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After the Second World War, the Netherlands made a deliberate choice: never
again. Never again food shortages. Never again dependence. The answer was
scale. More land, more output, more efficiency. It worked, spectacularly: The
Netherlands became the world's second-largest agricultural exporter, feeding
hundreds of millions of people across the globe.

But the machine never stopped. What began as a response to crisis became
the system itself. Today, Dutch farmers must extract maximum value from
some of the most expensive agricultural land in Europe just to keep their
businesses viable. That requires chemical inputs, intensive practices and
continuous scale. A logic that depletes the very soil it depends on. The land is
paying the price. So are the farmers.

This cannot continue. Not ecologically, not economically, not socially.

For over a decade, Enviu has been proving in East Africa that food systems can
work differently. That farming can restore rather than deplete, that farmers can
earn fair incomes without exhausting the land, that sustainable and viable are
not opposites. The ventures we have built across East Africa show what a
regenerative food system looks like in practice.

Now we are bringing that same conviction to the Netherlands. This report is the
foundation: a rigorous analysis of where the Dutch AgriFood system is failing,
why it is failing, and where the leverage points for change are. It is not a
critique of the farmers who built this system. It is a case for redesigning the
system around them.

The shift from degenerative to regenerative agriculture is not inevitable. But it
is possible. And it starts here. 

A System That Never StoppedA System That Never Stopped  A System That Never Stopped 
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System Failure
We identify root causes,

leverage points and
opportunities.

New Business Models
We ideate and validate multiple

potentially system-changing
models.

Impact-driven Companies
We build companies 

that create direct 
positive impact.

Market Change
These companies influence and
inspire market participants by

showcasing new models.

Sustainable System
This drives the economy
towards a ‘new’ normal,

serving people and planet.

Enviu Creates an Economy That ServesEnviu Creates an Economy That Serves
People &  The PlanetPeople &  The Planet
Enviu Creates an Economy That Serves
People &​ The Planet
We are a non-profit venture-building studio committed to reshaping the economy to serve both people and
the planet. We design, build and grow companies that address global environmental and social issues, and
drive failing markets toward a new normal. We challenge the status quo, empower communities, and
inspire industries to embrace sustainable, inclusive practices. And we don't settle for isolated wins: we go
after system change. Yet systems never transform on their own: they require collaboration, partnerships,
and the active sharing of everything you learn along the way. This report is part of that commitment.

OUR THEORY OF CHANGE
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Driving Change in Three DomainsDriving Change in Three Domains
Across Four Regions Since 2004Across Four Regions Since 2004
Driving Change in Three Domains
Across Four Regions Since 2004

Europe 

South Asia 

Southeast Asia East Africa 

Normalizing zero-waste by​ preventing
usage of single-use packaging. ​

Paving the way towards​ regenerative
agriculture​ and 0% food loss chain.  

Developing business models to​ build
a fair and circular textile value chain. 

Contributing to most SDGs core:​ 1 ‌|‌ 3 ‌|‌ 8 ‌|‌ 12 ‌|‌ 13 ‌|‌ 14‌ |‌ 15​ 
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The Netherlands is the world's second-largest agricultural exporter, an impressive position built on
decades of intensive farming, subsidised intensification and relentless scale. But underneath the
economic success lies a system under serious strain. Soils are depleted, biodiversity has collapsed to
just 15% of its natural baseline, nitrogen surpluses are the highest in Europe, and farmer incomes are
structurally low and volatile. The machine is still running, but it is running on empty.

The opportunity, and what we are doing about it
These failures are not inevitable. They are the result of system design, and system design can change. Each failure points to a specific leverage point where a
well-designed business intervention can unlock systemic change.

Enviu has been building food system ventures in East Africa for over a decade, proving this is possible in practice. This report marks the start of the same work
in the Netherlands. Based on the root causes identified, we have defined seven opportunity areas:
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ExecutiveExecutive
SummarySummary  
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Summary 

We are now moving into validation: testing assumptions with real stakeholders, sharpening value propositions, and building toward business models that can
drive systemic change. This report is the foundation. Stay tuned.

creating verified markets for regenerative and sustainable produce, 
so farmers have a guaranteed buyer willing to pay a fair price;

new income models for nature-inclusive land use, so land can serve
ecological functions without becoming financially irrational;

shared transition finance, so the cost of changing farming practices does not fall on farmers alone;

enabling institutional buyers to source sustainably at scale, by building the supplier 
networks and procurement infrastructure that currently do not exist;

shorter and fairer chains for farmers, reducing intermediary extraction and restoring negotiating power;

making healthy, sustainable diets the accessible default, so the 
better choice costs consumers no extra effort or money; and

sustainable supply chains for imported goods, connecting Dutch and European 
buyers to verified, sustainably producing smallholder farmers abroad.
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08 VENTURE BUILDING
& SCALING

07 BUSINESS MODEL 
VALIDATION

iteration

BUSINESS-
MODEL

 FIT

06 MARKET 
VALIDATION

iteration

PRODUCT-
SOLUTION

 FIT

05 VALUE PROPOSITION 
VALIDATION

iteration

Testing whether the value
proposition can be embedded in
a viable, scalable, and profitable
business model. Iterating until
commercial viability and a clear

path to scale are established.

Testing whether key stakeholders
recognise the jobs-to-be-done,
pains and gains identified, and
whether the value proposition

effectively addresses them.
Iterating until clear evidence of
problem–solution fit is reached.

Testing whether the value
proposition generates real user

engagement and early market pull,
demonstrating that it creates value
for customers. Iterating until clear

evidence of traction and market pull
is achieved.

Building and scaling
ventures by strengthening
operations and expanding

market reach to drive
systemic impact.

Our exploration process 01

ISSUE 
ANALYSIS

PROBLEM-
SOLUTION

 FIT

01 KNOWLEDGE 
CONSOLIDATION & SCOPING

02 STAKEHOLDER
INTERVIEWS

04 OPPORTUNITY
FRAMING & IDEATION

03 SYNTHESIS 
& SYSTEM MAPPING

In this issue analysis, we applied the Enviu Methodology, combining systems thinking, human-
centered design, and lean principles to move from understanding a broken system to identifying
potential leverage points for change (specific places within a system where relatively small
interventions can have a large impact) and opportunity areas (domains where there is potential for
new solutions, interventions, or business models). 

Our colleagues in East Africa have been active in the AgriFood domain since 2018, building
knowledge  and experience  that  form  an  essential  foundation  for  this  work.  We  built   on   this  by 

conducting targeted research into the European and Dutch context, combining our domain expertise
from the AgriFood program and ventures, with desk research and an iterative process of stakeholder
interviews and system mapping. This work has resulted in key insights, leverage points, and
opportunity areas, which are presented in this report, and which are being used in the development of
new solutions, interventions and business models aimed at driving systemic change. Unless
otherwise cited, information and figures in this report are based on Enviu’s own stakeholder
interviews conducted for this issue analysis (2025).

SCOPE OF THIS REPORT
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From Insight To Impact: Our ProcessFrom Insight To Impact: Our ProcessFrom Insight To Impact: Our Process

Conducting structured conversations
with farmers, processors, buyers,

retailers, NGOs and policymakers to
capture experiences, validate

assumptions and uncover unmet
needs across the system.

Translating leverage points into
clear opportunity areas and

exploring how new solutions,
interventions, and business

models can be developed to 
drive systemic change.

Combining internal AgriFood
knowledge from programs and
ventures with academic, policy

and industry research to
understand system dynamics,
failures & existing solutions.

 Synthesizing insights to uncover root
causes, power dynamics, mapping the
AgriFood system from field to fork and

identify key leverage points where
targeted interventions can drive change.
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AgriFood refers to the full chain from agricultural production to
food consumption: farming, processing, logistics, retail and the
way we eat. It is both an economic sector and a social system

that connects ecosystems, livelihoods, and human health.



26%

75%

~80%

~33%

60%
of global greenhouse gas
emissions come from the food
system, the single largest
contributor to climate change.
(Poore & Nemecek, 2018)

of global soils are affected by
degradation processes linked
to intensive agricultural
practices. (IPBES, 2018)

of the extreme poor live in rural, smallholder-reliant areas
(IFAD, 2025); smallholders produce ~35% of global food
(Ricciardi et al., 2018).

of global food production is lost
or wasted annually (~1.3 billion
tonnes), even before consumption
(FAO, 2011; UNEP, 2021).

more food production
needed by 2050 to feed
a world population of
9.7 billion. 
(FAO, 2012)

Almost half of perishable cargo operators have faced climate-related supply chain
disruptions in the past three years (DP World, 2025). Geopolitical shocks, from
Russia-Ukraine to the 2026 Strait of Hormuz closure, are further disrupting global
food and fertiliser supply chains, amplifying price volatility and input uncertainty
(AIV, 2026).

Supply disruptions surge

Cocoa prices surged 300% and coffee hit historic highs due to climate-driven
harvest failures (Financial Content, 2026). Agricultural monocultures compound
this vulnerability: genetic uniformity makes entire global crops susceptible to a
single pathogen, as the ongoing collapse of the Cavendish banana supply chain
demonstrates (FAO, 2019).

Commodity price shocks

By 2050, climate change could cut suitable coffee-growing land by up to half,
driven by rising temperatures and rainfall variability (Bunn et al., 2015).

Land at risk

Globally, farmers operate under significant financial pressure: rising input costs
(OECD/FAO, 2024), climate-induced production risk (IPCC, 2022) and constrained
access to finance (ISF Advisors, 2025). In the Netherlands, that pressure carries a
human cost beyond the economics: the suicide rate in the agricultural sector is
among the highest of any occupational sector (113 Zelfmoordpreventie, 2026).

Farmers face high financial burdens

Supply chains are breaking under climate pressureThe Global FoodThe Global Food
System Is BrokenSystem Is Broken
The Global Food
System Is Broken
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THE TIMES (2024, NOVEMBER) CBS-WUR (2024)

REUTERS (2025, JANUARY)

the EU’s highest nitrogen surplus per hectare (RIVM, 2023), and biodiversity has collapsed to just
15% MSA versus 70% globally (PBL, 2020). The sector is also a constant presence in Dutch public
debate: from nitrogen policy to farmer protests, food safety and incoming EU regulation. And above
all: our Dutch Enviu team is located here, and that is exactly why we start here: change comes from
working within the system you understand from the inside, where you know how decisions get made
and where the leverage sits.

Focus on The Netherlands:Focus on The Netherlands:
AgriFood as a Strategic FocusAgriFood as a Strategic Focus
Focus on The Netherlands:
AgriFood as a Strategic Focus
The Netherlands is the world's second-largest agricultural exporter and a major European import hub
(CBS-WUR, 2024), which means it carries global-scale responsibility to take the lead in
transformation. Agriculture accounts for approximately  10%  of Dutch GDP and employs over
700,000 people (WUR, 2024). In 2024, NL exported €128.9 billion and imported €86.1 billion in
agricultural goods (CBS-WUR, 2024). Yet this economic success comes at a high environmental cost:
17%  of  national  emissions  come  from  the  agricultural  sector  (CBS,  2024),  the  Netherlands  has

10%
15%

€128.9 billion €86.1 billion

17%

The global food system under pressure 0212
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The Netherlands is a global agricultural powerhouse, but underneath the economic success lies a system under serious strain. The issues presented
below are not peripheral concerns: they are the structural conditions that make transformation both necessary and urgent. Each issue represents a
point where the current system fails, ecologically, socially, or economically, and where targeted intervention can drive meaningful change.

17% of all GHG emissions, of which 50% from livestock
Agriculture accounts for approximately 17% of national greenhouse gas emissions in the
Netherlands. More than half of agricultural emissions originate from livestock systems,
including cattle, pigs, and poultry, primarily through methane from enteric fermentation and
nitrous oxide from manure. In addition, animal feed production, particularly soy for pigs and
poultry, contributes to global deforestation (CBS, 2024).

Farmer income: declining, volatile & under pressure
Between 2000–2020, average real farm incomes in the Netherlands have declined, with
pig, poultry, and greenhouse horticulture farmers most affected. Farmers face increasing
structural pressure, with a growing divide between intensification or exit. At the same time,
the sector is ageing, and finding successors is becoming increasingly difficult (Wageningen
Economic Research & CBS, 2025).

Highest nitrogen surplus in the EU 
The Netherlands has the highest nitrogen surplus per hectare in Europe. Excess nitrogen
leads to ecosystem degradation and groundwater contamination, and is partly converted
into nitrous oxide, a greenhouse gas approximately 300 times more potent than CO₂ (RIVM,
2023).

15% biodiversity remaining
Only around 15% of Mean Species Abundance (MSA) remains in the Netherlands,
compared to approximately 70% globally. Intensive land use and nitrogen oversaturation
are the main drivers of biodiversity loss. The Netherlands has effectively traded biodiversity
for agricultural productivity through land consolidation (PBL, 2020).

Key Issues: The Netherlands' AgriFood SectorKey Issues: The Netherlands' AgriFood SectorKey Issues: The Netherlands' AgriFood Sector

Antibiotic resistance & animal welfare
The use of antibiotics in livestock farming has contributed to the emergence and spread of
antibiotic-resistant bacteria such as MRSA and ESBL, posing a serious public health risk. At the
same time, intensive livestock systems result in significant animal welfare concerns, including
restricted movement, routine mutilations, and stress during transport and slaughter (EFSA,
2022).

Land prices lock farming into intensification
At €81,500 per hectare, among the highest in Europe, Dutch agricultural land prices make
nature-inclusive farming economically irrational (NVM, 2024). Only high-output farming
generates sufficient return, pushing farms to scale up. Since 2010, farm numbers have halved
while very large farms now generate 62% of agricultural added value (Wageningen Economic
Research, 2025). Powerful lobby ensures policy frameworks leave this cycle intact.

A diet driving 26% of emissions, and that isn't healthy either
The global food system accounts for ~26% of greenhouse gas emissions (Poore & Nemecek,
2018); a global shift to more plant-based diets, cutting meat and dairy, combined with
production changes, could reduce these emissions by more than half (EAT-Lancet Commission,
2025). Much of today's food is also unhealthy: Dutch salt and sugar intake exceeds
recommended levels (RIVM, 2025), and pesticide residues persist in some products (NVWA,
2025, October). Consumers have little influence, as this is determined upstream.

5–9% of NL emissions from food waste
Dutch households waste ~34–37 kg of food per person yearly at the consumption stage;
including losses across the full chain (production, processing, retail), total food waste reaches
127 kg per person per year (see Key system failures). Consumption-phase food waste accounts
for 5–9% of national emissions; globally, food waste ranks as the third-largest emitter when
considered as a system (FAO, 2013).

The global food system under pressure 0213



FRANK MULDER - AGRICULTURAL JOURNALIST

“We all want our agriculture to take“We all want our agriculture to take  
nature more into account. We wantnature more into account. We want
arable farmers to make room for flowerarable farmers to make room for flower
borders, for farms to be diverse andborders, for farms to be diverse and
vital, and for cow manure to remainvital, and for cow manure to remain  
on their own pastures. We have theon their own pastures. We have the
most beautiful goals. most beautiful goals. But if land pricesBut if land prices
continue to rise, all of this will remaincontinue to rise, all of this will remain
illusions and policy plans.illusions and policy plans.””  

“We all want our agriculture to take 
nature more into account. We want
arable farmers to make room for flower
borders, for farms to be diverse and
vital, and for cow manure to remain 
on their own pastures. We have the
most beautiful goals. But if land prices
continue to rise, all of this will remain
illusions and policy plans.” 
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The key players, supply chain & where it fails

TRANSPORT

TENDERS
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POLICY
LOBBY

POLICY

POLICY
LOBBY

SUBSIDIES & POLICY

INNOVATION

INNOVATION

INNOVATION TRANSPORT

TRANSPORT

OUT-OF-HOME 
FOOD PROVIDERS

FOOD RETAIL
25 retail chains and 

5 buying organisations;
dominate end price
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The Agrifood Ecosystem: KeyThe Agrifood Ecosystem: Key
Players & RelationsPlayers & Relations
The Agrifood Ecosystem: Key
Players & Relations
The AgriFood ecosystem holds many players, each with a distinct role, different interests and
varying degrees of market power. Some hold several roles at once: a brand can also be a buying
organisation. The map below draws on Enviu's own stakeholder interviews and shows examples
per category rather than every active party. The slides that follow profile the most important
players in depth, because understanding what drives them, and where they run into friction, is
where system change becomes visible.

Size of bubbles: 
reflect relative influence in the system

Arrows: 
indicate key relationships and flows

Primary flow: 
indicates direct trade

Secondary flow: 
indicates indirect relation

Producer (farmers)

Food service & institutional

Support

Consumers

Processors & brands

Transport & logistics

Trade

FINANCIERS

GOVERNMENTS

FARMERS

PROCESSORS

BUYERS 
& IMPORTERS 

CONSUMERS

TRANSPORT 
& LOGISTICSKNOWLEDGE 

& R&D

Pivotal role in funding
the transition

~50,000 in
Netherlands, plus

smallholder farmers
in producing

countries

~9,000 in NL;
volume over value

Few giants with global
scale; define market

terms

17M in the
Netherlands, 60%
of food purchased
via supermarkets

1,550 distributing
parties, built for

volume
Defaults to lowest

price

Innovation 
backbone



PRODUCTION PROCESSING TRANSPORT
& LOGISTICS TRADE & RETAIL OUT-OF-HOME 

FOOD PROVIDERS CONSUMPTION

KNOWLEDGE & R&D, GOVERNMENT & POLICY, FINANCIERS

FARMERS PROCESSORS TRANSPORT &
LOGISTICS FOOD RETAILBUYERS & IMPORTERS CONSUMERSOUT-OF-HOME FOOD

PROVIDERS

Based on structured conversations with 30+ stakeholders, this overview shows how the Dutch AgriFood supply chain is
structured and where it fails. Each step names the players from our ecosystem map who operate in it. Government,
financiers and knowledge institutions act across every step rather than within one, so they appear alongside the chain
rather than inside it. The analysis covers the Dutch food system: farmers here produce our food on Dutch soil, while
smallholder farmers in producing countries supply a large share of what we import. Each step holds more complexity
than one page can carry, so we cover the most critical facts and challenges per step.

KE
Y 

CH
AL

LE
N

G
ES

ST
AT

US
 Q

UO
ST

AK
EH

O
LD

ER
S

The key players, supply chain & where it fails 0317

The Agrifood SupplyThe Agrifood Supply  
Chain: How It WorksChain: How It Works  
& Where It Fails& Where It Fails

The Agrifood Supply 
Chain: How It Works 
& Where It Fails

~50,000 farms in NL (Wageningen Economic Research, 2025);
income is structurally low and volatile
Sector is ageing: finding successors for farmers is increasingly
difficult
Agricultural goods made up 16.5% of all Dutch goods imports
in 2025: €95.1 billion, the highest share on record (Agrimatie,
2025)
What we cannot grow here comes largely from the world's 500
million smallholder farms in producing countries (IFAD, 2025)

~9,000 food companies in NL: washing,
cutting, preserving, packaging, refining
and processing raw agricultural produce
(USDA GAIN, 2025).
Large processing parties set
sector-wide norms.
The EU Common Agricultural Policy
(CAP) rewards volume per hectare,
not sustainability.

1,550 transporters in Netherlands.
Logistics infrastructure is built
for high-volume supply. Local,
sustainable and short-chain
producers are largely excluded.

5 buying organisations and 25 retail chains control
Dutch food distribution, giving retailers enormous
pricing power over 50,000 farmers (ABN AMRO, 2026).
Supermarkets capture ~60% of all household food
spending in NL (Wageningen Economic Research
& CBS, 2024b).
Sustainability labels proliferate, but consumer
trust is eroding.

Governments, hospitals,
schools and caterers spend
€229 billion annually across
the EU (EC, 2020).
Procurement criteria default
to lowest price: sustainability
is rarely a deciding factor.
Limited knowledge & capacity
to assess sustainability claims.

17 million consumers;
60% of food is bought
via supermarkets.
Label overload confuses
rather than clarifies.
Low food literacy: limited
understanding of production
conditions.

DUTCH FARMERS
Sustainable farming practices exist: regenerative agriculture,
nature-inclusive management, but without a guaranteed market
there is no economic incentive to adopt them
Outside the conventional system there is no guaranteed buyer:
only 16% of Dutch farmers sell via short chains, mainly eggs, fruit
and vegetables (Monitor Korte Ketens, 2023)
Buyer prices are calibrated to intensive agriculture: sustainable
production costs more, but buyers do not price that in
The full cost of transition falls on the farmer: lower yields, upfront
investment, years of uncertainty, while the benefits flow to buyers,
consumers and society (SYSTEMIQ, 2023; Giller et al., 2021)
Certification is costly and slow, adding to that burden
Land prices are among the highest in the EU, making intensive
farming the only financially rational land use (NVM, 2024)
Transition finance is scarce: global shortfall of ~$300 billion
per year (SYSTEMIQ, 2023)
Globally, climate change makes crop failures more common,
and supply chains are becoming increasingly volatile. 

SMALLHOLDER FARMERS ABROAD
Most smallholder farmers we import from do not earn a living
income (Waarts et al., 2021): they capture six cents of every
dollar of food they produce (IFAD, 2025)

CAP subsidies reward volume: those who
innovate, and therefore temporarily produce
less, are financially penalised
Infrastructure is optimised for standardised,
high-volume inputs. Organic and regenerative
produce – irregular shapes, mixed varieties,
smaller volumes – rarely fits, raising the cost
of sustainable production
Alternative crops have no guaranteed buyer,
making innovation a bet most processors
cannot afford
Transitioning brings a heavy administrative
and entrepreneurial burden

Short-chain infrastructure is
underdeveloped: no shared
digital platforms, fragmented
logistics, high administrative
burden.
Producers too small to meet
volume requirements cannot
access networks built for scale.

Retail holds the strongest structural position in the
chain, and margins differ sharply per product and per
chain, with retail taking the largest share on much of
fresh produce (ACM, 2025). 
21% of Dutch food spending goes to certified
sustainable products (Wageningen Economic Research,
2025), but certification measures compliance, not
outcomes, and Dutch supermarkets consistently fall
short of their own sustainability commitments
(Questionmark Foundation, 2026).
Organic has become a premium positioning tool: Dutch
shoppers pay on average 66% more, making sustainable
food a luxury rather than a default and limiting its reach
to higher-income consumers (Consumentenbond, 2026).
No shared standard exists for what 'sustainable',
'regenerative' or 'responsible' means in practice, making
credible sourcing commitments difficult and creating
greenwashing risk.
The ambition to source sustainably exists, but the
aggregation infrastructure does not: sustainable
producers are too fragmented to supply at retail
volumes, leaving the transition dependent on
intermediaries that do not yet exist.

Institutional buyers have the
scale to shift entire markets,
yet price-based procurement
consistently overrides
sustainability.
Catering is a service, not a
core function: real change,
less meat and dairy, requires
behaviour change among end
users that is hard to mandate
and harder to sustain.

Total food waste in NL:
127 kg per person per year;
one-fifth of all food is never
eaten (WUR / Monitor
Voedselverspilling, 2025).
Household food waste
accounts for 5–9% of
national emissions: 8.8 Mt
CO₂-eq per year (Soethoudt
& Vollebregt, 2023).
Globally, 30–40% of food
is never eaten (FAO, 2011;
UNEP, 2021).
Individual behaviour change
alone cannot transform the
system.
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Every step fails, but not every failure is one a new business can solve. Enviu builds ventures: companies that fill gaps the system leaves
open. So we always ask: can an innovation — a new business model, a new intervention — create change here, or does that change depend
on existing players moving first?

Every player matters in a transition this size. What differs is how directly we can work with them. Given retail's scale, new entrants have
little room to move; change comes through sector agreements and regulation instead. Consumers respond to what is offered to them rather
than to being asked to choose differently. These players stay essential to the outcome, but they are not where our work begins. Three
players are: the ones where our influence is most direct, and where a new business can shift the system fastest.
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Zooming In On The Supply Chain: WhereZooming In On The Supply Chain: Where
Venture Building Can Move The SystemVenture Building Can Move The System
Zooming In On The Supply Chain: Where
Venture Building Can Move The System

Farmers hold the land where the transition physically happens, and carry its full cost while capturing the least value in the
chain. Any solution that does not pay at farm level does not work at all, which makes this the foundation rather than a choice. A
venture here creates the offtake certainty and shared risk that makes transition a business decision instead of a gamble.

Buyers decide what enters the Netherlands
and on what terms. EUDR, CSRD and
CSDDD now make verified sustainable
sourcing a legal requirement, while the
infrastructure to deliver it does not exist:
farm audits are manual, supplier bases are
fragmented, and no shared definition of
'sustainable' spans producing regions.
Mandatory demand meeting missing supply
is the clearest opening in the chain for a
new company.

Governments, hospitals, schools and caterers buy
enormous volumes through structural, criteria-
based contracts. A change in procurement criteria
shifts real volume immediately, without waiting for
millions of individual consumers to choose
differently. A venture here organises sustainable
supply at the volumes institutions require: the
aggregation layer that lets their existing ambitions
become actual orders.



What they're trying to achieve: What
does this player need to accomplish?

What success looks like: What they
stand to gain from a better system

What holds them back: The barriers,
frustrations and risks they face

The agricultural sector is under structural pressure. In the Netherlands, the number of farms has halved since 2000,
and consolidation is accelerating. Small farms are being squeezed out while large farms grow larger, yet even they
struggle to remain profitable under current market conditions.

The key players, supply chain & where it fails 0319

Zooming in - Farmers:Zooming in - Farmers:  
The Foundation of The Food ChainThe Foundation of The Food Chain
Zooming in - Farmers: 
The Foundation of The Food Chain

Generate stable, sufficient income from the land
Access reliable, fair markets for their produce
Transition to more sustainable practices without
bearing the full financial risk
Pass on a viable farm to the next generation
Reduce dependency on volatile input prices
and dominant buyers

Structural pricing pressure: 5 buying organisations and 25 retail formulas
face ~50,000 farmers with almost no negotiating power (ABN AMRO, 2026)
No guaranteed market outside conventional agriculture:
no economic incentive to transition
Only 16% sell via short chains: direct routes to market are
fragmented and hard to scale (Monitor Korte Ketens, 2023)
Full cost of transition falls on farmers alone: 100% self-funded
Declining and volatile income: 20% of farms have negative
incomes (Wageningen Economic Research & CBS, 2024a)
Farm consolidation is accelerating: in 2010, 30% of NL farms were small
and 17% large; by 2024 those shares had reversed, large farms now
generate 62% of agricultural added value, yet small farms are being
squeezed out entirely (Wageningen Economic Research, 2025)
In Europe, two-thirds of farms are under 10 hectares; small-scale
farming remains the norm across the continent, yet these farms
lack the scale to negotiate fair terms (Dolman et al., 2022)
Regulatory burden (nitrogen, EUDR) creates uncertainty
without adequate support (RIVM, 2023)
Obtaining sustainability certifications is costly and time-consuming: a
double burden on top of transition risk that conventional farmers do not face

Stable, long-term offtake agreements with
committed buyers willing to pay a fair price
Financing instruments that share
the risk and cost of transition
Direct market access resulting in
higher margins without dependency
on dominant retail chains
Recognition and reward for nature-inclusive
and regenerative land stewardship
A viable business that can be passed
on to the next generation



What they're trying to achieve: What
does this player need to accomplish?

What success looks like: What they
stand to gain from a better system

What holds them back: The barriers,
frustrations and risks they face

Buyers, the companies that source agricultural goods and supply food retail and out-of-home food providers, operate at scale. Their systems are
built for volume, standardisation and cost efficiency, not for navigating a fragmented or diverse supplier base. They face increasingly fragile
supply chains driven by climate disruption, geopolitical instability and growing regulatory pressure from the EU: EUDR, CSRD, CSDDD. A
significant share depends on international sourcing: the Netherlands imports €86.1 billion in agricultural goods annually, much of it from tropical
producing regions (CBS-WUR, 2024). Those buyers face an extra layer of complexity: sourcing from millions of farmers, and supply chains with
limited transparency.
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Zooming In - Buyers & Importers: Sourcing
At Scale, In a System Built For Volume

Secure stable, high-quality supply
of agricultural inputs year-round
Maintain supply continuity despite increasing
climate and geopolitical disruption
Meet corporate sustainability commitments
and ESG reporting requirements
Comply with EUDR, CSRD and
incoming due diligence legislation
Demonstrate verified supply chain
impact to investors and regulators
Differentiate product offering through
credible sustainability story

No shared definition of 'sustainable' or
'regenerative' across producing regions
Fragmented supplier base makes sustainable
sourcing operationally complex and hard to scale
Manual farm audits for farmers transitioning to more sustainable
practices at a high cost per farm, impossible to scale to millions
of farmers (Rainforest Alliance, 2023)
Climate disruptions making supply chains structurally fragile:
cocoa +300%, coffee at record highs (DP World, 2025)
Infrastructure for verified sustainable sourcing at scale does not yet exist
Greenwashing risk if sustainability claims cannot be independently verified
Procurement incentives are structurally misaligned: buyers are evaluated
on cost efficiency, not sustainability, creating internal pressure to source
at the lowest possible price regardless of broader impact

Verified, data-backed sustainable sourcing
that is cost-competitive with conventional
alternatives
Shared infrastructure that reduces per-buyer
transaction costs and audit burden
Supply chain resilience through more
diverse and sustainable sourcing
Credible impact data for ESG frameworks
and regulatory reporting
First-mover positioning before
EUDR and CSRD force action



Governments, hospitals, schools, universities and contract caterers collectively purchase enormous volumes of food. In the EU, public food
procurement totals €229 billion annually (European Commission, 2020). Unlike individual consumers, they make structural, volume-based
purchasing decisions, which means a shift in their criteria can catalyse market change at scale, without requiring consumer behaviour change.
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Zooming In - Out-of-Home Food Providers:
The Purchasing Power to Shift Markets, But
Defaulting to The Lowest Price

What they're trying to achieve: What
does this player need to accomplish?

What success looks like: What they
stand to gain from a better system

What holds them back: The barriers,
frustrations and risks they face

Feed large volumes of people
cost-efficiently and reliably
Meet public sustainability targets
and reporting obligations
Simplify procurement while maintaining
quality and compliance
Serve healthy food that aligns with institutional
mission (health, sustainability)
Manage food as a secondary function: catering
is rarely core business, making bold food
choices hard to prioritise internally

Sustainability criteria are complex, inconsistent and hard to verify
Volume requirements and price pressure favour large conventional suppliers
Lack of knowledge and capacity to assess sustainability claims independently
Current market for sustainable and regenerative food is too fragmented for
institutional scale
Supplier networks and tools for sustainable sourcing at scale do not yet exist
(USDA GAIN, 2025)
Changing menus requires behaviour change from end users, reducing meat,
dairy or familiar dishes, which institutions are reluctant to mandate

A procurement system that makes
sustainable sourcing the path of least
resistance, not the exception
Clear, verified sustainability standards
that simplify procurement decisions
Access to short-chain and sustainable
suppliers organised for institutional volumes
Public accountability story: institutional food
as a visible sustainability commitment
Guaranteed demand at scale that sends a clear
market signal to farmers considering transition



Our research and system mapping revealed a set of structural root causes that underlie the challenges mapped in the previous section. These are not
symptoms; they are the fundamental design flaws of the current system that prevent a transition from happening, even when the will to change exists.
Addressing them requires coordinated action across the entire AgriFood ecosystem.

Farmers having two
choices: intensify
production or exit

With 5 buying organisations and 
25 retail formulas controlling the
majority of Dutch food distribution,
farmers have almost no negotiating
power over the price they receive.
Multiple intermediaries extract
margin along the way, compressing
farm-gate returns to a fraction of
the end-consumer price. Farmers
face a structural choice: intensify
to compensate for low per-unit
earnings, or exit. The concentration
of retail power means this
imbalance cannot be resolved by
individual farmers; it is a structural
feature of the current market
architecture.

Without markets for
sustainable produce,
farmers have no
incentive to transition

Regenerative and sustainable
farming practices exist and are
increasingly understood; yet
farmers cannot afford to adopt
them. Outside the conventional
system, there is no reliable buyer
willing to pay a fair price for more
sustainably produced food. The
sustainable assortment in Dutch
supermarkets remains minimal:
less than 5% of products carry a
credible sustainability certification
with verified farm-level impact.
Without market certainty, even
motivated farmers cannot justify
the financial risk of transitioning.
This is not a motivation problem; it
is a market design failure. As long
as conventional agriculture is the
only route to income security,
voluntary transition will not reach
meaningful scale.

Land urgently needs a
different function, but
high land prices make
intensive farming the
only financially
rational choice
There is broad scientific
consensus that agricultural
land needs to serve multiple
functions; biodiversity corridors,
agroforestry, wetland restoration,
nature-inclusive farming to restore
soil quality, water retention and
ecosystem health. But Dutch
agricultural land prices average
€81,500 per hectare (NVM, 2024),
2nd highest in the EU, driven by
decades of subsidy-fuelled
intensification and speculative
demand. At these price levels, any
land use that does not maximise
agricultural output fails to
generate sufficient financial
return. Even landowners who
understand the urgency of
ecological restoration face a
system in which intensive farming
remains the only economically
rational choice.

Institutional
buyers want to
source sustainably,
but the infrastructure
isn’t in place yet

Governments, hospitals, schools
and caterers collectively spend
€229 billion on food annually
across the EU; with the structural
purchasing power to shift entire
markets. The ambition to source
more sustainably is increasingly
present. But the supplier
networks, procurement systems
and practical tools to act on that
ambition at scale simply do not
yet exist. Chefs and procurement
managers who want to source
sustainably must go far above 
and beyond standard processes.
Sustainable procurement remains
the exception because the system
has not been built to make it the
default.

NL depends on
imports, but supply
chains are neither
sustainable nor stable

The Netherlands imports 
€86.1 billion in agricultural goods
annually; cacao, palm oil, soy for
animal feed, tropical fruit; much of
it from regions where production
is linked to deforestation, land
degradation, and exploitation of
smallholder farmers. At the same
time, climate change is making
these supply chains structurally
fragile: cocoa prices surged 300%
in 2024–25, and almost half of
perishable cargo operators have
faced climate-related supply chain
disruptions in the past three years
(DP World, 2025). The EUDR
(entering force in 2025) requires
proof that key commodities 
are deforestation-free; but
compliance infrastructure is
largely absent. Geopolitical shocks
compound this fragility: the 2026
Strait of Hormuz closure disrupted
global fertiliser chains, and rising
tensions are driving governments
to prioritise supply chain
resilience and strategic 
autonomy (AIV, 2026).

Food waste is 
treated as an individual
responsibility, but it is a
structural outcome of a
system built for volume

Globally, 30–40% of food
produced is never eaten; 1.3
billion tonnes per year. In the
Netherlands, total food waste was
2,271 kiloton in 2023 (127 kg per
person); one-fifth of all food is
never eaten. GHG emissions from
food waste in NL amount to 8.8
million tonnes CO₂-eq per year.
Yet responsibility is fragmented:
no single actor owns the problem,
economic incentives do not
penalise waste, and public
campaigns focus primarily on
consumer behaviour. Food waste
is not a behavioural anomaly; it is
a structural outcome of a system
never designed to value food
across its full lifecycle.

The system needs
dietary change to
become sustainable,
but no one is driving it

A shift toward more plant-based
diets is a precondition for a
sustainable food system, not an
optional add-on: the global food
system already accounts for ~26%
of greenhouse gas emissions
(Poore & Nemecek, 2018), and the
EAT-Lancet Commission estimates
that shifting diets, combined with
production changes, could cut this
by more than half (EAT-Lancet
Commission, 2025). Yet no 
actor in the current system is
responsible for driving this shift.
Meanwhile, much of what is
consumed is unhealthy by design:
high in salt, sugar and additives, or
carrying pesticide residues, with
product composition determined
upstream by producers and
retailers (RIVM, 2025; NVWA,
2025, October). Consumers are
held responsible for outcomes
they have little power to change.

Society benefits 
from a transition, 
but farmers alone are
expected to pay for it

Transitioning to more sustainable
or regenerative farming requires 1–
3 years of reduced yields, upfront
investment in infrastructure and
knowledge, and significant
operational risk; all of which
currently falls entirely on the
farmer. The benefits; supply
chain resilience, lower emissions,
healthier soils, improved
biodiversity, flow to buyers,
consumers and society as a 
whole. This broken distribution 
of risk and reward makes voluntary
transition economically irrational
for most farmers. Transition
finance for agriculture faces a
global shortfall of $300 billion per
year (SYSTEMIQ, 2023). Without
instruments that share the burden
fairly, this structural imbalance 
will persist. This is not only a
market failure, it is a policy gap.

Eight Structural Failures Blocking a TransitionEight Structural Failures Blocking a TransitionEight Structural Failures Blocking a Transition
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AGRIFOOD NL DOMAIN NORTH STAR

The root causes identified make one thing clear: no
single actor can fix this system alone. Change requires
new business models that shift incentives, redistribute
value and build the infrastructure that is currently
missing. Based on our issue analysis and the system
failures we identified, we formulated a North Star: a
direction that guides our intervention strategy. It
reflects what a fundamentally different AgriFood
system could look like: one where farming is financially
viable without intensification, where sustainable
produce has guaranteed markets and where the
transition burden is shared fairly across the chain.

From System FailuresFrom System Failures
to System Changeto System Change
From System Failures
to System Change
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We're buildingWe're building  
a profitable businessa profitable business

ecosystem that motivatesecosystem that motivates
and enables the newand enables the new

generation farmers togeneration farmers to
transition to naturetransition to nature
inclusive agricultureinclusive agriculture  
in the Netherlandsin the Netherlands

by 2035.by 2035.

We're building 
a profitable business

ecosystem that motivates
and enables the new

generation farmers to
transition to nature
inclusive agriculture 
in the Netherlands

by 2035.



The issues identified in our research share a common root: a system
that extracts value from land and ecosystems faster than it can be
replenished. Regenerative agriculture directly inverts this logic. By
rebuilding soil health, increasing biodiversity, reducing synthetic
inputs and improving water retention, it simultaneously addresses
ecological degradation, farm resilience and supply chain stability. It
is not just an environmental response to the challenges identified. It
is an economic and strategic one.

The interest is real. The global regenerative agriculture market is
valued at over $12 billion and growing at nearly 19% annually
(Grand View Research, 2024). Farmers worldwide are exploring the
practice. Yet regenerative agriculture still covers only around 1.5%
of global farmed acreage (Roland Berger, 2025). Adoption remains
marginal despite growing momentum, because barriers are
structural, not motivational (McKinsey, 2024; Giller et al., 2021).

The opportunity is clear and the evidence is compelling. Yet
scaling has not happened. Not because the practice does not
work, but because the system is not built for it.

Areas for intervention25 04

Regenerative Agriculture:Regenerative Agriculture:
A Clear Opportunity ThatA Clear Opportunity That
Isn't ScalingIsn't Scaling

Regenerative Agriculture:
A Clear Opportunity That
Isn't Scaling

19%

1.5%



Our issue analysis surfaced eight structural contradictions that prevent the AgriFood system from transitioning; even when the will to
change exists. Based on these root causes, we formulated a North Star: a direction that guides our intervention strategy. It reflects
what a fundamentally different AgriFood system could look like; one where farming is financially viable without intensification,
where sustainable produce has guaranteed markets, and where the transition burden is shared fairly across the chain.

Opportunity AreasOpportunity Areas
For System ChangeFor System Change
Opportunity Areas
For System Change
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Creating markets for regenerative produce
There is a clear need for verified market linkages between farmers and buyers committed
to sustainable sourcing. To enable this, shared standards, verification tools and data
infrastructure are needed that make regenerative sourcing credible, practical and scalable
for European buyers.

Enabling institutional buyers to source sustainably at scale
There is a clear need for solutions that help institutional caterers, hospitals, schools,
government kitchens, cook with local and/or sustainably produced ingredients. To enable
this, short-chain infrastructure, simplified procurement standards and kitchen-level support
are needed.

Sharing the financial burden of the transition
There is a clear need for financing models that make the shift to sustainable production
possible without placing the full burden on farmers. To enable this, blended finance,
transition bonds, risk-sharing facilities and pre-financed offtake are needed, so cost is
shared across society.

New income models for nature-inclusive land use
There is a clear need for ways for farmers to earn income from land without depending on
intensification. To enable this, alternative land-use models - agroforestry, biodiversity
corridors, water buffers, carbon storage - and the finance to monetise them are needed.

Shorter chains, fairer margins for farmers
There is a clear need for routes to market that let farmers sell directly to consumers or local
buyers, without depending on dominant buying organisations and supermarkets. To enable this,
digital platforms, collective logistics and buyer-side aggregation infrastructure are needed.

Building sustainable supply chains for imported goods
There is a clear need for infrastructure that makes it easier for Dutch and European buyers to
source imported goods sustainably. To enable this, shared traceability systems, verified
sustainability standards and aggregation models connecting EU buyers to sustainable farmers
are needed.

Making healthy, sustainable diets the accessible default
There is a clear need for food environments where the healthy, sustainable choice requires no
extra effort or cost from consumers. To enable this, product reformulation, transparent labeling
and incentives shifting the diet mix toward plant-based, less processed food are needed.



08 VENTURE BUILDING
& SCALING

07 BUSINESS MODEL 
VALIDATION

iteration

BUSINESS-
MODEL

 FIT

06 MARKET 
VALIDATION

iteration

PRODUCT-
SOLUTION

 FIT

05 VALUE PROPOSITION 
VALIDATION

iteration

Testing whether the value
proposition can be embedded in
a viable, scalable, and profitable
business model. Iterating until
commercial viability and a clear

path to scale are established.

Testing whether key stakeholders
recognise the jobs-to-be-done,
pains and gains identified, and
whether the value proposition

effectively addresses them.
Iterating until clear evidence of
problem–solution fit is reached.

Testing whether the value
proposition generates real user

engagement and early market pull,
demonstrating that it creates value
for customers. Iterating until clear

evidence of traction and market pull
is achieved.

Building and scaling
ventures by strengthening
operations and expanding

market reach to drive
systemic impact.

ISSUE 
ANALYSIS

PROBLEM-
SOLUTION

 FIT

This report marks the end of our issue analysis and ideation phase; and the beginning of what comes next. Based on the
root causes and intervention areas identified here, we are now moving into validation: testing our assumptions with real
stakeholders, sharpening our value propositions, and building toward business models that can actually scale. That
means value proposition validation, market validation, and business model testing; one iteration at a time, until we find
real fit. We will be sharing our findings along the way. Stay tuned; you’ll be hearing from us.

From Insight to Impact: What’s NextFrom Insight to Impact: What’s NextFrom Insight to Impact: What’s Next
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01 KNOWLEDGE 
CONSOLIDATION & SCOPING

02 STAKEHOLDER
INTERVIEWS

04 OPPORTUNITY
FRAMING & IDEATION

03 SYNTHESIS 
& SYSTEM MAPPING

Conducting structured conversations
with farmers, processors, buyers,

retailers, NGOs and policymakers to
capture experiences, validate

assumptions and uncover unmet
needs across the system.

Translating leverage points into
clear opportunity areas and

exploring how new solutions,
interventions, and business

models can be developed to 
drive systemic change.

WHAT’S NEXT

Combining internal AgriFood
knowledge from programs and
ventures with academic, policy

and industry research to
understand system dynamics,
failures & existing solutions.

 Synthesizing insights to uncover root
causes, power dynamics, mapping the
AgriFood system from field to fork and

identify key leverage points where
targeted interventions can drive change.
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