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Turning Water Into Opportunity: A New Model for Rural Agricultural Development

In rural Tanzania, a water point is more than infrastructure, it is the seed of an economic transformation. This
report documents how CultivAid, Innovation Africa, and Water4Mercy are working together to make that
transformation real: converting solar-powered water access into drip-irrigated demonstration farms, market
connections, and measurable income gains for smallholder families across the Dodoma and Singida regions.

In 2025: 11 sites were active. 600+ farmers trained. 170,000+ seedlings delivered. 3 sites handed to
community ownership. 4 new sites established. Farmer incomes up 5X. In 2026, the program takes its next
step, from demonstration to market, building farmer networks, input supply chains, and crop aggregation
systems that make agricultural prosperity self-sustaining.

CultivAid Innovation Africa Water4Mercy
Empowering Farmers Through Water and Energy for Water, Food, Hope
Knowledge and Markets Development www.waterdmercy.org
www.cultivaid.org www.innovation-africa.org
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Executive Summary

When Alex first visited CultivAid’s demonstration plot in Mapinduzi village, he was a subsistence farmer
harvesting 1,500 kg of tomatoes a season, barely enough to sustain his family. Three years later, following
his participation in the Tanzania AgriCluster Program, his income has increased tenfold. His children are
in school. He has expanded his land and bought a motorcycle. His farm has become a reference point for
the entire community.

Alex’s story is not an exception. It is the model. And in 2025, that model reached over 600 farmers across
11 active demonstration sites in the Dodoma and Singida regions, delivering measurably higher yields,
lower input costs, and a new sense of hope for what farming can provide.

The Tanzania AgriCluster Program operates at the intersection of water, agriculture, and markets. Built on
solar-powered water infrastructure installed by Innovation Africa and funded by Water4Mercy, CultivAid
establishes drip-irrigated demonstration plots in partner villages, turning water points into productive
agricultural catalysts. In 2025, as part of the AgriCluster program CultivAid distributed over 170,000 high-
quality hybrid seedlings through a unique subsidy program that reached over 100 farmers. Farmers are
connected via an agri-agent based network, as a model that builds capacity, not dependency. Together,
the integration of reliable solar-powered water access, a targeted seedling subsidy program, and practical
demonstration plots creates a comprehensive ecosystem that enables farmers to build skills, increase
productivity, and transition toward sustainable market-oriented growth.

The program is now at an inflection point. With the foundational demonstration model validated and
community ownership proven, 2026 marks the transition to a fully market-oriented program: organized
farmer networks, expanded input supply systems, and crop aggregation pathways that connect
smallholders directly to commercial buyers. The opportunity ahead is notincremental. It is transformational.

2025 KEY RESULTS AT A GLANCE

600+ 170,000+
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Program Overview

The Tanzania AgriCluster Program is built on a simple but powerful insight: in villages where Water4Mercy
and Innovation Africa have already solved the problem of water access, the infrastructure for an agricultural
transformation is already in place. CultivAid’s role is to activate it.

Drawing on the Agricultural Helix framework developed at AITEC Dodoma, the program integrates three
systems that are often addressed separately:production, inputs, and markets, into a single, coherent
model. Farmers don’t just learn better agricultural techniques; they get access to better seeds and
seedlings, irrigation equipment, pest management technologies, and market access for their produce,
along with a community of peers who are all moving in the same direction.

The result is a program that does not require farmers to take a leap of faith. They can see the results of
drip irrigation and hybrid seedlings on the demonstration plot before committing their own land. They can
buy inputs at fair prices through their local Agri-Agent rather than travelling to distant markets. And they
are provided a pathway to market: opportunities to grow based on demand, with contracts rather than
relying on chance that someone will buy their produce. Each element reinforces the other, and the evidence
from 2025 shows the system works.

Partner Organizations

CultivAid Innovation Africa Water4dMercy (W4M)

Implements the AgriCluster
program: demo sites, farmer
training, seedling supply, Agri-
Agent network, and market

Installs and maintains solar-
powered water points in rural
villages, providing the
infrastructure foundation for

Funding partner that supports village
water infrastructure and new village
sites, enabling the W4M/IA/CultivAid
partnership model.

development. AgriCluster demo sites.

Program Model

*  WaterdMercy (W4M) approves and funds village water infrastructure
* Innovation Africa installs a solar-powered water point in a selected rural village
+ CultivAid establishes a drip-irrigated demonstration plot adjacent to the water infrastructure

+ A farmer group is formed and trained in modern agronomic techniques, irrigation management,
and business practices

* High-quality hybrid seedlings are provided to farmers through the Agri-Agent distribution network

» After a 1 year demonstration period, the site is transitioned to community ownership and
management

* The supply line of seedlings and inputs ensures on-going communication and enables a self
sufficient systems that provides extension support for farmers.

* The AgriCluster network expands to Market as farmer groups are formed and market oriented
aggregation is established.
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2025 Program Sites

Active Demonstration Sites

The following table summarizes all operational sites active during 2025:

Site / Location District ‘ Est. Year Status (2025) Core Group  Trainings HeldFarmers Engaged‘
Mkoka Dodoma 2024 Handed Over 10 12 20
Mugu Dodoma 2024 Handed Over 9 12 30
Mabalangu Dodoma 2024 Handed Over 10 12 100
Manzilanzi Dodoma 2025 1st year operaiton 17 6 106
Malichela Dodoma 2025 1st year operaiton 15 6 90
lyoyo Dodoma 2025 1st year operaiton 11 6 87
Singida AgriCluster = Singida 2025 1st year operaiton Community group 3 63

Site Handovers: Proof That the Model Builds Lasting Capacity

The handover of sites to local community management is among the program’s most significant
achievements, not because the sites close, but because they continue without us. Groups of 8 to 10
farmers are managing their plots, running their own seasons, and applying the techniques they learned.
This is what sustainable impact looks like: not a dependency on external support, but communities that
have genuinely internalized a new way of farming.

Learning From Earlier Sites

Honest assessment of sites established between 2022 and 2023 reveals a more complex picture and
provides critical design intelligence for the next phase. Four sites (Ndebwe, Mazengo-Handali, Mapinduzi,
and Huzi) remain active. One (Maseya) became inactive after group funds were distributed and the plot
owner reclaimed the land. An additional site that was not established by CultivAid is partially active with
low production levels. The common threads in challenged sites, shrinking group membership, water
availability constraints, and challenges in production. They are solvable problems. The 2026 program
design directly addresses each of them through the expansion of the seedling subsidy program to these
villages, creating a simple mechanism that ensures ongoing communication and technical support while
strengthening coordination with Innovation Africa.

Village Est. Handover Operational Active Production Key Constraint

Status Members Level

Ndebwe Active (Recovery Moderate Water availability + land tax
Phase) dispute
Mazengo- 2022 | 2023 Active 15 Interrupted, set Damaged water storage,
Handali (Constrained) to resume being fixed.
Mapinduzi 2022 | 2023 Active (Partial) 8/24 Moderate Water availability
Maseya 2022 | 2023 Inactive 0 None Group dissolution + land
repossession
Huzi 2022 | 2023 Active (Low 7 Low Low production requires
Yield) agronomic support
Mwinyi 2019 | - Active (partial) 8/20 Low Low production requires
agronomic support, access
to inputs and water issues.
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Training Approach

The best agricultural training is not a lecture, it is in the field, where a farmer can see, touch, and compare.
Each site is supported by a resident plot manager and regular visits from a CultivAid agronomist throughout
a full growing year. Structured sessions cover irrigation management, pest and disease control, soil fertility,
and post-harvest handling. Field days at the demonstration plots turn theory into observable reality, and
on-site visits during the growing season ensure what was learned is actually applied. The model is
designed to convert knowledge into practice, and practice into habit.

In total, the program delivered over 60 structured training sessions at the 7 actively operated sites, reaching
over 600 individual farmers across all sites. Particularly striking is the performance of the three new W4M
sites: Manzilanzi, Malichela, and lyoyo that collectively engaged 283 farmers in their very first year of
operation, a sign of the adjusted program’s execution and a genuine demand by the communities.

Seedling Subsidy Program & Agri-Agent Network

Access to quality seeds should not be a privilege. Yet for most smallholder farmers in rural Tanzania, local
nursery seedlings mean unpredictable germination, early losses of up to 50%, and harvests that never
reach their potential. The AgriCluster Seedling Subsidy Program changes that equation, putting certified
hybrid seedlings in farmers’ hands at subsidized prices, through a network of trusted local Agri-Agents,
with no need to travel to distant urban markets.

2025 Seedling Distribution Results

In 2025, five Agri-Agents were operating across Mapinduzi (Mlimwa), Nkulabi, Mabalangu, Dodoma Town,
and Handali. The results speak directly: yields tripled in Mapinduzi. They quadrupled in Nkulabi. Across
each location, farmers reported lower pesticide costs and cases of adoption of drip irrigation were
documented, a technology they first encountered at the demonstration site, and chose to invest in..

Agri-Agent ‘ Location Farmers ‘ Seedlings Impact

Alex Mapinduzi 20 60,000 Yields tripled; drip irrigation adopted
Emmanuel Nkulabi 10 12,000 Yields increased 4x; livelihoods improved
Christian Mabalangu 12 30,600 Increased yield; reduced pesticide costs
Salvatory Around Dodoma 25 62,000 Increased yield; reduced pesticide costs
Constantine = Handali 5 7,000 Increased yield; reduced pesticide costs

The Agri-Agent Model

An Agri-Agent is not simply a distributor. They are a trusted neighbour, a trained agronomist, a business
owner, and a market connector, all in one. By embedding trained local entrepreneurs within their own
communities, the AgriCluster program eliminates the gap between a farmer who wants better inputs and
the supply system that can provide them. Agri-Agents know their customers by name, understand their
plots and constraints, and are incentivized to deliver real results rather than just transactions. Each Agent
is connected to CultivAid’'s network and receives ongoing training, building a cadre of rural agricultural
entrepreneurs who are themselves growing alongside the farmers they serve.
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Nursery Customer Survey

A total of 64 customers were surveyed. All customers placed orders between July and October 2025.
45 of the 64, 70%, were from the villages taking part in the AgriCluster program. The average farmer
from the subsidy program ordered around 2,000 seedlings for an average land area of 0.36 acres. While
the non-subsidy farmers ordered around 4,500 seedlings per order. Tomato was the most popular crop
with over 75% of farmers ordering tomato seedlings.

70% 100% 60% 1.8MTZS/ ~5MTZS/

I T R S

Farmers Part of Agri Rated Seedlings Improved Avg. Income Avg. Income per
Surveyed cluster Excellent and would Yield reported per acre
Multiple wards program reorder vs. last
Multiple season

While 100% of the farmers surveyed said they would order seedlings again and 100% indicated that the
seedlings were of excellent quality, around 85% indicated that their harvest was better than last year.
The 15% with lower crop yields mostly reported that it was a result of pest or poor water quality (salinity),
while one farmer indicated blossom end rot and another reported that he had purchased poor quality
seeds from an external source.

Extension and Training Support

Of the 64 respondents, 28 (43.8%) reported having received extension, technical, or training support
during the season. Every single one of these farmers rated the training as "Very Helpful", a 100%
helpfulness rating with no neutral or negative responses. The 56.3% who did not receive support
represent a significant unmet need and a direct program opportunity.

Training Metric Value

Farmers who received training support 28 (43.8%)
Farmers who did not receive support 36 (56.3%)
Helpfulness rating among recipients 100% "Very Helpful"
Willing to pay for future training (Yes) 60 (93.8%)

Suggestions for Improvement

Despite their high satisfaction with seedling quality, farmers are clear about what they want from the
program. When asked to select their top suggestion for improvement, 43.8% identified market
connections as the priority, followed by training and extension support (40.6%), input supply including
fertilizer and pesticides (14.1%), and soil and water testing support (1.6%).
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Program Improvements
soil and water testing

1%
Supply of input °

14%

~\

Market connections
44%

training and
extension
41%

Estimated Economic & Food Security Impact

In 2025, the AgriCluster program directly reached 600+ farmers. This section estimates the economic value
and food production generated as a result of the program. The estimates are conservative assumptions
grounded in documented farmer outcomes and standard agronomic benchmarks for hybrid vegetable
production in Tanzania. To support this data, a phone survey was conducted to quantify yields and revenue
of farmers in the program. Revenue figures are expressed in USD (exchange rate: TZS 2,600 = USD 1).

Methodology & Assumptions

Assumption Value / Basis

Baseline Yields 2—4 tons / acre (Tomato, sweet pepper, cabbage)

Average yield per hybrid seedling 2.0 kg per seedling (conservative; tomatoes, peppers, mixed
vegetables), equivalent of 15 ton/acre

Yield improvement factor (program 3-5x

vs. local seeds)

Average farm gate price TZS 400 / kg (~USD 0.15/kg)

Seasons per year at demo sites 2 seasons per year

Nutritional coverage assumption 1 person fed for 1 year requires ~100 kg of vegetables

Page 7 of 13



Tanzania AgriCluster Program | Annual Progress Report 2025  CultivAid » Innovation Africa « Water4dMercy

Estimated Food Production

Fresh vegetables are both an economic commodity and a nutritional necessity. The program generated
food through two channels: farmers producing from subsidized hybrid seedlings, and demonstration sites.
The table below converts that activity into tons of food and the number of people whose annual vegetable
needs those tons represent.

Source Calculation Estimated Produce Equiv. People Fed

Seedling Subsidy Program 170,000 seedlings x 2.0 = ~340,000 kg (~340 ~3,400 people /

(170,000 seedlings) kg/seedling tons) year

Demo Sites (11 sites, 2 11 sites x 0.25 acres x ~110,000 kg (~110 ~1,100 people /

seasons) 20 t/acre x 2 seasons tons) year

TOTAL ESTIMATED ~450,000 kg (~450 ~4,500 people /
tons) year

Estimated Incremental Economic Revenue

Impact extends beyond what is grown, it is measured in what farmers earn. The table below presents both
total estimated income and the incremental value generated by the program: the difference between what
participating Agri Cluster farmers earned compared to a baseline without it. This is the value the program
directly created.

Level Scenario  Yield Revenue Revenue per year
(kg/plant) (TZS) ?(USD)
Per Plant Baseline 0.4 160 0.062
AgriCluster | 2.0 800 0.308
Increment 640 0.246
Per Acre (est 10,000 plants  Baseline 1,600,000 615
per acre)
AgriCluster 8,000,000 3,077
Increment 6,40,000 2,462
Per Farmer (2000 seedlings) Baseline 320,000 123
AgriCluster 1,600,000 615
Increment 1,288,000 492
Program (170,000 seedlings) Baseline 27,200,000 10,462
AgriCluster 136,000,000 52,308
Increment 108,800,000 41,846
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What the 2025 Program Actually Delivered

e ~450 tons of fresh vegetables produced, enough to meet the annual nutritional needs of around
4,500 people

* ~USD 42,000 in net new income for farmers, money that would not exist without this program,
now flowing into school fees, livestock, land, and family futures

* Up to 5% income growth for individual farmers

These are conservative, boftom-up estimates based on program data and verified case studies. They capture direct
participants — the ripple effects on household nutrition, community spending, and neighbouring farmers who observe
and adopt improved practices are real but not counted here.
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Voices From the Field

Behind every data is a farmer who made a decision to try something new. The stories below are real. The
numbers are verified. They are included not as illustrations, but as evidence of impact of the Agri Cluster
program.

Alex — Mapinduzi, Dodoma Region

4 years ago, Alex farmed the same half-hectare as his neighbors, relying on rainfall and local
nursery seedlings. Each season he harvested around 1,500 kg of tomatoes — rarely enough. That
changed in 2022 when he joined a demonstration plot in Mapinduzi village.

With AgriCluster support, Alex installed drip irrigation, switched to high-quality hybrid seedlings,
and learned proper staking and pruning techniques. His harvest tripled to 4,500 kg per season,
and his income grew from 500,000 TZS to over 6,000,000 TZS. His children are now in school. He
has expanded his land, purchased a motorcycle, and his plot has become a local model for what is
possible.

“Since | started using quality seedlings, my production and income have improved. | have
invested in my family’s future through land, livestock, and education. | am deeply grateful
for the support that has restored my confidence in farming and given me hope for
continued growth.”

Yoram — Nkulabi, Dodoma Region

Every season before planting, Yoram spent eight weeks preparing his own nursery from local
seeds. Germination was unpredictable, losses were high — sometimes half his seedlings did not
survive. He first heard about the AgriCluster program through a field day in 2024.

Yoram made two changes: he adopted drip irrigation and began accessing high-quality seedlings
through the AgriCluster supply system. That shift saved him eight weeks of preparation every
season and reduced early crop losses from 50% down to 10%. By 2025, he was harvesting 4,500
kg of tomatoes from 0.1 hectares — more than double his previous yield.

“The training I received on pest and disease control completely changed how | manage my
crops. | now know the right practices to protect my plants and ensure healthy growth,
which has greatly improved my yield.”

&
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2026: From Demonstration to Market

The question in 2025 was: can the AgriCluster model work? Can the village-based demonstration sites
evolve into farmer impact hubs, starting with quality seedlings, strengthened by extension support, creating
a pathway for market access and sustainability? The answer, documented across 11 sites and
hundreds of farmers, is yes.

The question in 2026 is bigger: can it scale? Can it become financially self-sustaining? Can increased
productivity translate into reliable, season-after-season income growth because farmers are connected to
markets that actively demand what they produce?

The next phase is no longer about proving productivity. It is about strengthening aggregation, deepening
market partnerships, building input supply systems, and ensuring that higher yields consistently translate
into higher incomes. 2026 is the year the AgriCluster moves from successful demonstration to
structured market integration.

Component 1: Demonstration & Village Operations

Three sites, lyoyo, Malichela, and Manzilanzi, will be operated to grow by CultivAid and handed over,
serving simultaneously as working farms, training centers, and demonstrating what is possible. Three new
additional sites will be established in Dodoma. The site established in Singida will be operated by CultivAid
for the entire year and supported with an on-site agronomist, serving as a regional hub to strengthen
agriculture in the Singida region. CultivAid will increase engagement with all past village sites, expanding
the Agri-Agent network, seedling and input supply, and market connectivity to farmers.
2026 Targets:

* 3 demo sites (lyoyo, Malichela, Manzilanzi) fully operational through 2 seasons

* 3 new demo sites to be established

» 30+ training sessions total: 1,000+ farmers trained and applying improved practices

+ 6 farmer field days conducted (1 per site)

+ ldentification of irrigation schemes and farmer production areas for pilot programming

Component 2: Seedling Subsidy Program & Agri-Agent Network

In 2026, the Agri-Agent network aims to grow to 20 agents, reaching at least 300 farmers with 600,000
seedlings, more than doubling the program’s direct input reach. Alongside the established network,
CultivAid will identify 2—3 high-potential new markets, such as major irrigation schemes and production
areas around Dodoma, where demand for quality inputs exists but supply does not. These are the entry
points for the next phase of AgriCluster expansion.
2026 Targets:

» 20 Agri Agents trained and operational

* 600,000 seedlings produced and distributed through the AgriCluster system

» 300 farmers reached with subsidized seedlings; 50+ return customers established

+ 2-3 new irrigation scheme markets identified for expansion

Component 3: Market & Value Chain Development

Farmers growing 3-4X more produce than before face a new challenge: selling it. The third component of
the 2026 program closes that gap. CultivAid will conduct market assessments across the Dodoma region,
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mapping which high-value crops have real buyer demand, at what prices, and in what volumes. Two
aggregation pilots will test whether the AgriCluster network can function as a reliable supply source for
commercial buyers, starting with Habanero peppers through a partnership dialogue with Darsh industries,
and expanding to other crops as evidence develops.

In parallel, AITEC Dodoma will expand the input supply system beyond seedlings into crop protection
technologies, protective gear, and farm and irrigation equipment, with the Agri-Agent network as the
distribution arm. The practical question being answered in 2026 is this: can the same network that delivers
seedlings also deliver full input packages, aggregate harvests, and connect farmers to buyers? If yes, the
model becomes something far more powerful than a demonstration program. It becomes integrated into
value chains.

2026 Targets:
» 2 aggregation pilots launched for high-value crops
* 100 farmers engaged in market-oriented production
» 2 postharvest/quality-control trainings delivered to farmers and Agri Agents

2026 TARGETS AT A GLANCE

14 1,000+ 600,000+ 4 3

Demo Sites Farmers Engaged Seedlings Distributed Sites Handed New Sites
Active Training & field days To 300 farmers (0)/:14 Established

Dodoma & Community- Capacity Building
Singida operated

2026 Agri-Agent Program: Projected Farmer & Village Impact

Based on 2025 results and the expanded Agri-Agent network planned for 2026, the following projections
estimate the expected reach, food production, and economic impact of the program at the farmer and
village level. All projections use conservative yield benchmarks derived from documented 2025 farmer
outcomes.

2026 Agri-Agent Program — Full-Year Projections

» 300 farmers reached with subsidized hybrid seedlings across 13 Agri-Agent clusters

* 600,000 seedlings produced and distributed; total estimated produce: ~13,000 tons of
vegetables (seedling program + demo sites)

* ~USD 150,000 in estimated incremental farmer income across the Agri-Agent network

* ~13,000 people’s annual vegetable needs met through program-supported production

Note: Projections based on 2025 benchmarks (15 t/acre yield, TZS 400/kg price) applied to 2026 planned farmer
numbers. Actual outcomes depend on rainfall, market prices, and farmer adoption rates. Upside scenario (4% yield
improvement) would yield over 15,000 tons and more than USD 200,000 incremental income.
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Projected Village-Level Impact (per Agri-Agent Cluster, 2026)

Each Agri-Agent serves an average cluster of ~20—-25 farmers in their village. The table below projects
aggregate impact at the village cluster level:

Indicator Per Agri-Agent Cluster (20-25 Program Wide

farmers)
Seedlings distributed per village / agent ~30,000 seedlings ~600,000 seedlings
Food produced / year 60 tons 1,200 tons
Incremental income generated / year ~TZS 26,000,000 (~USD ~TZS 520,000,000 (~USD

10,000) 200,000)

People whose veg needs are met (100 ~600 people ~12,000 people
kg/person/yr)

The Path to Self-Sustaining Impact

The goal was never to run demonstration farms indefinitely. It was to prove a model that is clear enough
that it could replicate itself, through community ownership, commercial viability, and a network of local
entrepreneurs who have more reason to grow the system than to wait for external support. The Agri-Agent
network demonstrated that last-mile delivery can be commercially structured. The 2026 market
development work will demonstrate that the supply chain can close the loop.

As each piece falls into place, CultivAid’s role in the system evolves: from operator to convener, from
instructor to quality standard-setter, from funder of inputs to manager of a network that increasingly funds
itself. The business plan being developed in 2026 will define what a fully scaled, market-integrated
AgriCluster looks like in 2027 and beyond, and what it takes to replicate it across Tanzania and the broader
East Africa region.

Thank you for your continued partnership and support.

For questions about this report, please contact CultivAid Tanzania:
Tomer Malchi | Tomer.Malchi@cultivaid.org | www.cultivaid.org
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