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Background 

1. At its thirtieth meeting, having considered document AFB/B.30/5/Rev.1, the Adaptation
Fund Board (the Board) decided:

(a) To adopt the medium-term strategy as amended by the Board, as contained in the
Annex 1 of the document AFB/B.30/5/Rev.1 (the MTS); and

(b) To request the secretariat:

(i) To broadly disseminate the MTS and work with key stakeholders to
build understanding and support;

(ii) To prepare, under the supervision of the MTS task force, a draft
implementation plan for operationalizing the MTS, containing a draft
budget and addressing key assumptions and risks, including but not
limited to funding and political risks, for consideration by the Board at
its thirty-first meeting; and

(iii) To draft, as part of the implementation plan, the updates/modifications
to the operational policies and guidelines of the Adaptation Fund
needed to facilitate implementation of the MTS, for consideration by
the Board at its thirty-first meeting.

(Decision B.30/42) 

2. Pursuant to decision B.30/42, subparagraph (b) (ii), the secretariat prepared a draft
implementation plan for the MTS, including an assessment of assumptions and risks. The
secretariat shared a version of the draft with the MTS task force for comments.

3. The draft implementation plan also contains suggestions for specific funding windows that
might be opened under the MTS in complement of the Fund’s existing funding windows for single-
country and regional adaptation projects and readiness support projects. Following the approval
of the implementation plan, the secretariat would present specific proposed details for each new
funding window at subsequent meetings of the Board for its consideration, in accordance with the
timeline contained in the implementation plan.

4. At its thirty-first meeting, the Board discussed the draft implementation plan for the MTS,
and members of the Board proposed amendments to the document. The secretariat then
presented a revised draft, in document AFB/B.31/5/Rev.1. Having considered that document, the
Board decided:

(a) To approve the implementation plan for the medium-term strategy for the Fund for 2018–
2022 contained in the Annex I to document AFB/B.31/5/Rev.1 (the plan);

(b) To request the secretariat:

[…] 
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(iii) To prepare, for each proposed new type of grant and funding window, a 
specific document containing objectives, review criteria, expected grant 
sizes, implementation modalities, review process and other relevant features 
and submit it to the Board for its consideration in accordance with the 
tentative timeline contained in Annex I to document AFB/B.31/5/Rev.1, with 
input from the Board’s committees;  

 
(iv) Following consideration of the new types of support mentioned in 

subparagraph (b)(iii), to propose, as necessary, amendments to the Fund’s 
operational policies and guidelines Fund to better facilitate the 
implementation of such new types of support; and  

 
[…] 

 
(Decision B.31/32) 

 
5. At the second session of its thirty-fifth meeting, the Board considered document 
AFB/PPRC.26.b/16, Program on Innovation: Large Grants for Innovation, and the Board decided: 
 

(a) To approve the process for providing funding for innovation through large grants to 
Implementing Entities (IEs) as described in document AFB/PPRC.26.b/16; including the 
proposed objectives, review criteria, expected grant sizes, implementation modalities, 
review process and other relevant features as described in the document;   

(b) That the large grants for innovation would fall outside the country cap approved by 
the Board in decision B.13/23 or, in the case of regional or multi-regional proposals, the 
regional provision, whereas they would count against the Multilateral Implementing Entity 
cap as per decision B.12/9;  

(c) To request the secretariat to prepare the first Request for Proposals to IEs for a total 
amount of US $30 million to be launched by the first quarter of calendar year of 2021; and  

(d) To request the secretariat to consider the need to develop specific objectives and 
indicators for the innovation aspects of the projects, beyond what is included in the regular 
project performance reporting process and make relevant recommendations to the Board 
at its thirty-seventh meeting.  

(Decision B.35.b/8)  

6. At its thirty-sixth meeting, the Board considered the document AFB/PPRC.27/28, Programme 
on Innovation: Operationalization of Large Grants for Innovation, and the Board decided: 
 

(a) To approve the Innovation Large Grant Project Proposal template, the Review 
Criteria template and the Instructions for Preparing a Proposal for 
Innovation Large Grants, as described in annexes II, III and IV to document 
AFB/PPRC.27/28;   

(b) To launch the request for proposals so that submissions of Innovation Large Grants 
proposals are invited to be considered as early as the thirty-seventh meeting of the Board.  

(Decision B.36/24) 
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7. Subsequently, the first call for project and programme proposals under the indicative set-aside 
amount of US$ 30 million was issued to eligible Parties to submit large innovation project and 
programme proposals to the Fund through accredited NIEs, RIEs and MIEs. 
 
8. At its thirty-ninth meeting in October 2022, the Board discussed and adopted the “Medium-
term strategy of the Fund for the period 2023–2027” (Decision B.39/61). At the subsequent 
meeting, the Board adopted, via Decision B.40/72, the Implementation Plan for Medium-Term 
Strategy of the Fund for the Period 2023-2027 (document AFB/B.40/.5/Rev.1).  Together, these 
documents include plans for the continuation and expansion of the innovation pillar that was 
launched and developed during the MTS 2018 to 2022 period. 
 
9. The following concept note proposal document titled “Partially Repayable Project Preparation 
and Adaptation Investment Readiness Facility” was submitted for Nigeria by Bank of Industry 
(BOI), which is a National Implementing Entity of the Adaptation Fund. 
 
10. This is the fifth submission of the concept-note project proposal, using the two-step 
submission process. 
 
11. The current submission was received by the secretariat in time to be considered in the forty-
seventh Board meeting. The secretariat carried out a review of the project proposal, assigned it 
the Project ID number AF00000523, and completed a review sheet. 
 
12. In accordance with a request to the secretariat made by the Board in its 10th meeting, the 
secretariat shared this review sheet with BOI and offered it the opportunity of providing responses 
before the review sheet was sent to the PPRC. 
 
13. The secretariat is submitting to the PPRC the summary and, pursuant to decision B.17/15, 
the final technical review of the project, both prepared by the secretariat, along with the final 
submission of the proposal in the following section. In accordance with decision B.25/15, the 
proposal is submitted with changes between the initial submission and the revised version 
highlighted or with track changes. 

 



ADAPTATION FUND BOARD SECRETARIAT
TECHNICAL REVIEW OF PROJECT PROPOSAL FOR

" PARTIALLY REPAYABLE PROJECT PREPARATION AND ADAPTATION INVESTMENT
READINESS FACILITY "

Project Title Partially Repayable Project Preparation and Adaptation Investment
Readiness Facility

Project ID AF00000523

Category Innovation large project

Type Single country project

Stage Concept

Country Nigeria

Implementing Entity BOI

Financing Requested USD 4,795,200.00



Reviewer

Co-reviewer(s)

IE Contact Person Eniola Akinsete,Jennifer Ayeni,Olawunmi Ajayi

Secretariat's Overall Comment

The project “Partially Repayable Project Preparation and Adaptation Investment Readiness Facility” aims

to address a critical and under-served segment of the adaptation finance value chain: upstream project

preparation for enterprise-led adaptation investments. 

A project formulation grant (PFG) is not requested.

The initial technical review raised several areas for improvement, such as Theory of Change, selection

criteria, initial gender analysis,  relevant national technical standards, the consultative process, full cost of

adaptation reasoning, sustainability, Unidentified Sub-Projects (USP), and the budget, as is discussed in

the number of Clarification Requests (CRs) and Corrective Action Requests (CARs) raised in the review.    

The second technical review raises a few areas for improvement, such as Theory of Change, selection

criteria, Unidentified Sub-Projects (USP), and Executing Entities, as is discussed in the number of

Clarification Requests (CRs) and Corrective Action Requests (CARs) raised in the review.    

The third technical review finds the pending issues to be addressed, as discussed in the CRs and CARs

marked as not cleared or partially cleared in the review such as further details on the innovation scheme

and the identification of EE/s. We note that no PFG is requested for this proposal. If that is not the case,

please submit the PFG along with the next resubmission.

The fourth technical review identified one remaining issue to be addressed: the Executing Entity

arrangement, as discussed under CAR10. Please be advised that the project standard legal agreement at

the Full proposal stage needs EE/EEs to be identified. At the concept stage if the EE cannot be identified,

this needs to explicitly be mentioned (including the reasons for this) with the statement that the EE will

identified at the fully-developed proposal stage. Please also note that the components names and

amounts in the technical summary of the on-line system do not match the project document. These need

to be harmonized. 



The final technical review finds the pending issue to be addressed.

Country Eligibility

Is/are the beneficiary country/countries a developing country/countries Party/Parties to the Kyoto
Protocol?

Response: Yes

Secretariat:  N/A

Is the participating country / are all participating countries developing countries particularly vulnerable
to the adverse effects of climate change?

Response: Yes

Secretariat:  Nigeria faces multi-dimensional and regionally differentiated climate risks, including recurrent
flooding in riverine and urban areas, drought and desertification in northern regions, rising temperatures and

heat stress nationwide, as well as coastal erosion and sea‑level rise in the southern Nigeria.
(May 6, 2026)

Project Eligibility

Has the designated government authority for the Adaptation Fund / Have the governments’ designated
authorities for the Adaptation Fund endorsed the project?

Response: Yes

Secretariat:  As per the Endorsement letter dated March 30th, 2026.
(May 6, 2026)

Does the project/programme support concrete adaptation actions to assist the country or countries in
addressing adaptive capacity to the adverse effects of climate change and build in climate resilience? In
case of regional project/programme, is there added value using the regional approach, compared to
implementing similar activities in each country individually?

Response: Not Cleared

Secretariat:  The proposed Concept Note includes Part III: Implementation Arrangements (after page 28),
though only Results Alignment Table is required at this stage. While this review primarily focuses on Parts I and
II, certain comments address content within Part III that is critical to understanding the project's overall context
and conceptual viability.



When submitting the revised Concept Note, please limit the document to Part I and Part II only. For Part III,
include only the Results Alignment Table as required at this stage.
Inconsistent page numbering: Please re-number the document to ensure sequential numbering and better
coherence across all parts, including the annexes (e.g. Page 12 Section C). 

CAR1: The project aims to enhance the climate resilience of Nigerian enterprises through three primary
objectives (p.5). While these individual pillars are well-defined, the Concept Note lacks a synthesized statement
that concisely captures the project's overarching core objective. Furthermore, the absence of an explicit Theory
of Change (ToC) makes it difficult to trace the logical pathway from immediate facility outputs to the desired
systemic outcomes. Please provide a unified summary of the primary goal and a ToC narrative or diagram to
clarify the causal links and underlying assumptions required for sustainable impact.

CR1: The Concept Note defines "financial close" as the primary trigger for the success-based repayment
mechanism. To ensure this financial milestone translates into meaningful climate outcomes, please clarify the
following points. 

• Lender Alignment: Please clarify whether formal recognition of the project as "adaptation" by downstream
financiers is a requirement for financial close. Furthermore, please provide strategic direction for Component 3
to ensure lenders value these resilience benefits and align with climate-related financing standards. 

• Screening & Indicators: Since sub-project contexts will vary, please describe the intended process for detailing
project-specific criteria and methodologies (including baselines and future climate scenarios) to measure
resilience benefits during project implementation.

• Post-Close M&E: Please provide an overview of the framework for tracking actual adaptation impacts after the
financial transaction is complete. 
(May 6, 2026)

Response: Not Cleared

Secretariat:  General comments: 

- Please indicate clearly in the response sheet where each revision has been made in the revised proposal,
including page numbers and/or paragraph numbers in the tracked-change version. This would help reviewers
verify how each CR/CAR has been addressed in the proposal text.

- Please note that page numbers have been inconsistent throughout the document making tracking of changes
especially difficult. Please ensure there is editorial oversight for future submissions/ resubmissions.

- We noted that a PFG is not included in the submission package. If considering including a PFG, ensure that it is
included in every submission/ resubmission package.

CAR1: Yes, but further clarification is needed.
The addition of the overarching objective and Theory of Change is appreciated and largely addresses the CAR.
However, the Long-term Outcomes & Impact section should place greater emphasis on concrete adaptation
impacts. Please clarify the expected resilience benefits in the target regions. 

CR1: Not Cleared. 
Lender Alignment: 
The proposal clarifies that formal adaptation labelling by downstream financiers is not required (p.6). However,
the key issue is how actual adaptation impact will be secured and verified after financial close, and how the
facility will build lasting adaptation-related capacity and practices among supported enterprises and financiers. 

Resilience indicators and Post-close tracking: 



The proposal explains that baselines and future climate scenarios will be established through the CRVA process
(p.4, 8 , etc.), and that sector-specific resilience indicators will become post-close monitoring targets. While
specific targets may be determined during implementation, the proposal should provide a clearer
methodological plan for how such targets or thresholds will be set. Please describe the types of indicators,
criteria, or benchmarks that will be used to define improved resilience, and how these will be linked to the
identified climate risks, vulnerable beneficiary groups, and expected adaptation outcomes.
(June 17, 2026)

Response: Not Cleared

Secretariat:  CAR1: Cleared (Pages 7 and 9)
The revised proposal has strengthened the Theory of Change and accompanying diagram on pages 7 and 9, with
greater emphasis on concrete adaptation impacts and resilience benefits.

Recommendation for FDP: 
At the concept stage, the mechanism design and financial architecture are well articulated, but the Long-term
Outcomes & Impact section should be expanded at the full proposal stage to translate enabled investment types
into measurable, community-level resilience outcomes. Specifically, the full proposal should quantify — even as
indicative estimates — the number of beneficiaries protected from flood risk in Southern Nigeria, the number of
smallholder farmers or pastoralists with improved water access or drought resilience in the North, and the scale
of heat- or supply-chain resilience benefits expected across both zones. This would shift the narrative from
"what the facility enables" to "what resilience will look like on the ground," which is the substantive concern
underlying CAR1.

CR1: Partially cleared (Pages 19 and 20),  with recommendation.
The revised concept note provides additional clarification on post-close reporting obligations, knowledge
transfer to supported enterprises on CRVA methodology and resilience indicators, and annual stakeholder
roundtables to build adaptation appraisal capacity among financiers. It also adds a new “Indicator Framework
and Threshold-Setting Methodology” for resilience indicators, which addresses the comment. 

However, it would be beneficial for the concept note to clarify that the main innovation is the establishment and
initial testing of the repayment and recycling mechanism, rather than the full completion of a second
preparation-to-financial-close cycle within the 48-month programme period. Recovered funds may be used to
initiate additional preparation or advisory support for second-cycle enterprises, but any additional downstream
finance from these second-cycle enterprises should be presented as indicative scaling potential or post-project
potential, rather than as a core outcome to be achieved within the grant period. This would help avoid
unrealistic timing assumptions while preserving the innovative value of the revolving mechanism.

Recommendation for FDP: 
1) The concept proposal appropriately defers the detailed lender alignment protocol — including the "qualified
downstream financier" criteria and the financial close verification checklist — to Component 1
operationalization. For the full proposal, this protocol should be finalized and annexed, not merely referenced as
a future deliverable. It should specify: how the annual stakeholder roundtable and IVA spot-checks will function
as an ongoing capacity-building and verification mechanism rather than a one-off compliance step. This will
directly close the gap on how adaptation impact is "secured and verified after financial close."

2) The three-layer indicator framework (hazard exposure, enterprise resilience, beneficiary group) with CRVA-
anchored thresholds is a strong methodological response and should be retained largely as-is. However, the full



proposal should address the transparency gap acknowledged for enterprises reaching financial close after
Month 36, where post-close evidence may fall outside the 48-month programme window. The full proposal
should include a defined interim verification or proxy-indicator approach for these late-closing cases (e.g., a
lighter-touch IVA spot-check tied to commitment rather than full post-close performance data), so that
adaptation impact tracking is not simply left as a caveat in the terminal report.

CR21(New): 
The outputs and activities in the Project Components and Financing Table (pages 13-14) are currently presented
in bullet-point format. Please number them to improve the coherence of the proposal and make it easier to
cross-reference the components, outputs, activities, budget, and results framework throughout the document.

Response: Not Cleared

IE:

Response: Cleared

Secretariat:  CR1: Cleared (pp.4, 10, 18-19, 36, 47).
The concept note has been revised to clarify that the programme’s core innovation and 48-month deliverable
are the establishment and initial testing of the repayment and recycling mechanism, rather than the completion
of a second preparation-to-financial-close cycle (pp. 18–19). This clarification has been reflected in the Theory of
Change and Programme Objective 2 (pp. 4 and 10), Section M (p. 36), and the SRF table (p. 47).

CR21: Cleared (pp.11-12, 14-18, 34, 46-47)
The outputs and activities in the Project Components section have been numbered (pp. 11–12). Accordingly,
activities' explanation (pp.14-18), the budget table (p. 34) and the SRF table (pp. 46–47) have also been updated.

Does the project/programme help spread innovative adaptation practices, tools and technologies that
have demonstrated success in one country to another country, countries or regions; and/or Does the
project/programme pilot at larger scale innovative adaptation practices, tools or technologies
generated that have demonstrated viability at a small scale?

Response: Cleared

Secretariat:  The project pilots a new Adaptation Fund-compliant partially repayable project preparation model.
The innovation addresses the systemic absence of financing for climate-risk-informed, safeguards-compliant,
investment-ready project preparation. By separating non-repayable public-good adaptation costs from
conditionally repayable transaction-enabling costs, the mechanism aligns public adaptation objectives with
private investment requirements. Its success-based, non-recourse, no-interest design represents a novel
approach within the region and provides a replicable model for scaling adaptation finance (pp.4-5).

CR2: To strengthen the conceptual viability of this mechanism, please identify whether similar "success-based"
or "repayable grant" schemes for business development or project preparation have been implemented in other
countries or regions, even if they were not specifically focused on climate adaptation. Furthermore, the proposal
should explicitly describe the key lessons learned from these precedents and demonstrate how these insights
have been integrated into the current project design to ensure its operational effectiveness.
(May 6, 2026)



Response: Cleared

Secretariat:  CR2: Cleared (Annex 4)
The revised proposal now includes six relevant precedent schemes in Annex 4 and explains the key lessons
drawn from them, as well as how these lessons have been reflected in the design of the proposed BOI facility.

Recommendation for FDP: 
Although CR2 is cleared, the full proposal stage is the natural point to demonstrate how the lessons from the six
precedent schemes in Annex 4 are operationalized,  for example, through specific risk mitigation clauses in the
repayment tracking register or recycling protocol design referenced in Component 4. This would reinforce
reviewer confidence that the precedent analysis translated into concrete design choices, not just a comparative
literature exercise.

(June 17, 2026)

Does the project / programme provide economic, social and environmental benefits, particularly to
vulnerable communities, including gender considerations, while avoiding or mitigating negative impacts,
in compliance with the Environmental and Social Policy and Gender Policy of the Fund?

Response: Cleared

Secretariat:  CR3: The concept note provides a brief explanation of economic, social, and environmental
benefits (pp.14–15). Please specify the target/expected geographic regions and identify the vulnerable groups
intended to be the beneficiaries of the social and environmental outcomes.

CR4: It would be beneficial to include background information detailing how climate change affects various
target groups differently. For instance, data regarding access to climate finance and a comparison of women-led
versus men-led businesses currently able to secure funding would offer valuable context. Please expand on the
general overview by providing these specific insights and/or cultural dynamics.
Please note that if these locations and groups are not defined, the interventions will be categorized as
Unidentified Sub-Projects (USPs). Please be advised that at the fully developed proposal stage, an Environmental
and Social Management Plan (ESMP)—including concrete measures for the management of environmental and
social risks in line with the AF’s policies – will be required for all USPs. Please see the AF’s USP guidance.
(May 6, 2026)

Response: Cleared

Secretariat:  CR3: Cleared (Section A, Part II)
The revised proposal now identifies the expected geographic focus through the Northern Zone: smallholder
farmers, agro-processors, pastoralists, and rural women exposed to drought and desertification. Southern Zone:
fishing communities, coastal traders, women traders in riverine areas, and low-lying urban settlement residents. 

CR4: Cleared (p.11-13)
The revised proposal now provides additional background on differentiated climate impacts by gender and
geography.
(June 17, 2026)

Does the project engage, empower and/or benefit the most vulnerable communities and social groups?



Response: Not Cleared

Secretariat:  CR5: The AF project should demonstrate how it avoids the risk of perpetuating or exacerbating
systemic inequalities and social exclusion. Please clarify how the enterprises' selection criteria will ensure that
these investments deliver tangible adaptation benefits to vulnerable communities. Specifically, how will the
facility evaluate whether an enterprise’s business model effectively addresses the actual climate risks faced by
its target beneficiaries, ensuring that the social impact is as robust as financial viability?

CR6: The proposal does not provide a methodology (e.g., outreach modalities) to identify bankable investment
opportunities. Kindly provide some preliminary approach or strategy outline for these activities.
(May 6, 2026)

Response: Not Cleared

Secretariat:  CR5: Yes, but further clarification is needed.
CR5 has been largely addressed through the introduction of a two-stage enterprise selection process and social
impact pathway evaluation. However, the proposal should clarify, at least at a high level, how the results of
Stage 1 and Stage 2 assessments will lead to approval, rejection, conditional approval, or request for revision. 

Detailed assessment forms, scoring tools, and thresholds may be further developed at the fully developed
proposal stage, but the concept note should explain the basic decision-making logic to demonstrate that social
and adaptation impact criteria will meaningfully influence enterprise selection.
CR6: Cleared (Section A, Part II)
The revised concept note now provides outreach strategy, including four outreach channels.
(June 17, 2026)

Response: Cleared

Secretariat:  CR5: Cleared (Page 18).
The revised concept note has been revised to include a 4-stage decision-making logic framework at the
conclusion of the Enterprise Selection Criteria and Social Impact Evaluation. 

Recommendation for FDP: 
The detailed scoring criteria, weighting, and minimum thresholds referenced as forthcoming in the facility
operational manual should be presented in full at the FDP stage, including how Stage 1 and Stage 2 scores are
numerically combined and what specific weight is assigned to social/adaptation impact relative to financial
viability.

Does the project advance gender equality and the empowerment of women and girls?

Response: Cleared

Secretariat:  CR7: While the proposal aims to advance gender equality through Component 5, it explicitly states
that these activities will be "embedded" into components 3 & 4 to support inclusion. To ensure structural
consistency and avoid redundancy, please consider integrating the specific activities and budget of Component 5
directly into the relevant components rather than positioning it as an independent element.

CAR2: Please provide an initial Gender Analysis and/or Assessment at the concept stage. Please note that for the
fully developed proposal stage, a comprehensive Gender Assessment and a Gender Action Plan must be
provided in compliance with the Adaptation Fund’s Gender Policy.



(May 6, 2026)

Response: Cleared

Secretariat:  CR7: Cleared (p.10 – 11)
The revised proposal dissolves the previous standalone Component 5 and integrates gender-related activities
and budget into Components 2, 3, and 4.

CAR2: Cleared (p.12-13)
The revised concept note provides an initial gender analysis by describing differentiated climate impacts by
gender, the finance access gap faced by women-led enterprises.

Please note that for the fully developed proposal stage, a comprehensive Gender Assessment and a Gender
Action Plan must be provided in compliance with the Adaptation Fund’s Gender Policy.
(June 17, 2026)

Is the project/programme cost-effective? In the case of regional project/ programmes, does the regional
approach support cost effectiveness? Does the project engage, empower and/or benefit the most
vulnerable communities and social groups?

Response: Not Cleared

Secretariat:  CR8: At least 15 projects with a total budget of $2.75 million for Component 2: project preparation
grants. 
The Concept Note allocates $2.75 million for at least 15 project preparation grants. Please clarify the expected
minimum and maximum grant amounts per enterprise to ensure transparent distribution. 
Furthermore, the proposal states that specialized technical partners will be competitively engaged, with a
portion of these service costs to be conditionally repaid by the participating enterprises (p.28). Maintaining high
standards of fiduciary oversight and market transparency is essential. Even at the concept stage, please provide
a brief outline of the internal controls and governance frameworks that will be implemented to ensure the
selection process remains objective and reflects fair market value.

CR9: Component 3 includes advisory support budgeted while the proposal also details in-kind technical support
to be provided BOI, please clarify what additional value this costed advisory support would offer to the project
design or implementation. Kindly also clarify what is meant by “in-kind” in this context.

CR10: Please provide some information on alternative approaches/models with justification for this selected
approach. For example, the AFDB Results-Based Finance and Performance Credits model etc. Please provide
some comparison with other proven models. A comparison table could be helpful.
(May 6, 2026)

Response: Not Cleared

Secretariat:  CR8: Cleared (Part II. A)
The revised concept clarifies the grant range of US$80,000 to US$250,000 per enterprise under Part II.A. It also
provides a preliminary governance structure, including an independently contracted Technical Committee that is
separated from the preparation specialist pool, and a competitively procured framework contract for the pre-
qualified specialist pool.

CR20 (New)



The revised concept provides additional explanation on the repayable portion, including the indicative 50–55%
ratio and estimated repayable amounts per enterprise (p.12). However, since the proposal distinguishes
between non-repayable public-good adaptation costs and conditionally repayable transaction-enabling costs,
the repayable amount should be clearly linked to the actual cost categories supported under each grant, rather
than applied as a uniform ratio irrespective of project-specific needs. Please clarify how the repayable portion
will be determined for each enterprise-level grant.

CR9: Cleared.
The in-kind narrative has been removed from the revised proposal. 

CR10: Cleared (Annex 4)
The revised concept note includes a comparison table in Annex 4 covering six relevant precedent schemes and
explains the key lessons drawn from them.
(June 17, 2026)

Response: Cleared

Secretariat:  CR20: Cleared (Page 39) 
The revised concept note clarifies that the repayable amount for each enterprise-level grant will be determined
based on the actual cost of conditionally repayable activities included in the approved grant budget, rather than
by applying a uniform percentage. The 50–55% figure is clarified as a portfolio-level planning assumption only. 

At the fully developed proposal stage, the cost-classification checklist should be further specified.

Is the project / programme consistent with national or sub-national sustainable development strategies,
national or sub-national development plans, poverty reduction strategies, national communications and
adaptation programs of action and other relevant instruments?

Response: Cleared

Secretariat:  CAR3: The concept note provides a brief relevant national technical standard (pp.18-19). This
section should be expanded to more explicitly include Nigeria’s adaptation-related plans, strategies, and targets,
as well as the most relevant sectoral strategies. Please specifically reference and align the project with the
National Adaptation Plan (NAP), Nationally Determined Contributions (NDC), National Strategy for Sustainable
Development (NSDS/SDGs strategies), Technology Needs Assessments (TNAs), and Technology Action Plans
(TAPs), where applicable. 

Recommend providing the details of the identified plans and strategies in a table format, including: 

i. Specific name of the plan/strategy and years of implementation,  

ii. Main objective(s),  
Explain the relevance to the proposed project, including its alignment with the existing plan or strategy. A
suggested structure could be: 'The proposed project is aligned with [Plan XX], under [Specific Action XX],
contributing to [Outcome XX].'"
(May 6, 2026)

Response: Cleared

Secretariat:  CAR3: Cleared (Annex 5)
The revised proposal includes an alignment table in Annex 5 covering relevant national adaptation, climate,



development, technology, and sectoral strategies, including the NAP Framework, NDC 3.0, Climate Change
Act/NCCC, National Development Plan, TNA/TAP-related priorities, and relevant sectoral strategies.
(June 17, 2026)

Does the project / programme meet the relevant national technical standards, where applicable, in
compliance with the Environmental and Social Policy of the Fund?

Response: Cleared

Secretariat:  CR11: In addition to CAR above, please provide specific national technical standards and regulatory
frameworks relevant to the five priority areas/sectors identified on page 11: 
• Reduced flood risk through resilient infrastructure and drainage systems.
• Improved water efficiency and climate-resilient water management.
• Adoption of climate-smart agricultural practices
• Deployment of heat-resilient industrial and commercial systems; and
• Strengthened resilience of MSME supply chains to climate shocks.

CAR4: Recommend including a table listing with all national standards applicable to the activities of the
proposed project. For each identified standard, please include the following information:  

i. The scope and relevance should be described specifically. 

ii. How it relates to the proposed project, clearly identifying the outputs/activities that will require compliance
with the identified standard. 

iii. The project’s compliance status. In the case that compliance is required, please include the steps needed to
comply with it. 
(May 6, 2026)

Response: Cleared

Secretariat:  CR11: Cleared (Annex 6)
The revised concept note includes a table in Annex 6 covering the five priority sectors, including applicable
national technical standards and regulatory frameworks, their scope and relevance, linkage to project outputs
and activities, compliance status, and steps required for compliance.
(June 17, 2026)

Is there duplication of project / programme with other funding sources?

Response: Cleared

Secretariat:  CR12: Regarding the section on duplication (Section H), please broaden the scope to include
existing non-adaptation-focused MSME support programs and funding sources in Nigeria.

CR13: Recommend including the information in a table listing format for easier visualization and review,
including all projects that are or have been implemented in Nigeria and are related to the proposed project. For
each, please include (non-prescriptive):  

i. Project title, Timeline and specific location within the country, 

ii. Main project interventions, and Target population,  

iii. Implementing entity,  

iv. Lessons learned  



v. Overlaps and synergies with the proposed project.  
(May 6, 2026)

Response: Cleared

Secretariat:  CR12 and CR13: Cleared (Section H)
Section H now includes a broader duplication and synergy analysis covering existing non-adaptation-focused
MSME support programmes and funding sources in Nigeria, in addition to project preparation and climate-
related facilities.
(June 17, 2026)

Does the project / programme have a learning and knowledge management component to capture and
feedback lessons?

Response: Cleared

Secretariat:  CR14: The proposal provides a brief explanation of learning and knowledge management on page
21, and Component 4 includes a learning element. Given that this project pilots a new and innovative financial
mechanism, the systematic capturing, analysis, and dissemination of operational insights are critical for future
scalability and replication. Please provide further details on:

• The Methodology for Capturing Lessons Learned: Clarify the specific tools and processes (e.g., case studies or
data analysis of repayment triggers) that will be used to capture insights.

• The Timeline for Deliverables: Provide a clear schedule for the production and dissemination of knowledge
products throughout the project duration.

CAR5: Please specify whether the monitoring aspect in component 4 belongs is part of the project's monitoring
and evaluation (M&E) activities. This expense cannot be included under component costs and must instead be
budgeted separately within the IE/EE fees.
(May 6, 2026)

Response: Cleared

Secretariat:  CR14: Cleared (Section I)
The revised concept note clarifies the methodology for capturing lessons learned, including periodic learning
reviews, case study documentation, and mechanism performance analysis. It also provides a clearer schedule of
knowledge management products.

CAR5: Cleared (p.15).
The revised concept note clarifies that programme monitoring and reporting are not included in Component 4
(June 17, 2026)

Has a consultative process taken place, and has it involved all key stakeholders, and vulnerable groups,
including gender considerations in compliance with the Environmental and Social Policy and Gender
Policy of the Fund?

Response: Cleared



Secretariat:  CAR6: While the concept note provides a brief overview of the consultative process (p.22), the
current description is insufficient to demonstrate an initial consultative process, which is required at the
Concept Note stage. Specifically, please clarify whether there were dedicated opportunities to receive direct
feedback from relevant stakeholders regarding the design and feasibility of the proposed mechanism. 
Furthermore, while the proposal states that the project design reflects lessons learned from the AFD’s €100
million line of credit and the technical assistance provided to BOI under the Transforming Financial Systems for
Climate (TFSC) Programme, these references remain high-level. Please provide specific details on the exact
lessons identified through these previous initiatives and demonstrate how they directly informed the design of
the proposed mechanism.

CR15: Please, to the extent possible, provide any evidence of community engagement even if it is at a high level
but at least captures the concerns and voices of communities. If not possible, please provide justification on why
this is practically not possible.
(May 6, 2026)

Response: Cleared

Secretariat:  CAR6: Cleared (Section J and Annex 7)
Section J and Annex 7 now provide additional information on the initial consultative process, including
institutional lessons from the AFD line of credit and TFSC implementation, as well as the BOI Climate Resilience
Knowledge Series held on 26 May 2026. 

Please note that at the fully developed proposal stage, the proposal should provide a more comprehensive
summary of consultations undertaken and a stakeholder engagement plan, including how vulnerable groups and
women-led enterprises will be engaged during implementation.

CR15: Cleared (Section J and Annex 7)
Annex 7 provides additional information on community-level and stakeholder inputs gathered through the BOI
Climate Resilience Knowledge Series.

As noted under CAR6, at the fully developed proposal stage, the proposal should provide a detailed account of
consultations actually undertaken, including the stakeholders consulted, key issues raised, how inputs were
incorporated into project design, and how vulnerable groups and women-led enterprises were meaningfully
engaged.
(June 17, 2026)

Is the requested financing justified on the basis of full cost of adaptation reasoning?

Response: Not Cleared

Secretariat:  CAR7: Section L should describe the project activities that are relevant in addressing its adaptation
objectives and that, taken solely, without additional funding from other financial resources, they will help
achieve these objectives. 
Please revise this section accordingly. If possible, please include a grant flow illustration to show who will be
responsible for specific expenditures and how much would be allocated.

CR16: The proposal mentions BOI technical support as in-kind contribution, please clarify if the project can
sufficiently deliver on its objectives without this. Please also confirm if any other forms of co-financing are being
explored.



(May 6, 2026)

Response: Not Cleared

Secretariat:  CAR7: Partially Cleared. 
The revised proposal clarifies, including through the fund flow illustration, that the proposed project activities
are expected to be fully funded by the AF grant (Section L). However, the response sheet also states that co-
financing with climate-aligned DFIs is being explored. Please clarify whether such co-financing refers only to
downstream finance mobilized after project preparation, or whether it is expected to finance any part of the
proposed project activities. Please note that the proposed project activities and expected outputs/outcomes
should be achievable with AF funding alone, without reliance on non-AF co-financing.

CR16: Cleared. 
The in-kind contribution narrative has been removed.
(June 17, 2026)

Response: Cleared

Secretariat:  CAR7: Cleared (Page 39)
The revised concept clarifies that all project activities, outputs, and outcomes are fully funded by the AF grant
and are achievable without reliance on non-AF co-financing. It also clarifies that the referenced co-financing
refers only to downstream finance mobilized at financial close.

Recommendation for FDP: 
This clarification should be carried forward verbatim into the FDP's Section L and reflected consistently in the co-
financing table, so reviewers do not need to re-raise the same question.

Is the project / program aligned with AF’s results framework?

Response: Not Cleared

Secretariat:  The concept note includes the alignment table under Section F, Part III. 

CAR7: The Adaptation Fund Strategic Results Framework (SRF) has been revised (see: Revised Results
Framework). Considering that the revised SRF is expected to apply by the time the project begins
implementation, assuming the project proceeds as planned, please update the Results Framework and the
alignment table to reflect the revised SRF and ensure that the relevant indicators are correctly applied. Please
see the link: 
Please note that at concept stage, alignment with SRF outcomes should be mentioned in the description of
components.  
(May 6, 2026)

Response: Not Cleared

Secretariat:  CAR7: Not Cleared.

While the revised proposal uses the Results Framework format and includes SRF alignment in the component
descriptions, the AF Outcome wording should be updated to reflect the latest outcomes provided in the Annex
of the relevant AF guidance (see: Revised Results Framework). 



Please revise the Results Framework and alignment table accordingly. 
(June 17, 2026)

Response: Cleared

Secretariat:  CAR7: Cleared (Pages 47-49)
The SRF table has been revised using the updated AF outcome wording and remapped.

Has the sustainability of the project/programme outcomes been taken into account when designing the
project?

Response: Cleared

Secretariat:  CAR8: The concept note provides a brief explanation of sustainability on pages 24-25. Since the
proposed mechanism includes a financial recycling (revolving) element, please provide brief scenarios to
illustrate the long-term viability of the fund. Specifically, please clarify the expected success rate for sub-projects
reaching "Financial Close" based on the project’s risk assumptions, and provide an estimated timeline for the
repayment of the conditionally repayable portion, including how and when these recovered funds will be
reinvested into similar activities to ensure a continuous support cycle.

Furthermore, in the context of this pilot, knowledge products are critical to ensuring the continuity and
scalability of the model beyond the Adaptation Fund’s investment. Please provide more information on how
specific knowledge products (e.g., operational guidelines, risk assessment frameworks) will be institutionalized
within BOI or shared with other financial actors to facilitate the replication of this mechanism.

CR17: The proposal mentions several collaborative efforts to be undertaken, conceptually (p.23), but does not
provide much information on who these partners would be within the national, state or local communities.
(May 6, 2026)

Response: Cleared

Secretariat:  CAR8: Cleared (Section M)
The revised concept provides brief revolving fund scenarios under Section M, including expected recovery
amounts and the timing for repayments and recycled grants. It also explains how key knowledge products and
institutionalization measures will support the continuity and scalability of the mechanism beyond the AF
investment.
At the fully developed proposal stage, these scenarios should be further elaborated.

CR17: Cleared (Section K).
The revised concept note now identifies potential partners at the national, state, and community levels under
Section K
(June 17, 2026)

Does the project / programme provide an overview of environmental and social impacts / risks
identified, in compliance with the Environmental and Social Policy and Gender Policy of the Fund?

Response: Not Cleared



Secretariat:  CR18: The Concept Note states that Component 1 aims to establish an Adaptation Fund-compliant,
partially repayable grant facility with embedded environmental, social, and gender screening systems (p.10). 
However, institutional frameworks and operational systems are generally expected to be fully detailed in the
proposal. Please consider providing a brief explanation of these governance and screening systems even at this
Concept Note stage, rather than presenting their creation as a major implementation activity. Please note that a
fully detailed system will be required at the Fully Developed Proposal stage. 
If there are specific, budgeted steps required during project implementation to operationalize or finalize this
facility, please clearly state these necessary activities and their intended achievements within Component 1.

CR19: As the specific enterprises to be supported are not yet identified—constituting Unidentified Sub-Projects
(USP), the proposal should clarify how the USP management process will be implemented to ensure alignment
with Adaptation Fund’s Environmental and Social Policy (ESP) and Gender Policy (GP). Even at the concept stage,
please provide a concise outline of the intended direction and fundamental parameters for these screening tools
and the repayment mechanism to demonstrate the project's conceptual viability. Please see the AF’s USP
guidance. 

The Concept Note states that the proposed project fall under Category B. 
CAR9: The Concept Note includes a table about AF's 15 Principles (pp.25-26). Please provide descriptive
information for each principle instead of just checkmarks. This information may be integrated directly into the
table or provided in a more detailed Annex. Please note that principles 1, 4 and 6 always apply.
Specifically:
If "No further assessment is required for compliance": Please provide a brief justification explaining why no
significant risks were identified for that specific principle based on the current project design.
If "Additional assessment is required": Please specify the type of assessment or management actions (e.g.,
specific studies, consultations, or mitigation measures) that will be conducted during the proposal development
to ensure compliance.
Please see the relevant documents: guidance document and presentation slide
(May 6, 2026)

Response: Not Cleared

Secretariat:  CR18: Not Cleared. 

The revised proposal provides a description of the governance architecture, three-stage approval process,
dual-zone appraisal criteria, E&S and gender screening tools, lender alignment protocol, specialist pool
framework contract, and repayment and recycling mechanism. However, these core institutional and
operational arrangements should be fully developed and presented at the fully developed proposal stage, rather
than designed as a standalone implementation component.
Component 1 should therefore be revised to focus only on limited operationalization, training, rollout, or
refinement activities during implementation, while the underlying governance, screening, approval, and
repayment systems should be provided in detail in the fully developed proposal.

CR19: Not Cleared. 
Although the revised proposal includes a discussion of USPs in Section G, please clarify explicitly which activities
or investments are considered Unidentified Sub-Projects under this proposal. At the fully developed proposal
stage, a comprehensive ESMS/USP management framework should be provided, including detailed screening
tools, exclusion criteria, categorization procedures, safeguards requirements, roles and responsibilities,
monitoring arrangements, and grievance redress procedures.

CAR9: Not Cleared.



Although the revised proposal provides additional narrative on environmental and social risks, it does not
present the assessment using the required AF ESP 15 Principles format. Please provide a table covering all 15
ESP principles.
(June 17, 2026)

Response: Not Cleared

Secretariat:  CR18: Cleared (Page 13, 16-17) 
Component 1 has also been renamed “Facility Operationalization and Rollout” and revised to focus only on
operationalizing the already-defined architecture, rather than designing core systems during implementation.

CR19: Cleared (Pages 28-29)
The revised concept clarifies the USPs. 

Recommendation for FDP: 
At the fully developed proposal stage, a comprehensive ESMS/USP management framework should be provided,
including detailed screening tools, exclusion criteria, categorization procedures, safeguards requirements, roles
and responsibilities, monitoring arrangements, and grievance redress procedures.

CAR9: Not Cleared. 
Given that the programme will support a pipeline of enterprise-led sub-projects that are not yet fully identified
at concept stage, all 15 principles of the Adaptation Fund Environmental and Social Policy should remain subject
to sub-project-level screening, assessment, management, and monitoring during implementation. Please revise
the ESP table to provide a preliminary low/medium/high risk rating for each principle, with the rationale for the
rating, and avoid stating that “no further assessment” or “no monitoring” is required before the sub-projects
have been identified and screened. Please also clarify that risk ratings will be updated during implementation if
sub-project-level screening identifies higher risks than anticipated.

Response: Not Cleared

IE:

Response: Cleared

Secretariat:  CAR9: Cleared (pp.38-43)
The ESP table now provides preliminary risk ratings and rationales for all 15 principles and confirms that sub-
project-level screening, management, and monitoring will be undertaken during implementation. It also clarifies
that the ratings will be updated if higher risks are identified.

Resource Availability

Is the requested project funding within the parameters for large grants set by the Board?

Response: Cleared

Secretariat:  The amount requested is within the limit set for Large Innovation Projects. We note that no PFG
has been requested with this concept note.



Is the Implementing Entity Management Fee at or below 8.5 per cent of the total project budget before
the fee? Are the Project/Programme Execution Costs at or below 9.5 per cent of the total
project/programme budget (including the fee)? For regional projects/programmes, are the administrative
costs (Implementing Entity Management Fee and Project/ Programme Execution Costs) at or below 10
per cent of the project/programme for implementing entity (IE) fees and at or below 10 per cent of the
project/programme cost for the execution costs?

Response: Cleared

Secretariat:  Executing Entities (EE) fee is 8.0% of the total budget: the total component plus Executing Entities
fee.
Implementing Entity (IE) fee does not specify. 

As the Bank of Industry (BOI) is proposed to serve as both the IE and the EE, please address the following in
accordance with AF guidelines:

• Justification for the Dual Role: Please note that an IE may serve as an EE only on an exceptional basis. This
arrangement requires a formal written request from the recipient country’s Designated Authority (DA),
providing a clear rationale for assigning the IE an execution role. Please provide this justification and clarify if
such a request is being prepared.

• Execution Cost Cap (1.5% Rule): Under AF policy, when an IE serves as an EE under exceptional circumstances,
the EE fee is capped at 1.5% of the project cost executed by the IE. 

CAR10: Please revise the IE fee and EE fee to ensure compliance with the Adaptation Fund guidelines outlined
above.

CAR11: The Disbursement Schedule is provided under Section H; however, it must be revised to adhere to the AF
template. Please re-submit the schedule using the AF Disbursement Schedule Template.
(May 6, 2026)

Response: Not Cleared

Secretariat:  CAR10: Cleared on fee compliance, but the Executing Entities field requires revision. 
The revised proposal clarifies that BOI will serve as the Implementing Entity and that execution functions will be
supported by separately contracted external parties. However, the current “Executing Entities” field lists
functions, committees, and specialists, rather than clearly identifying the legal entity or entities responsible for
execution. Functions or arrangements that are part of the implementation arrangements, rather than legally
designated Executing Entities, should not be listed in the “Executing Entities” field.
Please revise the Executing Entities field accordingly.

CAR10: Cleared.
Both IE fee and EE fee are within the cap.

CAR11: Cleared (Annex 3)
Annex 3 provides the disbursement schedule using the required AF template format.
(June 17, 2026)

Response: Not Cleared



Secretariat:  CAR10: Not Cleared (Reopened related to EE identification).
Please further clarify and justify the Executing Entity fee. The proposal currently allocates an EE fee to entities
that have not yet been identified and that are described as being competitively procured during Component 1.
This makes it difficult to assess the reasonableness and eligibility of the EE fee, the basis for its calculation, and
whether the costs correspond to formal execution functions rather than service provider, consultant,
verification, or technical advisory costs.
If the programme management and technical advisory firm and the independent verification firms are intended
to serve as formal Executing Entities, they should be identified by the fully developed proposal stage, and the
proposal should provide a clear breakdown of the EE fee by entity, function, deliverable, and cost category. The
proposal should also demonstrate that the fee is commensurate with the identified EE(s)’ execution
responsibilities and does not duplicate costs already budgeted under the project components, the specialist
pool, transaction advisory support, or the IE fee.

Please refer to the guidance in Table 2: Harmonization of costs and fees (LLA and Innovation).
https://www.adaptation-fund.org/generic/costs-and-fees/
Note footnotes from Table 2: [1] In exceptional cases where an Implementing Entity (IE) also carries out
execution services, the IE must: Justify why it is best positioned to perform those execution services instead of
another national or subnational entity; Limit its execution costs to 1.5% of the portion of the project it executes;
and Provide strong justification if requesting execution costs above the 1.5% cap, which may be considered only
on a case-by-case basis  (Decision B.38/42).

[2] For LLA and innovation projects which may require additional investments to support execution, certain
activities may be eligible to be charged under a project component when the EE or EEs in those cases is/are not
yet identified. The IE would be required to provide justification as part of its proposal submission if requesting
costs beyond the cap on a case-by-case basis (Decision B.41/11).

Response: Not Cleared

IE:

Response: Not Cleared

Secretariat:  CAR10: Not Cleared.
The proposal states that EE1 and EE2 will be competitively procured and contracted directly by BOI following
grant effectiveness (p. 2, 34, and others). This arrangement would appear, in substance, to place them in a
contracted service-provider relationship under BOI, rather than identify and formally designate them as
institutional Executing Entities at the proposal stage.

Please note that the Adaptation Fund’s standard legal agreement requires the Executing Entity to be identified.
The concept note should therefore clarify that the Executing Entity or Entities will be identified and formally
designated by the fully developed proposal stage. It should also demonstrate that both entities will assume
formal day-to-day project execution responsibilities and accountability.

Another option would be for BOI, as the Implementing Entity, to also carry out the relevant execution functions -
such as procurement for selecting the 2 service providers during implementation. BOI's EE fee would need to be
capped at 1.5% and some of the essential costs for execution services that the service providers will undertake
can be budgeted under the  project components. These relate to - Salary of project staff to manage specific
components, Salary of staff/consultant to deliver technical assistance, Travel related to project execution
(partial).



 However, such an arrangement is permitted only on an exceptional basis. If BOI is proposed to perform
execution services, the proposal should:

- provide a written request or endorsement from the Designated Authority;
- justify why BOI is better positioned to perform those execution services than another national or subnational
entity;
- clearly separate BOI’s implementation and execution roles and responsibilities; and
- limit BOI’s execution costs to 1.5% of the portion of the total project cost.

Response: Not Cleared

IE:

Response: Cleared

Secretariat:  CAR10: Cleared (Pages 2 and 40). The IE has clarified that the EEs will be identified at the fully-
developed proposal stage, following BOI's competitive selection process.

Eligibility of IE

Is the project submitted through an Implementing Entity accredited by the Board?

Response: Cleared

Secretariat:  Accreditation Expiration Date is 09 September 2030
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Funding Proposal Template

Application Template for Fully-Developed Proposal and Project Concept Proposal1

 

PROGRAMME ON INNOVATION: 
LARGE GRANTS PROJECTS 

REQUEST FOR PROJECT FUNDING FROM THE ADAPTATION FUND

The annexed form should be completed and transmitted to the Adaptation Fund Board Secretariat by email.  

Please type in the responses using the template provided. The instructions attached to the form provide 
guidance to filling out the template. 

Please note that a project must be fully prepared when the request is submitted. 

Complete documentation should be sent to: 

The Adaptation Fund Board Secretariat
1818 H Street NW
MSN N7-700
Washington, D.C., 20433
U.S.A
Fax: +1 (202) 522-3240/5
Email: afbsec@adaptation-fund.org

1 Single Country and Regional Concept proposals should complete Part I and Part II of the Project Proposal Template.
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PART I: PROJECT/PROGRAMME INFORMATION

Title of Project/Programme:  Partially Repayable Project Preparation and 
Adaptation Investment Readiness Facility 

Country/ Countries: Nigeria

Thematic Focal Area2: Innovative climate finance.

Type of Implementing Entity: National Implementation Entity

Implementing Entity: Bank of Industry (BOI)

Executing Entities: Two Executing Entities contracted separately:To be identified and 
formally designated separately at the Fully Developed pProposal (FDP) stage as follows:.

Two Executing Entity Functions are indicatively envisaged at 
concept stage

Executing Entity 1 – A programme management
and technical advisory firm, to be competitively
procured by BOI during Component 1,ahead of FDP
submission. Rresponsible for  Programme
Management Unit operations and  the Technical
Committee's appraisal and recommendation
function
Executing Entity 2 - Independent verification firms,
to be competitively procured during ahead of
Component 1FDP submission and contracted
directly by BOI as Implementing Entity, responsible
for Independent Verification Agent functions.

Preparation and advisory services are delivered through 
a separately contracted specialist pool, selected by 
Executing Entity 1's PMU and paid from the grants 
approved to the beneficiaries. 

EE1 and EE2 will be competitively procured and 
contracted within the first three months following grant 
effectiveness (Project Inception Phase), led directly by 
BOI in its capacity as Implementing Entity. Prior to 
EE1's contract execution, BOI's Sustainability Division 
will directly lead the foundational drafting of the facility's 
governance and appraisal architecture. EE1's PMU will 

2 Thematic areas are: Agriculture, Coastal Zone Management, Disaster risk reduction, Food security, Forests, Human health, Innovative
climate finance , Marine and Fisheries, Nature-based solutions and ecosystem based adaptation, Protection and enhancement of cultural 
heritage, Social innovation,  Rural development, Urban adaptation, Water management, Wildfire Management. 

SINGLE COUNTRY/ REGIONAL INNOVATION PROJECT/PROGRAMME 
PROPOSAL
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assume responsibility for finalizing and piloting these 
instruments upon programme mobilization.

Amount of Financing Requested: $4,795,200
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Project / Programme Background and Context:
Provide brief information on the problem the proposed project/programme is aiming to solve, including both the regional and 
the country perspective. Outline the economic social, development and environmental context in which the project would 
operate in those countries. Describe the problem the proposed project/programme is aiming to solve. Write this as a concise 
problem statement: The current situation, the desired future, and the gap between the two. Provide brief further information on 
the current situation including both the regional and the country perspective. Outline the economic social, development and 
environmental context in which the project would operate in those countries. Describe the climate change vulnerabilities 
impacting the country/region as well clearly explain the problem area that would be the focus of the innovation.
Problem Statement (Current Situation → Desired Future → Gap)
Current situation: Nigeria and the wider West African region face escalating climate risks, including flooding, 
drought, heat stress, coastal erosion, and ecosystem degradation. These risks disproportionately affecting MSMEs) 
and vulnerable communities and climate-sensitive sectors such as agriculture, water, energy and informal services. 
While a growing number of enterprise led adaptation solutions exist, most fail to progress beyond early concept 
stages. This is primarily because adaptation specific project preparation costs (such as climate risk and vulnerability 
assessments (CRVAs), climate-resilient design, environmental and social safeguards (E&S), and transaction 
structuring) are not financed by commercial markets or adequately supported by existing public programmes.
Desired future: A robust and scalable pipeline of climate‑risk‑informed, safeguards‑compliant, and 
investment‑ready adaptation projects that can attract domestic and international finance, enabling enterprises to 
implement solutions that deliver sustained climate resilience benefits across sectors and communities.
The gap: A persistent and systemic adaptation project preparation financing gap, particularly for private and 
enterprise‑led investments, prevents otherwise viable adaptation solutions from reaching investment readiness. 
This limits the scale, leverage, and long‑term impact of adaptation finance in Nigeria and across the region.
Regional and Country Context (Economic, Social, Development, Environmental)
West Africa is one of the most climate‑vulnerable regions globally, with economies heavily dependent on 
climate‑sensitive sectors. The region faces structural development challenges including rapid urbanization, 
infrastructure deficits, and limited fiscal space, all of which increase exposure to climate risks and constrain adaptive 
capacity. Socially, high levels of poverty and dependence on informal livelihoods further heighten vulnerability to 
climate shocks. Nigeria is ranked among the most climate-vulnerable countries globally, with increasing frequency 
and severity of floods and droughts affecting millions of people annually and causing significant economic losses 
across key sectors. In Nigeria, climate impacts are already exacerbating poverty, food insecurity, displacement, and 
pressure on infrastructure and public services. The country’s development strategy emphasizes private‑sector‑led 
growth, MSME development and job creation. However, while national policies increasingly prioritize climate 
adaptation, existing financing mechanisms are largely focused on downstream implementation and assume that 
projects are already technically, financially and safeguards ready, an assumption that does not hold for most 
adaptation investments.
Climate Change Vulnerabilities
Nigeria faces multi-dimensional and regionally differentiated climate risks, including recurrent flooding in riverine 
and urban areas, drought and desertification in northern regions, rising temperatures and heat stress nationwide, 
as well as coastal erosion and sea‑level rise in the southern Nigeria. 
These risks directly affect enterprises, supply chains, and community livelihoods, increasing operational and 
investment risks. Without systematic integration of climate risk into project design, investments remain vulnerable, 
reducing their sustainability and deterring both public and private capital.  
Dual-Zone Programme Geography
The facility operates across two geographically distinct zones reflecting Nigeria's differentiated climate risk profile:

– Northern Zone (Northern Nigeria): chronic water scarcity, erratic rainfall, advancing desertification, and heat 
stress on agro-processing and energy systems. Priority sectors include climate-smart agriculture, water 
efficiency, and heat-resilient food processing. Vulnerable communities include smallholder farmers, 
pastoralists, and rural women. CORDEX-Africa and CMIP6 drought and heat stress projections applied at 
CRVA stage.

– Southern Zone (Southern Nigeria): recurrent flooding, coastal erosion, sea-level rise, riverine inundation, 
and supply chain disruption. Priority sectors include flood-resilient infrastructure, climate-resilient water 
management, and nature-based adaptation solutions. Vulnerable communities include fishing communities, 
low-lying urban settlements, and delta livelihoods. CORDEX-Africa and CMIP6 flood frequency and sea-level 
rise projections applied at CRVA stage

Zone-specific eligibility criteria, sectoral priorities, appraisal standards, and outreach strategies are embedded in 
the facility design, not applied as an administrative overlay.
Problem Area and Focus of the Innovation
The project addresses a critical and under-served segment of the adaptation finance value chain: upstream project 
preparation for enterprise-led adaptation investments. While project preparation facilities exist in Nigeria, they are 
primarily designed for general infrastructure or commercial investments and do not systematically embed climate 
risk analysis, climate-resilient design, or environmental and social safeguards as core requirements of project 



5

development. In addition, these facilities are not specifically targeted at climate adaptation, and therefore do not 
adequately address the unique technical and financial requirements of adaptation investments.
As a result, a significant gap remains in the preparation of climate-risk-informed, adaptation-focused, and 
investment-ready projects. This creates a “missing middle” where:

Projects remain too early-stage for financing
Adaptation-specific preparation costs are not funded
Financial institutions are unwilling to assume early-stage development risks

 All projects supported by the facility are, by definition, climate adaptation projects. Eligibility requires every applicant 
to demonstrate quantified climate risk exposure and propose an investment that directly addresses that risk through 
a defined adaptation mechanism. A CRVA is a non-negotiable mandatory output , no CRVA, no grant. By the time 
a project reaches investment readiness, its adaptation credentials are established through the CRVA, climate-
resilient design, and E&S safeguards instrument, independently verified through BOI's governance process. How 
downstream financiers label the investment internally does not alter its adaptation nature. Six international 
precedents confirm that success-based and partially repayable grant structures are operationally viable in climate 
and non-climate contexts: the GCF Project Preparation Facility, the EBRD Infrastructure Project Preparation 
Facility, the IDB Project Preparation and Execution Facility, the AfDB Adaptation Benefits Mechanism, the 
AfDB/AGIA Project Development Fund, and the IDB Lab Outcomes Contracting Fund. Four design principles drawn 
from these precedents are embedded in the facility: combining preparation support with an active financing pathway; 
defining objective repayment triggers agreed upfront; separating public-good from transaction-enabling costs; and 
pairing technical assistance with financial instruments. Full mechanism comparison are in Annex 4.
Theory of Change
Overarching Objective
The innovation breaks the project preparation financing bottleneck by providing a structured, AF-compliant, partially 
repayable grant mechanism that finances the adaptation-specific preparation costs enterprises cannot absorb. This 
will advance at least 15 enterprise-led projects (with at least 30% women-led enterprises) to investment readiness 
across Northern and Southern Nigeria, mobilizing at least US$ 25 million in downstream climate and commercial 
finance from this initial portfolio. In parallel, the programme establishes and tests the conditional cost recovery 
mode’s repayment and recycling mechanism that is demonstrated through at least one complete cycle of recovery 
and redeployment of funds into a new preparation cycle for a second cohort of enterprises. 
Causal Chain

Inputs AF grant: US$4,795,2700.  
IE fee - BOI Sustainability Division: US$375,700(8.5% of total programme cost). This will cover fiduciary oversight, AF 
compliance, programme audit and institutional governance through Steering Committee (SteerCo) and BOI’s internal approval 
chain (Structured & Project Finance Group, Credit Evaluation & Remedial Group (CERG), ESG Assessment & Monitoring 
Group (ESGAM), Legal, Compliance and Risk Management Divisions as well as the Executive Management Committee 
(EMC)). It will also cover legal accountability to the Adaptation Fund as National Implementing Entity. 
EE fee: US$ 420,000419,500 (9.5% of total programme cost). This will cover the activities of the Executing Entities as follows:

Executing Entity 1 (programme management and technical advisory firm): Programme Management Unit operations, 
including procurement financial management and reporting functions for the facility as well as the coordination of the 
specialist pool and the Technical Committee's appraisal and recommendation function. The Technical Committee 
comprises four independently contracted specialists (climate risk and adaptation, environmental and social, financial 
and investment, and gender and inclusion) holding sole authority over application appraisal and recommendation to 
BOI for approval.

Executing Entity 2 (independent verification firms): Independent Verification Agents (IVAs) conducting spot-check 
verification of grant outputs and post-close monitoring compliance across both programme zones. Contracted directly 
by BOI as Implementing Entity.
Specialist pool (separately contracted service providers, procured by Executing Entity 1's PMU): CRVA and climate 
science, technical and engineering, environmental and social safeguards, financial and commercial due diligence, 
transaction and lender advisory, legal and regulatory specialists. The specialist pool will be paid from the grants 
approved to the beneficiaries.

ACTIVITIES Component 1 (US$ 400,000): Governance architecture, dual-zone appraisal criteria, E&S and gender screening tools, lender 
alignment protocol, repayment and recycling mechanism  all operational before first grant disbursement.
Component 2 (US$ 2,750,000): Adaptation-specific preparation grants for at least 15 enterprises across both zones (direct 
grant pool: US$ 2,650,000 at US$ 80,000–250,000 per enterprise). 
US$ 100,000 has been ringfenced to aid gender-responsive outreach and pipeline development under this component. 
Preparation activities include CRVAs, climate-resilient feasibility studies, technical and engineering designs, and E&S 
safeguards instruments, gender responsive social assessments as well as financial and commercial due diligence. All of these 
activities are delivered by a pre-qualified specialist pool procured by the PMU. At least 30% of supported enterprises are 
women-led. Gender-disaggregated data is tracked at every milestone from application through financial close and reported in 
every Project.
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Component 3 (US$ 500,000): Financial modelling, transaction structuring, lender-ready investment packages, climate 
resilience investment briefs, and tailored advisory for women-led enterprises. Financial close documentation verified; 
repayment obligations activated. All of these activities are performed by a pool of pre-selected specialists.
Component 4 (US$ 350,000): Repayment tracking and fund recycling. Five innovation evidence products disseminated on 
schedule (Months 12–48) and at least four documented findings on mechanism effectiveness are developed.

OUTPUTS Operational AF-compliant facility with governance, dual-zone appraisal, screening tools, lender alignment protocol, 
repayment and recycling mechanisms

At least 15 complete preparation packages produced. Each package will comprise a CRVA, climate resilient feasibility 
study and E&S safeguards instruments. The documents will be produced taking into consideration the zone-appropriate 
CORDEX-Africa and CMIP6 climate scenario data while establishing the adaptation credentials of each supported 
investment.
At least 30% of supported enterprises are women-led; gender-disaggregated data reported in every Project 
Performance Report 

At least 15 lender-ready investment packages and climate resilience investment briefs produced under Component 3. 
These documents will translate preparation outputs into transaction-ready documentation for downstream financier 
engagement.

Repayment tracking register and fund recycling sub-account operational from first financial close
5 knowledge (innovation evidence) products disseminated on schedule (Months 12–48) including operational toolkit and 
replication roadmap for domestic replication across Nigeria's development finance architecture

Post-close adaptation impact tracking is maintained through grant condition reporting obligations agreed at preparation grant 
approval stage, IVA spot check verification and terminal report consolidation..

INTERMEDI
ATE 
OUTCOMES

Financial close is the pivotal outcome  the point at which preparation converts into a real adaptation investment. Financial 
close is defined as the execution of a signed financing agreement with a financial institution/lender. The formal adaptation 
labelling by the financier is not a condition of repayment. Rather, project-specific resilience indicators are established at the 
CRVA stage to serve as voluntary post-close reporting targets. These will serve as portfolio-level evidence for the terminal 
report at Month 48. 
At least 70% of investment-ready projects are extepected to reach financial close, producing: 

Downstream capital activation: At least US$ 25 million committed to climate-resilient investments that would not have 
occurred without preparation support.

Repayment and recycling: Transaction-enabling costs are recovered without interest or penalty. Funds are redeployed into 
new preparation cycles beyond the initial portfolio.

Lender market development: Each financial close demonstrates that adaptation investments are bankable, progressively 
reducing lender risk perceptions

BOI capacity strengthened: Climate risk integration embedded is in BOI's standard appraisal processes through CERG, 
and EMC governance chain

LONG-TERM 
OUTCOMES 
& IMPACT

On-the-ground resilience: 
Southern Zone: reduced flood risk for fishing communities, coastal traders, women traders in riverine areas, and low-lying 
urban settlement residents through investments in flood-resilient infrastructure, drainage systems, and nature-based 
adaptation solutions; reduced livelihood disruption and supply chain losses from recurrent flooding and coastal erosion across 
delta and riverine value chains.
Northern Zone: improved water efficiency and agricultural productivity for smallholder farmers, agro-processors, and 
pastoralists facing chronic water scarcity, erratic rainfall, and advancing desertification; adoption of climate-smart agricultural 
practices in drought-affected states; deployment of heat-resilient industrial and food processing systems reducing operational 
losses from rising temperatures and heat stress.
Both zones: strengthened MSME supply chain resilience to climate shocks; improved economic continuity for women-led 
enterprises and rural women who are disproportionately exposed to climate risk and last to access recovery support; at least 
US$ 25 million in downstream climate and commercial finance deployed into climate-resilient investments that would not have 
occurred without preparation support.
Self-reinforcing pipeline: Recovered repayments recycled into new preparation cycles, extending reach beyond the initial 
15-project portfolio without additional AF grant injections, and progressively building a market for adaptation finance in Nigeria.
Replicable model for other Nigerian Institutions: The operational toolkit and replication roadmap (Month 48) provide a 
tested blueprint for domestic replication across Nigeria's development finance architecture. This will enable wider adoption of 
the partially repayable grant model and contribute directly to AF Outcome 8.

Key Assumptions

Ref Assumption How the design manages it
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A1 Viable pipeline: At least 15 
grantable enterprise-led 
adaptation concepts exist 
across both zones.

Demand for adaptation project preparation support in Nigeria is structurally unmet. Nigeria's 
adaptation finance currently covers only 6% of estimated national needs3, with near-zero finance 
tracked for climate-resilient infrastructure, energy, and industry sectors. 
The United Nations Environment Programme (UNEP) Adaptation Gap Report 2025 finds international 
adaptation finance flows are 12–14 times below the needs of developing countries4. The Green 
Climate Fund has also identified that developing a bankable climate project pipeline in Nigeria should 
be seen as a priority intervention, noting Nigeria is currently "relatively underserved" in climate 
finance5. Within BOI's own operations, the BOI-Afrexim Joint Project Preparatory Fund (JPPF) has 
demonstrated that demand pipeline exceeds current funding capacity. 
Active gender-responsive outreach and pipeline development across Northern and Southern zones 
via enterprise networks, MSME agencies, and BOI's existing borrower base will further strengthen 
pipeline access. Women-led enterprises represent a viable and underserved segment of the 
adaptation pipeline. This is supported by the ICR Facility/GIZ October 2024 report which states that 
87.5% of women-owned enterprises in Nigeria require financing at the lower end of the market6, 
precisely the grant range this facility targets. Gender-responsive application and eligibility processes, 
combined with US$ 100,000 ring-fenced for gender-responsive outreach and pipeline development 
as well as dedicated pre-application advisory sessions for women-led enterprises ensure that the 
30% women-led enterprise target is grounded in demonstrated demand.

A2 Lender engagement: 
Downstream financiers commit 
capital to adaptation-ready 
projects at rates sufficient to 
achieve the 70% financial close 
target.

Component 3 engages lenders proactively through climate resilience investment briefs before 
projects reach investment readiness. The facility targets local and international financial institutions 
with interest in climate-aligned lending.

A3 Implementation: Projects 
reaching financial close 
proceed to implementation 
without preparation gaps 
causing stalled transactions. 

This is directly addressed through the quality of preparation deliverables created. At the end of project 
preparation activities, each project is provided with a complete suite of bankable documents including 
CRVA, climate-resilient technical design, ESIA or ESMP, financial model, and transaction structure. 
These documents meet lender due diligence standards thereby mitigating implementation delays.

A4 Repayment: Enterprises 
reaching financial close are 
willing and able to repay the 
transaction-enabling portion.

Non-recourse, non-interest, success-based design minimizes risk. Repayment amount and schedule 
will be disclosed and agreed at grant approval. 

A5 Institutional capacity: BOI can 
absorb and mainstream the 
partial repayable grant facility 
within 48 months.

BOI's Sustainability Division, as IE, oversees institutional continuity throughout implementation. BOI's 
existing governance architecture processes all grant approvals, ensuring the facility operates within 
BOI's standard frameworks rather than as a parallel system.
EE 1 (programme management and technical advisory firm) provides dedicated external capacity for 
PMU operations and Technical Committee appraisal, reducing the burden on BOI's internal resources 
throughout implementation. 
EE2 (independent verification firms), procured and contracted directly by BOI, provides independent 
verification capacity without relying on BOI's own monitoring resources.
The pre-qualified specialist pool builds reusable delivery infrastructure that BOI can draw on beyond 
the grant period.  
Climate risk and safeguards screening tools developed under Component 1 are migrated into BOI's 
standard loan appraisal system at programme close as a Component 4 deliverable. 
The facility operational manual is updated at Months 24 and 48, and a sustainability note submitted 
to the BOI Board by Month 48 with a formal recommendation on facility continuation.

A6 Dual-zone management: A 
single national facility can 
serve both programme zones 
effectively.

Zone-specific appraisal criteria, climate scenario datasets (CORDEX-Africa and CMIP67), and 
outreach strategies have been built into Component 1. 
Technical Committee appraisal criteria will include zone-specific technical expertise while IVAs will 
conduct spot checks across both zones.

Gender Equality in the Causal Chain
Gender equality is embedded structurally at each stage and not positioned as a parallel track. 

Activity stage: US$ 100,000 is ring-fenced within Component 2 for outreach through women's enterprise 
networks. The application and eligibility process has been designed to be gender-responsive, with targeted 

3 Climate Policy Initiative (CPI). Landscape of Climate Finance in Nigeria 2025. May 2025. climatepolicyinitiative.org
4 United Nations Environment Programme (UNEP). Adaptation Gap Report 2025. October 2025. unep.org/resources/adaptation-gap-report-2025
5 Green Climate Fund (GCF). GCF Readiness Support for the Development Bank of Nigeria. February 2026. greenclimate.fund/news/gcf-readiness-support-development-bank-nigeria
6 ICR Facility / GIZ. Enhancing Access to Finance for Women-Owned Enterprises in Nigeria. October 2024. icr-facility.eu
7 Coordinated Regional Climate Downscaling Experiment for Africa (CORDEX-Africa) and Coupled Model Intercomparison Project Phase 6 (CMIP6). Available via CCAFS Climate 
Portal and World Climate Research Programme. wcrp-climate.org
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support for women-led enterprises to navigate documentation requirements and access pre-application advisory 
sessions. 
Output stage: The CRVAs assess differential climate vulnerability by gender and incorporate safeguards 
instruments address gender risks. Intermediate outcome stage: Transaction and lender advisory specialists 
deployed under Component 3 will provide tailored advisory to women-led enterprises, specifically addressing 
the lender risk perceptions and documentation barriers that disproportionately prevent women-led enterprises 
from converting investment readiness into signed financing agreements. Women-led enterprise financial close 
is tracked as a gender-disaggregated dimension of Outcome 3.
Long-term outcome stage: The 30% women-led enterprise target ensures a meaningful share of the US$ 25 
million in mobilized downstream finance flows to women-led businesses. Gender-disaggregated data is tracked 
at every milestone and reported in every Project Performance Report.

Figure 1: Theory of Change - Repayable Project Preparation and Adaptation Investment Readiness Facility, 
Bank of Industry, Nigeria (AF00000523)

Governance, Appraisal, and Screening Architecture (Concept Stage)
The facility's core governance, appraisal, and screening architecture has been defined at concept stage drawing from 
BOI's existing institutional frameworks. The design systems will be operationalized, staff will be trained and initial rollout 
of the systems will occur as described in Component 1.  
Governance structure: A three-tier governance chain applies to every preparation grant as follows:

1. The Technical Committee is responsible for application appraisal and project recommendation to BOI. 
2. BOI's existing institutional approval chain processes the approval through standard BOI governance structure 

rather than a parallel structure, with BOI's Sustainability Division holding fiduciary oversight and legal 
accountability to the Adaptation Fund as Implementing Entity. 

3. The Steering Committee provides quarterly oversight of programme performance, recycling, and PPR 
approval, but does not participate in individual grant decisions. This separation of appraisal (Technical 
Committee), approval (BOI governance chain), and oversight (SteerCo) is fixed at concept stage.

Two-stage enterprise selection and appraisal by Technical Committee followed by BOI approval: Every 
application passes through a two-stage selection process: 

(1) Mandatory eligibility screening against four fixed criteria including documented climate risk exposure, a defined 
adaptation mechanism addressing that risk, a business model serving named vulnerable groups, and a credible 
pathway to financial close

(2) Social impact pathway evaluation assessing the traceability of benefit to vulnerable communities.
Successfully appraised projects are then recommended by the Technical Committee's appraisal to BOI's standard 
governance chain for approval. This sequencing and the eligibility criteria themselves are fixed. The Technical 
Committee's specific scoring rubric and appraisal report template, which are operational instruments to be finalized 
during Component 1, will be presented in full at the Fully developed proposal stage.
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Cost classification protocol: The split between non-repayable public-good costs and conditionally repayable 
transaction-enabling costs is defined below. Each enterprise's repayable amount is based on the actual cost of its 
conditionally repayable activities, as itemized in its approved grant budget, not a uniform ratio. The classification 
checklist for the Technical Committee will be finalized during Component 1.
E&S and gender screening:  The three-stage E&S screening tool (Stage 1: categorical exclusion; Stage 2: risk 
categorization into Category A/B/C; Stage 3: safeguards instrument selection) and the four-dimension gender screening 
framework are already defined at concept stage, in Sections G and N (Part II). The specific checklists, scoring sheets, 
and categorization templates that operationalize these frameworks will be drafted and piloted during Component 1. The 
detailed Environmental and Social Management System for the USP portfolio will be designed at the fully developed 
proposal stage.
Dual-zone appraisal criteria: The differentiated climate risk parameters, priority sectors, and outreach channels for 
the Northern and Southern Zones have been defined in Part I, "Dual-Zone Programme Geography" below. Zone-specific 
weighting within the Technical Committee's appraisal scoring rubric will be finalized during the implementation of 
Component 1.
Repayment and recycling mechanism: The repayment trigger is defined in the Theory of Change (Part I) and 
Component 3 (Part II.A). The precise scope of "qualified downstream financier"  against which financial close is verified, 
will be finalized through the lender alignment protocol during Component 1. The cost-category basis for calculating each 
enterprise's repayable amount is illustrated at portfolio level through three revolving fund scenarios in Section M (Part 
II).
The recycling mechanism is also set out in Section M: recovered funds sit in a dedicated sub-account and are 
redeployed into new preparation grants under the same eligibility, appraisal, and approval process as the original cohort, 
with disbursement from recycled funds expected to begin Month 30.

Lender alignment protocol:  Formal adaptation labelling by the downstream financier is not required to trigger 
repayment, since requiring it would unduly narrow the pool of eligible lenders at enterprise level (see Component 3, 
Part II.A). Climate recognition is instead pursued proactively, through climate resilience investment briefs shared with 
every prospective lender ahead of formal due diligence. The criteria defining a "qualified downstream financier," the 
resulting list of pre-qualified lender categories, and the inancial close verification checklist are not yet defined at concept 
stage, these will be finalized as operational instruments under the lender alignment protocol during Component 1.
Grievance redress mechanism:  The grievance mechanism's basic shape is set at concept stage: the PMU handles 
complaints from enterprise applicants, affected communities, or other stakeholders in the first instance, consistent with 
its day-to-day oversight role. Complainants dissatisfied with the PMU's response can escalate to the Independent 
Verification Agents, who already conduct spot-check and post-close monitoring across both zones — providing an 
independent second tier. Specific intake channels, response timelines, and escalation procedures will be finalized 
during Component 1 and documented in the operational manual at the fully developed proposal stage.
Executing Entity Identification, Designation, and Accountability: BOI confirms that the two Executing Entities for 
this programme will be identified and formally designated through a competitive process ahead of the FDP submission. 
The Executing Entity functions have been indicatively defined at concept stage, EE1 (programme management and 
technical advisory) and EE2 (independent verification), reflecting the functional split needed to preserve independence 
between programme delivery and verification. Upon selection, BOI will execute a conditional designation agreement 
with each EE, formally establishing their day-to-day execution responsibilities, deliverables, and accountability lines. 
This will bind each EE on confidentiality, cooperation, and preparatory work ahead of grant effectiveness. Entry into 
force of the substantive execution contracts, including AF-funded EE fee disbursement, will occur immediately upon 
Adaptation Fund Board approval and grant effectiveness.
Project / Programme Objectives:
List the main objectives of the project/programme.
      

1. Increase the bankability and investment readiness of enterprise‑led climate adaptation projects  across Northern and 
Southern Nigeria by financing adaptation‑specific project preparation activities including climate risk and vulnerability 
assessments (CRVAs), climate-resilient feasibility studies and technical designs, environmental and social (E&S) 
safeguards instruments, and transaction documentation that are not financed by commercial markets or  supported 
under business‑as‑usual project development, and that are prerequisite conditions for any downstream financier to 
commit capital. 

2. Pilot and test a partially repayable grant facility to finance adaptation project preparation, using a conditional cost 
recovery model with repayment triggered only at financial close. Within the 48-month programme period, this 
objective will be delivered by establishing and testing the recycling mechanism. This will be evidenced by at least 
one completed cycle of recovered funds into a second cohort of preparation projects. This will subsequently initiate 
a self-sustaining pipeline of bankable, climate-risk-informed adaptation investments that extends beyond the initial 
15-project portfolio without additional AF grant injections.

3. Expand an inclusive pipeline of climate‑resilient investments across both programme zones, with priority for 
women‑led enterprises and enterprises operating in climate‑vulnerable regions, ensuring that at least 30% of 
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supported enterprises are women-led and that adaptation benefits reach vulnerable communities who depend on 
climate-exposed value chains. It also ensures that gender-disaggregated evidence is generated and reported 
throughout implementation. This objective strengthens resilience of vulnerable livelihoods and value chains, 
improves access to adaptation finance for under‑served groups, and ensures that adaptation investments contribute 
to inclusive and equitable development outcomes.
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PART II:  PROJECT / PROGRAMME JUSTIFICATION

A. Describe the project / programme components, particularly focusing on the concrete adaptation activities, how these 
activities would contribute to climate resilience. For regional projects describe also how they would build added value 
through the regional approach, compared to implementing similar activities in each country individually. For the case of a 
programme, show how the combination of individual projects would contribute to the overall increase in resilience.
       

The programme finances adaptation‑specific project preparation as a critical enabler of, which is a necessary and 
recognized precursor to achieving concrete adaptation outcomes. Adaptation investments in Nigeria face a 
systemic bottleneck at the preparation stage, where climate risk integration, resilient design, safeguards 
compliance, and transaction structuring are required but not financed by commercial markets. The programme is 
structured as an integrated set of four components that collectively address a critical bottleneck in adaptation 
finance which is the lack of investment-ready, climate-resilient projects. It is expected that this will enable concrete, 
on-the-ground adaptation outcomes.
COMPONENT 1: Facility Operationalization and Rollout (US$ 400,000)
Component 1 operationalizes the governance, appraisal, and screening architecture that has been designed at 
concept stage (see Part I). BOI, as Implementing Entity, leads finalization of the facility operational manual ahead 
of grant effectiveness, with technical input from EE1 and EE2 during the pre-effectiveness designation period, 
satisfying the manual as an effectiveness condition. Prior to EE1's contract executionFollowing entry into force of 
the EE agreements and mobilization of EE1 and EE2 upon AF Board approval, BOI's Sustainability Division, acting 
in its capacity as IE, will directly lead theEE1's PMU will lead the competitive procurement processes for EE1 and 
EE2 and will initiate the drafting of the facility operational manual's foundational elements. Upon EE1's contract 
execution (expected within Month 3), EE1's PMU assumes responsibility for finalizationing and piloting of the 
remaining Component 1 instruments described below, converting building on the foundational drafting led by BOI. 
It also funds the limited set of activities required to convert the designed elements into operational instruments and 
a functioning facility as follows:

Crosscutting: Mobilization of EE 1's Programme Management Unit, including training of the programme 
management specialists on AF ESP requirements and zone-appropriate CORDEX-Africa and CMIP6 
scenario data
Activity C1.1.1: Finalizing the facility operational manual, consolidating the governance structure, the two-
stage selection and appraisal process, the cost-classification protocol, the E&S and gender screening tools, 
the lender alignment protocol, the repayment and recycling mechanism, and the grievance redress 
mechanism into a single operating document (led by BOI as Implementing Entity ahead of grant 
effectiveness, with technical input from EE1 and EE2 during the pre-effectiveness designation period), for 
BOI approval and AF Secretariat satisfaction as an effectiveness condition

Activity C1.2.1:Drafting and piloting the Technical Committee's scoring rubric and appraisal report template
Activity C1.2.2: Applying the fixed eligibility criteria and two-stage selection sequence (mandatory eligibility 
screen and social impact pathway evaluation), with zone-specific weighting for the Northern and Southern 
Zones
Activity C1.3.1: Drafting and piloting the cost-classification checklist used to determine the conditionally 
repayable amount for each enterprise-level grant, based on the actual cost of the conditionally repayable 
activities funded for that enterprise
Activity C1.4.1: Drafting and piloting the E&S and gender screening checklists, scoring sheets and 
categorization templates that operationalize the three-stage E&S screening tool and the four-dimension 
gender screening framework, designed from the outset with eventual migration into BOI's standard loan 
appraisal system in mind (executed as a Component 4 deliverable at programme close)
Activity C1.5.1: Finalizing the lender alignment protocol, including the qualification criteria defining a 
"qualified downstream financier," the resulting list of pre-qualified lender categories, and the financial close 
verification checklist
Activity C1.6.1: Finalizing the repayment tracking register format and the legal and administrative 
documentation governing the recycling sub-account, including custody arrangements, disbursement 
governance, and audit treatment
Activity C1.7.1: Establishing the grievance redress mechanism and making it accessible to enterprise 
applicants, affected communities, and other stakeholders
Activity C1.8.1: Competitively procuring the framework contract for the pre-qualified specialist pool 
(CRVA/climate science, technical/engineering, E&S/safeguards, financial/commercial due diligence, 
transaction/lender advisory, legal/regulatory)
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Crosscutting: Mobilization of EE 1's Programme Management Unit, including training of the programme 
management specialists on AF ESP requirements and zone-appropriate CORDEX-Africa and CMIP6 
scenario data

Outputs corresponding to these activities are defined in the Financing Table. A fully detailed Environmental and 
Social Management System for the USP portfolio, the complete appraisal manual, and all operational instruments 
in final form will be presented at the Fully Developed proposal stage. The facility operational manual constitutes an 
effectiveness condition. No preparation grant funds will be disbursed until the manual is completed by BOI and 
deemed satisfactory by the AF Secretariat. 
COMPONENT 2: Project Preparation Grants (US$ 2,750,000)
Component 2 finances the adaptation-specific preparation activities that commercial markets will not support and 
that are prerequisite conditions for any downstream financier to commit capital. The component operates across 
both programme zones and embeds inclusion and gender-responsive design throughout. The direct grant pool is 
US$ 2,650,000, supporting at least 15 enterprises with grant amounts ranging from US$ 80,000 to US$ 250,000 
per enterprise. Component 2 also includes an additional grant amount of US$ 100,000 which is ring-fenced for 
gender-responsive outreach and pipeline development across both zones.
Activity C2.1.1: Enterprise Selection Criteria and Social Impact Evaluation: The facility applies a two-stage 
selection process to ensure that supported investments deliver tangible adaptation benefits to vulnerable 
communities. The Technical Committee applies to a mandatory eligibility screen. An enterprise must satisfy all four 
criteria to proceed:

Demonstrated exposure to a quantified and documented climate risk in its operating geography within the 
Northern or Southern programme zone, referenced to available climate data 
A proposed investment that directly addresses that specific climate risk through a defined adaptation 
mechanism, not merely an investment in a climate-exposed sector
A business model that serves or depends on communities or value chains that include the named vulnerable 
groups
A credible pathway to financial close, including a realistic expectation of downstream investment if the project 
reaches investment readiness

Secondly, the Technical Committee evaluates the quality of the social impact pathway to assess whether the 
enterprise's adaptation model genuinely reaches the vulnerable communities it claims to serve. The evaluation 
considers: whether beneficiary communities have been identified and their climate risk exposure documented; 
whether the enterprise's value chain creates a direct and traceable link between the adaptation investment and 
climate risk reduction experienced by those communities; and whether risks of maladaptation, exclusion of 
marginalised groups, or displacement of benefits to non-vulnerable populations have been identified and mitigated. 
The CRVA produced under this component establishes the resilience indicators that become post-close monitoring 
targets, creating a continuous link from selection criteria through preparation outputs to post-investment evidence. 
Social impact is not evaluated only at entry but tracked through implementation. Post-close tracking operates 
through grant condition reporting obligations agreed at grant approval phase and IVA spot-check verification within 
the programme period, as described in Component 4.
Following Stage 1 and Stage 2 assessment, the Technical Committee applies the following decision logic:

Stage 1 fail (any criterion): Application rejected. The enterprise is notified in writing with reasons and may 
reapply in a subsequent cohort if the deficiency is addressable, subject to the PMU maintaining a record of 
the rejection reason and confirming it has been addressed at reapplication stage.
Stage 1 pass / Stage 2 strong: Application recommended for approval and referred to BOI's governance 
chain for approval. Preparation grant terms, repayable/non-repayable cost split, and repayment schedule 
are confirmed at this stage.
Stage 1 pass / Stage 2 weak but addressable: Conditional approval. The enterprise is required to submit 
a revised social impact plan within a defined timeframe before grant commitment is confirmed. Failure to 
address the condition within that period results in rejection.
Stage 2 risks unmitigable: Application rejected on social impact grounds regardless of Stage 1 outcome. 
Unmitigable risks include displacement of benefits to non-vulnerable populations, absence of any traceable 
link to named beneficiary groups, or gender risks that cannot be designed out.

Detailed scoring criteria, weighting, and minimum thresholds will be developed and included in the facility 
operational manual at the fully developed proposal stage.
Activity C2.2.1: Pipeline identification and outreach strategy: The facility operates an active, structured pipeline 
identification strategy across both zones from Month 1 through four channels: the BOI institutional network of 
existing borrowers and loan applicants with documented climate exposure; zone-specific enterprise associations 
covering dryland farming cooperatives and water user associations in the North and fishing community associations, 
coastal MSME networks, and riverine traders in the South; women's enterprise networks and gender-focused 
cooperative bodies across both zones, with accessible application materials and pre-application advisory sessions 
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as the primary mechanism for achieving the 30% women-led enterprise target; and NACCIMA-affiliated state 
chambers of commerce providing warm referrals to climate-exposed MSMEs, with WACCIMA networks providing 
a dedicated channel for women-led enterprises. All pipeline leads are assessed against the two-stage eligibility and 
social impact criteria before any grant commitment is made. Outreach records are maintained by the PMU as part 
of portfolio management.
Activity C2.3.1: Preparation Grant Activities: matched to each enterprise by location, sector, and zone-specific 
climate risk knowledge. For each supported enterprise, Component 2 funds seven activity types spanning two cost 
categories:

Non-repayable public-good costs: CRVAs using zone-appropriate CORDEX-Africa and CMIP6 data 
establishing baselines and at least two forward scenarios; E&S safeguards instruments (ESIA or ESMP as 
appropriate to risk category); and gender-responsive social assessments identifying differential impacts on 
women and vulnerable groups with confirmed mitigation measures.
Conditionally repayable transaction-enabling costs: climate-resilient feasibility studies and technical 
designs integrating climate risk as a core design variable; technical due diligence confirming engineering 
specifications are sound and consistent with applicable Nigerian regulatory standards; legal due diligence 
covering regulatory approvals, permits, land rights, and compliance with the EIA Act, NESREA regulations, 
Water Resources Act, Electricity Act, and sector-specific standards; and financial and commercial due 
diligence producing financial models and cost-benefit analysis under base and climate stress scenarios.

Activity Classification Rationale
CRVA Non-repayable Public good climate risk information
ESIA/ESMP Non-repayable Public good safeguards
Gender-responsive social assessment Non-repayable Public good impact information
Feasibility studies and technical designs Conditionally repayable Transaction enabled cost
Technical due diligence Conditionally repayable Transaction enabled cos
Legal due diligence Conditionally repayable Transaction enabled cos
Financial and commercial due diligence Conditionally repayable Transaction enabled cos

Activity C2.4.1: CRVA Methodology and Resilience Indicators
Project-specific criteria and baselines are established at the CRVA stage for each enterprise, using zone-
appropriate climate scenario data CORDEX-Africa and CMIP6 projections for Northern Zone drought and heat 
stress; and CORDEX-Africa and CMIP6 flood frequency and sea-level rise projections for Southern Zone projects. 
A defined baseline year and at least two forward scenarios are established per enterprise. Sector-specific resilience 
indicators from the CRVA become the monitoring targets in the post-close M&E agreement.
Preparation grant delivery will include a knowledge-transfer requirement where specialist pool members are 
contractually required to walk the supported enterprise's staff through the CRVA methodology and resulting 
resilience indicators, rather than delivering the CRVA as a standalone document. This ensures each enterprise 
retains in-house capacity to understand and monitor the climate risk indicators it will report against during post-
close monitoring, building lasting climate risk literacy that outlasts the preparation grant itself.
Activity C2.4.2: Indicator Framework and Threshold-Setting Methodology
The CRVA process produces enterprise-specific resilience indicators organized across three layers as follows: 
Layer 1 - Hazard exposure indicators: These are zone-specific, quantified measures of the climate hazard that 
each enterprise faces, drawn directly from CORDEX-Africa and CMIP6 projections established at the CRVA stage. 
For Southern Zone enterprises, these include flood return period and inundation depth while for Northern Zone 
enterprises rainfall deficit, temperature anomaly, and desertification pressure will be considered. The baseline year 
established at the CRVA stage defines the enterprise's current hazard exposure level while the two forward 
scenarios define the range of hazard intensification against which the investment must demonstrate resilience. 
These indicators anchor the CRVA to the specific, quantified climate risk the enterprise is required to demonstrate 
under Stage 1 eligibility screening.
Level 2 - Enterprise resilience indicators: These are investment-specific measures of how the supported 
adaptation mechanism reduces the enterprise's exposure to the Layer 1 hazard. These may include percentage 
reduction in flood-exposed productive assets, reduction in heat-related energy consumption amongst others. These 
indicators will be derived from the feasibility study's technical design parameters and will be specific to the 
enterprise's sector, zone, and adaptation mechanism. The indicators will serve as the primary performance targets 
tracked in post-close reporting.
Level 3 - Beneficiary group indicators: These indicators measure how the enterprise's adaptation investment 
translates into climate risk reduction for the target vulnerable groups that the enterprise serves, as established 
through the Stage 2 social impact pathway evaluation and the gender-responsive social assessment. Indicators 
may include number of smallholder farmers in the enterprise's supply chain with improved access to climate-resilient 
water sources, percentage of women traders served by the enterprise with reduced drought-related livelihood 
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disruption. The indicators will be zone-differentiated to meet the peculiarities of the location of the enterprises and 
their target beneficiaries.
Performance thresholds across the three layers are set relative to the CRVA baseline using the lower-bound 
(conservative) forward scenario as the minimum performance target. This means each supported investment must 
demonstrably reduce the enterprise's exposure to the climate risk that would materialize under the less severe of 
the two CMIP6 and CORDEX-Africa scenarios modelled to provide a conservative, verifiable floor. Thresholds are 
established at the CRVA stage, confirmed in the Technical Committee's appraisal report and agreed with the 
enterprise at grant approval. They would also be recorded as post-close monitoring targets in the grant agreement. 
Where post-close evidence is unavailable within the 48-month programme period (for enterprises reaching financial 
close after Month 36), this constraint is noted transparently in the case study documentation and terminal report, 
consistent with the approach already established in Component 4. 
Outputs corresponding to these activities are defined in the Financing Table.
COMPONENT 3: Transaction and Advisory Support (US$ 500,000)
Component 3 bridges the gap between investment readiness and financial close, operating in parallel with the later 
stages of Component 2 rather than sequentially after it. Evidence from comparable facilities confirms that 
preparation converts most effectively when directly coupled with active downstream financing engagement (see 
Annex 4). All activities are delivered by transaction and advisory specialists from the pre-qualified pool procured 
under Component 1. Component 3 delivers:

Activity C3.1.1: Lender-ready investment packages for all investment-ready projects, integrating CRVA 
findings, climate-resilient technical design, E&S management documentation, and financial projections into a 
complete due diligence package
Activity C3.2.1: Climate resilience investment briefs for every project, translating CRVA findings and 
adaptation co-benefits into lender credit assessment terms — reduced physical risk, supply chain stability, 
and insurance cost reduction
Activity C3.3.1: Financial models and transaction structures to lender due diligence standards, 
including revenue and cost assumptions, climate risk scenarios, and financing structure options
Activity C3.4.1: Proactive lender engagement with domestic commercial banks, DFIs, international co-
financiers, and impact investors, initiated before projects reach investment readiness so lenders are familiar 
with the adaptation rationale before formal due diligence begins. In addition to per-project lender pre-
engagement and climate resilience investment briefs, an annual stakeholder roundtable open to qualified 
downstream financiers, enterprise grantees who have reached financial close, specialist pool members, and 
relevant national partners will be convened. The roundtable will share aggregated CRVA methodology and 
sector-level climate risk findings across the portfolio to date, presents lessons from completed financial closes, 
and builds general adaptation-appraisal capacity among financiers beyond any single transaction. This is 
distinct from the Component 4 knowledge products, which are documentary outputs. The roundtable is a live 
convening mechanism building capacity and relationships directly among facility stakeholders.
Activity C3.5.1: Tailored transaction advisory for all women-led enterprise grantees and enterprises in 
climate-vulnerable areas, addressing lender risk perceptions and documentation barriers that 
disproportionately prevent these enterprises from reaching financial close
Activity C3.6.1: Post-close reporting obligations: This requires the enterprise to submit progress reports 
at Months 6 and 12 after financial close against CRVA-derived resilience indicators, supplemented by IVA 
spot-checks on a sample of enterprises that have reached financial close, and terminal report consolidation 
at Month 48 aggregating all available post-close evidence into a portfolio-level assessment. Post-close 
reporting is a binding condition of the preparation grant agreement itself, distinct from and not contingent on 
the enterprise's relationship with its downstream financier. This will give BOI direct contractual leverage over 
reporting compliance regardless of which institution provided downstream financing. Where BOI is not the 
downstream financier, the facility's monitoring scope is necessarily limited to enterprise self-reporting and 
independent IVA spot-checks. BOI does not have visibility into, or authority over, the financier's own credit 
monitoring or disbursement-linked covenants. This reflects the facility's mandate as a preparation and 
financial-close mechanism rather than a post-close implementation supervisor, consistent with the precedent 
schemes in Annex 4, none of which extend grantor oversight into post-close implementation monitoring of 
privately financed transactions.
Activity C3.7.1: Financial close verification against the lender alignment protocol established in 
Component 1 and activation of repayment obligations for the conditionally repayable portion of each 
preparation grant.

Lender Alignment: Formal recognition of a project as 'adaptation' by the downstream financier is not a mandatory 
condition for triggering repayment, requiring formal adaptation labelling would narrow the eligible lender pool 
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disproportionately at the enterprise level. Financial close is defined as execution of a signed financing agreement 
with a qualified downstream financier as defined in the lender alignment protocol. Climate recognition is actively 
pursued through climate resilience investment briefs shared with every prospective lender and proactive pre-
engagement before projects reach investment readiness
Outputs corresponding to these activities are defined in the Financing Table.
COMPONENT 4: Learning and Recycling (US$ 350,000)
Component 4 performs three interconnected functions: fund recycling; knowledge management; and gender-
disaggregated reporting. Programme monitoring and reporting are coordinated by the PMU under the EE fee; 
Component 4 funds the knowledge management and recycling activities that build monitoring data to generate 
evidence and sustain the pipeline beyond the initial portfolio. Two activities generate the repayment and recycling 
mechanism. These are defined as follows:

Activity C4.1.1: Repayment tracking register operational from first financial close (expected from Month 
24), recording amounts, schedules, receipts, and outstanding balances per enterprise.
Activity C4.2.1: Fund recycling sub-account holding recovered funds separately from operational 
resources and redeploying them into new preparation cycles per the recycling protocol established in 
Component 1. First recoveries are projected from Month 24; new preparation grants from recycled funds 
are expected from Month 30, following the same enterprise-grant selection, appraisal and approval process.

Outputs corresponding to these activities are defined in the Financing Table.
Contribution to Concrete Adaptation Outcomes: The programme designed to unlock downstream investments 
that deliver tangible climate resilience benefits across both zones. By financing the preparation costs that 
commercial markets will not support, the facility enables at least 15 enterprise-led adaptation projects to reach 
investment readiness with at least 70% expected to reach financial close and proceed to investments delivering::

Reduced flood risk through resilient infrastructure and drainage systems in the Southern Zone
Improved water efficiency and climate-resilient water management in the Northern Zone
Adoption of climate-smart agricultural practices in drought-affected Northern Zone states
Deployment of heat-resilient industrial and commercial systems across both zones
Strengthened resilience of MSME supply chains to climate shocks across both zones

By integrating climate risk analysis, resilient design, and safeguards at the preparation stage, the programme 
ensures downstream investments are climate-proofed prior to financing. The fund recycling mechanism extends 
these gains beyond the initial portfolio, recovered repayments are redeployed into new preparation cycles without 
additional AF grant injections. This approach contributes primarily to AF SRF Outcome 8 (support the development 
and diffusion of innovative adaptation practices, tools and technologies) through the partially repayable grant 
mechanism and generation of replication evidence. Supporting contributions include Outcome 2 (strengthened 
institutional capacity to reduce risks associated with climate-induced socioeconomic and environmental losses) 
through embedding the facility within BOI's standard systems, and Outcome 6 (diversified and strengthened 
livelihoods and sources of income for vulnerable people in targeted areas through the facility's beneficiary group 
indicators and the 30% women-led enterprise target, ensuring adaptation benefits reach the named vulnerable 
groups whose livelihoods depend on climate-exposed value chains..
B. Describe how the project /programme would promote new and innovative solutions to climate change adaptation, such as 

new approaches, technologies, and mechanisms.
The project promotes innovative solutions to climate change adaptation by piloting and testing a repayable grant 
mechanism to support adaptation project development. This mechanism is not currently present in Nigeria’s climate 
finance landscape. While project preparation facilities exist, they are primarily designed for general investment 
support and are not structured to recover and recycle preparation costs. In addition, existing mechanisms do not 
systematically integrate climate risk analysis, climate-resilient design, and safeguards as core requirements. No 
existing Nigerian mechanism tests whether adaptation-specific preparation costs can be conditionally recovered 
from successful enterprises and redeployed into a new cohort of preparation grants. This is the core innovation of 
this programme which is the establishment and initial operational testing of a repayment and recycling mechanism 
for adaptation project preparation finance in Nigeria. The implementation of this project will demonstrate, for the 
first time in the Nigerian development finance context, that recovered preparation costs can be reliably tracked, 
ring-fenced, and redeployed into a second cohort of adaptation preparation grants under the same eligibility and 
appraisal standards as the original portfolio. Four design elements are what make this mechanism testable. The 
elements are described below as the necessary architecture without which the recycling mechanism could not 
function or be evaluated:

1. Structured differentiation of cost types (public-good vs. transaction-enabling), which determines what 
portion of each grant is eligible for recovery.

2. Conditional, success-based repayment triggered only at financial close, which defines when recovery 
occurs.

3. Non-commercial, non-recourse design, which determines the terms under which recovery is sought
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4. System-level integration of climate risk into investment processes, which ensures recycled funds are 
deployed to the same adaptation standard as the original cohort.

C. Together, these elements exist to enable, de-risk and establish that a Nigerian development finance 
institution can operate a self-recovering, adaptation-specific preparation grant facility. The 48-month programme period is 
designed to generate direct evidence on this question through at least one complete recovery-to-redeployment cycle.The 
innovation directly contributes to the Adaptation Fund Strategic Results Framework, particularly Outcome 8 (Support the 
development and diffusion of innovative adaptation practices, tools and technologies), by piloting a mechanism that can 
be replicated and scaled within national adaptation and development finance systems. Describe how the 
project/programme aims to roll out successful innovative adaptation practices, tools, and technologies and/or describe 
how the project aims to scale up viable innovative adaptation practices, tools, and technologies.        

The programme is designed to enable the roll-out and scale-up of innovative adaptation financing practices by 
testing a repayable and recycling financing mechanism within BOI’s institutional system and knowledge 
dissemination, and its operations to other Nigerian DFIs. This section responds directly to Adaptation Fund Outcome 
8, demonstrating how the partially repayable and recycling grant mechanism, once established and tested within 
the programme period, is designed for institutional and national roll-out and scale-up within Nigeria's national 
adaptation and development finance systems. The specific innovation being rolled out for the purposes of AF SRF 
Outcome 8 is the repayment and recycling mechanism itself. Scale-up under Outcome 8 is therefore assessed 
against whether this mechanism can be established, operated, and shown to function through at least one recovery-
to-redeployment cycle. The four pathways below describe how a mechanism proven at pilot scale can be scaled 
institutionally and nationally: 
1. Financial scaling through fund recycling and crowding-in of capital: The partially repayable grant 

mechanism enables recycling of recovered funds from successfully financed projects into subsequent project 
preparation cycles. By linking repayment to financial close, the programme ensures that resources are 
continuously redeployed to support new projects, creating a self-reinforcing financing model that expands the 
pipeline of investment-ready and financed adaptation projects over time. Recovered funds are expected to be 
redeployed into additional preparation cycles beyond the initial portfolio, extending the programme's reach to 
additional enterprises and further amplifying adaptation outcomes without additional AF grant injections. The 
revolving fund scenarios presented in the sustainability section illustrate the range of possible outcomes 
depending on financial close rates achieved during implementation. 
In addition, the programme is expected to crowd in at least $25 million in downstream climate and commercial 
finance through projects reaching financial close. This significantly amplifies the impact of Adaptation Fund 
resources and contributes to bridging Nigeria’s climate adaptation finance gap, by unlocking investments that 
would not otherwise materialize.

2.Institutional scaling through standardization and nationwide deployment: The programme will establish a 
standardized facility model, including governance frameworks, eligibility criteria, appraisal tools, and 
environmental and social screening processes. These systems will be:

Embedded within BOI’s institutional processes
Applied nationwide across Nigeria, rather than being limited to a specific region
Deployed across multiple sectors (e.g. agriculture, water, infrastructure, energy)
Designed for replication across future financing programmes and windows
Climate risk and safeguards screening tools developed and migrated into BOI's standard loan 
appraisal system at programme close, ensuring adaptation standards are applied to future BOI 
lending beyond the grant period

This ensures that the innovation is institutionalized and can be consistently applied to generate a nationwide 
pipeline of successfully financed adaptation investments, supporting resilience across diverse geographic and 
climate risk contexts. While the programme is national in scope, the standardized facility model is designed for 
domestic replication across Nigeria's development finance architecture. The operational toolkit and replication 
roadmap to be produced will identify priority adoption pathways including the Bank of Agriculture, the 
Development Bank of Nigeria, state-level government lending windows, and other financial institutions. It will 
also outline the specific institutional pre-conditions and design adaptations required for each context.

3. Knowledge and ecosystem scaling through learning and dissemination: The programme will generate 
practical evidence on the effectiveness of the partially repayable grant mechanism in enabling projects to reach 
investment readiness and financial close. Knowledge outputs include five scheduled products as follows: (i) an 
operational brief (Month 12), (ii) mid-term learning synthesis (Month 24), (iii) first cohort case studies (Month 
30), (iv) an operational toolkit (Month 36), and (v) a terminal report with replication roadmap (Month 48). These 
cover operational guidelines, case studies of successfully financed projects, lessons on structuring, repayment, 
and risk management, and a blueprint for domestic replication across Nigeria's development finance 
architecture. These outputs will be disseminated to national stakeholders including public institutions, financial 
sector actors, and development partners, to inform future adaptation finance programming in Nigeria. 
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Knowledge generated from this initiative will further support replication by other institutions and strengthen 
Nigeria’s adaptation finance and innovation ecosystem.  

4.Scaling of Adaptation Practices, Tools, and Technologies: By supporting projects through preparation to 
successful financing and implementation, the programme enables the scale-up of climate-resilient practices 
and technologies across Nigeria, including:

Climate-resilient infrastructure and drainage systems
Climate-smart agricultural practices
Water efficiency and climate-resilient water management systems
Heat-resilient industrial and commercial processes
Nature-based and ecosystem-based adaptation solutions

Each successfully financed project contributes to resilience at the local level, while the combined portfolio 
enables system-wide scaling of adaptation solutions across sectors and geographies nationwide. Through a 
recyclable financing mechanism, crowding-in of at least US$25 million in downstream investment, nationwide 
deployment, institutional embedding within BOI and structured knowledge dissemination, the programme 
establishes a scalable and sustainable model that continuously generates and finances adaptation investments 
in Nigeria. This enables expansion through future funding cycles, partnerships with financial institutions and 
development partners as well as integration into national adaptation and development finance frameworks. The 
replication roadmap produced at Month 48 will provide a concrete pathway for adoption by other Nigerian 
development finance institutions.

D. Describe how the project / programme would provide economic, social, and environmental benefits, with particular reference to the most 
vulnerable communities, and vulnerable groups within communities, including gender considerations.  Describe how the project / 
programme would avoid or mitigate negative impacts, in compliance with the Environmental and Social Policy and Gender Policy of the 
Adaptation Fund.      

By financing the adaptation-specific preparation costs that commercial markets will not support, the programme 
enables enterprise-led climate adaptation investments that deliver economic, social and environmental benefits to 
vulnerable communities across Northern and Southern Nigeria. Negative impacts are avoided or mitigated through 
strict adherence to the AF Environmental and Social Policy and Gender Policy.
Economic Benefits: The programme unlocks access to finance for enterprise-led climate adaptation investments, 
which are currently constrained by the lack of project preparation support. By supporting at least 15 projects to 
reach investment readiness, with at least 70% expected to reach financial close and in turn mobilize at least US$25 
million in downstream investment, the programme will:

Increase investment in climate-resilient infrastructure, agriculture, water systems, and value chains
Strengthen productivity and reduce climate-related business disruptions
Support MSME growth and job creation
Improve access to local-currency adaptation finance
Extend economic benefits beyond the initial portfolio through the fund recycling mechanism without 
additional AF grant injections.

These benefits contribute to more resilient and sustainable economic activity across Nigeria.
Social Benefits and Inclusion of Vulnerable Groups: The programme places strong emphasis on inclusion, 
particularly for vulnerable communities and underserved groups. Key measures include:

Prioritizing MSMEs operating in climate-vulnerable regions (e.g. flood-prone, drought-affected, and coastal 
areas) across both programme zones.
Ensuring that adaptation investments support livelihoods and value chains that directly affect vulnerable 
populations such as smallholder farmers and pastoralists in the North and fishing/coastal communities in the 
South. It is also expected to reach women-led enterprises and climate-exposed MSMEs across both zones.
Expanding access to adaptation finance for enterprises that are typically excluded from early-stage project 
development support including women-led enterprises facing structural barriers to mainstream finance.
Delivering adaptation benefits to low-lying urban settlement residents, riverine communities and dryland 
agricultural communities who bear the greatest burden of climate risk.

Women-led enterprises face particular structural barriers to accessing adaptation finance. As documented in the 
ICR Facility/GIZ report (October 2024), 87.5% of women-owned enterprises in Nigeria require financing at the lower 
end of the market (precisely the grant range that this facility targets). The facility addresses these barriers at every 
stage. Application and eligibility processes are designed to be gender-responsive with dedicated pre-application 
advisory sessions under Component 3 specifically targeting the lender risk perceptions and documentation barriers 
that disproportionately prevent women-led enterprises from reaching financial close. By enabling adaptation 
investments in these contexts, the programme contributes to improved livelihood resilience, reduced vulnerability 
to climate shocks and strengthened local economic systems.
Primary Beneficiary Groups
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The primary beneficiary groups, defined by their climate exposure and the structural barriers they face in accessing 
adaptation finance, are the following. 
In the Northern Zone: smallholder farmers and agro-processors whose rain-fed livelihoods are acutely exposed to 
drought and desertification; pastoralist communities facing water scarcity and land degradation; and rural women 
who are disproportionately allocated less productive land further from reliable water sources, meaning they 
experience the effects of water stress earlier and more severely than men.1 
In the Southern Zone: fishing communities and coastal traders whose livelihoods are directly exposed to recurrent 
flooding, coastal erosion and riverine inundation; women traders in riverine areas who face acute livelihood 
disruption from flood events affecting market access and supply chain continuity;2 and low-lying urban settlement 
residents facing displacement and infrastructure loss. 
Across both zones: MSME operators in agriculture, food processing, water management and logistics who face 
growing physical and financial risks from climate shocks but lack the technical and financial capacity to integrate 
climate risk into their investment decisions without targeted preparation support. The facility's eligibility criteria, 
outreach strategies and safeguards instruments are designed to reach these groups specifically, in a manner 
consistent with the Adaptation Fund's Environmental and Social Policy and Gender Policy.
The two-stage enterprise selection process established in Component 2 (mandatory eligibility screening and social 
impact pathway evaluation) ensures that preparation grants are directed only to enterprises whose business models 
create a direct and traceable link between the adaptation investment and climate risk reduction experienced by 
these named beneficiary groups.
Gender Equality and Women’s Empowerment: The programme is designed to be gender-responsive and aligned 
with the Adaptation Fund Gender Policy. A minimum of 30% of supported enterprises will be women-led or women-
owned. This target is grounded in demonstrated demand that 87.5% of women-owned enterprises in Nigeria require 
financing at the lower end of the market. Targeted outreach, pre-application advisory sessions and gender-
responsive eligibility processes will be provided to address barriers faced by women in accessing finance and 
technical support. Gender considerations will be integrated into project selection, design, and monitoring. Gender-
disaggregated data will be collected and reported at every milestone. All of these activities will ensure that women 
are not only beneficiaries but active participants in climate adaptation investments, contributing to inclusive and 
equitable outcomes. Beyond participation targets, the programme is expected to enhance women’s economic 
resilience by improving access to finance, strengthening business continuity under climate stress, and enabling 
women-led enterprises to scale climate-resilient operations. This contributes to long-term empowerment and 
reduced vulnerability to climate-related shocks.
How Climate Change Affects Women and Men Differently: Women in Nigeria face disproportionate and 
compounding climate vulnerability relative to men. Limited access to productive resources, restricted decision-
making power and social norms that constrain mobility and economic opportunity mean that women bear a greater 
share of the burden of climate shocks8. In agriculture, land is predominantly allocated by male community members, 
giving women access to less productive plots that are more exposed to drought and further from reliable water 
sources. Women therefore experience the effects of water stress earlier and more acutely than male counterparts, 
and the agricultural gender gap in Nigeria is already estimated at 30%, a figure projected to widen as climate events 
intensify9. In the Southern Zone, research in riverine communities documents how climate-induced flooding creates 
acute economic and social disparities for women traders, with livelihood disruption, stock loss and limited access 
to market information compounding existing gender inequality10. In the Northern Zone, the intersection of heat 
stress, erratic rainfall and conflict-related displacement places additional pressure on women in agricultural and 
pastoral communities, reducing access to early warning systems and climate-resilient farming support11.
Access to Finance: Women-Led Compared to Men-Led Enterprises
The finance access gap between women-led and men-led enterprises in Nigeria is significant and well evidenced. 
As of 2023, only 47% of adult women in Nigeria accessed formal financial services, compared to 58% of men, a 
gap driven by cultural norms, lower literacy levels and limited access to financial information12. 
For women-led MSMEs specifically the barriers are structural. 87.5% of women-owned enterprises require financing 
at the lower end of the market, yet commercial bank loans are on average 40 times larger than the loans available 
from microfinance institutions, leaving the majority of women-led MSMEs either unserved or dependent on informal 
savings mechanisms13. Collateral requirements, balance-sheet documentation standards and the absence of 
gender-responsive lending products further exclude women-led enterprises from the mainstream financing 
channels available to men-led counterparts.

8 OFURUMA: Journal of the Humanities. Climate Change and Vulnerabilities of Women in Nigeria. Volume 4 (1 and 2), 2024. journals.fuotuoke.edu.ng
9 Social Development Direct / Propcom Plus. Nigerian Women Farmers at the Frontline of Climate Change. Climate Vulnerability Assessment findings. sddirect.org.uk
10 Frontiers in Sustainability. Adapting to Climate Change-Induced Flooding: Insights from Women Traders in the Riverine Areas of Nigeria. Volume 5, April 2024. 
doi.org/10.3389/frsus.2024.1385513
11 Centre for Democracy and Development West Africa. The Nexus of Climate and Gender in Nigeria's North-West. August 2024. cddwestafrica.org
12 Enhancing Financial Innovation and Access (EFInA). Access to Financial Services in Nigeria Survey 2023. March 2024. efina.org.ng
13 ICR Facility / GIZ. Enhancing Access to Finance for Women-Owned Enterprises in Nigeria. October 2024. icr-facility.eu
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How the Facility Responds
The BOI facility addresses these structural barriers at each stage of the preparation and investment readiness 
process. Application processes under Component 2 are designed as gender-responsive processes with pre-
application advisory. US$ 100,000 is ring-fenced within Component 2 for gender-responsive outreach and pipeline 
development across both programme zones. These will be delivered through women's enterprise networks, 
cooperative bodies and gender-focused associations.  Transaction and lender advisory specialists deployed under 
Component 3 provide tailored advisory to women-led enterprises pursuing financial close, specifically addressing 
the lender risk perceptions and documentation barriers that disproportionately prevent women-led enterprises from 
converting investment readiness into signed financing agreements. 
Environmental Benefits: Environmental benefits are achieved through the preparation activities funded under 
Component 2 and delivered by the pre-qualified specialist pool, ensuring that all supported projects are climate-
risk-informed and environmentally sustainable by design before any downstream financing is sought. Through 
financed project preparation activities, the programme ensures:

Integration of climate risk and vulnerability assessments
Adoption of climate-resilient and resource-efficient designs
Application of environmental safeguards and impact mitigation measures
Identification and integration of nature-based and ecosystem-based solutions where appropriate. This may 

include wetland restoration in the South and soil conservation measures in the North.
These measures result in investments that reduce exposure to climate hazards, improve resource efficiency, avoid 
maladaptation and enhance long-term environmental sustainability. 
Avoidance and Mitigation of Negative Impacts (ESP Compliance): The programme adopts a preventive and 
risk-based approach to E&S risk management in line with the AF ESP. Key measures include:

Mandatory environmental and social screening of all supported projects at entry
Risk categorization to determine required safeguards instruments
Financing of ESIA, ESMP, and other safeguards documentation as part of project preparation
Integration of stakeholder engagement and grievance redress mechanisms
Exclusion of activities that pose high or unmitigable environmental or social risks
Potential risks (refer to Section N for additional risks definition) relate primarily to the following:

Potential Risks Mitigation Approaches
Access and equity. Risk that preparation grants 
reach better-connected enterprises 

Two-stage selection process with mandatory vulnerable 
community linkage criterion

Active four-channel outreach strategy targeting underserved 
enterprises

Inclusion of vulnerable groups. Risk that these 
groups (already mentioned above) do not 
benefit from enterprise-led investments)

Social impact pathway evaluation at second stage selection 
confirming direct and traceable link between enterprise 
investment and named beneficiary climate risk reduction

Gender disparities Application and eligibility processes that are gender 
responsive

US$100,000 ring-fenced for gender-responsive outreach
Tailored transaction advisory for women-led enterprises under 

Component 3
Gender disaggregated tracking at every milestone

By combining inclusive targeting, climate-resilient design, and robust safeguards, the programme ensures that 
adaptation investments deliver tangible economic, social, and environmental benefits, while avoiding or mitigating 
adverse impacts. This approach is fully aligned with the Adaptation Fund Environmental and Social Policy and 
Gender Policy, and supports sustainable and equitable climate resilience outcomes across Nigeria.
E. Describe or provide an analysis of the cost-effectiveness of the proposed project / programme and explain how the regional 

approach would support cost-effectiveness. 
     

The proposed programme is highly cost‑effective because it targets a critical bottleneck in adaptation finance 
(project preparation) where relatively small, well‑structured investments can unlock significantly larger volumes of 
downstream public and private adaptation financing while generating high resilience outcomes. 
Leverage and Efficient Use of Resources: With a total investment of USD 4.795 million, the programme is 
expected to support a minimum of 15 adaptation projects to reach investment readiness and financial close AND 
mobilize at least $25 million in downstream climate and commercial finance. This represents a minimum leverage 
ratio of 1:5, demonstrating efficient use of Adaptation Fund resources in catalysing larger investment flows. By 
focusing on project preparation rather than capital intensive infrastructure financing, the programme maximizes 
impact per dollar spent while ensuring that downstream investments are climate-resilient and compliant with 
safeguards.
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Targeted Intervention at a High-Impact Stage: The programme finances only adaptation-specific and transaction-
enabling activities that are not covered by commercial markets, including climate risk and vulnerability assessments, 
safeguards integration, climate-resilient design and transaction structuring. This targeted approach avoids 
unnecessary expenditure and ensures that resources are deployed precisely where they are most catalytic, 
resulting in higher efficiency and reduced duplication.
Recycling and Long-Term Value Creation: The partially repayable grant mechanism enhances cost-effectiveness 
by enabling conditional recovery of funds from successfully financed projects and recycling of recovered funds into 
new project preparation cycles. This extends the life and impact of Adaptation Fund resources beyond the initial 
grant period and creates a self-sustaining pipeline of adaptation investments, increasing cumulative returns on 
investment over time.
Nationwide Standardization and Scale Efficiency: Although implemented as a single-country programme, the 
project adopts a nationwide approach that delivers efficiency gains similar to those typically associated with regional 
programmes. The programme will be deployed across Nigeria, covering diverse geographic zones and climate risk 
contexts (e.g. flood-prone, drought-affected, and coastal areas), and across multiple sectors such as agriculture, 
water, infrastructure, and energy. Cost-effectiveness is enhanced through:

Standardized facility design and tools applied nationwide, including governance frameworks, appraisal 
methodologies, and environmental and social safeguards processes. 
Aggregation of projects across regions and sectors, allowing fixed design, operational, and oversight costs 
to be spread over a larger portfolio. 
Consistent application of climate risk integration and investment criteria, reducing duplication and improving 
efficiency in project preparation.
Development of unified operational guidelines and learning products, enabling replication across different 
parts of the country and future programmes.

This nationwide, standardized approach reduces transaction costs, enhances comparability of projects, and 
ensures efficient deployment of resources at scale, while still addressing location-specific climate vulnerabilities. 
By combining high financial leverage, targeted upstream intervention, fund recycling and standardized, scalable 
design, the programme ensures strong value for money and efficient utilization of Adaptation Fund resources, 
while generating sustained adaptation benefits beyond the project lifecycle.

F. Describe how the project / programme is consistent with national or sub-national sustainable development strategies, 
including, where appropriate, national or sub-national development plans, poverty reduction strategies, national 
communications, or national adaptation programs of action, or other relevant instruments, where they exist. If applicable, 
please refer to relevant regional plans and strategies where they exist.
     

The programme is fully aligned with Nigeria’s national climate and development policy framework, including the 
National Adaptation Plan (NAP) Framework, the revised Nationally Determined Contribution (NDC 3.0), as well as 
the institutional mandate established under the Climate Change Act (2021),  implemented through the National 
Council on Climate Change (NCCC). A detailed alignment table with specific plan references, action codes, and 
alignment statements for each instrument is provided in Annex 5.
Alignment with National Adaptation and Climate Strategies: The programme is aligned with Nigeria’s NDC 3.0 
(submitted September 2025), under the Actions for Climate Empowerment framework and the adaptation financing 
mandate. It contributes to the NDC outcome of increased private finance mobilized for enterprise-led climate 
adaptation. NDC 3.0 identifies a total adaptation financing need of US$ 141.5 billion for 2026 to 2035 and explicitly 
commits to improving financial access for women, youth, and MSMEs. The programme delivers on these 
commitments by financing the preparation costs that translate policy targets into bankable, investment-ready 
projects. The programme is aligned with the NAP Framework, under its mandate to integrate climate risk into private 
sector investment planning and mobilize adaptation finance across priority sectors. By this, it contributes to the NAP 
outcome of increased investment-ready climate adaptation projects across the five priority sectors that this facility 
targets (agriculture, water, flood-resilient infrastructure, heat-resilient industrial systems, and MSME supply chain 
resilience). The programme is also aligned with the Climate Change Act 2021, under its mandate to mainstream 
climate risk into investment decisions, contributing to a functioning national climate finance architecture. The 
programme directly supports these priorities by enabling climate-risk-informed and safeguards-compliant 
investments, mobilizing private and commercial capital into adaptation investments and piloting an innovating 
financing mechanism that improves access to adaptation finance. 
Alignment with National Development and Economic Priorities: The programme is consistent with Nigeria's 
National Development Plan 2021 to 2025 which prioritizes private sector-led MSME growth and identify the banking 
sector's role in supporting MSME finance access as a national priority. Nigeria's 2025 Voluntary National Review 
finds that less than 5% of Nigeria's 37 million MSMEs have adequate access to financial credit, and that government 
revenue at 9.6% of GDP makes blended public-private finance essential for development goal delivery. The facility's 
partially repayable grant mechanism is precisely the blended instrument these frameworks call for, contributing 
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directly to SDG 8 on decent work and economic growth through MSME finance access and to SDG 5 on gender 
equality through the 30% women-led enterprise target.
Institutional Alignment and Implementation: As a National Implementing Entity, the Bank of Industry (BOI) is 
well positioned to operationalize national climate and development priorities. The programme aligns with national 
policy directions by advancing innovative climate finance mechanisms and supporting private sector participation 
in adaptation. It also aligns through the integration of gender-responsive and inclusive approaches as well as the 
generation of evidence to inform future adaptation finance programming. BOI's institutional approval architecture 
comprising the Structured & Project Finance Group, Credit Evaluation and Remedial Group, ESG Assessment and 
Monitoring Group, Legal, Compliance and Risk Management Divisions, as well as the Executive Management 
Committee ensures that all programme approvals are processed through BOI's standard governance frameworks, 
with BOI's Sustainability Division holding fiduciary oversight and accountability as Implementing Entity, embedding 
the facility within BOI's existing institutional mandate rather than creating a parallel system.
Sub-National Relevance and Nationwide Implementation: The programme's dual-zone structure ensures that 
sub-national adaptation priorities are addressed directly. The Northern Zone states face drought, desertification, 
and heat stress, while the Southern Zone states face flooding, coastal erosion, and riverine inundation, each with 
differentiated eligibility criteria, climate scenario data, and outreach strategies. This complements state-level 
adaptation and development initiatives while building a nationally consistent pipeline of climate-resilient 
investments.
Overall, the programme is fully consistent with Nigeria’s national and sub-national climate and development 
strategies. It translates policy commitments into practical, finance-enabled adaptation investments, while 
strengthening institutional capacity and supporting scalable implementation of Nigeria’s adaptation agenda.
G. Describe how the project / programme meets relevant national technical standards, where applicable, such as standards 

for environmental assessment, building codes, etc., and complies with the Environmental and Social Policy of the 
Adaptation Fund.
     

The programme is designed to fully comply with relevant national technical standards in Nigeria as well as the 
Environmental and Social Policy (ESP) of the Adaptation Fund, by embedding these requirements into project 
preparation processes. 
Compliance with National Technical Standards: All supported projects will adhere to applicable Nigerian 
regulatory and technical requirements, including:

Environmental Impact Assessment (EIA) Act and associated regulations (where relevant)
Sector-specific technical standards (e.g. agriculture, water, infrastructure, energy)
Applicable building codes, engineering standards, and permit requirements
Requirements of relevant federal, state, and local regulatory authorities

Compliance will be established by requiring that all project preparation activities incorporate regulatory approvals, 
technical studies, and design standards necessary for investment readiness and implementation. A full table of 
applicable national standards and regulatory frameworks for each of the five priority sectors including scope and 
relevance, linkage to specific project outputs and activities, compliance status, and steps to comply is detailed in 
Annex 6.
Category B Classification and Categorical Exclusions: The programme, as a whole, is expected to fall under 
Category B in accordance with the Adaptation Fund ESP, reflecting that the facility finances preparation activities 
rather than direct infrastructure implementation. This means that aggregate programme-level environmental and 
social impacts are expected to be limited, reversible, and manageable through established mitigation measures. 
No activities that would trigger Category A classification will be financed. The facility will also exclude any project 
concepts that present unmitigable or irreversible environmental or social risks. All supported projects will undergo 
screening, categorization, and preparation of safeguards instruments to ensure full alignment with AF ESP and 
national regulatory requirements.
Unidentified Sub-Projects (USP): Management Framework: This facility operates within a defined dual-zone 
geographic scope with documented climate risks, defined eligible sectors, and mandatory eligibility criteria applied 
through the two-stage selection process. While the specific enterprises and investments to be supported have not 
yet been identified, constituting USPs under AF guidance, the geographic and sectoral parameters are substantially 
bound and reduce the range of potential environmental and social risks. The Northern Zone covers drought, heat 
stress and desertification contexts across defined states. The Southern Zone covers flooding, coastal erosion and 
riverine inundation contexts across defined states. The five priority sectors are established. Categorical exclusions 
remove the highest-risk investment types at application stage. 
The following framework governs how sub-project-level uncertainty is managed within this bounded scope.
E&S screening tool: three-stage process

Stage 1 - Categorical exclusion: All sub-project concepts are assessed against a categorical exclusion list 
before any other screening is undertaken. The facility will not finance any concept involving
o Physical displacement or involuntary resettlement
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o Activities in internationally designated protected areas or critical natural habitats
o Operations involving hazardous materials beyond standard occupational thresholds
o Activities with irreversible environmental impacts
o Activities that would increase greenhouse gas emissions at scale. 

Any concept triggering a categorical exclusion is rejected at application stage. Given the facility targets enterprise-
led adaptation investments in defined sectors, the categorical exclusion list is expected to eliminate very few 
applications, as the programme’s focus sectors are inherently aligned with positive environmental and social 
outcomes.

Stage 2- Risk categorization. Risk categorization is conducted by the Technical Committee as part of its 
independent appraisal, with the category determination included in the written appraisal report referred to BOI. 
Sub-projects passing Stage 1 are classified as one of the following: 
o Category A: Significant, potentially irreversible impacts excluded from the facility.
o Category B: Limited, reversible, manageable impacts requiring ESIA or ESMP, funded as a non-repayable 

preparation cost.
o Category C: Minimal or no adverse impacts requiring basic environmental and social review only.  

Given the nature of the five priority sectors and the dual-zone scope, the large majority of sub-projects are expected 
to be Category B. No Category A sub-projects will be approved.

Stage 3 - Safeguards instrument selection. The Technical Committee specifies the required safeguards 
instrument based on the risk category and sub-project context. The instrument type and scope are included in 
the preparation grant terms and conditions and must be completed before financial close documentation is 
verified. Required safeguards instruments are financed as part of each preparation grant, including ESIAs, 
ESMPs, and other relevant risk management and compliance documents. These are classified as non-
repayable public-good costs under the cost classification protocol established in Component 1. Environmental 
and social safeguards instruments are produced by environmental, social, and safeguards specialists drawn 
from the pre-qualified pool procured under Component 1, trained on AF ESP requirements and applicable 
Nigerian regulatory frameworks before first deployment.

Gender Screening Tool: Four-Dimension Assessment: All sub-projects are assessed against a gender 
screening framework covering four dimensions:

(i) Differential exposure of women and men to the specific climate risk the investment addresses, 
calibrated to the Northern or Southern Zone context as appropriate.

(ii) Differential access of women and men to the economic benefits of the proposed investment.
(iii) Risks that the investment design may be disadvantageous to women or reinforce existing gender 

inequalities within the enterprise or the communities it serves.
(iv) Adequacy of the enterprise engagement with women in affected communities. 

Sub-projects that do not meet minimum gender standards must revise their design before grant approval. This 
framework complements the dual-zone eligibility criteria, which already require enterprises to demonstrate service 
to named vulnerable groups including women in each zone.
USP management process:  The USPs under this proposal are the individual enterprise-led adaptation 
investments supported through Component 2 preparation grants. These include the climate-resilient infrastructure, 
technology, or operational investments that each selected enterprise will undertake within the five priority sectors 
within the programme zone, addressing a quantified climate risk through a defined adaptation mechanism. These 
investments cannot be identified at concept stage because the specific enterprises, their adaptation mechanisms, 
and their operating contexts are determined through the facility's own appraisal and selection process during 
implementation. This is consistent with AF guidance on compliance with the ESP and GP for projects/programmes 
with USPs (Decision B.32-33/17), which recognises a grants facility model where individual activities are identified 
during implementation within an objectives and operational framework clearly defined at proposal stage.
Justification for USPs: 

Enterprises cannot be pre-identified without undermining the competitive, demand-driven appraisal process 
and Technical Committee objectivity. 
Keeping sub-projects unidentified enables demand-responsive selection across both zones, reaching 
enterprises, including women-led, on the basis of demonstrated adaptation need. 
Consistent with the guidance's recommendation that eligibility restrictions reduce the ESP compliance 
burden per USP, the fixed framework materially reduces this risk.Dual-zone geographic scope are defined, 
five priority sectors have been established, categorical exclusions (involuntary resettlement, protected 
habitats, irreversible impacts, significant GHG increase) are applied at Stage 1, mandatory two-stage 
selection process screens for adaptation credentials, vulnerable community linkage, and gender impact are 
reviewed before any grant is approved.

USP Screening and Safeguards Framework: Each USP undergoes the three-stage E&S screening before grant 
approval (Stage 1: categorical exclusion; Stage 2: risk categorisation by Technical Committee; Stage 3: safeguards 
instrument selection as a grant condition). This screening will run in parallel with the  four-dimension gender 
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screening tool. E&S specialists from the pre-qualified pool produce required ESIAs/ESMPs, financed as non-
repayable preparation costs. The PMU records screening outcomes, IVAs conduct spot-check verification across 
both zones throughout implementation. A programme-wide ESMP, written as a stand-alone document, will 
consolidate facility-level as per-USP safeguard arrangements and be updated and reported through each annual 
Project Performance Report, consistent with AF guidance. The grievance redress mechanism covers the full range 
of USP contexts and is publicized to stakeholders at each sub-project stage. The facility operational manual 
documents the full process and is an effectiveness condition of the grant agreement.
At the fully developed proposal stage, a comprehensive ESMS will be provided covering detailed screening tools, 
exclusion criteria, categorisation procedures, safeguards requirements, roles and responsibilities, monitoring 
arrangements, and grievance redress, in full compliance with AF guidance on USPs.
Integration of Environmental and Social Safeguards: Environmental and social considerations will be 
systematically integrated into project preparation through mandatory environmental and social screening of all 
proposed projects and risk categorization to determine the level of safeguards required. Full documentation of the 
E&S screening system, screening tools, and grievance redress mechanism is provided in the facility operational 
manual, which constitutes an effectiveness condition for the grant agreement and will be approved by the AF 
Secretariat before implementation commences.
Compliance with the Adaptation Fund Environmental and Social Policy (ESP): The programme aligns with the 
Adaptation Fund ESP by embedding the following principles into project design and preparation: Avoidance and 
mitigation of adverse environmental and social impacts; Stakeholder consultation and participation; Gender-
responsive and inclusive approaches; Protection of vulnerable groups and communities; Transparency, 
accountability, and grievance redress
BOI’s existing systems will be strengthened where necessary to ensure full alignment with AF requirements, 
including the use of a grievance redress mechanism established in Component 1 and accessible to enterprise 
applicants, affected communities and other stakeholders throughout implementation. By integrating national 
technical standards and AF ESP requirements at the project preparation stage, the programme ensures that all 
supported projects are technically sound, compliant with national regulations, environmentally and socially 
responsible, and fully prepared to meet regulatory, technical and financing requirements prior to implementation. 
This proactive approach reduces risks, avoids delays, and ensures that downstream adaptation investments deliver 
sustainable and compliant resilience outcomes. 
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Project selection and appraisal processes including the performance of the Technical Committee's two-stage 
selection and appraisal process, followed by BOI's governance approval in ensuring independent appraisal and 
institutional governance.
Effectiveness of the pre-qualified specialist pool model in delivering quality preparation outputs across both 
programme zones.
Integration of climate risk and resilience measures
Application of environmental and social safeguards across diverse sectors and geographies
Transaction structuring and investment readiness
Performance of the conditional repayment and fund recycling mechanism including repayment rates, timelines, 
and fund redeployment outcomes.

Learning will be informed by multiple sources, including beneficiary enterprises, specialists from the pre-qualified pool, 
downstream financiers and the PMU’s operational records. 
Methodology for capturing lessons learned: Four tools operate continuously from Month 1:

A real-time learning log is maintained by the PMU throughout implementation, recording observations at each 
stage of the mechanism's operation including outreach and pipeline identification, Technical Committee appraisal, 
preparation grant disbursement, transaction advisory, financial close, and repayment. This is the primary raw data 
source for all subsequent knowledge products.
Quarterly internal learning reviews bring together PMU staff, specialist pool members, and a rotating sample 
of enterprise representatives to identify emerging patterns, implementation challenges, and design adjustments. 
The Technical Committee contributes written observations on appraisal process effectiveness at each quarterly 
review without compromising its independent appraisal function. Findings are recorded and fed into the next 
Project Performance Report.
Case study documentation is produced for each project reaching financial close. Each case study captures the 
climate risk addressed, the preparation activities funded, the lender engagement process, the financial close 
outcome, the repayment structure activated, and where post-close data is available, early evidence of climate risk 
reduction against CRVA derived indicators. Where projects reach financial close after Month 36, post-close 
evidence may be limited or unavailable within the 48-month programme period. This constraint is noted 
transparently in each case study and in the terminal report. The case studies are the primary evidence base for 
the replication roadmap.
Mechanism performance analysis is conducted at Months 24 and 48, examining which sub-sectors and zones 
have the highest financial close rates, what preparation activities most strongly predict financial close, what lender 
types are most willing to finance adaptation investments and what repayment rate and timeline the mechanism 
achieves. This analysis produces the documented findings on mechanism effectiveness that the AF SRF requires.

Timeline for knowledge products
Timing Knowledge Product Primary Audience
Month 
12

Operational brief: early lessons on pipeline development, appraisal, 
and first-cohort preparation grants

BOI management, AF Secretariat, 
peer DFIs, NCCC

Month 
24

Mid-term learning synthesis: mechanism performance, gender 
inclusion progress, lender engagement lessons

National stakeholders, AF 
Secretariat, Nigerian Financial 
Institutions, NCCC

Month 
30

First cohort case studies: projects reaching financial close in Months 
18 to 30, with first post-close evidence

Financial institutions, enterprise 
networks, public sector

Month 
36

Operational toolkit: replication guidelines, appraisal templates, 
screening tools, repayment protocol documentation

Other Nigerian DFIs

Month 
48

Terminal report and replication roadmap: evidence on mechanism 
effectiveness, recycling performance, and scale-up pathway for 
Nigeria’s development finance architecture 

AF Board, national government, 
Nigerian development finance 
community

Dissemination: Knowledge products are disseminated through three channels.:
Direct submission to the AF Secretariat as required under Project Performance Report obligations. 
Targeted knowledge-sharing event convened by BOI at Month 48 bringing together Nigerian DFIs and financial 
sector actors to present the terminal report and replication roadmap. 
Publication on BOI's institutional platform for access by domestic financial sector stakeholders.

The operational toolkit produced at Month 36 is specifically designed for adoption by other Nigerian DFIs without 
requiring BOI's direct involvement, enabling independent replication across Nigeria's development finance architecture. 
The replication roadmap produced at Month 48 identifies priority adoption pathways including the Bank of Agriculture, 
the Development Bank of Nigeria, and state-level government lending windows. It also outlines the specific institutional 
preconditions and design adaptations required for each context. By translating implementation experience into 
actionable knowledge products and a replication roadmap, the programme strengthens institutional learning within BOI 
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and contributes to Nigeria's broader adaptation finance ecosystem, supporting scale-up beyond the pilot phase and 
informing future national adaptation finance initiatives.

J. Describe the consultative process, including the list of stakeholders consulted, undertaken during project / 
programme preparation, with particular reference to vulnerable groups, including gender considerations, in 
compliance with the Environmental and Social Policy of the Adaptation Fund. 

          
The programme design draws on two complementary streams of consultation undertaken during preparation.

Stream 1: Institutional learning from AFD line of credit and TFSC implementation
Through BOI's implementation of the AFD €100 million line of credit and the Transforming Financial Systems for Climate 
(TFSC) programme, BOI identified three structural gaps that directly shaped this facility's design: 

Project preparation in Nigeria focuses predominantly on financial and commercial viability, leaving a systematic 
gap in climate risk analysis at the preparation stage
Downstream ESG due diligence embedded through TFSC is not sufficient to compensate for the absence of 
upstream climate risk preparation
Women-led enterprises face compounding barriers at both preparation and financing stages requiring dedicated 
outreach and advisory support.

Stream 2: BOI Climate Resilience Knowledge Series (26 May 2026)
BOI convened a stakeholder session on May 26, 2026, themed "Building Climate Resilient Enterprises in Nigeria for 
Sustainable Livelihoods and Inclusive Growth." The session brought together practitioners, enterprise representatives, 
financial sector actors, agricultural specialists, development finance experts, and community advocates across Nigeria 
in a structured two-hour multi-stakeholder engagement incorporating live polls and an open Q&A session. Stakeholders 
consulted included the National Agricultural Land Development Authority (NALDA), InfraCredit, EY Nigeria, GOPA Tec, 
MSMEs, representatives of Nigeria’s organized private sector including women groups such as the Women in 
Renewable Energy and other women's enterprise advocates. The session explicitly incorporated vulnerable group 
perspectives through dedicated poll questions on gender, youth, persons with disabilities, and informal workers. Four 
key findings from the consultation directly reinforced the facility design:

(i) Project preparation financing gap is the binding constraint preventing Nigerian enterprises from reaching 
financial close. This was confirmed by InfraCredit's experience of over NGN 600 billion in projects unable to 
close due to weak preparation. 

(ii) The programme’s dual-zone climate risk profile was validated. Field experience from NALDA confirmed irrigation 
deficits, desertification, and water scarcity in the north and flooding, coastal erosion, as well as livelihood 
disruption in the south.

(iii) Cash flow misalignment between MSME revenue cycles and standard debt repayment requirements is the core 
barrier for enterprise-level climate investment, reinforcing the financial modelling and transaction structuring 
scope of preparation grants. 

(iv) Women and all vulnerable groups must be actively prioritized. The incorporation of the dedicated outreach, 
gender-responsive design, and targeted advisory support establishes this finding as confirmed by evidence of 
acute climate vulnerability among women farmers in the Northern Zone.

Full details of the consultative process, including stakeholder lists, panel contributions, poll findings, and the mapping 
of consultation findings to facility design decisions, are provided in Annex 7. Formal partnership arrangements with 
enterprise associations and community networks across both programme zones will be established during the 
Component 1 inception phase. A comprehensive stakeholder engagement plan will be provided at the fully developed 
proposal stage in compliance with AF ESP requirements.

K. Describe how the project/programme draws on multiple perspectives on innovation from e.g., communities that are vulnerable 
to climate change, research organizations, or other partners in the innovation space, in the context in which the 
project/programme would take place.

The programme draws on multiple and complimentary perspectives on innovation by integrating insights 
climate‑vulnerable enterprises and communities, technical and research‑based adaptation expertise, institutional 
financial sector practice, and market‑based investment perspectives within Nigeria. The programme design draws on 
lessons from BOI's implementation of the AFD €100 million line of credit and the Transforming Financial Systems for 
Climate (TFSC) programme. Through the implementation, BOI identified three key gaps that directly shaped this 
facility's design: 

That project preparation in Nigeria is predominantly focused on financial and commercial viability, with 
environmental and climate considerations addressed only to the extent required by regulation. This leaves 
systematic gap in climate risk analysis and resilient design at the preparation stage
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While the TFSC programme successfully embedded more thorough ESG due diligence into BOI's downstream 
lending appraisal process, this downstream ESG assessment cannot compensate for the absence of climate 
risk preparation upstream. Projects still arrive at the financing stage without the CRVAs, resilient designs, and 
safeguards instruments that would make them genuinely climate-proofed investments
Women-led enterprises face compounding barriers at both the preparation and financing stages that require 
dedicated outreach and advisory support. 

These lessons are embedded in the facility's two-stage selection process, the specialist pool model, and the gender-
responsive outreach design. Pre-submission engagement with enterprise associations and community networks across 
both programme zones confirmed demand for adaptation-specific preparation support and informed the dual-zone 
eligibility criteria and outreach strategy. Formal partnership agreements will be established during the Component 1 
inception phase.
Named Partners by Level
National level partners

National Council on Climate Change (NCCC): In their capacity as Adaptation Fund Designated Authority, 
NCCC will be represented on the programme SteerCo to provide ongoing government oversight and policy 
alignment between the facility and Nigeria’s national climate governance framework. NCCC DA representation 
institutionalizes the government endorsement of the programme within its governance architecture throughout 
implementation. 
Nigerian Association of Chambers of Commerce, Industry, Mines and Agriculture (NACCIMA) and 
Women's Chamber of Commerce, Industry, Mines and Agriculture (WACCIMA): Pipeline identification and 
enterprise referral channels across both programme zones through their national membership networks. 
NACCIMA provides broad enterprise access across sectors and geographies. WACCIMA serves as a primary 
channel for identifying women-led enterprises, complementing the dedicated gender-responsive outreach 
funded under Component 2. 
National Agricultural Seeds Council (NASC): Sector-specific technical standards and agricultural enterprise 
referrals in the Northern Zone.
Federal Ministry of Environment and National Environmental Standards and Regulations Enforcement 
Agency (NESREA): EIA compliance verification and regulatory guidance for preparation grants involving 
physical infrastructure components across both programme zones. NESREA enforces the EIA Act 1992 and 
sector-specific environmental regulations referenced in Annex 6. 

State level partners
State Chambers of Commerce and Organized Private Sector: Enterprise referral channels in target states 
across both programme zones, providing warm referrals to climate-exposed enterprises within their membership 
base and facilitating identification of MSMEs not previously engaged with BOI. Chamber relationships at state 
level ensure outreach reaches enterprises operating at the sub-national level where climate risks are most 
directly experienced.

Community and enterprise level partners
Women's enterprise networks and cooperative bodies: Outreach channels across both zones for identifying 
women-led enterprises. Primary mechanism for achieving the 30% women-led enterprise target.

Innovative Perspectives
Innovation in the programme is shaped through the interaction of the following stakeholders:

Climate-vulnerable enterprises and communities: Enterprise-led projects, particularly those operating in 
climate-exposed regions and women-led enterprises, contribute practical insights based on lived experience of 
climate risks, operational challenges, and barriers to accessing finance. These perspectives inform the 
identification of priority adaptation needs and ensure that supported solutions are grounded in real-world 
conditions.
Technical and research expertise: Climate specialists, environmental and social experts, technical and  
engineering due diligence specialists, financial and commercial due diligence specialists, legal and regulatory 
specialists and transaxction advisory experts drawn from the pre-qualified specialist pool contribute 
methodologies for climate risk assessment, resilient design, and safeguards application, ensuring that projects 
are scientifically sound and aligned with best practices in adaptation finance.
Financial institutions and market actors: Engagement with downstream financiers and investors ensures that 
project preparation outputs meet real transaction and investment requirements, including financial structuring, 
risk allocation, and bankability criteria. This perspective is embedded in Component 3 through proactive lender 
pre-engagement before projects reach investment readiness.
Programme management perspective: The externally contracted PMU brings specialist programme 
management expertise, cross-sectoral coordination capacity, and real-time operational learning that 
continuously informs the refinement of the partially repayable grant mechanism throughout implementation.
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Institutional perspective (BOI): The Bank of Industry integrates these inputs within a domestic financial 
institution context, adapting its systems and processes to operationalize the partially repayable grant mechanism 
in a manner that is both practical and scalable within Nigeria’s financial ecosystem.

Co-Creation and Continuous Feedback
The programme adopts a co-creation approach, where these perspectives are consulted and actively integrated into:

Project selection and appraisal processes
Design of the financing mechanism
Specialist pool deployment that is zone- and sector-specific
Technical Committee's two-stage selection and appraisal process, followed by BOI's governance approval 
for the grant approval process
Refinement of operational procedures
Implementation and performance monitoring

Structured feedback loops—through stakeholder engagement, project implementation experience, and learning 
processes—ensure that insights from all actors continuously inform and improve the programme throughout the 
implementation period.
Steering Committee: Programme governance and AF reporting oversight are provided by the Steering Committee, 
chaired by the Executive Director, Corporate Finance, Sustainability and Investments, with members comprising the 
Chief Sustainability Officer, Chief Compliance Officer, Legal Advisor, Chief Risk Officer, Divisional Head, Corporate 
Finance & Advisory, Group Head, Structured & Project Finance, Divisional Head responsible for Climate & Sustainability 
and a representative of the NCCC in their capacity as Adaptation Fund Designated Authority. The PMU Lead will attend 
in a non-voting capacity. The SteerCo meets quarterly, reviews programme performance, approves Project 
Performance Reports before AF submission, oversees fund recycling, and receives mid-term review and terminal 
evaluation findings. It does not participate in individual grant approval decisions,  which sit exclusively with the Technical 
Committee's two-stage appraisal process, and BOI's governance approval chain.
Contribution to Innovation Ecosystem: By bringing together community, technical, financial, programme 
management and institutional perspectives, the programme strengthens collaboration across Nigeria’s adaptation and 
finance ecosystem while promoting solutions that are technically robust, socially relevant, and financially viable. 
Through the deliberate integration of diverse perspectives and continuous feedback, the programme ensures that its 
innovation is grounded in real needs, informed by technical expertise, aligned with market realities, and capable of 
scaling within Nigeria’s context. The replication roadmap produced at Month 48 translates these diverse perspectives 
and accumulated learning into a concrete adoption pathway for other Nigerian DFIs, ensuring that the innovation 
ecosystem benefit outlasts the grant period.

L. Provide justification for funding requested, focusing on the full cost of adaptation reasoning.
     

Baseline Scenario (without Adaptation Fund Support): In the absence of Adaptation Fund support, enterprise-led 
adaptation projects would either not proceed or would be implemented without adequate climate risk integration, 
resilient design, environmental and social safeguards, and transaction readiness. This is because adaptation-specific 
project preparation costs are not financed by commercial markets, which have no incentive to fund public-good elements 
required for investment preparation such as CRVAs, safeguards instruments, and resilience planning. Over the 48-
month programme period, the AF grant provides the only available source of financing for these costs, which commercial 
markets systematically exclude.
Without AF support, projects would be characterized by:

Limited or no integration of climate risk and vulnerability assessments
Absence of climate-resilient design considerations
Inadequate or delayed development of environmental and social safeguards
Insufficient technical and financial structuring to meet investment requirements

As a result, many viable adaptation projects would either not progress to financing, due to lack of investment readiness; 
or be implemented in ways that fail to address climate risks adequately, increasing long-term vulnerability and the risk 
of maladaptation. 
Incremental Cost of Adaptation and Justification for AF Financing: The requested funding covers adaptation-
specific incremental costs that go beyond standard project development and are not financed by commercial markets. 
In Nigeria, standard project preparation focuses predominantly on financial and commercial viability, with environmental 
and climate considerations addressed only to the extent required by regulation. The following costs are systematically 
excluded from commercial project preparation:

Climate risk and vulnerability assessments establishing zone-appropriate baselines and forward scenarios
Climate-resilient feasibility studies and technical designs integrating climate risk as a core design variable
Environmental and social safeguards instruments
Technical, legal and financial due diligence packages meeting lender standards
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Transaction structuring to ensure climate-resilient investments are financeable. 
Gender-responsive social assessments identifying differential climate impacts

These costs are essential to climate-proof investments and generate durable resilience outcomes, yet they produce no 
immediate financial returns and are therefore systematically excluded from commercial lending. They represent genuine 
public-good elements of adaptation that address a market failure where commercially viable projects cannot absorb 
early-stage adaptation costs.
Adaptation Fund resources are required to finance these incremental costs because existing Nigerian mechanism 
provides equivalent support on non-commercial terms. Through the partially repayable, conditional grant mechanism, 
the programme ensures that public funds are used efficiently and catalytically. A portion of costs is recovered where 
projects achieve financial success and recovered funds are recycled to support additional adaptation projects. The 
requested funding therefore represents the minimum necessary investment to deliver outcomes that would not occur 
under business-as-usual conditions.
The AF Grant and the Adaptation Objectives it Delivers: The US$ 4,795,200 AF grant finances the complete and 
minimum necessary set of activities required to advance at least 15 enterprise-led adaptation projects to investment 
readiness and financial close across Northern and Southern Nigeria. Without the AF grant, none of these activities 
would be financed, commercial markets do not fund adaptation-specific project preparation on non-commercial terms 
and no existing Nigerian mechanism provides equivalent support. Each budget line is directly linked to the adaptation 
objective it delivers, as set out in the table below.

Budget Line Amount Outputs 
Funded

Adaptation Objective Served

Component 1 - Facility 
Operationalization & 
Rollout

US$ 400,000 C1.1 – C1.8 Establishes governance architecture, the two-stage enterprise 
selection and appraisal process by the Technical Committee, 
dual-zone appraisal criteria, dual-zone appraisal criteria, E&S 
and gender screening tools, lender alignment protocol, specialist 
pool framework contract, and repayment and recycling 
mechanism. Without this component no preparation grants can 
be disbursed in an AF-compliant manner and no specialist can 
be deployed

Component 2 -Project 
Preparation Grants

US$ 2,750,000 C2.1, C2.3 - C2.6 
(direct grant pool); 
C2.2, C2.7 (ring-
fenced gender 
outreach)

Finances CRVAs, climate-resilient feasibility studies, technical 
and engineering designs, ESIA/ESMP, gender-responsive social 
assessments, technical, legal, and financial and commercial due 
diligence as delivered by the pre-qualified specialist pool. These 
are the direct prerequisites for any downstream financier to 
commit capital. US$ 100,000 is ring-fenced for gender-responsive 
outreach and pipeline development

Component 3 -
Transaction and 
Advisory Support

US$ 500,000 C3.1 – C3.8 Bridges investment readiness to financial close through lender-
ready investment packages, climate resilience investment briefs, 
transaction structuring, and targeted lender engagement. 
Without this component prepared projects stall at investment 
readiness and the 70% financial close target cannot be achieved.

Component 4 -
Learning and 
Recycling

US$ 350,000 C4.1 , C4.2 
(mechanism), 
C4.3 – C4.8

Tracks repayments, recycles recovered funds into new 
preparation cycles, generates five scheduled knowledge 
products, and produces the replication roadmap for Nigeria's 
development finance architecture.

EE fee - EE 1 (PMU 
and Technical 
Committee), EE 2 
(IVAs), (to be formally 
designated by FDP 
stage) and the 
specialist pool to be 
procured by the PMU

US$ 419,500 
(9.4%)

Cross cutting 
across all 
components

Funds the day to day execution functions to be carried out by the 
formally designated Executing Entities two Executing Entities. 
EE 1 provides PMU operations (programme management, 
procurement, financial management and reporting functions) and 
the Technical Committee's appraisal function.
EE 2 provides independent verification (IVAs), procured directly 
by BOI as Implementing Entity to preserve independence from 
facility delivery. 
Both entities will be procured and formally designated ahead of 
FDP submission, with substantive execution contracts and AF-
funded EE fee disbursement entering into force upon Adaptation 
Fund Board approval and grant effectiveness.contracted within 
Months 0–3 following effectiveness, led by BOI as IE.  
The specialist pool, a distinct group procured by EE 1's PMU, 
delivers transaction advisory and all preparation-related due 
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diligence and support services and are paid for their services 
from the grants approved to the beneficiaries.

IE fee - BOI 
Sustainability Division

US$ 375,700 
(8.5%)

Cross cutting 
across all 
components

Funds fiduciary oversight, AF compliance, audit, institutional 
governance through SteerCo and BOI’s internal approval chain, 
(Structured & Project Finance, CERG, ESGAM, Legal, 
Compliance and Risk Management Divisions and EMC, and 
legal accountability to the Adaptation Fund as National 
Implementing Entity

Total US$4,795,200

The following diagram illustrates the grant flow from the Adaptation Fund through BOI as Implementing Entity to the 
executing structures and enterprise-level activities, and shows the repayment loop that recycles recovered funds into 
new preparation cycles.

BOI technical support and project deliverability: The programme does not rely on any in-kind contribution to deliver 
its objectives. All functions required for project delivery are fully funded from the AF grant. The IE fee of 8.5% (US$ 
375,700) covers the BOI Sustainability Division’s role as Implementing Entity, including fiduciary oversight, institutional 
governance (through SteerCo, CERG, ESGAM, Legal, Compliance and Risk Management Divisions and EMC) and 
legal accountability to the Adaptation Fund. The EE fee of 9.5% (US$ 419,500) covers all execution functions carried 
out by the formally designated EEs. The specialist pool is procured by EE 1's PMU but paid from the grants approved 
to beneficiary enterprises under Component 2, not from the EE fee. The programme can therefore deliver its core 
adaptation objectives including governance establishment, preparation grants, transaction support, and knowledge 
management, entirely from the AF grant without reliance on any contribution outside of the se two fee  structures.
Co-Financing
All proposed project activities, outputs, and outcomes are fully funded by the AF grant of US$ 4,795,200 and are 
achievable without reliance on any non-AF co-financing. No co-financing is required to deliver the programme. Any co-
financing being explored by BOI relates exclusively to downstream activities that are outside the scope of the AF grant 
including downstream investment finance that enterprises graduating from the preparation pipeline will need to 
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implement their adaptation projects. This refers to the "at least US$ 25 million in mobilized climate and commercial 
finance" that the facility is designed to catalyse, and which flows after financial close. This funding source does not 
finance any component of the AF-funded programme itself. 
M.Describe how the sustainability of the project / programme outcomes has been taken into account when designing the project / 

programme.
     

Sustainability has been embedded in the programme design through a combination of financial, institutional, operational 
and market-based mechanisms that ensure that the outcomes continue beyond the programme lifecycle.
Financial Sustainability and Revolving Fund Scenarios: Each preparation grant covers two categories of cost. 

1. Climate risk and vulnerability assessments (CRVAs), Environmental and social safeguards instruments and 
gender-responsive social assessments are non-repayable because these are public-good activities that 
generate no commercial return. 

2. Climate-resilient feasibility studies, technical and engineering designs, technical due diligence, financial and 
legal due diligence, financial modelling, and transaction structuring documentation are conditionally repayable 
because these activities directly enable financial close, and the enterprise derives a commercial benefit from 
the downstream investment they unlock. Repayment is non-interest-bearing, non-recourse, and triggered only 
at financial close.

The repayable amount for each enterprise-level grant is determined by the actual cost of the conditionally repayable 
activities funded for that specific enterprise as itemized in that enterprise's approved grant budget and consistent with 
the cost-classification protocol described in Part I. It is not applied as a flat percentage irrespective of the activities that 
a given grant funds. Based on the expected cost-category composition of preparation packages across the portfolio, 
the repayable portion is forecast to an average of roughly 50 to 55% of total preparation grant value. At portfolio level, 
this implies a repayable amount ranging from about US$ 40,000 at the minimum grant of US$ 80,000 to US$ 135,000 
at the maximum grant of US$ 250,000. This gives an indicative average of US$ 85,000. This is a portfolio-level planning 
assumption used to forecast aggregate recoveries for the revolving fund scenarios as shown in the table below. It is not 
applied as a formula to determine any individual enterprise's repayment obligation. The Technical Committee's cost-
classification checklist, an operational instrument to be finalized during Component 1, confirms the specific repayable 
amount for each grant at appraisal stage.. Three scenarios below illustrate the revolving fund's long-term viability. The 
base scenario aligned with the project's 70% financial close target is the planning assumption for the terminal report 
and the sustainability note to the BOI Board.

Scenario Financial 
close rate

Repayments 
recovered

Additional enterprises 
supported

Total 
portfolio

Conservative 7 of 15 (50%) US$ 595,000 3 to 4 18 to 19

Base (planning 
assumption)

10 of 15 (70%) US$ 850,000 4 to 6 19 to 21

Optimistic 13 of 15 (85%) US$ 1,105,000 6 to 8 21 to 23
In all three scenarios, recovered funds are held in the dedicated recycling sub-account established under Component 
4 and redeployed into new preparation grants through the same eligibility and appraisal process established in 
Component 1, ensuring that recycled funds maintain the same adaptation standards as the original cohort. Repayments 
are expected to begin arriving in the recycling sub-account from Month 24 onwards based on first financial closes 
expected around Months 18 to 24 and a 3-6 month gap between financial close and enterprise repayment as 
downstream financier disbursement is received. New preparation grants funded from recycled amounts are expected 
to be approved and disbursed from Month 30 onwards, following the same enterprise-grant selection, appraisal and 
approval process.
Consistent with the innovation framing defined above, the 4 to 6 additional enterprises supported through recycled funds 
in the base scenario are not expected to complete a full preparation-to-financial-close cycle within the remaining 
programme period, given that first recoveries are only projected from Month 24 and second-cycle preparation grants 
from Month 30. The illustrative S$10 to US$15 million in further downstream finance shown above therefore represents 
indicative post-project scaling potential rather than an outcome within the programme implementation period..
Operational Sustainability: The programme establishes standardized operating procedures, including project 
appraisal and eligibility criteria, climate risk and safeguards integration tools as well as transaction structuring 
approaches. These systems can be reused and scaled across sectors and geographies nationwide, reducing reliance 
on external support and enabling continued implementation. 
Market Sustainability and Reduced Grant Dependence: By supporting projects to reach investment readiness and 
financial close, the programme enables access to downstream public and private finance, including at least $25 million 
in mobilized investment. This reduces long-term dependence on grant funding, integrates adaptation investments into 
mainstream financial markets and demonstrates the commercial viability of climate-resilient investments. Each financial 
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close creates a data point that progressively reduces lender risk perceptions for future transactions, building a self-
sustaining market for adaptation finance over time.
Knowledge Product Institutionalization and Replication - Institutionalization within BOI
Knowledge generated through implementation is institutionalized within BOI through four mechanisms. 

1. The facility operational manual codifying eligibility criteria, appraisal processes, screening tools, and the 
repayment protocol is updated at Months 24 and 48, creating a living document embedded in BOI's standard 
operating procedures that survives the grant period. 

2. The climate risk and safeguards screening tools developed under Component 1 are migrated into BOI's 
standard loan appraisal system at programme close, making them available for all future BOI lending 
operations. 

3. Internal training programme will incorporate the partially repayable grant mechanism as a case study, building 
institutional capacity within BOI.

4. The sustainability note to the BOI Board by Month 48 creates a formal decision pathway for whether to continue, 
expand, or embed the facility into BOI's permanent product suite.

Dissemination to Other Nigerian Financial Institutions: The operational toolkit produced at Month 36 is specifically 
designed for replication by other Nigerian DFIs without requiring BOI's involvement. It includes: a step-by-step guide for 
establishing a partially repayable preparation grant facility covering:

The eligibility, appraisal, and cost classification templates
The lender alignment protocol
The repayment and recycling mechanism documentation. 
Zone-specific climate scenario data requirements

The replication roadmap produced at Month 48 identifies priority adoption pathways across Nigeria's development 
finance architecture and outlines the specific institutional preconditions and design adaptations required for each 
context. Both products will be shared with the AF Secretariat and peer Nigerian financial institutions through a targeted 
knowledge-sharing event in Month 48.
Sustainability of Adaptation Outcomes: The programme ensures that supported projects are climate-risk-informed 
and resilient by design, compliant with environmental and social safeguards while being aligned with long-term 
resilience objectives. As a result, financed projects deliver durable adaptation benefits, including reduced flood risk in 
the Southern Zone, improved water efficiency and agricultural productivity in the Northern Zone, and strengthened 
MSME supply chain resilience across both zones. This reduces vulnerability to climate risks across sectors and 
geographies in Nigeria. The fund recycling mechanism extends these adaptation outcomes beyond the initial project 
portfolio. Recovered repayments redeployed into new preparation cycles support additional enterprises without 
additional AF grant injections, creating a self-reinforcing pipeline of climate-resilient investments that compounds 
adaptation benefits over time. Through financial recycling, institutional embedding, standardised systems, and 
integration with Nigeria's financial markets, the programme establishes a sustainable and scalable model for adaptation 
finance that continues to generate and finance climate-resilient investments across Nigeria beyond the initial funding 
period.
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Risk Management Approach
The programme adopts a preventive and systematic approach to risk management. Because sub-projects are not yet 
identified at concept stage, the preliminary ratings above will be confirmed, and revised upward as required, through 
sub-project-level screening during implementation. Key measures include:

Mandatory environmental and social screening of all supported projects at entry through the three-stage E&S 
screening process established in Component 1.
Risk categorization to determine the level of assessment and safeguards required for each sub-project.
Financing of appropriate safeguards instruments, including :

o Environmental and Social Impact Assessments (ESIAs), 
o Environmental and Social Management Plans (ESMPs) and 
o Oother relevant social and environmental risk management tools. 

Integration of gender-responsive and inclusive criteria into project selection and design through the four-
dimension gender screening tool.
Targeted outreach and pipeline development to ensure participation of vulnerable and underserved groups, 
including women-led enterprises.
Application of a grievance redress mechanism stablished in Component 1 and accessible to enterprise 
applicants, affected communities, and other stakeholders.
Environmental and social safeguards instruments produced by environmental, social and safeguards specialists 
drawn from the pre-qualified pool ensuring consistent quality across both programme zones.

Management of Downstream Risks: While the programme itself does not finance implementation, it ensures that any 
downstream environmental and social risks associated with financed projects are identified during project preparation, 
assessed in line with national regulations and Adaptation Fund ESP and addressed through appropriate safeguards 
instruments prior to financial close. It should be noted that Pprojects that present high or unmitigable risks will not be 
supported.
By focusing on early-stage screening, safeguards integration, and inclusive design, the programme ensures that 
environmental and social risks are identified, minimized, and managed proactively before any financing is committed. 
Preliminary risk ratings will be confirmed or revised as sub-projects are screened, with corresponding safeguards 
instruments and monitoring arrangements adjusted accordingly, consistent with AF ESP requirements for programmes 
with unidentified sub-projects (USPs). This approach ensures full alignment with the Adaptation Fund ESP while 
enabling the development of climate-resilient, socially inclusive, and environmentally responsible investments across 
Nigeria.
Innovative-Specific Risks: As an innovation-focused programme, several risks relate specifically to the novelty of the 
financing mechanism. These include:

Adoption risk: Enterprises and financiers may be unfamiliar with the concept of a success-based, partially 
repayable preparation instrument. This risk is mitigated through targeted sensitization and communication from 
Month 1 and through the Technical Committee's independent appraisal process which ensures only genuinely 
viable and adaptation-credible projects receive preparation support.
Pipeline quality risk: Early project cohorts may require more extensive technical assistance than anticipated. 
This risk is mitigated through the pre-qualified specialist pool model, which matches zone-specific and sector-
specific expertise to each enterprise, and through quarterly internal learning reviews that identify and respond 
to quality issues early.
Repayment variability: Conditional repayments depend on financial close which may vary by sector, enterprise 
capacity and market conditions. This risk is mitigated through conservative repayment forecasting across three 
revolving fund scenarios, active Component 3 lender engagement before projects reach investment readiness, 
and a disbursement and monitoring schedule that allows the original cohort’s financial close rate to be observed 
within the 48-month programme period.
Operational integration risk: Embedding and operationalizing the new mechanism within BOI systems may 
require iterative adjustments. This risk is mitigated by the facility operational manual which documents all 
systems and procedures before implementation commences, and by operational manual updates at Months 24 
and 48 to embed implementation lessons.
EE mobilization availability risk:  Competitive procurement of EE1 and EE2 may take longer than the targeted 
three-month inception window, delaying Component 1 completion and, consequently, first preparation grant 
disbursement. Following Because the competitive identification and agreement execution for the EEs1 and 
EE2, a  are already completehe residual risk is entity availability. This is a potential risk as an extended interval 
between agreement execution and Adaptation FundAF Board approval could affect the continued availability of 
the identified entities, their proposed personnel, or their pricing, potentially requiring re-engagement before 
mobilization. This risk is mitigated by the agreements being executed and binding from signature (including 
preparatory work) rather than left pending. This gives  by BOI contractual grounds to require continued 
engagement and to seek replacement personnel from the same firm if availability changes before Board 
approval. directly leading foundational governance drafting ahead of EE1 mobilization (rather than waiting for 
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EE1 to begin this work). In addition, BOI will initiating both procurement processes immediately upon 
effectiveness rather than sequencing them after other Component 1 activities.

By combining inclusive targeting, climate-resilient design, robust safeguards, and adaptive management with 
continuous learning loops embedded in the operating model, the programme ensures that adaptation investments 
deliver tangible economic, social, and environmental benefits while avoiding or mitigating adverse impacts. This 
approach is fully aligned with the Adaptation Fund ESP and Gender Policy, and supports sustainable and equitable 
climate resilience outcomes across Nigeria.
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PART IV: ENDORSEMENT BY GOVERNMENTS AND CERTIFICATION BY THE IMPLEMENTING ENTITY
A. Record of endorsement on behalf of the government15 Provide the name and position of the 

government official and indicate date of endorsement for each country participating in the proposed 
project / programme. Add more lines as necessary. The endorsement letters should be attached as an 
annex to the project/programme proposal.  Please attach the endorsement letters with this template; add 
as many participating governments if a regional project/programme:

(Enter Name, Position, Ministry)
Omotenioye Majekodunmi

Director General 

Nigeria Council on Climate Change

Date: March 24, 2026

      

B.   Implementing Entity certification Provide the name and signature of the Implementing Entity 
Coordinator and the date of signature. Provide also the project/programme contact person’s name, telephone 
number and email address

I certify that this proposal has been prepared in accordance with guidelines provided by the 
Adaptation Fund Board, and prevailing (National Development and Adaptation Plans National 
Development and Adaptation Plans, including the National Adaptation Plan (NAP), Nationally 
Determined Contribution (NDC), National Climate Change Policy (2021-2030), and other relevant 
national climate and development strategies). and subject to the approval by the Adaptation Fund 
Board, commit to implementing the project/programme in compliance with the Environmental and 
Social Policy of the Adaptation Fund and on the understanding that the Implementing Entity will be 
fully (legally and financially) responsible for the implementation of this project/programme. 

Name & Signature

Rotimi Akinde

Executive Director, Corporate Finance, Sustainability & Investments Directorate

Bank of Industry, Nigeria.

Implementing Entity Coordinator

Signature

---------------------------------------------------

Date: March 24, 2026 Tel. and email: +234 02 01 2715070 
sustainabilitydiv@boi.ng with copy to 
eakinsete@boi.ng 

Project Contact Person: Eniola Akinsete

Tel. And Email: +234 02 01 2715070  eakinsete@boi.ng 

6.  Each Party shall designate and communicate to the secretariat the authority that will endorse on behalf of the national government the 
projects and programmes proposed by the implementing entities.
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Annex 7: BOI Consultative Process (Evidence Summary)
Consultative Platform
Event: BOI Climate Resilience Knowledge Series — Inaugural Session
Date: 26 May 2026
Format: Microsoft Teams multi-stakeholder webinar
Duration: 2 hours 
Theme: Building Climate Resilient Enterprises in Nigeria for Sustainable Livelihoods and Inclusive Growth
The session was designed as a structured two-way engagement to gather evidence from practitioners and stakeholders 
that will confirm and inform BOI's climate resilience financing interventions. It incorporated two live structured polls, 
open Q&A, and active chat participation from a broad audience of enterprise representatives, financial sector 
practitioners, agricultural specialists, development finance experts, and community advocates across Nigeria.
Panelists and Institutional Collaboration

Panelist Organization and Role Relevance to Facility Design
Engineer Cornelius O. 
Adebayo

Executive Secretary and CEO, National 
Agricultural Land Development Authority 
(NALDA)

Agricultural adaptation priorities, land aggregation model, 
climate impacts on smallholder farmers and pastoralists

Mrs. Ojuru Adeniji Vice President, Infracredit Project preparation financing gap validation, blended finance 
and guarantee instruments

Mr. Tamer Hanna Technical Lead and Deputy Team 
Leader, GOPA Tech

MSME climate-resilient technology needs, cash flow 
misalignment evidence, technical sizing and due diligence 
requirements.

Mrs. Eunice Sampson Executive Director, Climate Change and 
Sustainability Services, EY Nigeria

Session moderator

Broader Stakeholder Participation
The session attendance list confirms over 400 unique participant IDs registered across the session. These participants 
were from at least 48 distinct organizational domains spanning the following stakeholder categories:

Commercial Banks (9 institutions represented) including Guaranty Trust Bank, First City Monument Bank 
(FCMB), Wema Bank, Standard Chartered Bank, Alt Bank, Jaiz Bank, Union Bank, Rand Merchant Bank and 
Sterling Bank. These financial institutions are potential downstream financiers for enterprises graduating from 
the facility's preparation pipeline.
Large Corporates (16 organizations represented) including Frigoglass, Tolaram Group, Danone Nigeria, 
FrieslandCampina, KAM Holding, SIL Chemicals, Dorman Long Engineering, Jubali Brothers, iWosan Health, 
Heliconia Park Hotels, AAVA Brands, Mondelez. These group of enterprises support demand for climate 
resilience investments.
Development Finance Institutions (2 institutions represented) including Nigeria Incentive-Based Risk Sharing 
System for Agricultural Lending (NIRSAL) and Development Bank of Nigeria, representing the downstream 
financing ecosystem into which enterprises graduating from this facility's preparation pipeline will be directed.
Private credit providers, Investment and Asset Managers (6 organizations represented) including 
Infracredit, The Alitheia Group, Lexar Business Solutions, Vested World, Oak Pensions, and United Capital. 
These capital providers and impact investors are relevant to the facility's lender engagement strategy.
Consulting, Advisory and Technical (6 organisations represented) including EY Nigeria, KPMG Nigeria, 
GOPA Tech, SPA Ajibade, EnvAccord, and DexCentre representing the technical and advisory ecosystem from 
which the facility's pre-qualified specialist pool will be drawn.
Academic and Research institutions
Representatives of women groups
Chief Promoters of Small and Medium Enterprises (SMEs)

Mode of Engagement
To ensure maximum interaction amongst participants the following means of engagement were adopted:

Panel session comprising 3 organizations in strategic functions relevant to the facility.
Live polls to receive feedback on critical climate resilience and inclusion topics
Chat rooms that participants for direct demand-side evidence gathering throughout the session
Audience Q&A chats 

Key Consultation Findings and Supporting Evidence
Finding Evidence base Implication for facility design
The project preparation financing gap 
and not capital availability, is the 
binding constraint

InfraCredit confirmed over NGN 600 
billion naira in projects were unable to 
reach financial close due to weak 
preparation. 

The facility finances preparation 
activities that commercial markets will 
not support.
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Finding Evidence base Implication for facility design
Poll results also identified technical 
capacity as the root barrier

Dual-zone climate risk profile is valid 
and differentiated

Irrigation deficits, desertification, water 
scarcity were confirmed as primary risks 
in the Northern Zone
Confirmation was also received that the 
Southern Zone experiences flooding, 
coastal erosion, livelihood disruption 
confirmed

Zone-differentiated eligibility criteria, 
CRVA methodology, and outreach 
strategies.

Cash flow misalignment between 
MSME revenue cycles and standard 
debt repayment is the core enterprise-
level barrier

Seasonal revenue cycles of smallholder 
farmers incompatible with standard loan 
repayment structures
Aggregation is required to optimize 
farmer engagement and maximize land 
use.

Financial modelling and transaction 
structuring scope of preparation 
grants addresses this directly. In 
addition, the target beneficiary base 
of MSMEs include farmer aggregation 
firms supports this evidence.

Technical design quality is as 
important as capital access. Poor 
sizing and weak due diligence 
undermine investment viability

Evidence from both InfraCredit and GOPA 
Tech on over-designed and under-designed 
systems show that these are challenges to 
the quality of climate resilient investment 
pipelines in Nigeria

Pre-qualified specialist pool covering 
CRVA, technical engineering, 
financial and legal due diligence 
integrated into the facility addresses 
this.

Women and all vulnerable groups 
must be actively prioritized. 
Intersectional vulnerability was 
confirmed

Dominant poll response was "everybody" 
for group prioritization
Acute vulnerability of women farmers in 
Northern Zone confirmed

The facility design to include 30% 
women-led target, gender screening 
tool and US$ 100,000 ring-fenced for 
outreach supports this.

Poll Results Summary
Poll findings from both structured polls are summarised within the evidence base column above. Full poll results will be 
documented in the comprehensive stakeholder engagement plan to be provided at the fully developed proposal stage.
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Mode of Engagement
To ensure maximum interaction amongst participants the following means of engagement were adopted:

Panel session comprising 3 organizations in strategic functions relevant to the facility.
Live polls to receive feedback on critical climate resilience and inclusion topics
Chat rooms that participants for direct demand-side evidence gathering throughout the session
Audience Q&A chats 

Key Consultation Findings and Supporting Evidence
Finding Evidence base Implication for facility design

The project preparation financing gap 
and not capital availability, is the 
binding constraint

InfraCredit confirmed over NGN 600 
billion naira in projects were unable to 
reach financial close due to weak 
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Poll results also identified technical 
capacity as the root barrier
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this.
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for group prioritization
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Northern Zone confirmed

The facility design to include 30% 
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Poll findings from both structured polls are summarised within the evidence base column above. Full poll 
results will be documented in the comprehensive stakeholder engagement plan to be provided at the fully 
developed proposal stage.
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ANNEX - Initial Gender Analysis 

Gender Equality and Women's Empowerment
The programme is designed to be gender-responsive and aligned with the Adaptation Fund 
Gender Policy. A minimum of 30% of supported enterprises will be women-led or women-owned. 
This target is grounded in demonstrated demand that 87.5% of women-owned enterprises in 
Nigeria require financing at the lower end of the market. Targeted outreach, pre-application 
advisory sessions and gender-responsive eligibility processes will be provided to address barriers 
faced by women in accessing finance and technical support. Gender considerations will be 
integrated into project selection, design, and monitoring. Gender-disaggregated data will be 
collected and reported at every milestone. All of these activities will ensure that women are not 
only beneficiaries but also active participants in climate adaptation investments, contributing to 
inclusive and equitable outcomes. Beyond participation targets, the programme is expected to 
enhance women’s economic resilience by improving access to finance, strengthening business 
continuity under climate stress, and enabling women-led enterprises to scale climate-resilient 
operations. This contributes to long-term empowerment and reduced vulnerability to climate-
related shocks.

How Climate Change Affects Women and Men Differently
Women in Nigeria face disproportionate and compounding climate vulnerability relative to men. 
Limited access to productive resources, restricted decision-making power and social norms that 
constrain mobility and economic opportunity mean that women bear a greater share of the burden 
of climate shocks [9]. In agriculture, land is predominantly allocated by male community members, 
giving women access to less productive plots that are more exposed to drought and further from 
reliable water sources. Women therefore experience the effects of water stress earlier and more 
acutely than male counterparts and the agricultural gender gap in Nigeria is already estimated at 
30%, a figure projected to widen as climate events intensify [10]. In the Southern Zone, research 
in riverine communities documents how climate-induced flooding creates acute economic and 
social disparities for women traders, with livelihood disruption, stock loss and limited access to 
market information compounding existing gender inequality [11]. In the Northern Zone, the 
intersection of heat stress, erratic rainfall and conflict-related displacement places additional 
pressure on women in agricultural and pastoral communities, reducing access to early warning 
systems and climate-resilient farming support [12].

Access to Finance: Women-Led Compared to Men-Led Enterprises
The finance access gap between women-led and men-led enterprises in Nigeria is significant and 
well evidenced. As of 2023, only 47% of adult women in Nigeria accessed formal financial 
services, compared to 58% of men, a gap driven by cultural norms, lower literacy levels and 
limited access to financial information [13].

For women-led MSMEs, specifically the barriers are structural. 87.5% of women-owned 
enterprises require financing at the lower end of the market, yet commercial bank loans are on 
average 40 times larger than the loans available from microfinance institutions, leaving the 
majority of women-led MSMEs either unserved or dependent on informal savings mechanisms 
[14]. Collateral requirements, balance-sheet documentation standards and the absence of 
gender-responsive lending products further exclude women-led enterprises from the mainstream 
financing channels available to men-led counterparts.



How the Facility Responds
The BOI facility addresses these structural barriers at each stage of the preparation and 
investment readiness process. Application processes under Component 2 are designed as 
gender-responsive processes with pre-application advisory. US$ 100,000 is ring-fenced within 
Component 2 for gender-responsive outreach and pipeline development across both programme 
zones. These will be delivered through women's enterprise networks, cooperative bodies and 
gender-focused associations. Transaction and lender advisory specialists deployed under 
Component 3 provide tailored advisory to women-led enterprises pursuing financial close, 
specifically addressing the lender risk perceptions and documentation barriers that 
disproportionately prevent women-led enterprises from converting investment readiness into 
signed financing agreements.

Risk Identification - Gender Disparities
Extracted from the Potential Risks and Mitigation Approaches table, Section H:

Potential Risk Mitigation Approaches

Gender disparities Application and eligibility processes that are gender responsive. 
US$100,000 ring-fenced for gender-responsive outreach. Tailored 
transaction advisory for women-led enterprises under Component 3. 
Gender-disaggregated tracking at every milestone.
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30th March 2026
The Adaptation Fund Board
c/o Adaptation Fund Board Secretariat
Email: Secretariat@Adaptation-Fund.org
Fax: 202 522 3240/5

Endorsement for the Partially Repayable Project Preparation and Adaptation
Investment Readiness Facility

In my capacity as the Designated Authority for the Adaptation Fund in Nigeria, I confirm that the above
national programme proposal is in accordance with the Government of Nigeria’s priorities in implementing
adaptation activities to reduce the adverse impacts of, and risks posed by, climate change.

The proposed programme is aligned with Nigeria’s national climate adaptation priorities, including
strengthening adaptive capacity, supporting climate‑resilient livelihoods, and improving access to adaptation
finance for vulnerable groups, particularly women‑led enterprises and enterprises operating in
climate‑vulnerable regions. The project addresses a critical gap in adaptation financing by supporting
upstream project preparation and investment readiness, thereby enabling scalable, enterprise‑led adaptation
investments.

Accordingly, I am pleased to endorse the above programme proposal for support from the Adaptation Fund. If
approved, the project will be implemented by the Bank of Industry (BOI), Nigeria, as the National
Implementing Entity, and executed by the Bank of Industry (BOI) in collaboration with relevant national
stakeholders and partners

Sincerely,

Dr. Tenioye Majekodunmi LLM (Warwick), BL
Director-General
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