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1. INTRODUCTION

THE RAINFOREST ALLIANCE-NESCAFÉ 
PARTNERSHIP 

The Rainforest Alliance has been the monitoring and eval-
uation (M&E) partner for Nescafé’s sustainability initia-
tive, the Nescafé Plan, since 2014. The scope of work has 
evolved from initial co-development of the program’s the-
ory of change and data collection across approximately 
1,000 farmers in Côte d’Ivoire, Indonesia, and Mexico, to a 
standardized M&E process spanning up to 15 countriesa

and more than 3,500 farmers annually. The Rainforest Al-
liance has surveyed more than 15,000 Nescafé farmers 
cumulatively from 2018-2025, including both Farmer Con-
nect units (farmer groups assisted directly by Nescafé 
agronomists) and Vendor units (farmer groups assisted 
by supplier agronomists with Nescafé oversight.). In 2025, 
data was collected from more than 3,800 farmers across 
12 countries. 

The annual M&E survey—the key component of this work—
has grown over time. Initially, the focus was on Nescafé 
Better Farming Practices, elementary production costs, di-
versification practices, and agrochemical use. Since 2023, 
the M&E survey captures a wide range of detailed data on 
regenerative agriculture practice adoption, farm econom-
ics, and farm carbon footprints.  

Annual, reliable, independently collected and processed 
M&E data helps Nescafé:

1.	 Produce verified, third-party data to support non-fi-
nancial disclosures and environmental, social, and 
governance (ESG) reporting 

2.	 Track progress against company sustainability goals
3.	 Establish baseline metrics and priority activities in spe-

cific farmer units
4.	 Obtain insights into the impact of the Nescafé Plan field 

programs, the deployment of regenerative agriculture 
practices, and their environmental and economic re-
sults. 

a These 15 countries include: Brazil, China, Colombia, Côte d’Ivoire, Honduras, India, Indonesia, Kenya, Mexico, Peru, the Philippines, Rwanda, Thailand, Uganda, and 
Vietnam. The number of countries has increased over time, and not all countries are in scope every year. These countries represent the origins where Nescafé 
sources the majority of its coffee supplies.

FIGURE 1

Nescafé Plan M&E data collection scope in 2025

Farmer Connect units Vendor units Farmer Connect + Vendor units

12
COUNTRIES

60
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3,856
FARMERS SURVEYED
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NESCAFÉ’S SUSTAINABILITY JOURNEY 

Building on their previous coffee farmer program activi-
ties, Nescafé—a world leading coffee brand—launched the 
Nescafé Plan in 2010,1 outlining their approach to improve 
resilience in their coffee supply chain and coffee-growing 
communities. In 2022, Nescafé introduced their updated 
Nescafé Plan 2030,2 positioning regenerative agriculture 
as the driver to enhance farm resilience to the effects of 
climate change, increase farmer incomes, and reduce 
greenhouse gas (GHG) emissions. The Nescafé Plan is 
aligned with Nestlé’s goals to source 20 percent of its key 
raw materials from farmers adopting regenerative ag-
riculture practices by 2025, and 50 percent by 2030.3 The 
Nescafé Plan also contributes to the Nestlé Net Zero CO2 
journey4 and its target to reduce GHG emissions by 50 
percent by 2030, relative to a 2018 baseline. By 2025, Nes-
café reported sourcing 53 percent of coffee supplies from 
farmers adopting regenerative agriculture, and saw an 
18.3 percent reduction in green coffee GHG emissions.5 

KEY INSIGHTS FROM 2025 M&E DATA

This report utilizes annual M&E data to assess how Nes-
café has progressed to date against its Nescafé Plan 2030 
goals. Looking at cross-sectional data from 2018-2025—
with some data points available for only a portion of this 

period given the evolution of the survey—we find that:

•	 Nescafé Plan farmers have improved their adoption 
of soil cover, integrated weed management, agro-
forestry, and intercropping practices. For example, 
the share of farmers applying soil cover over at least 
75 percent of their coffee area rose from 41 percent in 
2022 to 67 percent in 2025, and the share of farmers 
dedicating at least 50 percent of their farm area to 
agroforestry rose from 22 percent to 46 percent. 

•	 In some origins, optimized fertilization—including 
adoption of organic fertilizer, and connecting soil anal-
ysis results to on-field fertilizer application—and ren-
ovating/rejuvenating aging coffee farms remains 
technically challenging or expensive for farmers to 
implement. For example, the share of farmers inte-
grating organic fertilizer is quite low in Brazil, Colombia, 
Côte d’Ivoire, and Mexico, and aging tree stocks pres-
ent long-term productivity challenges in West and East 
African origins. Addressing these structural challenges 
is a key focus of Nescafé Plan activities.

•	 Increased regenerative practice adoption, as mea-
sured by Nescafé’s Farm Assessment Tool, is positively 
associated in most origins with higher farm yields—
supporting improved and diversified farmer incomes—
and better nitrogen efficiency—a driver of production 
cost optimization and reduced GHG emissions. 

TABLE 1

2025 Median Nescafé Plan farmer characteristics

Country Farm size (ha) Farmer age Household size Education level

Brazil (Arabica) 60 51 3 Tertiary

Brazil (Robusta) 42 47 4 Secondary

Colombia (Arabica) 2.5 60 3 Primary

Côte d’Ivoire (Robusta) 5.3 50 8 None

Honduras (Arabica) 5.4 52 4 Primary

India (Robusta) 3.3 52 3 Secondary

Indonesia (Robusta) 1.0 47 4 Secondary

Kenya (Arabica) 0.4 58 5 Primary

Mexico (Arabica) 1.5 55 4 Primary

Mexico (Robusta) 1.9 53 4 Primary 

The Philippines (Robusta) 2.0 46 4 Secondary

Rwanda (Arabica) 0.7 55 5 Primary

Thailand (Robusta) 4.8 54 4 Primary

Vietnam (Robusta) 1.4 52 4 Secondary

* Table presents median Nescafé Plan farmer characteristics, based on responses to the 2025 M&E survey. Figures for Indonesia 
and Vietnam include both Farmer Connect and Vendor units sampled in 2025. China was not part of the 2025 M&E campaign.
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2. WHY FOCUS ON REGENERATIVE AGRICULTURE?

ing cover crops or mulch, contributes to improved nutrient, 
soil moisture and carbon retention,9 10 11 12 which improves 
yields13 14 15 16 and reduces the need for agrochemical in-
puts.17 18 19 20 Another key regenerative practice is intercrop-
ping and integrating trees in and around the coffee farms. 
A meta-analysis found that intercropping perennial crops 
like coffee with the right level of shade trees, fruit trees, and 
other annual crops enhances farm biodiversity, increases 
the presence of pollinators on farms, improves soil fertility, 
and reduces pest incidence without compromising yields.21 
In addition to protecting coffee plants and soil from direct 
sun, intercropping provides smallholder farmers with di-
versified revenue streams, improving household income 
and food security.22 23 24 25

A recent study suggests that scaling regenerative ag-
ricultural practices from 15 percent of cropland today to 
40 percent by 2030 could avoid 600 million metric tons 
of CO2e emissions.26 Coffee farmers—the vast majority of 
whom farm two hectares or less27—face challenges to re-
main in coffee production under changing climatic condi-
tions without adequate support. Through the Nescafé Plan, 
Nescafé is helping farmers within its supply chain across 15 
countries to transition to regenerative practices by invest-
ing in field programs promoting:  

Regenerative agriculture has become a key focus area for 
coffee companies, driven by increased production chal-
lenges exacerbated by climate change. The Nescafé Plan 
supports coffee farmers in adopting regenerative agri-
culture practices to bring more value to farmers and their 
communities, to increase resilience, and to reduce GHG 
emissions. 

While there is no single definition of regenerative agricul-
ture, Nestlé defines regenerative agriculture (in line with 
the Sustainable Agriculture Initiative (SAI) Platform and 
the Global Coffee Platform guidance) as an approach to 
farming which aims to conserve and restore natural re-
sources—primarily soil, water, and biodiversity—while 
capturing carbon in soils and plant biomass, and sup-
porting farmers’ livelihoods.6 This way of farming is based 
on enhancing the inherent strengths of agroecosystems. 
Ultimately, regenerative agriculture enables an optimiza-
tion of agrochemical inputs (synthetic fertilizers and pes-
ticides) and increases net farm income. This is achieved 
by improving farming and land use efficiency with higher 
yields and reducing costs over the medium- to long-term. 
It is not a standard set of practices for farmers to adopt, 
but a holistic approach that requires adaptation to local 
farming conditions, aiming to restore the balance between 
people and nature, and to promote long-term supply 
chain resilience. This vision is well aligned with the Rain-
forest Alliance’s approach to sustainable and regenerative 
agriculture. For nearly 40 years, the Rainforest Alliance has 
been designing and implementing programs with private 
sector partners, including Nescafé, that take an integrated 
system management approach to support farmers and 
communities on a journey to more resilient farming sys-
tems.7 

A growing body of evidence suggests that investing in re-
generative agricultural practices—maintaining soil health, 
promoting biodiversity, conserving water resources, and 
supporting farmer livelihoods and improved farm man-
agement—can have long term positive impacts on produc-
tivity and conservation outcomes.8 Improving soil health is 
at the heart of regenerative agriculture. The adoption of 
soil regeneration practices, such as utilizing nitrogen-fix-

FIGURE 2

Nescafe Plan 2030 priority activities28 
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3. NESCAFÉ PLAN FARMER REGENERATIVE 
AGRICULTURE EVOLUTION
OVERVIEW 

Nescafé currently measures farmers’ adoption of regenerative agriculture practices using its Farm Assessment Tool (FAT), 
developed globally in partnership with The Nature Conservancy (TNC),29 which was introduced into the annual M&E survey 
in 2021 and revised in 2023. The FAT assesses farmer practices along the following categories:

TABLE 2

Farm Assessment Tool (FAT) categories

Category Sub-Category Key Practices

Soil
Soil conservation Erosion control, soil cover, mulching

Crop nutrition Soil testing, organic fertilizer use, targeted soil enhancements, 
optimized synthetic fertilizer use

Biodiversity

Chemical inputs and 
weed management Herbicide use, integrated weed management

Renovation and 
rejuvenation

Grafting, stumping, pruning, distribution of selected varieties 
of plantlets

Natural habitat Protecting existing wildlife corridors and natural ecosystems, 
attracting pollinators and natural predators

Agroforestry and 
intercropping

Shade tree planting, agroforestry integration, intercropping 
practices, wind breaks

Water
Water footprint Irrigation water use and monitoring, wet processing water use 

and monitoring, wastewater treatment

Water source protection Maintenance of riparian buffer zones between water ways and 
fields

Farmer Farm management Recordkeeping 

Farmers are categorized from low/non-existent regenera-
tive agriculture adoption (“Conventional”) to high adoption 
(“Leading”).b As of 2025, all Nescafe Plan farmers sampled 
and surveyed by Rainforest Alliance across 12 countries 
reached “Engaged” level or higher on the FAT (up from 80 
percent in 2023), and 66 percent reached “Advanced” or 
higher (up from 39 percent in 2023). Nescafé reported that 
53 percent of their total coffee supplies came from these 
farmer units.30 The greatest improvements came from 
farmers in Honduras, who moved from majority “Con-
ventional” in 2023 to majority “Engaged” or higher in 2025 
(Figure 3).c Farmers in Indonesia, Mexico, and Thailand 
also made great strides, moving from majority “Engaged” 
to “Advanced” by 2025. Looking across practice areas, 
Nescafé Plan farmers performed the best on measures of 
soil conservation, integrated weed management, and wa-
ter source protection. Crop nutrition remains a challeng-

b Engaged farmers must fully comply with the requirements as defined in the Nestlé Responsible Sourcing Core Requirements, as well as achieve a score of at 
least 25 percent on the FAT assessment. Advanced farmers must score at least 50 percent, apply organic fertilizer on at least 50 percent of their plot, and maintain 
year-round soil cover over at least 50 percent of the plot. Leading farmers must score at least 75 percent, adopt integrated weed management practices, apply 
organic fertilizer on at least 75 percent of their plot, fertilize based on soil analysis results, maintain year-round soil cover over at least 75 percent of their plot, and 
monitor and record total water usage.
c The current version of the FAT was integrated into the annual M&E survey in 2023. Figure 3 shows a comparison of farmer FAT scores from 2023-2025. There was 
no data collection in Colombia in 2023 and 2024, so only the 2025 data point is shown. 
d This analysis primarily relied on data from 2018, 2022, and 2025 surveys. We use 2019 data for Honduras in place of 2018, as data collection did not begin until the 
following year. There was no 2022 survey conducted in Colombia, so 2021 data was used for mid-point comparison. In 2025, M&E data collection in Brazil, Indonesia, 
and Vietnam included Farmer Connect units and vendor units. Only Farmer Connect unit data is used for this analysis to allow for comparability with historical data. 

ing practice to implement across many regions due to 
structural and cost barriers to optimized fertilization. Nat-
ural habitat restoration is also a challenge for smallhold-
er farmers, further complicated by land scarcity in some 
countries. This highlights the importance of investing in 
farm efficiency measures which enable higher yields in a 
cost-effective manner and also support the surrounding 
environment while helping to lower on-farm emissions.  

Using the FAT categories as a guide, the following sec-
tions focus on individual practice adoption trends from 
cross-sectional data across the top seven origin countries 
for Nescafé coffee supplies (Brazil, Colombia, Côte d’Ivoire, 
Honduras, Indonesia, Mexico, and Vietnam).d Note that the 
annual M&E survey has evolved over the years, and some 
comparisons are only available from 2022-2025.

https://www.nestle.com/sites/default/files/asset-library/documents/library/documents/suppliers/nestle-responsible-sourcing-standard-english.pdf
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SOIL 

Improving soil health is a key focus of regenerative agri-
culture adoption. This includes promoting soil conserva-
tion practices such as erosion control, soil cover (including 
mulching), pH correction and investing in crop nutrition. 
This is achieved by conducting regular soil testing and im-
plementing targeted soil enhancements, including organ-
ic fertilizer, enhanced compost and/or soil amendment 
application, mulching, and optimized use of synthetic fer-
tilizers over time. This holistic approach to soil health is ex-
pected to reduce soil erosion, improve nutrient cycling, in-
crease water absorption and retention, increase resilience 
to prolonged drought, and enhance biodiversity—all while 
supporting better yields.31  

Soil conservation
M&E data suggests that Nescafé Plan farmers have broad-
ly adopted soil cover measures on their coffee farms such 
as cover crops, mulch, and residues. Notably, the share of 
farmers using soil cover over at least 75 percent of their 
coffee area increased in all origins between 2022 and 2025 
(Figure 4).e Improving soil cover is one of the most accessi-
ble regenerative practices to implement in the near term. It 
is relatively low-cost for smallholders, and within a year or 
two, farmers can already observe both reduced labor needs 
for weeding, as well as improved soil and plant health. 

Crop nutrition
The most important soil nutrient management practice 
to improve productivity in the short to medium term is to 
correct soil pH and optimize fertilization. This is a focal re-
generative agriculture practice in all Nescafé origins, with 
a specific focus on composting and residue management 
in Brazil, Côte d’Ivoire, and Honduras. 

M&E data suggests there has been mixed progress on in-
creasing organic fertilizer use (which includes any organ-
ic fertilizer or composted organic material).f Organic fer-
tilization practices remain widespread in Vietnam; most 
farmers follow a formal process to compost their farm 
residues. While uptake remains lower in other origins, or-
ganic fertilizer use improved in Côte d’Ivoire, Honduras, 
and Indonesia from 2022 to 2025 (Figure 5). However, rates 
declined in Brazil and Mexico due to a combination of fac-
tors. In Brazil, the main obstacle to higher organic fertiliz-
er use is the upfront capital required to buy machinery to 
handle large volumes of coffee husks. Given Brazil’s large 
farm sizes, producing on-farm organic fertilizer by hand 
without mechanization is not scalable. In addition, there 
was a significant decrease in input prices in Brazil in 2024, 
which—combined with higher coffee prices—contributed 
to higher investments in inputs, including synthetic fertiliz-
er, likely causing some farmers to shift away from organic 
alternatives. In Mexico, fertilization rates are generally low 
and sensitive to price fluctuations. Higher organic fertilizer 
use in 2022 could be linked to the rise in synthetic fertilizer 
prices that particular year, which led some farmers to shift 
to organic fertilizer use to compensate. 

Overall application volumes remain low in most origins, 
which may make it more challenging for farmers to no-
tice a meaningful improvement in soil health or a reduc-
tion in synthetic input costs in the short term. Faced with 
smallholder feedback that composting is labor intensive 

FIGURE 4

Percent of farmers using soil cover on >75% coffee area

e The 2018 survey asked about any use of ground cover within coffee areas but did not ask for percentage of field covered. Graph shows 2022 and 2025 values for 
comparability. 
f While the 2018 survey included questions about organic fertilizer use, the definition of organic fertilizer changed over time (inclusion/exclusion of pruning resi-
dues and coffee pulp). Graph shows 2022 and 2025 values for comparability. In Colombia, 2021 data (mid-point, given no 2022 survey) included non-composted 
coffee pulp in its definition of organic fertilizer, so this figure was recalculated to only include those who used commercial organic fertilizer, compost, bokashi, or 
manure-based fertilizer for comparability with the 2025 data point. 

FIGURE 3

Regenerative agriculture FAT scores for top seven 
Nescafé origins, 2023-2025
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with low soil nutrient value, Nescafé is currently piloting 
low-cost, low-labor composting solutions—including cash 
incentives for compost heap establishment in Côte d’Ivo-
ire,g and introducing goat keeping in Indonesia to produce 
manure to enrich the nitrogen content of on-farm com-
post—to try to enhance smallholder farmer adoption rates.  

Another key element of optimized fertilization includes 
helping farmers better understand the nutritional needs of 
their farms. Fertilizer interventions must run in parallel to 
efforts to improve soil pH to ensure efficient uptake of nu-
trients. By tailoring fertilization plans and soil amendments 
to local soil conditions, farmers can, over time, reduce 
production costs by prioritizing only necessary inputs. The 
Nescafé Plan supports improved access to soil analysis, 
either through individual farm soil testing, or by provid-
ing community benchmark figures that farmers can use 
to tailor fertilization plans. From 2022 to 2025, the share of 
farmers with access to soil analysis results and input rec-
ommendations rose substantially in Honduras, Indonesia, 

g Rainforest Alliance supports implementation of the Nescafé Plan activities in Côte d’Ivoire with partner Centre d’Etudes, Formation, Conseils et Audits (CEFCA), 
with a focus on promoting composting uptake.  
h While the 2018 survey included questions about soil testing in a few origins, crop nutrition questions were not included for all origins until 2022. Graph shows 2022 
and 2025 values for comparability.  

Brazil

Colombia

Côte d’Ivoire

Honduras

Indonesia

Mexico

Vietnam

2022 2025

0% 20% 40% 60% 80% 100%

FIGURE 5

Percent of farmers using organic fertilizer

Mexico, and Vietnam (Figure 6).h Declining rates in Brazil 
and Colombia should be treated with some caution. In 
Colombia, most farmers are relatively new to the Nescafé 
Plan, so responses reflect farmer-driven testing versus 
systematic testing support. In Brazil, farmers were newly 
required to provide proof of testing during data collection 
in 2025; declining testing rates likely reflect farmer overre-
porting in previous years. By 2025, soil testing was widely 
available for most Nescafé Plan farmers, except in African 
origins, where soil testing rates remain very low due to cost 
barriers and limited local testing infrastructure.32 33

While Nescafé Plan farmers have increased access to soil 
analysis through the program, there is a notable gap in 
farmer use of the results to guide their fertilization plans, 
specifically in Honduras, Indonesia, Mexico, and Vietnam. 
The next step for the Nescafé Plan is to help farmers trans-
late those results into practical, affordable, and locally rel-
evant fertilization decisions.

FIGURE 6

Percent of farmers with soil analysis available (at least 
every 3 years)
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BIODIVERSITY

Mainstreaming biodiversity conservation is a core tenant 
of regenerative agriculture. This includes reducing the use 
of chemical inputs in favor of integrated pest and weed 
management practices, supporting existing wildlife and 
natural ecosystems, investing in coffee tree renovation 
and rejuvenation, and promoting agroforestry and inter-
cropping integration.34

Rejuvenation and renovation 
Nescafé Plan farmers in some countries have benefited 
from its plantlet distribution program to support their farm 
renovation efforts from 2018-2025. The share of the coffee 
tree stock over 20 years old fell by 12 percentage points 
from 2018 to 2025 in Mexico and Vietnam (and remained 
low in Brazil, Colombia, and Honduras), assisted by Nes-
café plantlet distribution initiatives (Figure 7). In Mexico, 
Nescafé has been distributing plantlets of new and more 
drought- and pest-resistant coffee varieties since 2010, a 
major focus of Nescafé Plan activities in the country. How-
ever, aging coffee trees remain a problem for long-term 
productivity in Côte d’Ivoire. Replacing susceptible, aging 
coffee trees with disease/pest resistant or drought-tol-
erant varieties is a huge investment.i While necessary for 
preserving the long-term productivity of farms, renovation 
can decrease yields for the first few years until new cof-
fee trees reach full production potential. Most smallhold-
ers cannot absorb this loss in income, so they renovate 
their plots on an as-needed basis (replacing plants as 
they die), instead of proactively renovating their farm in a 
planned manner (i.e. replacing 10-25 percent of trees each 
year over four to 10 years). 

Nescafé is piloting conditional cash incentives for rejuve-
nation activities in Côte d’Ivoire—not only to help small-
holder farmers finance the cost of pruning, but also to off-
set lost income while plants mature. Early results in Côte 
d’Ivoire are encouraging; M&E data suggests that stump-
ing rates (the key rejuvenation practice promoted) were 
higher among farmers receiving cash incentives (11 per-

cent) compared to those with no incentive (two percent). 

Agroforestry & intercropping
Nescafé promotes agroforestry in most origins as a means 
of improving soil health, increasing shade cover, support-
ing on-farm ecosystems for pollinators and pest preda-
tors, improving resilience to prolonged drought, and diver-
sifying production systems and income. 

M&E data suggests that the share of farmers dedicating at 
least 50 percent of their coffee area to integrated agrofor-
estry systems grew in Colombia, Côte d’Ivoire, Honduras, 
Indonesia, Mexico, and Vietnam from 2022-2025 (Figure 8).j 
Additionally, Côte d’Ivoire, Honduras, Indonesia, and Mexico 
saw the average number of shade tree species on coffee 
farms rise from approximately three to five during this same 
period. Nescafé’s tree seedling distribution occurs mainly 
through the implementing partners of Nestle’s Global Refor-
estation Program35—which has helped plant 13 million trees 
to date36—which likely contributed to these gains. 

Beyond agroforestry, Nescafé promotes intercropping of 
other commercial and household crops within the coffee 
area to optimize land use and reduce household depen-
dence on a single cash crop. M&E data suggests that the 
share of farmers intercropping coffee with other crops rose 
between 2018 and 2025 in Colombia and Côte d’Ivoire, and 
remained high in Indonesia and Vietnam. However, the 
number of species grown decreased in most origins. Farm-
ers in Côte d’Ivoire, Indonesia, and Vietnam typically culti-
vate two to four additional crops within coffee plots, while 
multi-species intercropping is less common in Latin Ameri-
ca. Through Nescafé Plan partner, Deutsche Gesellschaft für 
Internationale Zusammenarbeit (GIZ), Nescafé continues to 
support farmers in Indonesia, Thailand, the Philippines, and 
Côte d’Ivoire to develop alternative farming activities to help 
farmers increase household income and food security.37  

These activities include goat and bee keeping, and growing 
alternative crops like avocadoes, chilis, bananas, pepper, 
vanilla beans, and sweet potatoes—often as part of inter-
cropping systems.  

FIGURE 7

Percent of coffee trees >20 years old

2022 2025
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FIGURE 8

Percent of farmers with >50% coffee area dedicated to 
agroforestry
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i Aging coffee farms remain a sector-wide challenge in Côte d’Ivoire, requiring Nescafé to collaborate with other relevant stakeholders, including governmental, 
on long-term mitigation strategies. The Rainforest Alliance supports implementation of the Nescafé Plan activities in Côte d’Ivoire with partner Centre d’Etudes, 
Formation, Conseils et Audits (CEFCA), with a focus on stumping support for farmers.
j The 2018 survey does not ask questions about agroforestry, so figures from 2022 and 2025 are included for comparison. The 2021 survey in Colombia did not in-
clude a question on agroforestry; only 2025 data is available.
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WATER 

Adopting water conservation practices is central to a re-
generative farming approach. This includes monitoring 
on-farm water footprints, implementing irrigation and 
wet milling efficiency measures where applicable, and 
protecting on-farm waterways by maintaining riparian 
buffer zones.38 

Irrigation
Mirroring national trends in most coffee growing regions, 
M&E data suggests irrigation is still relatively uncommon in 
Nescafé’s coffee supply chain—most farmers rely on rain-
fed production models, an increasing challenge in some 
origins as climate change disrupts seasonal rainfall pre-
dictability. Irrigation use is more common in Brazil, India, 
and Vietnam, where coffee production is more mecha-
nized and/or farm topography supports systematic irriga-
tion technology. Encouragingly, data suggests that from 
2020-2025, Nescafé Plan farmers reduced their annual 
water usage by 25 percent in Brazil, 22 percent in India, and 
11 percent in Vietnam (Figure 9). These reductions were 
mostly driven by increased adoption of optimized prac-
tices. In Brazil, farmers invested in more efficient irrigation 
infrastructure in response to significant droughts in 2022-
2023. These investments, combined with more favorable 
rainfall in 2024-2025, helped reduce irrigation water use in 
2025. In Vietnam, farmers reported adapting their irriga-
tion practices to respond to El Niño conditions during the 
2024-2025 growing season, increasing irrigation frequen-
cy while reducing the volume applied per round. 

Wet milling
In addition to irrigation, most coffee farmers in China, 
Colombia, and Honduras conduct coffee wet milling on 
their farms,39 which contributes to their overall water foot-
print. M&E survey questions on wet milling practices have 
changed over time, but looking at comparable data from 
2023-2025, we find that almost all farmers in China, and 
about half of farmers in Colombia and Honduras, use less 
than 20 liters of water per kg of coffee parchment, demon-
strating efficient water use practices (Figure 10).k In Co-
lombia, farmers have reduced water use in wet milling due 
to stricter regulations, and increased demand for certified 
coffee that meets sustainability standards.40 While afford-
ability remains a challenge for many smallholder farm-
ers, low-tech solutions such as rainwater harvesting and 
semi-wet processing methods have allowed farmers to 
improve water use practices. In Honduras, Nescafé’s local 
partner has been encouraging farmers to adopt more ef-
ficient wet processing practices, such as eco-pulpers that 
consume less water per kg of coffee. These investments, 
combined with lower water availability, likely contributed 
to improved practice uptake. 

Wet milling generates wastewater that requires treatment 
to ensure it does not pollute nearby waterways and soil. 
While almost all farmers in China reported adequate water 
treatment relative to production volumes in 2024, more in-
vestment is needed to improve water treatment practices 
in Colombia and Honduras. 

FROM PRACTICE TO IMPACT 

Under the Nescafé Plan 2030, promoting regenerative 
practices is not an end in itself—rather, regenerative ag-
riculture adoption is a cross-cutting strategy to achieve 
Nescafé’s broader sustainability goals. In the following 
sections, we look at two of the three Nescafé Plan 2030 
goals—increase farmers’ income and reduce GHG emis-
sions—to assess if adoption of regenerative practices is 
correlated with improved outcomes. 

FIGURE 9

Irrigation water use in 2025 (m3/ha/year), relative to 
2020/2021*

Brazil

India

Vietnam*

0% 20% 40% 60% 80% 100%

FIGURE 10

Wet processing water use (percent of farmers using <20 
liters water/kg coffee parchment)

China*

Colombia

Honduras

0% 20% 40% 60% 80% 100%

2023 2024*/2025

k The M&E survey was not conducted in Colombia in 2023 or 2024, so only a 2025 data point exists. 

2020/2021 2025
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4. REGENERATIVE AGRICULTURE AND FARM 
ECONOMICS
Increasing regenerative agriculture adoption has the potential to increase farmer income by improving productivity and 
reducing input costs. Farm renovation and rejuvenation are key to improving yields on aging and disease-susceptible 
coffee farms. Healthier plants and soils require fewer inputs like pesticides, reducing those costs for farmers. Additionally, 
agroforestry and intercropping help diversify household income streams, providing alternative revenue sources during 
the coffee lean season, and improving household economic resilience. A recent study by TechnoServe suggests that tran-
sitioning to regenerative coffee practices could increase farmer income in the medium term.41 

PRODUCTIVITY TRENDS 2018-2025l 

Looking at Nescafé Plan M&E cross-sectional data from 
2018-2025 for 13 countries with historical data available,m  
we find that Arabica yields decreased in recent years, 
mirroring global production trends,42 driven by hotter tem-
peratures and more sporadic rainfall (Figure 11).43 Analyzed 
data reveals that trends varied by origin. Looking at three-
year movingn average yields (kg green bean equivalent 
[GBE]/ha), production increased from 2018-2022 in Kenya 
and Mexico, before decreasing by 2025. In Kenya, this de-
cline was likely driven by a reduction in Arabica tree den-
sity, reduced synthetic fertilizer use, and an aging coffee 
tree stock. In Mexico, yields grew from 2018-2022 due to 
favorable La Niña conditions, which brought more consis-
tent rainfall to key growing regions. Yields have since fallen 
due to El Niño weather patterns, which brought hotter, drier 
weather to the region, disrupting flowering and bean de-

velopment. In contrast, in Colombia and Honduras, yields 
declined from 2018-2022 but have since recovered. These 
gains in Colombia were driven by favorable rains in 2024-
2025, combined with investments in renovation to increase 
coffee tree densities to stabilize production. In Honduras, 
coffee rust disease and aging coffee plantations contrib-
uted to lower productivity from 2018-2022.
 
Robusta productivity trends likewise varied by origin (Fig-
ure 12). India, the Philippines, and Vietnam have seen in-
creasing yields since 2018. The Philippines specifically has 
seen significant yield growth, driven by increased access 
to fertilizer through partnerships between Nescafé Philip-
pines, local government, and private fertilizer companies, 
as well as coffee tree renovation and rejuvenation efforts. 
Elsewhere, while yields grew from 2018-2022 in Brazil, Côte 
d’Ivoire, and Mexico, they have since contracted. In Brazil, 
2025 production was strong, but the three-year moving 

FIGURE 12

3-year moving average yield, Robusta, relative to 2019 
baseline
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l The analysis in this section utilizes repeated cross-sectional M&E surveys. Survey samples and participating farmer units may vary between years, meaning that 
the results describe changes in the surveyed populations rather than changes among a fixed panel of farmers. Three-year moving averages are used to reduce 
sensitivity to annual fluctuations, but differences in sample composition, data availability and external conditions should be considered when interpreting trends. 
The analysis is descriptive and does not isolate the effects of Nescafé Plan interventions or individual regenerative agriculture practices. 
m This includes data from Brazil, China, Colombia, Côte d’Ivoire, Honduras, India, Indonesia, Kenya, Mexico, the Philippines, Rwanda, Thailand, and Vietnam. Data 
collection has not yet been carried out in Peru. Data collection in Uganda occurred in 2021 and 2023, so is excluded here given a lack of a recent data point. 
n Three-year moving averages are used to reduce sensitivity to annual fluctuations. We ignore missing values and take averages using available data. In Colom-
bia, there was no data collection from 2022-2024, so the graph shows a break for these years rather than interpolate mid-point values.  

FIGURE 11

3-year moving average yield, Arabica, relative to 2019 
baseline
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average is still dragged down by lower 2023 yields. In Côte 
d’Ivoire, this decline was driven by aging coffee trees and 
minimal rejuvenation efforts, a decrease in coffee area 
due to competing commercial crops, unfavorable weath-
er conditions in 2023-2024, and extremely low fertilization 
rates. In Mexico, adverse El Niño climate conditions across 
coffee growing regions also impacted Robusta yields. 
Thailand has seen declining yields per hectare since 2018, 
driven mainly by a reduction in the number of coffee trees 
as some farmers’ shift to competing crops like durian pro-
duction.  

REGENERATIVE AGRICULTURE ADOPTION 
AND PRODUCTIVITY

With these trends as background, in this section we seg-
ment farmers by regenerative agriculture FAT levels to 
assess whether higher regenerative agriculture practice 
adoption is associated with improved farm productivi-
ty. Looking at aggregate data from 2023-2025 (to avoid 
a single year driving results), we compare mediano pro-
ductivity (kg/ha) for farmers scoring “Engaged” on the FAT 
with farmers scoring “Advanced” or “Leading.” Preliminary 
analysis suggests that “Advanced+Leading” farmers have 
higher production than “Engaged” farmers in China, Co-
lombia, Côte d’Ivoire, Honduras, Indonesia, Kenya, the Phil-
ippines, Rwanda, and Vietnam (Figure 13).p The percentage 

change in productivity between FAT levels ranges from 
four to 35 percent, depending on the origin. 

Brazil, Mexico (Arabica and Robusta), and Thailand do not 
fit this pattern, where “Engaged” farmers report higher me-
dian production. In Brazil, the larger average farm size, to-
gether with greater investment capacity and higher levels 
of mechanization, appear to have a stronger influence on 
productivity differences between farmer groups than FAT 
scores alone. Nevertheless, the adoption of regenerative 
agriculture practices remains important for strengthening 
longer-term farm resilience. In Mexico, severely adverse 
weather conditions affecting both Arabica and Robusta 
production areas may have reduced the observable effect 
of regenerative agriculture practice adoption in yields in 
recent years, making differences between farmer groups 
less evident. In Thailand, since 2018 broader diversification 
trends away from coffee towards other profitable cash 
crops likely complicates the relationship between produc-
tivity and regenerative agriculture adoption.

While these initial trends are encouraging, establishing 
whether regenerative agriculture practice adoption caus-
es higher productivity remains a significant challenge. The 
observed relationship needs to be interpreted in the con-
text of farm size, farmer resources, geography, weather, 
program selection, and prior income. Improved uptake of 
regenerative practices may support farmer income over 
the medium to long term through higher or more resilient 
productivity, more efficient use of inputs, and, where rele-
vant, diversified farm income.  These pathways depend on 
local conditions and may require higher investment in the 
short term. However, the inverse is also true: Farmers with 
higher incomes are able to invest more in new technolo-
gies and improved practices. This suggests that Nescafé 
Plan interventions that focus on improving productivity 
(renovation/rejuvenation, optimized fertilization), along-
side efforts to diversify on and off-farm income streams, 
will be important for achieving improved farmer incomes 
in the medium to long term.

Nescafé is encouraged by these positive early results, nev-
ertheless, and Nescafé and the Rainforest Alliance will con-
tinue to analyze these relationships over the coming years. 
These results highlight the importance of regular analy-
sis to measure these trends year-over-year as part of a 
comprehensive M&E approach, to inform programmatic 
interventions and future directions of Nescafé Plan activi-
ties. In addition, these initial trends emphasize the urgency 
of continued context-specific investments to support the 
regenerative agriculture transition, which in turn supports 
the long-term resilience of coffee production, both within 
and beyond Nescafé’s supply chain.

FIGURE 13

Median change in productivity, Engaged vs. Advanced + 
Leading farmers (2023-2025)

Brazil (Robusta)

China (Arabica)*

Colombia (Arabica)

Côte d’Ivoire(Robusta)
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Indonesia (Robusta)

Kenya (Arabica)*

Mexico (Arabica)

Mexico (Robusta)

The Philippines (Robusta)

Rwanda (Arabica)*

Thailand (Robusta)

Vietnam (Robusta)

-20% 40%-10% 0% 30%10% 20%

*China data available 2023-2024. Kenya and Rwanda 
data available 2024-2025.

o Median values have been chosen because they are more representative of the typical farmer within each farmer unit. However, it does not reflect the full dis-
tribution of outcomes.
p India is excluded from this analysis, since all farmers scored Advanced or higher on the FAT from 2023-2025.
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5. REGENERATIVE AGRICULTURE AND NITROGEN 
EFFICIENCY 
Improved regenerative agriculture practices have the potential to both reduce on-farm emissions and increase carbon 
sequestration. By implementing soil testing to better tailor fertilizer application to actual soil and plant needs, increasing 
the use of organic fertilizers and soil amendments, and correcting soil pH, farmers can gradually reduce their reliance on 
synthetic nitrogen inputs. The resulting improvements in overall soil fertility and nutrient management reduce GHG emis-
sions over time. In addition, utilizing soil cover, planting shade trees, and protecting natural vegetation increases the pres-
ence of carbon-storing organic matter on farms, increasing sequestration potential. A regenerative coffee farm should 
therefore have a lower net carbon footprint than a conventional coffee farm. A recent study by TechnoServe suggests that 
transitioning to regenerative coffee practices could reduce current GHG emissions by 3.5 million tons of CO2e annually.44 

of nitrogen fertilizer that is used by crops compared to the 
total volume applied.48 Higher values indicate greater ni-
trogen uptake by plants and less runoff into nearby water-
ways and ecosystems. 

As an assessment of nitrogen efficiency, the comparison 
of median nitrogen productivity (kg GBE per ha / kg ni-
trogen applied per ha) from 2023-2025 shows that “Ad-
vanced+Leading” farmers have higher nitrogen efficiency 
than “Engaged” farmers in Brazil, China, Colombia, Indo-
nesia, Kenya, Mexico (Arabica), Rwanda, and Vietnam 
(Figure 14).q 

Nitrogen use efficiency is linked to fertilization, a major driv-
er of GHG emissions. Thus, improved nitrogen efficiency is 
a positive sign that Nescafé Plan efforts to improve yields, 
optimize fertilization, and improve soil cover and agrofor-
estry will help lower on-farm emissions over time. Nescafé 
is currently transitioning to the latest Cool Farm Perenni-
als (CFP) tool to continue to improve the way it measures 
emissions for its farmer units. 

Brazil (Robusta)

China (Arabica)*

Colombia (Arabica)

Honduras (Arabica)

Indonesia (Robusta)

Kenya (Arabica)*

Mexico (Arabica)

Rwanda (Arabica)*

Thailand (Robusta)

Vietnam (Robusta)

0 255 10 2015

FIGURE 14

Median nitrogen productivity (kg GBE per ha / kg N per 
ha) from 2023-2025 by FAT level

kg GBE per ha / kg N per ha

Engaged Advanced + Leading

Nescafé started measuring farmers’ carbon footprints 
using the Cool Farm Tool (CFT) in 2024.45 To calculate 
farm-level carbon emissions and sequestration, this tool 
focuses on practices related to crop residue, agroforest-
ry, soil, inputs, fuel, energy, wastewater use, irrigation, land 
use change, and transportation. In parallel, Nescafé has 
supported several sector-wide research initiatives to es-
tablish country- and regional-level coffee carbon footprint 
baselines.46 47

Initial analysis by the Rainforest Alliance suggests that 
improved regenerative agriculture practice adoption (as 
measured by the FAT) is associated with improved nitro-
gen efficiency. Nitrogen use efficiency looks at the share 

q India is excluded from this analysis, since all farmers scored Advanced or higher on the FAT from 2023-2025. Given limited fertilizer application in Côte d’Ivoire, 
it is also excluded from this analysis. Results for Mexico (Robusta) and the Philippines are also excluded from this analysis, given the need for additional due 
diligence on initial data trends.  

*China data available 2023-2024. Kenya and Rwanda 
data available for 2024-2025.
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6. CONCLUSIONS AND 
RECOMMENDATIONS
Regenerative agriculture adoption is a journey. Supporting 
farmers with the technical know-how, evidence, and con-
fidence to shift to more regenerative practices takes time, 
trust, and continued coherent engagement at the local 
level. Regular, robust, and reliable farm-level M&E data is 
a critical part of this work; it is helping Nescafé track prog-
ress towards their regenerative agriculture goals, identi-
fy what is working well, and where challenges remain, to 
inform adaptive management and future areas of focus. 
The Rainforest Alliance is a trusted M&E partner for this 
work, from data collection and validation to data analysis 
and reporting, underpinned by subject matter expertise.

Rigorous analysis of cross-sectional data and findings 
suggests that Nescafé Plan farmers have made positive 
progress on their regenerative agriculture journey, espe-
cially in soil conservation measures such as soil cover and 
erosion control, intercropping and agroforestry adoption, 
and water use efficiency. However, key structural challeng-
es remain, including low adoption of optimized fertilization 
practices, aging coffee plantations in some origins, and 
cost constraints that prevent smallholders from adopting 
more labor-intensive practices. Nescafé and their part-
ners continue to learn from evidence and evolve program 
design to affect continuous improvements across these 
harder-to-advance practices.

The next four years of the Nescafé Plan will be critical to 
help farmers accelerate their regenerative agriculture 

transition and enable Nescafé to continue contributing to 
Nestlé’s ambitious 2030 targets. Based on the 2025 M&E 
results, the Rainforest Alliance identified several common 
areas for future work to help farmers move to the next level 
of regenerative agriculture engagement, tailored to local 
country conditions and farm type: 

•	 Soil health: Invest in soil pH correction and strengthen 
support for cost- and nutrient-effective composting 
and residue management.  

•	 Optimized fertilization: Provide farmers with direct ac-
cess to soil analysis results and feedback, including 
fertilizer recommendations based on soil, plant needs 
and local experience.

•	 Agroforestry: Promote balanced shade levels, in-
crease the use of nitrogen-fixing trees, and encourage 
introduction of fruit and timber to strengthen resilience 
and farmer income diversification.

•	 Plantlet distribution/farm renovation: Provide target-
ed investments to help at-risk origins replant, stump, 
and graft aging trees to improve productivity. 

Measuring the uptake and impact of field programs is not 
easy, but Nescafé and the Rainforest Alliance’s collabora-
tion on Nescafé Plan M&E proves that it can be done at 
scale to inform investment and strategy decisions, and 
support external reporting of ESG results.

The Rainforest Alliance’s supply chain M&E work supports 
Nescafé and their partners in better understanding the im-
pact of their field programs on farmer practice uptake and 
outcomes, helping shape future sustainability investment 
decisions to improve positive outcomes for coffee farmers 
and Nescafé supply chains.
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