well as financial institutions committing significant capital towards agrilending. The latter was not included in the above figure.

THE NEW AND IMPROVED BUSINESS MODELS, 
PRODUCTS AND SERVICES INTRODUCED 
WITH IMSAR SUPPORT INCREASED THE INCOMES 
OF RURAL HOUSEHOLDS AND GENERATED JOBS
 
IMSAR interventions helped 111,721 rural households 
to increase their incomes.

Of these, 38% are leaving below the extreme international poverty line (earning less than USD1.90/day)7. These 
results are positive and aligned with results expected through the MSD approach; indeed, while over time it can 
be expected that the innovations will reach poorer segments of the population (as businesses expand their offer, 
and/or become more competitive), rural households can only effectively engage in commercial agriculture when 
endowed with certain resources, in particular land and sufficient income to start investing in improved inputs.

IMSAR generated £6,908,192 of cumulative net attributable 
income increase for farmers.

The range of net attributable income increase varied across interventions: from £39/season from using Yara’s crop 
specific fertiliser, £67/season for maize farmers engaging with Sarura’s commercial agents and £108/cycle for pig 
farmers doing contract farming with VAF. While it is complex to isolate the net attributable income increase per 
farmer, as most have been reached by more than one innovation, IMSAR data indicates that innovations which 
address simultaneously productivity (access to inputs and extension) and access to markets are likely to lead to 
higher increases in net income. The short duration of the programme implied that for most farmers IMSAR was 
only able to capture the increase in net income generated from one agriculture season, and not over multiple 
seasons or years. As partners have continued investing and expanding their reach, it is reasonable to claim that the 
increase in incomes generated by IMSAR is much higher and will continue to increase over time.

IMSAR generated 1,374 full-time equivalent (FTE) jobs.

Most (77%) of the generated FTE jobs stem from interventions within the aggregation portfolio, as aggregators 
notably employ a larger number of workers, and IMSAR support led to businesses expending their operations. 
Interventions within the inputs portfolio also generated additional FTE jobs, both through the employment of 
agronomists and agents contracted by IMSAR partners as well as through an increase in demand for casual labour 
at the farm level as a result of additional production and prospects of higher revenues. Of the 1,374 FTE jobs 
created, 900 FTE jobs (66%) were from women.

Chapter 03     Summary of results

7 21.5% of IMSAR beneficiaries fall under the 2016 national poverty line (set at RWF 159,375 per adult equivalent per year in the prices of January 2014). The 

poverty line is updated through the Integrated Household Living Conditions Survey (EICV) conducted by the National Institute of Statistics of Rwanda; due 

to the pandemic EICV6 was postponed. Given the inflation rate, the above percentage should be interpreted with caution. 
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INNOVATIONS INTRODUCED BY IMSAR ALSO 
CONTRIBUTED TO WOMEN’S ECONOMIC 
EMPOWERMENT
 
IMSAR designed a WEE measurement framework to help assess the extent to which the programme’s interventions 
contributed to empowering women; it adopted and adapted the Women’s Empowerment and Market Systems 
Framework (2016), which has been tested and refined across a number of MSD programmes. Achievements across 
the WEE domains follow.

 

ECONOMIC ADVANCEMENT
Farming is considered as a family enterprise. Whether the innovation 
is accessed directly by women, or indirectly, the increase in income is 
generated at the household level. This means that over 111,000 women 
farmers in Rwanda advanced economically.8 

ACCESS TO RESOURCES AND 
OPPORTUNITIES

Over 61,000 women have directly accessed a combination of new 
and improved inputs, services, markets, jobs, and skills development 
opportunities.

DECISION-MAKING AUTHORITY 
AND CONTROL OVER INCOME

Around 83% of women make decisions about farming, including what inputs 
to buy and where to sell, as well as decisions on how the income generated 
from farming will be allocated.

MANAGEABLE WORKLOAD
91% of women are satisfied with their workload, even when access to a 
specific innovation led to an increase in time spent on farming; a result of 
the expected increase in revenue which led women farmers willing to spend 
more time farming.

SELF-ESTEEM, IMPROVED 
PERCEPTION OF SELF WITHIN 
THE HOUSEHOLD AND 
COMMUNITY

58% of women reported improved self-esteem and sense of self-worth within 
their households and community, thanks to their ability to contribute more to 
households’ income and to save, and to their improved knowledge and skills.

LEADERSHIP AND NETWORKING
40% of women reported having experienced positive shifts in participation to 
groups (such as farming and saving groups) and/or took on leadership roles, 
as a result of IMSAR interventions.

IMSAR ALSO TRACKED HOW INNOVATIONS 
REACHED PEOPLE WITH DISABILITIES
 
IMSAR used the Washington Group short set of questions to understand the extent to which the programme 
was reaching people with disabilities. The questions ask about difficulties in performing basic universal activities 
(walking, seeing, hearing, cognition, self-care and communication). The focus on functioning and the brevity of the 
tool meant that it could be easily deployed as part of the programme’s impact assessments. The exercise identified 
that 6.9% of IMSAR’s beneficiaries were people with disabilities; the one with the highest proportion was access to 
tractor services to mechanise farming activities (18%).

IMSAR SUPPORTED FARMERS TO BETTER ADAPT 
TO THE EFFECT OF CLIMATE CHANGE
 
In its second year of implementation IMSAR geared up its efforts to better understand what the key climate 
change risks were in the country and how the programme could better contribute to reducing vulnerability of 
smallholder farmers to climate change. Together, these allowed IMSAR to better integrate climate-smart activities 
into its interventions. Various IMSAR interventions helped farming households to reduce their reliance to rain-fed 
agriculture, for example through supporting the production of oyster mushrooms, passion fruits or pigs. The pigs 
contract farming model also helped local masons to gain knowledge on the construction of improved pigsties that 
facilitate the collection of rainwater and organic waste. The commercial agents training provided by Sarura and 
Garden Fresh included modules to raise awareness of climate risks and use of climate-smart inputs. Cumulatively 
over 101,000 farmers are better able to adapt to the effect of climate change, as result of IMSAR interventions.
 
VALUE FOR MONEY
 
IMSAR has developed a system to track, analyse and disaggregate 
its costs with the aim to report on VfM and inform adaptive 
management.

Costs were classified into two categories: direct and indirect costs. Direct costs were related to the investment 
made by the programme into specific interventions, including grants to market actors, and costs associated with 
the design and implementation of interventions (i.e., salaries and expenses). Indirect costs included programme 
management costs as report writing, office space, laptops.

The split between direct and indirect costs shows that IMSAR 
provided good value for money, with 77% of funds spent on 
interventions and 23% on indirect costs.

The high proportion of total costs spent directly on interventions is evidence of lean management and meticulous 
procurement. Direct costs were 39% grants, 59% personnel (fees/salaries) and 2% expenses. IMSAR’s cost-tracking 
system also splits costs by portfolio and intervention. The aggregation portfolio has the highest spending to date 
due to the size and number of interventions, followed by the finance, agricultural inputs and WEESI portfolios.

Chapter 03     Summary of results

8 Impact assessments conducted by IMSAR included several questions to probe the extent to which women felt to have personally benefitted from the 

increase in income generated at the household level. IMSAR also controlled for decision making on farming and household expenses as well as control over 

income – two key agency domains.
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Direct

Indirect

Aggregation

Finance

Inputs

Cross cutting

Milestone

Grant

Personnel

Reimbursables

77% 28%

2%2%

51%

17% 24%

39%

35%23%

Direct vs Indirect Direct costs split by Market Type of spend for direct

IMSAR used the UKAid Value for Money framework to track the 
programme’s performance.

The performance against VfM was assessed through trend analysis – where good performance was reflected by 
some indicators decreasing over time, such as cost per farmer reached, and other indicators increasing, such as 
social return on investment (Figure 3).

 ƥ Economy
was positive and improved over time with an increased proportion of the budget spent on interventions 
with market actors. Lean management and thorough procurement allowed the programme to minimise 
management costs and ensure direct spending and grants were prioritised;

 ƥ Efficiency and Effectiveness
were high and improved throughout the life of the programme as IMSAR grants attracted investment from 
partners, generated sales and reached an increasing number of beneficiaries, progressively reducing the cost 
associated with generating impact. The value of investment leveraged remained stable in the last two years; 
this is largely due to internal factors related to the reduction in budget and timing of disbursement;

 ƥ Cost-effectiveness
was also positive, with two key indicators (cost/household experiencing income increase, and social return on 
investment) showing significant improvement from the previous review. The cost per job created increased 
slightly – this is because IMSAR continued to invest in the interventions where jobs were previously created 
and counted;

Figure 2
IMSAR Spending Overview

 ƥ Equity
indicated that the programme generated inclusive results; it is important to note that impact is generated 
and captured at the household level, and throughout the life of the programme, IMSAR has calculated the 
percentage of women beneficiaries using the access ratio. However, farming in Rwanda is a ‘family business’ 
with both men and women contributing to it. Indeed, across all impact assessments, findings reveal that 
when income has increased at the household level, the household benefitted as a whole, and that women’s 
economic empowerment has improved across domains, as presented above.
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VFM DIMENSION VFM INDICATOR SEP 
2019

DEC 
2019

DEC 
2020

MAR 
2022

CHANGE 
FROM 
DEC 2020

ECONOMY
Proportion of total cost spent 
directly on delivery

66% 69.1% 76.5% 76.7% +0.2%

EFFICIENCY

Cost per farmer reached through 
access to inputs, services, 
technology, or markets

£51.17 £53.26 £39.55 -25.8%

Partner investment committed 
for every £1 committed by IMSAR

£1.89 £1.61 £1.66 +2.8%

EFFECTIVENESS

Partner investment stimulated 
against their own commitment

62% 80.6% 89.4% +11%

Value of investment leveraged 
for every £1 spent by IMSAR

£0.17 £0.38 £0.45 £0.45

Increase in sales for every £1 
spent by IMSAR

£0.57 £0.94 £1.52 +61.8%

COST-
EFFECTIVENESS

Cost per beneficiary experiencing 
income increase

£66.47 £67.55 £55.42 -18%

Cost per job created £7,464 £2,105 £2,294 +9%

Social return on investment 
per £1 spent

£0.67 £0.82 £1.12 +35.5%

EQUITY

% of farmers engaged who are female 42.9% 39.6% 39.1% -0.5%

% of beneficiaries who are female 42.4% 40.2% 40.3% +0.1%

% of beneficiaries who are poor 72% 68.2% 66.5% -1.6%

Table 2
IMSAR Value for Money Summary
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SYSTEMIC CHANGE REQUIRES TIME, 
ESPECIALLY GIVEN THE SEASONAL NATURE 
OF THE AGRICULTURE SECTOR
 
The ultimate objective of projects such as IMSAR is to change system’s behaviours so that new sustainable 
pro-poor, inclusive, patterns emerge. Achieving this kind of long-term transformational change is challenging 
and requires time. IMSAR has therefore followed a robust approach to stimulating change. This focused on 
conducting continuous analysis aimed at creating the case for pro-poor and inclusive change, testing innovative 
ideas in partnership with market actors, and sharing progress and learnings with a larger number of actors to 
help shifting and changing mindsets and behaviours. Three and a half years of implementation however is a 
very short timeline to move from actor-level adoption and adaptation to systems-level copying and crowding-
in, also because of the seasonal nature of agriculture. Indeed, normally MSD programmes spend the first few 
years in experimenting and learning to then consolidate the portfolio. This entails introducing a large number of 
innovations, monitoring and evaluating impact, and using learning to double-down on innovations that can reach 
the poor and the disadvantaged at the greatest scale and sustainably. Therefore, MSD projects tend to be at least 
five years long and, when successful, tend to be extended. Development partners should be wary of this and 
ensure that projects which ultimate objective is to create systemic changes are allocated a sufficient timeframe. 

BUILDING FLEXIBILITY INTO DESIGN 
WHILE MAINTAINING FOCUS
 
In line with the typical approach of most agricultural development programmes, IMSAR organised its portfolio 
around broad market support functions, which affect the majority of agriculture sectors/value chains in Rwanda, 
as opposed to focusing more narrowly on one or two value chains. The key constraints to commercialisation 
identified in IMSAR business case were land, coordination (aggregation), appropriate technology, storage, inputs, 
logistics, skills, enabling environment, and finance. Of those, IMSAR prioritised three of them: agricultural inputs, 
finance and aggregation. This allowed the programme the flexibility to identify and test solutions to problems 
across multiple value chains (e.g. aggregation models and financial products applicable to multiple crops) which 
has allowed increasing the scale and impact of interventions, while also improving performance at various levels 
of a given value chain – in maize, for instance, IMSAR increased access to inputs (crop specific fertiliser, tractor 
services9), finance, reduced post-harvest losses (cob model) and improved access to markets (commercial agent 
model). IMSAR set further boundaries to its intervention areas; for instance, within inputs, IMSAR decided not to 
intervene specifically in seeds, crop protection or extension, while not overlooking these functions when needed, 
by integrating them in improved aggregation models. In contexts like Rwanda, with thin markets characterised 
by a nascent private sector, and in which several development partners operate, this choice was considered as 
strategic; it allowed IMSAR to remain flexible, intervene where gaps and opportunities existed and take on specific 
constraints, paving the way for other market actors.

LEARN BY DOING… 
TAKING CALCULATED RISKS.  
 
Agricultural markets are best understood as complex systems, involving a wide diversity of actors operating across 
different sectors at a variety of scales, all with different capacities, motivations, and interests. Seeking to improve 
the performance of such complex systems - and nudging them towards more pro-poor outcomes - is a complex 
task. Furthermore, the multiple interconnections in these systems make it difficult, if not impossible, to predict in 
advance the detailed consequences of interventions. The best approach to improving performance and bringing 
about change is to take a range of actions, evaluate results, and adapt based on learning. This involves a willingness 
to act and take risks, in which it is important to strike the right balance between undertaking sufficient analysis and 
planning to decide to move ahead with an intervention or partnership, and deciding to move ahead and act in 
order to avoid “analysis paralysis”. IMSAR tried to strike this right balance by:

 ƥ Developing concise intervention concept notes and plans, providing enough detail to justify further investment 
in research first and then experimenting/piloting, yet not overly onerous in terms of the time and effort 
required by the team. This entailed thinking carefully whether the business case underlying the innovation 
makes commercial sense and it is relevant/accessible to the poor, eventually without programme support. Do 
not overthink it internally and take prospective partners along – they are ultimately the best placed to validate 
assumptions and determine if the investment required is worth it.

 ƥ Having a comprehensive yet responsive approval process in place to assess intervention plans/partnerships 
to move ahead with implementation. IMSAR had at least three reviewers per intervention concept/plan (Team 
Leader, Project Director/Technical Manager, Senior Advisors); following approval, a non-objection form was 
presented and approved by FCDO;

 ƥ Ensuring intervention agreements with partners were relatively short in duration (maximum one year) with 
clear cut-off points/milestones where the partnership could be ended if required  

 ƥ Having continuous engagement and feedback from partners (and beneficiaries) to monitor, assess, learn, and adapt;

 ƥ Creating an internal culture which encourages experimentation as well as honest, open, and critical feedback. 

Chapter 04     Learning and final remarks

9 Mechanisation was one of the long listed supporting functions, which was not prioritised by the programme. In Q1 of implementation, at FCDO request, 

IMSAR developed a market analysis and strategy for the mechanisation market. The analysis confirmed that opportunities to achieve systemic change 

at scale through innovations in mechanisation were thin, and the opportunity cost too high to divert resources into a set of interventions focused on 

mechanisation. However, to maximise the resources allocated to the analysis, IMSAR capitalised on its flexibility to test one model (see tractor services 

intervention with Triomf).
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IDENTIFYING AND ENGAGING PROSPECTIVE 
PARTNERS EFFECTIVELY 
 
Facilitation is an important underlying principle of the MSD approach, the key implication of this is to ensure that 
IMSAR partner take the lead on the direction and delivery of the change process and ultimately the achievement 
of the programme’s objectives. Building the right partnership is therefore critical to success. IMSAR’s approach 
to partnership building was based on listening and co-researching with partners, actively working with them to 
understand their perspectives and ideas and co-creating innovations. Potential partners were not expected to 
follow a ‘’request for proposal’’ process (which is typical of a lot of development programmes). Such process often 
excludes organisations and potential partners who do not have the time, capacity, or resources to comply with 
the requirements of such as a process - programmes therefore often miss opportunities to partner with smaller 
or emergent market actors. In order to ensure that innovation and improvement would be widely spread, IMSAR 
actively sought out and engaged a wide range of market actors.

FINANCIAL TOOLS – THE NEED TO MOVE BEYOND 
PERFORMANCE-BASED GRANTS
 
IMSAR, as most MSD programmes, largely relied on performance-based grants to cost-share the investment 
required to develop and roll out an innovation, addressing both capacity and incentives constraints i.e., whereby 
market actors lack resources and/or are risk averse, not sufficiently convinced of the returns to invest independently. 
However, in Rwanda, most established market actors have already received grants from different donor funded 
programmes. This means, that while grants can be effective in testing and proving the feasibility of early-stage 
business models which serve the poor, there is a risk that over time these will be distortionary by propping up and/
or supporting commercially unsustainable businesses. 

 Therefore, in addition to grants, IMSAR also piloted some additional instruments, namely:

 ƥ Guarantee: IMSAR grant was used as a form of guarantee (cash collateral) to leverage commercial capital 
from a bank;

 ƥ Risk-guarantee: IMSAR grant covered losses from non-performing in-kind loans provided to women agrodealers;

 ƥ Hidden subsidies: IMSAR paid a partner a percentage of the fee for tractor and certification services so that 
partners could offer discounts to new customers to kick-start the market and encourage demand.

In IMSAR could have experimented more with other financial support instruments, particularly alternative 
returnable financing mechanisms such as guarantees, interest-free returnable grants, and direct loans with small 
or nominal interest. Development programmes should be wary of this and ensure a broader range of financial 
support modalities, especially in context where businesses have already received significant grants.

SCALING AND CROWDING-IN SELDOM 
OCCURS NATURALLY
 
Notwithstanding the key constraint described above, and the significantly reduced IMSAR budget, IMSAR sought 
to leverage the learning and impact it generated to actively encourage crowding-in. MSD programmes should 
not take the proof-of-concept effect for granted; the reality on the ground suggests that the proof-of concept is 
seldom sufficient for market actors to adopt an innovation independently. Programmes have an important role to 
play in making crowding-in happen. Therefore, in the last year of implementation, IMSAR focused on convening 
formal and informal events, and one-on-one meetings, aimed at presenting the innovations it introduced and 
how these benefited early adopters i.e., IMSAR partners. These were extremely well received by stakeholders, 
who encouraged development partners to invest further in knowledge creation and opportunities for market 
actors to gain understanding of the models, their requirements and impact. In other occasions, IMSAR provided 
tailored advice to specific market actors, sharing early results from interventions to encourage adoption. These 
are only two strategies to facilitate crowding-in, and most likely insufficient. By now, for instance, IMSAR would 
be in a good place to package cost-benefit analyses for each of the models it has introduced, to showcase to 
prospective adopters the investment required to implement a certain innovation and the increase in revenue 
this would generate. Interactions with market actors, and learning from other equivalent programmes, suggest 
this strategy could be effective. It is important to note, however, that IMSAR did not partner with firms that hold a 
strong competitive advantage, or one that is significant enough to suggest that second movers will need as much, 
or potentially more, support than the one granted to IMSAR partners. Indeed, some positive signs of copying 
emerged across the portfolio, which implies that IMSAR innovations are starting to impact systems.

Chapter 04     Learning and final remarks
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What constraints did the intervention seek to address?

On average, Rwandan farmers apply 35 kg of fertiliser per hectare per year, well below the targeted 75 kg/ha/year 
and the international average of 144 kg/ha/year. This is a result of several constraints, including: sub-optimal reach 
from agrodealers – there are only an estimated 1,000 agrodealers in the country, with often low capacity to advise 
farmers on inputs selection and use, and; inadequate facilities for ensuring the timely distribution of fertilisers 
(warehouses across districts). In parallel, a low uptake of more efficient crop-specific fertilisers is also observed 
due to, in addition to the above constraints, the limited awareness of such products and knowledge on optimal 
application. Women agrodealers face additional constraints to their men counterparts due to limited access to 
working capital, which constrains their ability to stock and sell larger quantities of fertilisers.

What did the intervention entail?

IMSAR partnered with Yara Rwanda Ltd, a leading fertiliser supplier, to improve access to and uptake of crop specific 
fertilisers, through a comprehensive marketing and promotion strategy, a strengthened network of agrodealears 
and expanded distribution coverage. The intervention initially covered ten districts, to then scale to an additional 
ten, as Yara maintained investment independently in the ten districts covered in the first phase.

IMPROVING ACCESS 
TO CROP-SPECIFIC FERTILISERS
Yara Rwanda Ltd

Inputs Portfolio

ACTIVITIES DETAILS

AGRODEALERS CAPACITY BUILDING
Periodic trainings sessions with agrodealers to improve their knowledge of 
Yara’s products (crop specific fertilisers) and their optimal application, as well 
as on business management. 

AGRODEALERS PERFORMANCE INCENTIVE
Establishment of a rebate system allocating bonus to agrodealers against 
sales targets.

EXTENSION SUPPORT
Hiring of additional agronomists to increase awareness and train agrodealers 
and farmers on optimal application and good agricultural practices, through 
product exhibitions, demonstration plots and crop clinics. 

PROMOTION AND MARKETING
A mixture of lead farmers’ testimonies TV adverts and radio jingles are airing 
every pick season. Agrodealers shop branding.

SOIL TESTING
Samples collected from cooperatives to recommend products and inform 
new products development/promotion.

LEASING OF DISTRICT WAREHOUSE
A warehouse was leased in Rusizi, to expand Yara’s distribution capacities in 
the South-West.

WOMEN AGRODEALERS
FERTILISER-ON-CREDIT SCHEME

Facilitated an agreement between Yara and APTC (the parastatal company in 
charge of selling and distributing fertiliser to agro-dealers), whereby selected 
women agrodealers could access Yara’s fertiliser on credit, to be repaid with 
no interest in 30 days.

What impact did the intervention generate?

 ƥ 62,806 rural households (HHs) accessed Yara crop specific fertilisers, and 15,816 HHs accessed Yara generic 
fertilisers after the establishment of Rusizi warehouse. This translates to a total 78,622 HHs (36% women) that 
accessed Yara fertiliser products due to IMSAR;

 ƥ 54,643 HHs increased net income per season after accessing and applying Yara crop specific fertilisers. 
Additionally, 13,132 HHs that accessed and applied Yara generic fertilisers recorded increases in net incomes 
per season. This translates to a total 67,775 beneficiary HHs that increased net income per season due to IMSAR.

 ƥ The total cumulative income earned by rural HHs using Yara’s fertilisers is £3,552,432.

 ƥ On average, each HH recorded Net Additional Income Change (NAIC) amounting to £39 per farming season 
from use of Yara CSFs. 

 ƥ 21.5% of the rural HHs are poor, living below the national poverty line and 38.2% of beneficiaries below $1.90/
day. 18% of farmers are living with disabilities

Learning and looking to the future

 ƥ Getting crop specific fertilisers closer to farmers remain a key strategy to increase adoption, together with 
investment in capacitating and incentivising agrodealers to sell crop specific fertilisers and provide extension 
support to their customers. The model works commercially for Yara and other companies have adopted 
similar innovations;

 ƥ The fertiliser on credit scheme targeting women agrodealers have influenced other actors to replicate 
it; integrating a financial institution in the business model is likely required for it to reach scale and avoid 
stretching the resources available to fertiliser suppliers.
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INTRODUCING SMALL PACKS 
OF CROP SPECIFIC FERTILISERS
ENAS

Inputs Portfolio

What constraints did the intervention seek to address?

In Rwanda, the standard size of fertiliser bag is 50 kg, much bigger than what smallholder farmers currently need or 
can afford. Bulk breaking can compromise the quality; in addition, farmers tend to to believe that fertiliser products 
broken down from larger bags might have been tampered with. This, in addition to the constraints presented 
under the intervention with Yara, is a further constraint leading to sub-optimal use of fertiliser among smallholder 
farmers. 

What did the intervention entail?

IMSAR partners with ENAS, a domestic fertiliser supplier (which blends in country) to design and launch small 
packs of crop specific fertilisers.

ACTIVITIES DETAILS

R&D
Market research to inform new product development; leading to the decision to 
introduce 5kg, 15kg, 25kg bags.

BRANDING AND MARKETING
A new logo and tagline were developed and used consistently across all products, 
and included a better description of the product on the bags.

ACQUIRING A NEW PACKAGING LINE
ENAS acquired a new packaging line that has the capacity to package 5kg, 15kg, 
25kg and 50kg fertilisers.

MARKETING AND PROMOTION Launch of the product in the Eastern province, followed by TV and radio adverts. 

EXTENSION TO AGRODEALERS
AND COOPS 

ENAS offered training to agrodealers and cooperative on their products, including 
on optimal application.

What impact did the intervention generate?

 ƥ 9,291 farming HHs (36% women) accessed and used ENAS small packs;

 ƥ All HHs using ENAS small packs recorded a Net Additional Income Change (NAIC) amounting to £39.2/season, 
for a total of £364,232 of cumulative NAIC;

 ƥ 21.2% of the farming HH are poor, living below the national poverty line and 36.1% are living below the 
international poverty line of $1.90/day. 1% are categorised as persons living with disabilities.

Learning and looking to the future

 ƥ The uptake of and satisfaction with the choice of small packaging have been very high, with farmers reporting 
increases in yield and their intention to continue purchasing the smaller, more appropriately sized packs. 
However, ENAS operations have been halted first and then downsized due to exogenous circumstances.

 ƥ  However, two years after the launch of small packs, agrodealers are still contacting ENAS to enquire about 
the supply of fertiliser small packs, in response to the high demand from farmers. Despite such high demand, 
currently, small packs of fertiliser are not available in Rwanda.

 ƥ A key constraint discouraging companies to adopt the model, is the fact that the price of fertiliser is fixed 
by the kilogram by the Government of Rwanda, therefore lowering the profit margin due to the necessarily 
higher cost to package fertiliser in smaller packs. The uptake of the innovation and its positive impact on 
farmers’ productivity and income should encourage fertiliser suppliers and the government alike to explore 
opportunities to ensure fertiliser small packs become available in Rwanda, at scale.
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INTRODUCING TRACTOR SERVICES 
FOR COOPERATIVES

Inputs Portfolio

Triomf Mechanisation Rwanda Ltd

What constraints did the intervention seek to address?

The need for tractor services is high for land preparation in August through November (Season A), as well as in 
January and February (Season B). Horticulture producers also needs mechanisation between June and July (season 
C) to prepare land for the off-season vegetable production. However, smallholder farmers remain over reliant on 
manual labour, which is less efficient and requires the timely availability of labour. Low mechanisation is a result 
of the following constraints: smallholder farmers cannot afford investing in their own mechanised equipment; 
fragmented and small land size increase transaction costs for tractor service providers, hindering the business 
case to offer services to smallholder farmers and; there are a limited number of tractors and service providers 
available in the country.

What did the intervention entail?

IMSAR partnered with Triomf Mechanisation Rwanda Ltd, a tractor service provider focusing on serving large 
farmers and agribusinesses, to introduce the same offer to cooperatives.

ACTIVITIES DETAILS

DEVELOPMENT OF A COSTING MODEL
A cost accounting consultant developed a reliable costing model, determining 
the adequate fee to be set for the tractor service. 

COOPERATIVE SELECTION AND 
ENGAGEMENT 

Triomf selected one cooperative for the implementation of the pilot 

DISCOUNT TRACTOR SERVICE FEE
IMSAR subsidised the service cost, by granting access to the service at a 
discounted rate in the first season to incentivise adoption.

What impact did the intervention generate?

 ƥ 400 hectares of land were prepared during the intervention.

 ƥ 558 smallholder farmers (35% women) from the Kabuko cooperative accessed the service.

 ƥ 98% of farmers increased their incomes – both a result of increased in productivity and land under production.

 ƥ Net attributable income generated in the first season is £66.3/beans farmers.

 ƥ 17.9% of the rural HHs are living below national poverty line and 37.9% below $1.90/day. 18% are people 
with disabilities.

Learning and looking to the future

 ƥ After the pilot conducted, Triomf continued implementing the model with the cooperative without support 
from IMSAR. The fee, which was discounted during the pilot, was paid in full by the cooperative.

 ƥ After the pilot, Triomf has expanded their service, covering more land and more farmers. The company was 
intending to triple their coverage by the end of 2022. At least one more company is providing this service and 
intends to expand their operation.  

 ƥ For the model to reach scale however, it is necessary for the number of tractors and businesses in the market 
to increase.
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STRENGTHENING THE OYSTER 
MUSHROOMS SUPPLY CHAIN 
THROUGH ACCESS TO INPUTS AND 
EXTENSION, IMPROVED MARKETING 
AND PROMOTION.
Deyi Ltd

Inputs and Aggregation Portfolio

What constraints did the intervention seek to address?

Oyster mushrooms commercial farming is very small in Rwanda. This is a result of both supply and demand issues. 
On the supply side, limited access to inputs (spawns and tubes) as well as sub-optimal extension reaching farmers, 
limits the volume of oyster mushrooms produced and aggregated. Indeed, post-harvest losses are high, also due 
to limited access to markets and logistics. On the demand side, oyster mushrooms are equally uncommon. It is rare 
to find oyster mushrooms at markets and supermarkets, in spite of their high nutritional value. Weak distribution 
channels coupled with limited awareness from end customers ultimately affect demand.

What did the intervention entail?

IMSAR partnered with Deyi Ltd, a spawns and tubes producer and mushroom aggregator, to first address the 
supply issue.

 

ACTIVITIES DETAILS

SPAWN LAB SET UP Established a commercial facility for spawn production.

BUSINESS DEVELOPMENT WITH TUBE 
PRODUCERS

Established a network of tube producers and mushrooms farmers 
purchasing inputs from Deyi, including spawns, tubes and substrate.

TUBE PRODUCERS AND FARMERS EXTENSION

Improved the training curriculum offered to farmers by Deyi, covering 
production,post-harvest handling, marketing and financial management. 
Tube producers purchasing spawns and substrate accessed capacity 
building and coaching.

 
As Deyi grew as an input supplier, IMSAR extended its support to the company to also address constraints on 
demand side.

What impact did the intervention generate?

 ƥ 1,827 farmers (60% women) receiving private extension during the intervention 

 ƥ 21 tube producers were contracted;

 ƥ 932 farmers were contracted to produce and sell mushrooms to Deyi

 ƥ Over 6,000 farmers increased their incomes after having engaged or expanded mushroom production

 ƥ The Net attributable income change (NAIC) of £82.3/farmer/year, for a total of £555,589 of cumulative NAIC 
for all rural HHs reached;

 ƥ 16.6% of rural HH are poor, living below the national poverty line and 29.2% below $1.90/day. 4% of are people 
with disabilities.

Learning and looking to the future

 ƥ Oyster mushrooms farming is a viable business opportunity with high inclusion potential. Oyster mushrooms 
need very limited land and inputs are very accessible, even to the poorest farmers. Nevertheless, the sector 
remains very small compared to other agriculture commodities, which received higher attention and 
investment from GOR, development partners and private sector alike. 

 ƥ Companies like Deyi can grow quickly. Indeed, their inputs business is already expanding to engage more tube 
producers, and the stall at Kimironko is turning a profit (within just over a month from opening). The company 
is also investing in R&D to test additional products – these include converting spent mushroom substrate, a 
waste raw material, into micronutrient fertiliser, as well as in briquettes that could replace charcoal.

 ƥ Deyi reached an agreement with the Rwanda Workforce Development Authority to train 25 nominated youths 
every two months. Once trained, these youth get access to mushroom tubes supplied by Deyi and then grow 
and sell mushroom themselves.

 ƥ These are all positive signs that the sector has great potential to grow. Development partners, including those 
focusing on private sector development, have a role to play in strengthening the sector further, reaching 
farmers at scale. Learning from the horticulture sector can be leveraged, and linkages created. Similarly, the 
oyster mushrooms sector should be targeted by development partners who are focused on nutrition and 
social development.

ACTIVITIES DETAILS

IDENTIFICATION AND PROFILING OF OYSTER 
MUSHROOMS FARMERS

Through the mushrooms forum Deyi has developed a database of oyster 
mushrooms producers (coops and microbusinesses)

BRANDING AND PROMOTION
Development of a new brand identity for Deyi, including a new logo and 
marketing materials, used to attract customers and improve awareness on 
oyster mushrooms.

DISTRIBUTION CHANNELS EXPANSION
Recruitment and hiring of sourcing and sales agents as well as market 
vendors. Establishment of a market stall at Kimironko market; and conducted 
preliminary contacts with two more markets in Kigali.
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SUPPORTING THE COMMERCIAL 
PRODUCTION OF INSECT-BASED 
ANIMAL FEED

Inputs Portfolio

Icipe, Rwanda Standards Board, Safe for Health, 
Maggot Farm

What constraints did the intervention seek to address?

The Rwanda livestock sector is significantly constrained by a lack of access to high-quality and affordable 
commercial feed. The average price of commercial feed in Rwanda is higher compared to neighbouring countries, 
mostly because these countries enjoy easier access to key ingredients such as animal-based (as fishmeal) and 
plant-based (as soybean cake) protein sources. Because of the lack of affordable feed, many smallholder farmers, 
who account for over 80% of the livestock producers, opt for farm-made feed that has lower nutritional value and 
poorer feed conversion rates, or mix commercial feed with farm-made feed. This leads to low livestock productivity, 
ultimately hampering the growth of the sector and the incomes of smallholder farmers.

Insect-based animal feed represents a green solution to this issue, transitioning towards sustainable protein sources 
for animal feed. In particular, the Black Soldier Fly (BSF) larvae can convert low-quality organic waste streams 
into valuable body mass containing high levels of quality protein and fat, serving as a substitute for fishmeal and 
soybean. In addition, frass, i.e., the left-over product from growing insects, is an organic fertiliser that contains a 
nutrient-dense blend of nutrients and minerals. However, the limited technical know-how and capacity of both 
public and private actors, as well as the lack of standards that regulate this sector, impeded investment in this 
promising sector.

Learning and looking to the future

 ƥ Early results and response to the innovation from key stakeholders show great promise for the future of this 
novel sector in Rwanda. Nevertheless, for insect-based animal feed to be available at scale, more companies 
need to enter the sector or expand their production, which will require substantial investment.

 ƥ RAB started playing a lead role in conducting trials that will inform the appropriate ratio between insect power 
and the other proteins to use in animal feed formulation. This information will be made available to all producers.

 ƥ The approved standards lower the barriers to entry, and together with the training materials and research 
developed by icipe will assist companies to produce BSF commercially.

What did the intervention entail?

ACTIVITIES DETAILS

CAPACITY BUILDING AND AWARENESS 
CREATION OF KEY STAKEHOLDERS 

Icipe (a research and technical assistance provider) delivered an introductory 
workshop to all key stakeholders involved in the animal feed value chain. Four 
companies then attended a technical training covering best practices in farming 
and processing BSF. 

STANDARDS DEVELOPMENT 

Upon consultations with key regulatory institutions in Rwanda, icipe supported RSB 
to develop standards to regulate the sector, which include:
• A code of practice for the production and handling of edible insect for food 

and feed;
• the Specifications for dried insect products for compounded animal feeds, 

and;
• the Specifications for whole insect and edible insect flour.

ASSIST COMMERCIAL BSF 
PRODUCTION AND PROCESSING

IMSAR supported Safe for Health, a sister company to Abusol, to establish a 
commercial plant to rear and process BSF. Support included access to eggs 
and technical assistance from icipe, brokering contracts with three companies 
to purchase waste, and grant finance to cover some of the infrastructure costs. 
Similarly, IMSAR supported an existing small scale producer, Maggot Farm to 
expand their operations. Support included technical assistance from icipe and 
grant finance to establish a third greenhouse. 
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SUPPORTING THE DEVELOPMENT 
OF FINANCE PRODUCT INNOVATION 
AND VALUE CHAIN FINANCING
Equity Bank Rwanda

Finance Portfolio

What constraints did the intervention seek to address?

Lending to agriculture is considered as risky and costly. Banks shy away from the high transaction costs and 
risks related to agriculture such as crop failure, diseases, market price fluctuations and high fragmentation of 
smallholder farmers and agribusinesses. Such costs and risks lead to high interest rates, which can reach up to 
24%, as well as significant collateral requirements, which are often difficult to meet by farmers and agribusinesses. 
Information which can help mitigate such risks is in short supply.

Product types, loan amounts, disbursement and repayment policies offered by financial institutions are misaligned 
with the needs of agri-clients. Finance providers have been reluctant and slow to invest in developing capabilities, 
systems, procedures, and service offerings to better respond to the financing needs of agri-clients, largely due to 
the fact that other sectors of the economy provide easier and more profitable opportunities.

ACTIVITIES DETAILS

VALUE CHAIN MAPPING AND 
FINANCING NEEDS ANALYSIS

Market research conducted on eight agriculture value chains in Rwanda to enable 
EBR to better understand the specific products and services desired by agribusiness 
actors and their challenges in accessing financial services. It also contained 
recommendations for refining existing products and/or developing new products. 
IMSAR subsidised the salary of four market research assistants to conduct the market 
research, who later became EBR agriculture loan officers. 

PRODUCT DEVELOPMENT

Four tailored agri-lending products were developed:

•  Commercial Agriculture working capital loans (Zamuka Muhinzi), short term and 
seasonal loans (up to 36 months period) for both farmers and agribusinesses to 
meet their working capital needs using a combination of conventional collateral 
and asset-based securities.

• Commercial Agriculture investment loans (Igire Muhinzi) targeting farmers, 
cooperatives and agribusinesses interested in doing long term investment assets. 
The loan term goes to maximum of 60 months for movable assets and 120 
months for fixed assets; assets financed are considered as collateral.

• Agriculture Funded Trade Finance Facilities that includes invoice discounting, 
contract financing and purchase order financing for agribusinesses short term 
financing needs of up to 6 months and 70% of the face value of the financed 
instrument.

• Non-funded Trade Finance products for SMEs, including bid bond securities, 
performance bonds and advanced payment guarantees.

VALUE CHAIN FINANCE STRATEGY

IMSAR assisted EBR to adopt the value chain financing approach. The commercial 
agriculture working capital, investment loans (Zamuka Muhinzi and Igire Muhinzi) and 
traded finance facility target both individual borrowers as well as, using the value chain 
finance approach, multiple value chain actors that can be brough together under a 
Value Chain Facility. A value chain facility involves at least three entities in a given value 
chain for the purpose of developing a financing partnership beneficial to all the parties. 

STAFF TRAINING AND COACHING
30 staff have been trained and coached on the value financing approach, loan analysis 
tool, and a new credit analysis and module to analyse each loan. Trainees included 
senior managers, branch managers, credit analysts and agribusiness officers.

ADAPT PROCESSES
FOR AGRICULTURE LENDING

Procedures and processes have been assessed and updated to fit the new agri-
lending approach and products.

PILOT TESTING OF PRODUCTS
Launched a pilot aimed at testing the new financial products in four EBR Branches of 
Musanze, Huye, Rusizi and Rwamagana. 

ROLLOUT EBR has started using these products across the country since 2021

What did the intervention entail?

IMSAR partnered with a leading commercial bank, Equity Bank Rwanda (EBR), to increase agri lending by developing 
and implementing a value chain finance strategy, which led to the development of new customised agricultural 
loan products.
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What impact did the intervention generate?

 ƥ EBR has loaned over RWF 3.4 billion since the launch of the new products at the beginning of 2021;

 ƥ Over 18,000 farmers from 6 cooperatives and 16 agribusinesses have been issued with loans from EBR;

 ƥ Rice farmers have increased their income by 34% per season due to working capital loans received from EBR 
that allowed them procuring inputs;

 ƥ By March 2022, the agrilending portfolio increased by 17%;

 ƥ 4.6% of rice farmers having received loans are living below the national poverty line and 9.9% below $1.90/
day. 0.2% are people with disabilities.

Learning and looking to the future

 ƥ The working capital loan is, so far, the most popular product from coops and agribusinesses alike. Working 
capital loans are currently ~70% of total agriculture loans disbursed by EBR. This is not surprising – agribusinesses 
and farmers need access to capital at the beginning of the season to be able to invest in sufficient inputs to 
generate revenue. Nevertheless, as access to working capital increases, increasing investment in the sector 
and improving turnover, agribusinesses will be in a position to invest to expand their operations. Therefore, the 
ability to access investment loans to purchase assets is critical. 

 ƥ Trade finance loans also show good promise, especially for SMEs who are selling to and backed by a reputable 
anchor actor, using invoice discounting loans. 

 ƥ EBR is already expanding their offer. A micro loan product has been developed for dairy farmers who need 
working capital to produce and supply  to large milk processors. This micro loan product derives from the 
main “Zamuka muhinzi” product, where milk farmers with a 6-month track record with the cooperative can get 
up to RWF 1 million (£750) unsecured short-term loan. Similarly, EBR has hired an expert from Kenya to support 
the promotion and adoption of the trade finance products.

 ƥ One additional Commercial Bank has recently kicked-off a similar initiative.

 ƥ Anchor actors perceive the risk of losing the supply from farmers if they are not themselves controlling the 
credit to farmers. EBR and other banks looking at implanting the value chain approach must consider this 
aspect to avoid market disruption and create lack of trust between actors within a value chain. 
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SUPPORTING THE DEVELOPMENT 
OF FINANCE PRODUCT INNOVATION 
AND VALUE CHAIN FINANCING
Rwanda Development Bank (BRD)

Finance Portfolio

What constraints did the intervention seek to address?

Lending to agriculture is considered as risky and costly. Banks shy away from the high transaction costs and 
risks related to agriculture such as crop failure, diseases, market price fluctuations and high fragmentation of 
smallholder farmers and agribusinesses. Such costs and risks lead to high interest rates, which can reach up to 
24%, as well as significant collateral requirements, which are often difficult to meet by farmers and agribusinesses. 
Information which can help mitigate such risks is in short supply.

Product types, loan amounts, disbursement and repayment policies offered by finance financial institutions are 
misaligned with the needs of agri-clients. Finance providers have been reluctant and slow to invest in developing 
capabilities, systems, procedures, and service offerings to better respond to the financing needs of agri-clients, 
largely due to the fact that other sectors of the economy provide easier and more profitable opportunities.

What did the intervention entail?

Upon completing the intervention with EBR, the Rwanda Development Bank (BRD) requested similar support from 
IMSAR.  Support entailed the mapping of eight agriculture value chains, the development of a strategy based on the 
value chain financing approach, inclusive of four finance products, and the drafting of a comprehensive guideline 
that can assist staff throughout the loan process – from value chain analysis, financing strategy development 
for pro-active loan origination as well as packaging loan facilities using the value chain financing approach, and 
monitoring and evaluation.

ACTIVITIES DETAILS

VALUE CHAIN MAPPING AND 
FINANCING NEEDS ANALYSIS 

Market research on eight agriculture value chains in Rwanda to enable BRD to 
better understand the specific products and services desired by agribusiness 
actors and their challenges in accessing financial services. It also contained 
recommendations for refining existing products and/or developing new products. 

AGRI-VET UNIT STRATEGY AND 
GUIDELINES

Developed a BRD’s Ag-Vet Unit Strategy and Implementation guideline, 
documenting the Ag-vet Unit's goal, value chain financing procedures, financing 
products and credit risk mitigations.

PRODUCT DEVELOPMENT
A set of financial products were identified tailored to the different needs of 
agribusinesses for both working capital and investment capital.

STAFF COACHING
Six staff have been coached on the value financing approach. Trainees included 
senior managers, agri lending unit head and agribusiness officers. 

VALUE CHAIN FINANCING PILOTS 
IDENTIFICATION

Developed value chain financing & development plans for two value chains 
(Dairy and Avocado) to enable the BRD team to originate value chain financing to 
improve the commercial viability of the value chains. Discussions with one anchor 
actor (large processors) in the dairy value chain were initiated to create a project 
to finance selected milk producers and small-scale aggregators to improve the 
supply of milk.

PILOT TESTING OF PRODUCTS
Launched a pilot aimed at testing the new financial products in four EBR Branches 
of Musanze, Huye, Rusizi and Rwamagana. 

ROLLOUT EBR has started using these products across the country since 2021

Learning and looking to the future

 ƥ Provided adequate staffing and resourcing, it is expected that BRD will reach similar results to those generated 
by EBR. Piloting of the recommended products and overall strategy will be key for adaptation and further 
product development.
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ACTIVITIES DETAILS

ESTABLISH AN INVOICE DISCOUNTING 
FACILITY

Facilitated access to capital from a commercial bank (for which IMSAR grant was 
used as cash guarantee), leading to the establishment of an invoice discounting 
facility for agribusinesses of the value of RWF 345m.

PROVISION OF FACTORING LOANS TO 
AGRIBUSINESSES

BeneFactors engaged and provided factoring loans to 24 agribusinesses. 
BeneFactors has also developed a basic financial literacy course on how loans work 
to improve the fundability of SMEs.

AWARENESS CREATION AND 
MARKETING

Production of four explanatory and marketing videos to promote the factoring 
loans offer to agribusinesses in Rwanda, including two videos focused on women-
led enterprises.

FACTORING LOANS TARGETING 
AGRIBUSINESSES
BeneFactors

Finance Portfolio

What constraints did the intervention seek to address?

Aggregators across agriculture sectors need to turn capital quickly to maintain a stable supply and trade higher 
volumes of produce. Trade finance represents an affordable solution to meet the working capital needs of the 
many companies which do not have access to bank financing, or which needs are not met by the current offer from 
financial institutions. Although two fintechs offer factoring loans in Rwanda, the offer was not targeting agriculture, 
due to the inherent risks of the sector, and the preference to target easier to reach and less risky sectors.

What did the intervention entail?

IMSAR partnered with BeneFactors, a fintech established in Rwanda, to introduce and test the provision of factoring 
loans to agribusinesses.

What impact did the intervention generate?

 ƥ BeneFactors loaned over RWF 692m to 24 agribusinesses across the country, of which 3 were women-led 
agribusinesses;

 ƥ It is estimated that access to factoring loans led to expansion of agribusinesses operations, which reached an 
additional 1,900 farmers.

Learning and looking to the future

 ƥ Many businesses were temporarily or permanently closed due to the shortage of income generating 
opportunities during the pandemic. Fee income (generated by the loans) received by BeneFactors was 
reduced significantly from 2020 to 2021 as more than half of the loan portfolio was restructured to stop or 
reduce fee accruals for borrowers that were struggling from the impacts of the pandemic;

 ƥ BeneFactors adjusted their process to always require a secondary source of payments, in case something 
were to happen to the receivable that they are lending against. This can be property, salary, guarantor, or 
other sources of repayment. Additional resources were also allocated to assessing the financial viability of 
the borrower’s business instead of just the counterparty of the invoice, as the borrower would have to repay 
the loan in the event that the invoice discounted is not paid. The service is no longer marketed as a fast 
application process as it attracted the wrong profile of applicants that often require working capital due to 
poor financial planning;

 ƥ Enforcement from commercial courts is an issue. However, BeneFactors can rely on reporting non performance 
to the credit reference bureau. For some, a poor credit score which would prevent them from getting a future 
loan would incentivize them to try to settle their debts;

 ƥ Factoring remains a viable intervention in Rwanda, with proven substantial social impact, albeit in a smaller 
scale than anticipated due to the need for a secondary source of payment, which limits access for the majority 
of the population, and especially for the smaller agribusinesses;

 ƥ While BeneFactors will continue to serve its current factoring clients, IMSAR explored other working capital 
financing products that were more scalable in the near term. Two other commercial banks have started 
providing factoring loans to agriculture clients;

 ƥ From a programme perspective, guarantees are an effective solution to leverage commercial capital. 



Annexes

7978

ACTIVITIES DETAILS

DIGITAL NEEDS AND CAPABILITY 
ASSESSMENT

ADFinance, a local fintech, was contracted to develop a diagnostic on the 
digitalisation status of three MFIs (RIM, Umutanguha and CLECAM) and to 
recommend digital integration options. 

MOBILE BANKING OFFER SET-UP FOR 
CLECAM

Supported CLECAM in installing a mobile banking system integrated with MTN. 
Individual registered customers can use both push (deposit) and pull (withdraw) 
using their mobiles. 

AWARENESS CREATION AND 
MARKETING

Supported CLECAM in doing promotion campaigns on the mobile banking 
services offered, its features, as well as consultative meeting across branches.

INTRODUCING MFIS MOBILE 
BANKING SOLUTIONS

CLECAM, Réseau Interdiocésain de Microfinance 
(RIM), Umutanguha

Finance Portfolio

What constraints did the intervention seek to address?

The lack of mobile banking solutions offered by MFIs leads to low use of banking services by farmers. For rural 
households, depositing and accessing savings in person is costly and does not meet the needs and capacity of farmers. 
This constrains the information available to MFIs on their clients and their bankability, therefore limiting lending.

What did the intervention entail?

IMSAR supported the assessment of the digital needs and capabilities of three selected MFIs and partnered with 
CLECAM to establish their mobile banking offer.

What impact did the intervention generate?

 ƥ 31,803 clients have registered to the mobile banking platform since establishment

 ƥ Up to 5,803 clients are actively transacting on the platform through the pull and push services offered

 ƥ RWF 8.7billion have been deposited and RWF 1.7billion withdrawn from the system;

 ƥ 4,722 clients increased their Net Additional Income Change (NAIC) by £8.8 (35% women), for a cumulative 
NAIC of £41,740 – this is a result of farmers’ ability to more easily save and withdraw capital when investment 
in inputs was required during the season;

 ƥ 6.7% of the clients are poor, living below national poverty line and 17.6% below $1.90/day. 3.3% are people 
with disabilities.

Learning and looking to the future

 ƥ CLECAM continues to operate and expand the digital service. To increase the level of usage, it has contracted 
ADFinance to expand the services by allowing clients to use the push option;

 ƥ Now that the overall digital infrastructure is in place, CLECAM should capitalise on the mobile banking solution 
to develop a loan origination and disbursement feature; 

 ƥ ADFinance has been contracted by five SACCOs to develop and install the same solution. A promising sign of 
its scale potential.
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ACTIVITIES DETAILS

MOBILISATION OF FARMERS 

Deployed a team of qualified field agents to engage and communicate with 
farmers and cooperatives; mapped and mobilised an increasing number of 
cooperatives, farmer groups and individual farmers; introduced an IT solution 
(application) to streamline mapping and mobilisation as well as ease data 
recording. 

INCREASE GRAIN HANDLING 
CAPACITY

Procured storage equipment (grain dams) and augers (grain conveyors), as well as 
floor scales for weighing grain.

IMPROVE PAYMENT MODALITIES AND 
POST-PURCHASE SUPPORT.

Acquired an IT tool used to ensure farmers are paid quickly and transparently, 
through bank transfer or mobile payment, in 0-5 business days. Supported farmers 
and cooperatives in access to bank accounts and mobile money. Provided post-
purchase support in the form of a call centre.

R&D FOR COB WASTE VALORISATION
Assessed options for cob waste valorisation. Cob briquettes was selected as the 
one with most potential, and a prototype development plan was completed.

SCALING THE COB-MODEL

KUMWE Harvest, Africa Improved Food

Aggregation Portfolio

What constraints did the intervention seek to address?

Premium maize aggregators and processors in Rwanda struggle to source high quality (aflatoxin free) maize grain 
in the required quantities. This is due to poor post-harvest handling and weak aggregation networks amongst 
smallholder farmers, which prevents buyers from accessing the local produce. Smallholders rely on manual 
post-harvest handling – drying, shelling, and cleaning maize by hand, which takes 6-10 weeks. During this time, 
producers lose 15-30% of their harvest and face an important risk of rejection from premium buyers, largely due 
to aflatoxin contamination.

What did the intervention entail?

IMSAR partnered with KUMWE Harvest, which had developed and piloted an innovative aggregation model i.e., 
the cob model, which consists in aggregating maize on the cob (instead of in grain), which is then shelled, cleaned 
and dried within 24 hrs in an industrial facility, leading to top quality maize with minimal aflatoxin-related rejections 
from buyers.

ACTIVITIES DETAILS

OFFTAKERS AUDIT
Assessment of current capacity and potential of three offtakers, as well as capacity 
building needs.

DEVELOPMENT AND ROLL OUT OF A 
SUPPLIER DEVELOPMENT PROGRAMME

MoUs signed with three offtakers and a dedicated team was contracted to provide 
capacity building and training to offtakers. Onsite training, coaching and quality 
assurance.

TESTING EQUIPMENT 
Acquisition and distribution of testing equipment to offtakers to minimize the level 
of mycotoxin (including aflatoxin) in shelled maize.

DEVELOPMENT
OF A COB MODEL BLUEPRINT

A blueprint was developed to encourage the adoption of the cob model by 
additional offtakers and processors.

The scale-up of the model was successful, and in 2020 Kumwe was bought by Africa Improved Food (AIF), which 
planned to expand the cob model both in Rwanda and regionally. In 2022 IMSAR partnered with AIF to facilitate 
smaller aggregators (offtakers) supplying maize to AIF to adopt the cob model.

What impact did the intervention generate?

 ƥ AIF now able to source around 80% of maize from Rwanda vs 16% in 2017.

 ƥ 33,975 rural HHs (47% women) supplied maize on cob to Kumwe;

 ƥ 24,090 rural HHs that supplied maize on cob to Kumwe recorded income increase;

 ƥ Each rural HH recorded a Net Additional Income Change (NAIC) amounting to £40.3, for a total cumulative 
NAIC of £1,612,985;

 ƥ 28.4% of farming HH are poor, living below the national poverty line and 45.8% below $1.90/day. 12.1% are 
people with disabilities.

Learning and looking to the future

 ƥ While alternative and complementary options to the cob model are being explored by market actors, currently 
no other equally effective alternative to aggregate Season A maize exists in Rwanda.

 ƥ For the model to be adopted at scale by offtakers, capital equipment is necessary. Kumwe relied on AIF’s 
dryers at first and then purchased their own with the support of donor-funded grant finance. Later adopters 
already owned relevant equipment and were able to redirect some that capacity towards processing cobs. 
The recent GOR investment in dryers will decrease this need for agribusinesses to invest in equipment as GOR 
has leased ten mobile dryers to maize aggregators/processors.

 ƥ The cob waste valorisation assessment and cob briquettes prototype development have been handed 
over to AIF.
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ACTIVITIES DETAILS

SELECTION OF COMMERCIAL AGENTS
Sarura and Garden Fresh selected and contracted Commercial Agents – these 
are a combination of existing traders, lead farmers and agrodealers

CAPACITY BUILDING
OF COMMERCIAL AGENTS

Sarura and Garden Fresh trained their respective Commercial Agents on good 
agricultural practices, climate change adaption, quality assurance and post-
harvest handling.

COMMERCIAL AGENTS ROLL OUT
Commercial Agents reached farmers with a combination of inputs, extension 
and produce aggregation. Sarura’s Commercial Agents aggregated maize and 
beans, while Garden Fresh’s aggregated passion fruits.

INTRODUCING THE 
COMMERCIAL AGENT MODEL
Sarura Commodities, Garden Fresh

Aggregation Portfolio

What constraints did the intervention seek to address?

Productivity across crops is low as farmers are often not accessing the inputs, services, and information they need to 
increase their production; and sales are also sub-optimal due to high post-harvest losses. Because of weak aggregation 
systems offtakers and processors generally lack a stable, high quality, supply of produce to meet their needs.

What did the intervention entail?

IMSAR partnered with Sarura Commodities and Garden Fresh to introduce the Commercial Agent (CA) model, 
which involves using existing local traders and/or other actors as agrodealers and engaging them in the provision 
of inputs and services in addition to aggregation activities. CAs provide these services to large buyers on a fee basis 
(commission), creating viable businesses for themselves in the process. The model brings the needed services 
closer to farmers for example by providing inputs; offering extension or quality management advice and offering 
post-harvest services, as well as linkages to credit providers or, in some cases, advance financing. Commercial 
Agents purchase commodities at different prices based on quality grades. They can also bulk, store and transport 
produce to the final buyers. Whilst the cooperatives are and will continue playing an important role in support to 
production and aggregation, this model can help buyers to reach farmers that are not member of cooperatives.

What impact did the intervention generate?

 ƥ Sarura established a network of 50 CAs and Garden Fresh 11 CAs – of these 18 and 9 were active, respectively; 

 ƥ 822 Farmers were reached by CAs;

 ƥ Garden Fresh tripled their exports of passion fruits as a result of the additional volumes of passion fruits sourced 
through CAs, and 86% of passion fruits aggregated by the CAs met export quality standards, translating to 
£73K worth of exports;

 ƥ Maize farmers increased their income by £67/season as a result of engaging with Sarura’s CAs, and average 
production per farmer (maize yield) increased by 641Kgs (+67%) after receiving CA services;

 ƥ Passion fruits farmers selling to Garden Fresh CAs increased their yield by 45% as a result of specific support 
provided on crop protection;

 ƥ 619.3% of farmers supplying maize to Sarura through the CAs are poor, living below national poverty line and 
35.4% of below $1.90/day. 9.8% are people with disabilities;

 ƥ 11.2% of farmers supplying passion fruits through the CAs are poor, living below national poverty line and 
22.3% below $1.90/day. 5.9% are people with disabilities.

Learning and looking to the future

 ƥ Piloting the CA model provided evidence that the model represents a viable alternative for sourcing grains 
in Rwanda. The model allowed to directly provide access to market for smallholder’s farmers that are not 
members of any cooperatives, and who had limited access to inputs and other services. This allowed a wider 
range of sourcing opportunities and impact, and significantly reduced the procurement risks for grains;

 ƥ Quality standards can be met by CAs if training is provided by the offtakers. The capacity building of the CAs 
on good agricultural practices and quality requirements proved effective. The quality of grains supplied by 
CAs was of Grade 1 or Grade 2 (East African Standards) and responded to the requirements from Sarura’s 
major clients.  For Garden Fresh, 86% (123 MT) of the volumes sourced through the CAs met export standards. 
Nevertheless, this requires investment in the model against the initial training, regular coaching and provision 
of needed equipment;

 ƥ For maize farmers, access to finance by CAs is a critical success factor. The implementation of the CA model 
requires addressing the issue of access to finance, as CAs need the financial means to either pay farmers 
upfront or provide inputs on credit. This can be addressed through different solutions, including credit 
provided to the CAs from the buyers and/or the engagement of financial institutions;

 ƥ The workshop delivered by IMSAR on the model attracted significant interest. A blueprint was developed and 
can assist further agribusinesses to adopt and adapt the model.
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EXPORT-DRIVEN 
OUTGROWER MODELS
Garden Fresh

Aggregation Portfolio

What constraints did the intervention seek to address?

Rwandan horticulture exporters struggle to meet the volumes and quality demanded by international buyers. This 
is a result of several constraints, including:

 ƥ Exporters rely on their own farms and large-scale farmers and don’t have capacity to source from scattered 
smallholder farmers;

 ƥ Smallholder farmers involved in horticulture have limited capacity to invest in inputs and irrigation equipment, 
leading to low yields and inconsistent quality;

 ƥ Lack of technical knowledge on and access to appropriate inputs result in the inefficient use of chemical 
inputs and low use of improved seeds or seedlings, leading to poor quality and volumes of produce which limit 
smallholder’s access to high value markets;

 ƥ The financial and technical capacity of farmer groups / cooperatives is often insufficient to engage with 
offtakers that have stringent requirements;

 ƥ Lack of cold storage facilities close to production sites affects quality for export; 

 ƥ Lack of certification to meet international standards; Farmers are not Global G.A.P. certified; packhouses are 
not BRC or HACCP certified, limiting access to high value markets.

What did the intervention entail?

IMSAR partnered with Garden Fresh (GF), a horticulture exporter, to expand their ability to source high volumes 
of high quality agriculture produce to be exported, thus expanding their operations beyond their farm. The model 
entailed reaching farmers with private extension support, inputs on credit and a guaranteed market for their produce.

ACTIVITIES DETAILS

ESTABLISHMENT
OF THE OUTGROWER MODEL

Selection of cooperatives (3) and lead farmers (57). Capacity building and 
coaching provided by GF agronomists to lead farmers and coop agronomists 
to comply with Global G.A.P. Inputs (seeds and crop protection) were 
distributed on credit to the outgrowers.

PACKHOUSE EXPANSION
Support towards the establishment of a packhouse in Kayonza to serve Garden 
Fresh farm and surrounding outgrowers.

CERTIFICATION
Support towards obtaining the BRC certification for GF packhouse located in 
the Special Economic Zone (pre-audit started).

LINKAGES WITH INTERNATIONAL BUYERS Trade visit with UK buyers and facilitation to establish a trial for new products.

What impact did the intervention generate?

 ƥ 16 large outgrowers (3 women) supplied French beans to Garden fresh, with 60% of volume meeting export 
standards for high value markets;

 ƥ Cumulative Net Additional Income Change (NAIC) of £64.7K earned by outgrowers supplying French beans 
to Garden Fresh;

 ƥ The intervention created more 2,000 casual labour jobs of which 70% are women;

 ƥ Workers increased their individual income by £76 per year from engagement in production activities of French 
bean in the outgrower farms supplying to Garden Fresh;

 ƥ 43.2% of workers engaged by outgrowers are poor, living below national poverty line and 65.4% below $1.90/
day. 2.7% of the workers are living with disabilities.

Learning and looking to the future

 ƥ The cooperative variation of the outgrower model requires strong management at the cooperative level, as 
well as a committed board of directors to provide quality assurance and mobilise the resources needed to 
comply with international standards. Nevertheless, Garden Fresh has expanded the model with cooperatives 
which benefit from strong leadership;

 ƥ The lead farmer variation of the model has higher potential for scale. Indeed, select lead farmers are now 
deployed to manage a group of farmers, a more effective solution in areas where cooperatives’ management 
is weak;

 ƥ As Garden Fresh prepares to exit the NAEB’s packhouse and run their operations from three additional 
packhouses, it is critical that they expand the numbers of outgrowers they source from;

 ƥ Two other companies, one exporting French beans and one exporting chillies, have adopted the lead farmer 
outgrower model, independent of IMSAR. Both companies have invested in identifying, training and sourcing 
through lead farmers after learning about the model from GF.
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ACTIVITIES DETAILS

NEED ASSESSMENT FOR 
CERTIFICATIONS

A needs assessment to help prioritise which standards to focus on. Inputs were 
gathered from 30 agriculture exporters, NAEB and other development partners, 
leading to the selection of Global G.A.P, HACCP, and Organic certifications;

ESTABLISHMENT OF A CADRE OF 
DOMESTIC CONSULTANTS

Identified 16 consultants through an open call process. 

Provided full scholarships (6) and first-comer discounts (10) to incentivise national 
consultants to attend the training and ensure the intervention was inclusive

Provided a face-to-face training over 10 days on the three standards, and coaching 
over 12 months

MARKETING AND PROMOTION

Events to promote the offer of services and first-comers discounts to incentivise 
the demand for auditing services. Two marketing events organised and face to 
face meetings were conducted targeting companies across the country. In total, 
28 horticulture and coffee companies were visited, where trained consultants 
presented their pre-audit services.

IMPROVING ACCESS 
TO AGRICULTURE CERTIFICATIONS
Control Union, NAEB

Aggregation Portfolio

What constraints did the intervention seek to address?

Rwandan horticulture exports are channeled through wholesale importers, with 80% sold in Europe (mostly to the 
Netherlands, Belgium, and France), 19% to the Middle East, and 1% to other countries. These exports represent a 
bulk volume, low margin business (about $0.2 - 0.4/Kg). While retail markets would provide higher margins and 
opportunities for Rwandan horticulture exporters, very few are able to comply with the international standards 
required to access these markets. For Rwandan companies to sell into these higher value markets, they need 
to meet certifications such as Global GAP, HACCP, IFC, BRCGS, ISO 22000 among others. As the capacity of 
Rwanda’s agribusinesses to aggregate stable volumes of high quality fresh produce increases, the business case 
for obtaining certification gains more traction. However, the very limited domestic expertise makes the certification 
process costly and inaccessible to many horticulture companies, cooperatives and farmers. In addition, the NAEB 
packhouse, which is currently used by 30 exporters, is not BRCGS certified, meaning that exporters cannot access 
retail markets in Europe.

What did the intervention entail?

IMSAR partnered with Control Union, a globally renowned testing and compliance company, to establish a 
cadre of independent national consultants that could assist exporters with pre-audit and audit services – making 
certifications more accessible to agribusinesses.

ACTIVITIES DETAILS

RENOVATION OF THE PACKHOUSE Hiring of a contractor to renovate the packhouse so to meet BRC requirements.

TRAINING AND COACHING OF THE 
PACKHOUSE STAFF

Developed manuals and instructions for packhouse workers and updated standards 
operating procedures to comply with BRCGS. Training of NAEB senior management 
team and training and coaching to 15 packhouse staff.

AUDIT AND CERTIFICATION OF THE 
PACKHOUSE

IMSAR hired Control Union to conduct the BRCGS certification audit and certify the 
NAEB packhouse. The pre-audit is completed and audit scheduled for April.

IMSAR also partnered with NAEB to facilitate the BRC certification of their packhouse, a requirement to export to 
several retail markets in the UK and Europe.

What impact did the intervention generate?

 ƥ Upon the training received from Control Union, the 16 consultants have established a company called “Bridge 
to Rise”, providing pre-audit services for Global G.A.P, HACCP, Organic, S-Mark as well as UTZ and Coffee And 
Farmer Equity (C.A.F.E.) Practices;

 ƥ Up to March 2022, Bridge to Rise has provided pre-audit consultancy services to 9 companies, and has, so far, 
a pipeline of 6 more clients, who made initial contact to start the pre-audit phase;

 ƥ Amongst the 9 companies that received the pre-audit services from Bridge to Rise, 3 of them were audited by 
Control Union, and obtained the certification they were seeking;

 ƥ In addition, Control Union has provided certification services to 4 more companies; the company has recorded 
over RWF 50 million (£37,850) in sales, which they attribute to the marketing activities conducted during the 
intervention, and the ability of deploying Bridge to Rise;

 ƥ Upon obtaining the respective certifications, all companies have secured higher prices for their produce, and 
some have already identified new client;

 ƥ Control Union has selected 2 consultants from Bridge to Rise and are training them to become auditors and 
will pay for their accreditation; this is to respond to the higher demand for their certification service.

 ƥ Outside of the scope of the intervention, Control Union paid the training on BRCGS for one consultant since 
the demand for certification is expected to increase in Rwanda and in the region. Beyond the NAEB packhouse, 
at least 2 more exporters, including Garden Fresh, intend to have their packhouse BRCGS certified.
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Learning and looking to the future

 ƥ There is a strong shift in attitude from exporters in Rwanda, increasing the demand for certification services. 
Exporters are now more aware of the benefits deriving from certifications and are willing to pay for such 
services, which through Control Union and Bridge to Rise are now more accessible.

 ƥ Promotion and marketing remain key for driving demand. Demand for certification services continues to build 
as Bridge to Rise promote their services directly to companies. The discounts also appeared effective; in 
the future companies could be offered discounts against a bundle of services (e.g., a package of pre-audit 
support and audit);

 ƥ There is much potential to further increase the number and type of certifications available. Control Union and 
Bridge to Rise have already expanded their offer to include more certifications than those originally prioritised. 
While Global G.A.P. is still the main certification sought after by horticulture exporters, additional certifications 
and standards including social standards (GRASP, SMETA, Fair Trade) and other specific standards for coffee 
such as Rainforest Alliance have high potential. Control Union plans to continue to bring new standards into 
its repertoire in Rwanda, and to coach the consultants.

 ƥ The certification service industry shows a strong gender gap. Despite Control Union’s efforts to market the 
training and recruit inclusively, only 2 of the 16 consultants trained are women. This is a consequence of the 
low numbers of women studying and working in agronomy and food sciences, which was a pre-requisite 
qualification for being enrolled in the training scheme. Market actors have a role to play in bridging this gap, 
providing opportunities for girls and women to advance in the sector.

Annexes
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ACTIVITIES DETAILS

TRAINING OF MASONS 
Training of 20 masons on quality pigpens design – these assisted farmers involved 
in contract farming in building appropriate pig pens. 

PIGLETS AND FEED DISTRIBUTION AND 
EXTENSION

VAF and Trebuco signed contract farming agreements with a total of 398 farmers. 
VAF’s contracted farmers received (on credit) 5 castrated piglets while Trebuco’s 
received one young sow and four castrated piglets. All farmers received commercial 
feed on credit, periodic veterinary services as well as biosecurity and farm 
management advice. 

OFFTAKE
Trebuco and VAF bought back the fattened pigs from farmers as per the contract 
and deducted the advance provisions that the farmers received including piglets’ 
costs and feeds.

INTRODUCING EXOTIC 
PIGS CONTRACT FARMING
Vision Agribusiness Farm, Trebuco

Aggregation Portfolio

What constraints did the intervention seek to address?

Around 1.86 million rural households are involved in livestock farming in Rwanda and of these, 33% are rearing pigs. 
In addition, there are 38 large and 534 medium size commercial pig farms. While the pig sector has a high potential 
for growth due to the high demand for pork meat, domestically and from neighbouring countries, the market for 
pigs is largely unorganised and constrained by several issues, including: limited capacity of smallholder farmers 
to invest in high quality inputs and practices; expensive and inefficient supply of feed, and high cost and limited 
access to improved (exotic) breeds.

What did the intervention entail?

IMSAR partnered with Vision Agribusiness Farm (VAF) and Trebuco to promote the establishment of contract 
farming for exotic pigs.

What impact did the intervention generate?

 ƥ 398 farmers (219 women) contracted;

 ƥ 1990 piglets distributed; 

 ƥ 209 pens built;

 ƥ Increase in income/farmer/cycle is £103 Net Additional Income Change (NAIC);

 ƥ 10.4% of beneficiaries are poor, living below national poverty line and 15.9% of beneficiaries below $1.90/day. 
4.9% are people with disabilities.

Learning and looking to the future

 ƥ The contract farming model performs better when it is driven by an aggregator or processor. In particular, 
when pig processors’ operations, like Trebuco’s, are operating below full capacity due to the limited availability 
of pigs, they have high incentives to invest in the contract farming model. 

 ƥ The contract farming model would benefit from the involvement of feed suppliers. Access to affordable 
and high quality feed remains a key constraint to the growth of the pig sector. While both VAF and Trebuco 
provided some feed on credit as part of the contract farming model, the cost of covering the amount of feed 
necessary for the full fattening cycle remains prohibitive. Aggregators that intend to adopt the model should 
consider partnering with animal feed suppliers and/or agrodealers to allow farmers to access high quality feed 
for the entire fattening cycle on credit.

 ƥ The supply of exotic breeds is still sub-optimal. The limited availability of exotic breeds remains a key challenge 
to many pig farmers, as the demand for exotic piglets outstrips current supply. As many breeding centers rely 
on traditional reproduction techniques, there is a need to innovate the sector, for instance through Artificial 
Insemination, and/or scale the capacity of existing breeders as well as assisting farmers with breeding vs 
fattening alone. Innovations in this space should also look at breeds resilient to changing climate conditions 
and diseases;

 ƥ As the sector expands, so should the availability of veterinary services and products; The outbreak of swine 
flu in 2020/2021 killed thousands of pigs. This reinforced the need of improving access to veterinaries and 
animal heath technicians with the knowledge and skills to advise and support farmers to deal with pig health 
issues, as well as adopting good rearing practices. While the contract farming models implemented by VAF 
and Trebuco included access to animal health services, it would be preferable if the provision of these services 
was availed through a formal engagement between the aggregator and vets.
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