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	Purpose/Objective of the Activity
	This activity was undertaken to strengthen HBP's long-term sustainability as a sector platform by establishing evidence-based proof of concept for small-scale horticulture as a viable commercial enterprise in Ghana. No existing, documented local model demonstrates the profitability of small-scale vegetable production in a way that can be replicated across the sector; HBP, with support from the Ghana Netherlands Business and Culture Council (GNBCC), established a pilot commercial demonstration farm to close this evidence gap directly.
The pilot was designed around two objectives:
1. Primary objective: commercial viability. To test and document, through a complete production cycle, whether small-scale vegetable farming in the Ghanaian context is commercially profitable, tracked through input costs, yields, revenues, and margins. This data-driven proof of concept is the initiative's core success measure and is intended to produce a replicable model for the wider sector.
2. Secondary objective: capability building. To provide youth, students, and graduates, including Horticulture Business Challenge (HBC) participants and West Africa Senior High School (WASS) students, with a structured, hands-on learning environment covering Best Agricultural Practices, farm business management, accounting, sales, and marketing.


	Number of Participants
	
	Category
	M
	F
	Sub-groups

	
	
	
	PWDs
	Children
	Youth
	Others
(Specify…)

	Direct Reach
	NR
	
	
	
	
	

	Indirect Reach
	NR
	
	
	
	
	

	Total
	NR
	
	
	
	
	




	
The HBP Commercial and Learning Farm was initiated as a controlled pilot to generate practical evidence on the viability and wider development value of small-scale commercial horticulture. In addition to testing production and market assumptions, the pilot was intended to demonstrate how a working farm could serve as a platform for experiential learning, youth engagement and future sector-development activities. HBP therefore adopted a phased approach that limited the initial operational exposure to one acre, while retaining the option to expand only after the first production cycle had provided sufficient evidence on agronomic performance, market demand, financial viability and management requirements.
In January 2026, HBP secured a four-acre parcel of land from West Africa Senior High School (WASS) under a four-year lease arrangement. The initial one-acre pilot was designed to establish proof of concept before any decision was taken on further expansion. Land-preparation activities commenced in February 2026; however, the process revealed material operational risks that had not been apparent when the agreement was concluded. These included a compromised perimeter fence and the regular presence of cattle grazing around the site, creating unacceptable exposure to crop damage and the possible loss of farm equipment and inputs.
HBP engaged the school authorities to address these constraints. However, the school’s ability to implement the required remedial measures within the available timeframe was limited by budgetary constraints and internal approval processes. With the production window narrowing, HBP assessed that continuing to wait for remediation would place the entire pilot cycle at risk. The team therefore took an adaptive management decision to relocate the pilot rather than proceed on a site with unresolved security concerns or incur further implementation delays.
An alternative parcel of land was subsequently made available by a teacher within the WASS premises. HBP commenced fresh land preparation on the new site in April 2026. To recover time lost during the relocation, nursery establishment, mulching, farm-infrastructure installation, and input mobilization were undertaken concurrently. This compressed implementation approach enabled the first transplanting exercise to be completed in May 2026. The farm was subsequently presented to stakeholders during an official site visit and launch on 25 June 2026.
The first production cycle covered 0.65 acres of the one-acre field and comprised three lettuce varieties, Concord, Levistro, and Atlas, and two cucumber varieties, DAEWY F1 and Mydas RZ. The production design allowed HBP to test multiple varieties within the same cycle while generating practical information on crop performance, field management, and production requirements under the prevailing conditions.
The farm’s learning function was implemented alongside the production cycle rather than as a separate activity. Participants in the Horticulture Business Challenge received field-based exposure to modern and climate-smart horticultural practices, while WASS students were integrated into selected practical activities. This approach enabled participants to connect classroom and theoretical knowledge with the operational realities of commercial production. It also supported a broader programme objective of demonstrating agriculture as a potential pathway for income generation, enterprise development, food security and environmental sustainability, rather than solely as a labor-intensive subsistence activity.
Market development was treated as a core component of the pilot from the outset. A dedicated team of HBC participants worked in parallel with the production team to identify prospective buyers and develop offtake channels. The two lettuce harvests, comprising 89 kg and 90 kg respectively, were sold in full. These sales provide initial evidence of market demand and demonstrate the value of integrating production planning with early buyer engagement. However, they do not yet constitute a complete assessment of commercial viability. The cucumber harvests were scheduled for 16 and 24 July 2026 and therefore fall outside the January–June 2026 reporting period. A full assessment of the first cycle—including production costs, total yields, revenues, post-harvest performance and margins—will consequently be completed after the remaining crops have been harvested and sold.
Beyond the immediate production and learning outputs, the pilot has generated important institutional evidence for HBP’s longer-term operating model. Experience from the first cycle showed that directly managing a commercial farm beyond the one-acre pilot would require a level of day-to-day operational oversight that could compete with HBP’s core mandate as a sector platform and interlocutor for horticultural small and medium-sized enterprises. Direct expansion could also result in HBP duplicating commercial functions that may be delivered more effectively by specialized farm operators.
On this basis, HBP decided not to pursue the original intention of expanding the farm beyond one acre under its direct management. This represents a strategic refinement of the implementation model rather than a withdrawal from the farm’s objectives. For the second phase, covering July 2026 to June 2027, HBP has begun exploring partnership arrangements with entities and individuals that have the operational capacity to manage routine farm activities. While these arrangements are being developed, HBP intends to maintain the site and undertake two additional production cycles to keep the farm operational and recover part of the initial investment.
The partnership-based approach is expected to allow HBP to retain the strategic value of the asset while reducing the management burden and risk of institutional mission drift. Under this model, the site can continue to function as a commercial demonstration and learning facility for future capacity-building programmes, varietal and seed trials, youth engagement and other sector-development activities. The next reporting period will therefore focus on completing the first-cycle financial assessment, documenting the pilot’s commercial and learning results, maintaining production continuity and determining an appropriate operational partnership model for the site.
 

	Activity outputs/results (What did the activity achieve?):
 
1. One-acre commercial and learning farm established and operationalized at WASS, with 0.65 acres cultivated, 48 production beds developed, and approximately 4,300 plants established. 
2. Five vegetable varieties tested during the first production cycle: Concord, Levistro and Atlas lettuce, and DAEWY F1 and Mydas RZ cucumber. 
3. Practical horticulture training delivered to HBC participants and WASS students, with emphasis on modern and climate-smart production practices. 
4. Initial market channels established and tested, with two lettuce harvests sold in full. Cucumber production and sales results will be reported in the next reporting period. 
5. Preliminary production, sales and operational data generated to support the assessment of the farm’s commercial viability and future use as a demonstration model. 
6. A strategic operating model identified, with HBP deciding against direct expansion beyond one acre and initiating discussions with specialized partners for future farm management. 
7. The farm positioned as a longer-term sector-development asset for practical training, commercial demonstrations, varietal trials, youth engagement and future capacity-building activities. 
8. Two additional production cycles planned to maintain operations, generate further evidence, and recover part of the initial investment. 

	Lessons learned (Any notable lessons while implementing the activity):

1. Site risk assessment must precede investment. The original site's perimeter and livestock exposure surfaced only after clearing had begun. Land availability is not the same as site readiness; future site selection should include a security and access assessment as a precondition, not a follow-up step.
2. Parallel workstreams are a viable recovery tool when a timeline is compressed. Running nursery establishment, mulching, infrastructure, and input mobilization concurrently (rather than sequentially) recovered time lost to the site change. Where a schedule risk is identified early, concurrent implementation should be built into the plan rather than treated as a fallback.
3. Viability conclusions require a complete cycle, not partial data. Early harvest and sales figures are directional at best. Proof-of-concept assessments should be conducted once full cost, yield, revenue, and margin data are available, avoiding premature conclusions on profitability.
4. Combining production, training, and market functions multiplies the return on a single investment. The same acre served HBC training, WASS integration, and market-channel testing simultaneously. 

	Challenges (What were the limitations or did not go well while implementing this activity):

1. The original site posed an unmanageable security risk. A compromised perimeter fence, undetected until after clearing, exposed produce and equipment to loss, and the school's budget constraints and approval processes meant it couldn't be fixed within HBP's timeline. This made the original site untenable and forced HBP to relocate mid-preparation, losing the land-clearing investment already made there.

2. The site change forced a restart of land preparation, compressing nursery establishment, mulching, infrastructure, and input mobilization into a shorter window. Running these concurrently recovered the schedule but raised operational pressure on the team throughout April and May.

3. The first production cycle runs past the reporting period. Cucumber harvests (16 and 24 July 2026) fall outside this window, so the full financial picture- costs, yields, revenue, margin, can't be closed out yet, leaving the primary success measure unresolved for this report.

4. Direct farm management competes with HBP's core mandate. Day-to-day operations risk competing for management time and capacity that HBP needs for its sector-coordination role, and risk duplicating what specialized farm operators already do better, a structural tension that shaped the decision not to scale under direct management.



	General remarks/Recommendations (Any general observation or what else can you do to implement this activity well in the future?):

1. Close out the first production cycle and finalize the viability assessment by the end of July 2026. This means capturing the 16 and 24 July cucumber harvests and consolidating complete input cost, yield, revenue, and margin data into a single record. evidence.
2. Formalize a partnership arrangement for farm operations before the second phase begins in July 2026. Treat this as a dependency, not a parallel track: management continuity depends on an agreement being in place at handover. 
3. Run the two planned production cycles (July 2026–June 2027) as a bridge, not a default. Their purpose is specific: to keep the site active and recover part of the initial investment while the partnership above is finalized, not to normalize continued direct management. Set a review point at the end of this window to confirm the partner transition has occurred as planned.
4. Preserve the site's dual-use function in any partnership agreement. Write learning and demonstration access into the terms explicitly, so future capacity-building and varietal trials aren't dependent on informal goodwill from whoever takes over operations.
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