
57

3
Cases from Tanzania
Soil and water conservation on the slopes of  Kilimanjaro

HEM Trust Fund, Tanzania

The Eotulelo farmer field school: Learning and promoting conservation agriculture
CA-SARD project, Tanzania

Organic farming in Karagwe District
Community Habitat Environmental Management, Tanzania

Networking for sustainable agriculture
PELUM-Tanzania



58

3  Cases from Tanzania 

Soil and water conservation on the slopes 
of Kilimanjaro

HEM Trust Fund, Tanzania

At over 5000 metres high, the rounded, snow-capped peak of  Mount Kilimanjaro is 
a symbol of  the whole of  Africa. The forested slopes of  the National Park rise up to 

the peak, above the plains of  northern Tanzania. Slightly lower down the slope, at altitudes 
between 1000 and 1500 metres, farmers grow crops on the fertile soil: coffee, bananas, and 
fodder trees and grasses. Further down still, as the slopes merge into the drier plains at altitudes 
of  750–1100 metres, they grow maize and beans. They also keep goats and dairy cattle. 

The soil is fertile, and the rainfall is relatively good for Tanzania: around 1800 mm a year in 
the coffee-growing area, and about 800 mm in the maize/beans area. The area has some of  
the highest population densities in Tanzania: 650 people/km2 in the coffee-growing area, 
and 350 people/km2 in the maize/beans zone. 

The main problem farmers face in the maize/beans zone is soil erosion. Farmers here gen-
erally own between 0.5 and 2.5 acres (0.2–1 ha) of  land. After harvesting their maize and 
beans, they remove all of  the crop residues to feed to their animals. That leaves the soil bare, 
and gullies form easily when it rains heavily. The water does not seep into the soil, so there 
is not enough moisture in the soil to support a crop through a dry spell. The water runs off  
instead, carrying valuable topsoil with it. Farmers cannot afford to apply expensive fertilizer 
to maintain their crop production. Declining yields are the result, leaving farm families with 
less to eat and less money in their pockets.

HEM Trust Fund
HEM Trust Fund is an NGO based near the town of  Himo, in Moshi District, close to Mt 
Kilimanjaro. HEM stands for Himo Environmental Management; it focuses on improving 
the livelihoods of  small-scale farmers in the three districts around Mt Kilmanjaro: Moshi, 
Hai and Rombo. Its work involves managing and protecting the natural resources (land, water 
and vegetation) in the area, introducing ways to improve small-scale farms, and promoting 
income-generating activities such as beekeeping, fish farming, poultry, dairy cows, tree nurs-
eries and biogas production. The organization was officially registered in 1998 but has been 
working in the area since the early 1990s. 

HEM manages several types of  activities: 
•	 Tree nurseries  This helps individuals, groups of  farmers and institutions such as 

schools and churches to start tree nurseries. They can grow seedlings of  fruit trees and 
fodder species to plant themselves or to sell to others.
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•	 Improved stoves  This promotes the use of  energy-saving wood stoves among the 
farmers. The aim is to reduce the number of  trees cut for fuel, and to reduce the amount 
of  time women have to spend fetching firewood.

•	 Furrow rehabilitation  Farmers have a traditional system that leads water from rivers 
into their fields to irrigate vegetables and other crops. HEM is helping improve this sys-
tem by lining the canals with cement, so reducing the amount of  water lost and allowing 
farmers to produce up to three crops a year.

•	 Soil and water conservation  It promotes soil and water conservation measures to 
boost soil fertility and increase productivity and farmers’ income (see below).

HEM promotes these activities in various ways, including training and demonstrations on 
farmers’ fields. HEM has a regular training programme offering short courses to farmers on 
the topics listed above, as well as other new technologies.

Soil and water conservation
This is HEM’s biggest and most important type of  activity. The NGO promotes various soil 
and water conservation technologies: 
•	 Contour farming – ploughing and growing crops along the contour rather than up and 

down the slope.
•	 Grass strips – planting grass strips to break the flow of  water down the slope.
•	 Mixed cropping – planting a mix of  crops to protect the soil from heavy rain and to 

maintain soil fertility.
•	 Crop rotation of  maize, tomatoes, and nitrogen-fixing legumes such as groundnuts and 

beans to prevent the build-up of  pests, diseases and weeds, to improve the soil structure 
and to maintain fertility.

•	 Mulching – using crop residues to protect the soil surface, prevent erosion and conserve 
moisture in the soil.

•	 Fanya juu – a trench dug along the contour, with the soil piled into a ridge upslope to 
control water flow, prevent erosion, and encourage the natural formation of  terraces. 
The ridges are planted with grass and trees to stabilize them. Fanya juus are useful on 
gentle to moderate slopes of  up to 8% gradient.

•	 Terracing – moving large amounts of  soil to form a series of  flat terraces suited for 
irrigation. Terraces are appropriate for steeper slopes, up to 13% gradient.

•	 Check dams – barriers across a gully or stream to slow down the flow of  water, so 
preventing further erosion. 

All these technologies aim to reduce erosion, conserve and improve the soil fertility, and 
keep water in the soil where crops can use it.

To use the conservation techniques correctly, farmers have to know how steep the slope is: 
steeper slopes mean terraces or fanya juus have to be closer together. They also have to mark 
out contour lines so they can plough along the contour, plant grass strips, or construct fanya 
juus or terraces. HEM teaches them how to use a spirit level to measure the slope and mark out 
contours. It also teaches how to use the various soil and water conservation techniques.
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The farmers do all the work themselves. HEM provides training, technical support, advice,  
and an initial set of  planting materials such as fodder tree seedlings and grass seeds, and lends 
equipment such as spades and spirit levels. It does not provide any form of  payment.

Introducing innovations
How has HEM introduced the soil and water conservation techniques to the villagers on the 
slopes of  Kilimanjaro? How has it managed to convince them to invest a lot of  time and 
effort in these new practices?

HEM realized that erosion might be a problem in the area because of  the amount of  soil 
being washed down the rivers: they were brown with mud every rainy season. HEM staff  
made an initial visit to the villages on the mountain slopes to get an idea of  the situation. 
They discussed the problem with government technicians responsible for agriculture, forestry 
and community development in the area. 

The area has 19 villages, each with 350–500 families. HEM selected eight of  the villages 
closest to Himo, and invited two leaders (the chairman and secretary) from each village to 
attend 2–3 days of  training on soil and water conservation at the HEM training centre in 
Himo. The Ward Secretary and Divisional Secretary (representing the next two higher lay-
ers of  local government) also attended the training. The training covered various methods 
of  controlling erosion and restoring soil fertility, using a combination of  classroom discus-
sions and visits to trial plots on the 2.5-acre HEM experiment farm. This farm has plots 
for demonstrating banana cultivation, contour farming, fodder production, and various 
conservation structures.

The leaders were impressed by what they saw. They invited the HEM technicians who cov-
ered various specializations (agriculture, natural resources, livestock, water and community 
development) to visit the villages to advise the local people on how to implement these ap-
proaches on their own land. The village leaders called several meetings with all the villagers 
to discuss the problem facing the village. The leaders described the problem of  erosion to 
the meeting participants, and then invited the technicians to discuss it in more detail. 

The local people were interested. HEM conducted a detailed participatory rural appraisal in 
each village. During these appraisals, local people said that poor yields and low productivity 
were their most important problem, and identified soil erosion as the cause. HEM agreed to 
support a soil and water conservation programme in the villages.

People in each village established a soil and water conservation committee, responsible to 
the village government. These committees have the task of  raising awareness about erosion 
among local people, persuading farmers to adopt soil and water conservation measures, ar-
ranging training, planning, monitoring and implementing village-wide conservation works, and 
so on. The village extension worker (see next paragraph) acts as secretary to the committee. 
The committee is given tea or soda, but does not receive any payment. 

The villagers nominated one farmer from each village as a village-level extension worker to 
receive extra training. HEM gave the extension workers a month’s training at the HEM centre 
in Himo on tree nurseries, agroforestry, rehabilitation of  irrigation furrows, soil and water 
conservation, zero grazing, improved stoves, and training methodologies. HEM paid these 
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extensionists TSh 10,000 (about US$10) per month for the first two months and provided 
them with a bicycle. After this, the extensionists received no cash payment, but were excused 
from “kazi jumuia” (compulsory community work). (According to local by-laws, all villagers are 
required to work one day a week on community activities such as road maintenance or school 
building. The village government in this area is strong, so is able to enforce such rules.)

HEM also organized a study visit for village leaders and extension workers to nearby areas 
where farmers were already practising soil and water conservation.

HEM technicians and the village’s extension worker then trained farmers in each village 
how to implement the various technologies. They provided practical training on one of  
the participants’ farms. Training covered topics such as marking out contours using a spirit 
level, constructing fanya juu contour bunds, types of  fodder grasses and trees, planting and 
maintaining fruit trees, etc. Farmers could choose which courses they wanted to attend. Each 
training course lasted 1–4 days. In 1996, the first year of  the programme, 1140 farmers at-
tended such courses. 

HEM and the village extension workers have conducted further courses since then. The vil-
lage secretary collects names of  farmers who are interested in further training. The extension 
workers train these farmers in small groups or on an individual basis. They can call in HEM 
technicians if  necessary to assist with the training. 

HEM is in regular contact with the extension workers. It provides short courses for the 
extensionists, and the extension workers write a report every month to HEM about their 
activities. HEM obtains information on improved technologies, new crop varieties, etc. from 

Figure 12	 The villagers have adopted a range of soil and water conservation methods
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local research institutes and other NGOs working in the area, and passes this on to the village 
extension workers. This information may be in the form of  brochures or newsletters, visits 
by HEM staff  to the villages (or by the extension workers to HEM), and quarterly meetings 
at HEM centre with all eight extension workers. HEM is starting to provide information to 
the extension workers on market prices for commodities such as banana, tomatoes and other 
vegetables in the markets in Himo and Moshi towns.

In some villages, farmers have formed groups to build fanya juus on each group member’s 
fields in turn. For issues that affect several farmers or the whole village, such as repairing an 
irrigation canal or building checkdams on a stream, the village leadership organizes a kazi 
jumuia to do the work. The village extension worker advises on the work to be done; the 
work is supervised by the village leaders.

Benefits of soil and water conservation
Farmers who have implemented the conservation techniques have seen many benefits. Their 
productivity has risen: maize yields on average have doubled from 6 to 12 bags an acre (from 
1.3 to 2.6 t/ha); sunflower yields have gone up from 5 to 9 bags per acre (from 0.6 to 1.1 
t/ha); and bean yields have risen from 3 to 5 bags per acre (0.7 to 1.2 t/ha).

The majority of  farmers in the area keep cattle – normally one or two cows – that they 
use for milk, manure and to sell for cash. They also keep goats as a source of  meat and for 
sale. They traditionally keep these animals confined in a shed and feed them with cut grass, 
banana leaves and other vegetation. Finding enough fodder used to be a problem. There is 
no free grazing in the area.

Farmers who have adopted soil and water conservation have planted trees such as leucaena, 
calliandra and croton on the bunds, as well as grasses such as Napier grass, desmodium, 
setaria and Pallida. They can feed cut grass and tree prunings to their animals, so milk yields 
have risen: before, a goat yielded an average of  0.5 litres of  milk a day; now the average is 
2.5 litres. An improved cow now produces 7 litres a day, compared to 4 litres previously. 
The farmers sell the much of  their milk to consumers in Himo town. They even have extra 
fodder to sell to livestock keepers in Himo.

Of  the initial 1140 farmers who were trained, 760 (67%) decided to adopt at least some of  
the technologies. Their success encouraged the others to follow suit. By 2005, some 6500 
farmers in the eight villages had applied conservation techniques on over 4200 hectares of  
land.

Starting in 2000, the village governments passed by-laws requiring all the farmers to implement 
soil and water conservation practices. The village authorities fine farmers who do not comply 
– for example, by doubling the amount of  kazi jumuia work they have to do. The sanctions 
may vary from village to village, and are set by the village’s elected representatives, not by the 
villagers as a whole. Before the by-laws were passed, half  of  the farmers were implementing 
conservation measures. Since they were passed, all farmers have begun to do so. 
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Scaling up
Many areas in Tanzania are subject to soil erosion, and would benefit from soil and water 
conservation on a wide scale. HEM is concentrating its efforts on the northern part of  the 
country, on the slopes of  Mt Kilimanjaro – in particular on 11 further villages nearby. Farmers 
in some of  these villages have already started copying techniques they have seen in the HEM-
supported area. HEM is seeking funding to support the scaling up to these new villages.

HEM’s close collaboration with the government has been an important factor in its success 
in the original eight villages. It aims to continue this collaboration in the new villages. It is 
also exploring the possibility of  government funding for this work.

The success of  by-laws in the initial eight villages is an interesting model to pursue. HEM 
discusses this experience with village governments in the new areas. The governments in 
several other villages have invited HEM to train them on soil and water conservation during 
monthly village assemblies. After this training, some farmers have decided to adopt conser-
vation measures. The village governments are waiting to see the results before introducing 
a new by-law.

The “Uhuru Torch”, a government programme to highlight successful development interven-
tions, has visited HEM several times. This generates publicity in newspapers and on radio 
and TV. It also attracts the attention of  local and regional politicians. 

Many other organizations are working in other rural areas in Tanzania: they include NGOs, 
churches, schools, community organizations and government institutions. HEM tries to 
increase their awareness of  soil and water conservation approaches. Sometimes HEM ap-
proaches these organizations, and sometimes they come to HEM. HEM also runs training 
courses on request for staff  of  other organizations, and exchanges experiences with other 
organizations.

HEM produces training manuals and easy-to-understand printed information materials in 
Swahili and English for distribution to farmers in the eight focus villages and other villages in 
the three districts, as well as to other NGOs and educational institutions working on similar 
issues elsewhere in Tanzania. This helps spread the techniques and approaches developed 
by HEM in the eight villages.

HEM technicians visit primary schools and secondary schools in the area. They teach the 
schoolchildren about soil and water conservation and other techniques that HEM promotes, 
and work closely with the agriculture teachers. The children put into practice what they have 
learned on plots in the school’s compound. HEM also arranges training for the teachers to 
familiarize them with problems and techniques of  sustainable agriculture.

The district government is very interested in the approach and the results of  HEM’s work 
in the eight villages. District officials responsible for natural resources and agriculture are 
frequent visitors, and the District Commissioner has paid several visits. National-level of-
ficials, including the Minister of  the Environment, have also come to the area. 

As a result of  these visits, as well as contacts with various other NGOs, research organiza-
tions and development projects focusing on natural resources conservation, the government 
established environment committees in 2004–5 in every village throughout the country. 
These committees are responsible for the conservation of  natural resources in their area. 
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Establishing these committees was part of  a policy change on the environment as a result 
of  work by HEM and many other organizations working on environmental and rural issues 
in Tanzania.

HEM is one of  many organizations working on soil and water conservation in Tanzania. 
By itself, it cannot have a very large impact. But combined with the efforts of  all the other 
organizations, the overall impact on farmers’ livelihoods and on government policy can be 
substantial.

Networking
HEM cooperates closely with other organizations in the area: NGOs such as TATEDO (an 
NGO focusing on energy), the United Nations Development Programme, the Selian Agri-
cultural Research Institute and the Tanzanian Irrigation Project. TATEDO and the Selian 
institute have distributed information about stove-making and improved farming techniques 
via HEM technicians and the village extension workers. HEM hosts university students for 
practicals. HEM staff  have attended training with other organizations in techniques such as 
tree grafting, stove-making, biogas production and animal husbandry. 

The national and district governments second staff  to HEM to assist in the NGO’s pro-
gramme. Arrangements vary: for some, the government continues to pay the staff ’s salary and 
HEM pays an additional allowance and covers operational costs; while for others, HEM may 
contribute all or part of  the salary. Government staff  are motivated by such arrangements: 
they earn extra money from their allowances, and their job satisfaction goes up because they 
are working with a dynamic organization and have a lot to offer farmers. Secondments may 
be full-time or part-time, and may last from 3 months to several years. While they are with 
HEM, these staff  are already influencing their original working sections, and when they 
return, they take with them the approaches and ideas they have learned at HEM. 

HEM benefits from this collaboration in various ways. It is a source of  new ideas and expe-
riences from others working in similar or related fields. HEM staff  have learned new skills. 
HEM works with other organizations on advocacy, for example to promote tree nurseries, 
beekeeping, fish farming and improved banana varieties. Seconded staff  at HEM strengthen 
ties between the government and the NGO, help HEM understand and work with the gov-
ernment, and facilitate solutions to joint problems.

Problems
Marketing  Marketing of  vegetables is a problem for the farmers: all harvest their crop 
of  tomatoes or cabbages at the same time, leading to a glut in the market and low prices for 
these perishable commodities. Possible solutions include identifying new markets, forming 
a marketing group to sell produce to more distant buyers, processing the crop (for example, 
drying the tomatoes), switching to other crops with a more reliable price, planting and har-
vesting at different times to avoid having to sell at low prices during the peak harvest period, 
signing contracts with buyers for a guaranteed price, and so on.
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Funding for HEM  German Agro Action has generously supported HEM’s activities over 
the last few years. But this support is now phasing out. HEM will have to find other sources 
of  funding to support its work. Possibilities include exploring funding from other donors 
or from the central government. It may be possible to charge for training courses, and for 
services such as hosting student practicals. Charging farmers for services is not likely to be 
possible.

More information: contact HEM Trust Fund, hemtrustfund@kicheko.com 

The work of the Himo Environmental Management Trust Fund has been supported by German 
Agro Action.

www.welthungerhilfe.de

mailto:hemtrustfund@kicheko.com
http://www.welthungerhilfe.de/
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The Eotulelo farmer field school: Learning 
and promoting conservation agriculture

CA-SARD project, Tanzania

“Gullies! Gullies! Gullies! If you look this side it is gullies, the other side you see 
gullies, far away you still see gullies, there are no trees! Aaah, it is not possible to 

live here!”� 

The visiting farmers were shocked by what they saw in Likamba village, on the outskirts of  
Arusha, in northern Tanzania. The environment was being destroyed: soil erosion was eating 
into the fields, and herds of  cattle roamed the area, eating whatever they could find. There 
were few trees left: the rest had been cut down for firewood.	

The farmers in Likamba were well aware of  the problem. But what could they do about it? 
They were getting poorer and poorer: the impoverished soil grew little of  their staple crops 
– maize and beans – and they had no other source of  income apart from their cattle. 

In 1997, the villagers came together to discuss what to do. They knew that Regional Land 
Management Unit (RELMA), a development programme focusing on land management, 
was helping people in the nearby village to stop the erosion. The Likamba farmers decided 
to join in. But they found that some of  the people in the other village were suspicious of  
the RELMA programme: they feared that foreigners might take their land. They pulled out 
the trees at night, destroyed the contours bunds that their fellow-villagers had built, and let 
their livestock graze there. 

Disappointed, the Likamba villagers decided to begin their own self-help group in 2001. They 
started off  with 20 members. They copied some of  the RELMA erosion-control technologies 
– tree planting, building contour bunds, as well as ways to earn money such as beekeeping, 
vegetable production and chicken raising. They called their group Eotulelo, which means 
“come and join us” in the local Maasai language. 

The Eotulelo group’s leadership is particularly dynamic. They knew that in order to get as-
sistance from outside, they would have to register as a formal organization. They did so in 
2002. They asked the Selian Agriculture Research Institute (SARI) in Arusha for help. Shortly 
afterwards, in 2004, SARI was starting to implement a project called Conservation Agriculture 
for Sustainable Agriculture and Rural Development Project (CA-SARD). SARI recognized 
that the Eotulelo group was one of  the most active self-help groups in the district, so the 
institute included it in the CA-SARD project. 

The project works through farmer field schools (Box 14), and the Eotulelo group decided 
to use this approach too.

�	 Malimbwi, R.E., et al. 2002. Sustainable land use system: Lessons from Mount Meru. Sokoine University of  Agriculture, Morogoro, 
p. 10.
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What is conservation agriculture?
Gullying and severe erosion are not natural: they are caused by the way the land is farmed. 
Ploughing destroys the soil structure and leaves the soil surface open to the sun, wind and 
rain. The precious topsoil is easily washed away, lowering fertility and leaving the surface 
scarred with gullies.

Conservation agriculture is a way of  growing crops that conserves the soil and maintains 
soil fertility. It combines three principles:
•	 Disturb the soil as little as possible – i.e., not ploughing.
•	 Keep the soil covered with cover crops, crop residues or mulch.
•	 Rotate or mix crops (e.g., planting a cereal such as maize and a legume such as pigeonpea 

or lablab).

These three principles have many advantages: they conserve moisture in the soil, maintain a 
good soil structure (making it easy for roots to grow), regenerate the soil’s fertility, encourage 
earthworms and other soil life, and protect the soil from erosion hence gullies. 

There are many ways of  applying these principles. For example, farmers can sow seed using 
a simple stick, a jab-planter, or a no-till planter drawn by donkeys or oxen. They can protect 
the soil by planting cover crops or by spreading crop residues over the surface. They can 
intercrop cereals with legumes and other crops. 

Conservation agriculture needs less labour than conventional farming because it avoids 
ploughing. It produces higher yields because it maintains the soil fertility. 

Weed control may be a problem, especially in the first few years after farmers start practis-
ing conservation agriculture. They can control weeds by slashing them or using herbicides. 
Eventually, the cover crops will smother most weeds, making them easier to control.

The CA-SARD project
The objective of  the CA-SARD project is to improve food security and rural livelihoods of  
small and medium scale farmers in Tanzania by promoting conservation agriculture. It is a 
collaborative project funded by the German Ministry of  Agriculture and Consumer Protec-
tion and implemented by FAO and the Tanzanian Ministry of  Agriculture, Food Security and 
Cooperatives, and hosted by SARI. The project started work in June 2004. It is implemented 
in three districts: Arumeru and Karatu in Northern Tanzania, and Bukoba in the Lake Zone. 
Each district has at least ten farmer field schools, each with about 30 farmers.

The CA-SARD project coordinates the farmer field school groups. It provided training to 
extension workers on field school facilitation methods and conservation agriculture prac-
tices. It trained farmers on how to use and maintain conservation agriculture equipment. It 
provided farmer field schools with seeds of  maize, cover crops, equipment, herbicides (to 
control weeds during the transition period from conventional to conservation agriculture), 
insecticides and stationery. 
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The Eotulelo group’s experiment
The Eotulelo group had several questions: should they plough as usual, use a ripper before 
planting, or plant without using a ripper? And would it be better to plant lablab (Lablab 
purpureum, a type of  legume) or pigeonpeas in between the rows of  maize?

They rented an acre (0.4 ha) of  land to use as their field school site. They divided the field 
into five plots, each with a different combination of  techniques:
•	 Ripped plot, planted with maize intercropped with lablab. At the end of  the season, this 

plot yielded 58 kg of  maize, and no lablab because of  drought.
•	 Direct planting without ripping plot, maize intercropped with lablab (yield: 40 kg of  

maize, no lablab because of  drought).

Box 14	 Farmer field schools

A farmer field school is a school without walls. A group of farmers gets together in one of their 
own fields to learn about their crops and things that affect them. They learn how to farm better 
by observing, analysing and trying out new ideas on their own fields. The farmers meet every 
week from planting to harvest, to check on how the crops are growing, look at the amount of 
moisture in the soil, and count the numbers of pests and beneficial creatures such as earthworms 
and spiders. They use an approach called “agro-ecosystems analysis” to do this (Figure 13).

They do experiments in the field. For example, they may divide the field into several smaller 
plots, and try out different types of crops or technologies (such as intercropping, different ways 
of preparing the land for planting, and so on). They compare the various plots each week and 
discuss what they see. If they see pests, weeds, nutrient deficiencies or other problems, they 
discuss the situation, look for solutions and act immediately. They also keep records of the 
type of work done in the field, the number of people involved, the time taken to do the work, the 
types of implements used, the inputs used, and so on. At the end of the season, they record 
the yields of the crops from the different sub-plots.

The facilitator of a farmer field school is normally an extension worker or another farmer who 
has graduated from another field school. The facilitator guides the group, helps them decide 
what they want to learn and think of possible solutions, and advises them if they have ques-
tions. The farmers draw on their own experience and observations, and make decisions about 
how to manage the crop.

The group must hold one or two field days (depending on the time they have and their finan-
cial capability) to show other farmers what they are doing. In conservation agriculture field 
schools, the first field day is a demonstration of how to use the implements and manage crop 
residue. The second field day, held just before harvest, is to demonstrate the effect of different 
technologies.

The farmers also host exchange visits for members of other field schools, and visit the other 
field schools themselves. This allows them to share ideas and see how others are dealing 
with similar problems.

At the end of the crop season, the farmers “graduate”: they receive a certificate from the field 
school organizer (in this case, the CA-SARD project). The members are then qualified to start 
a new field school as farmers’ facilitators.

The field school includes team building and organization skills, as well as special topics 
suggested by the field school members themselves. The field schools are a way for farming 
communities to improve their decision making and stimulate local innovation for sustainable 
agriculture. The emphasis is on empowering farmers to implement their own decisions in their 
own fields. 
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Figure 13	 A typical sheet used by farmer field schools for agro-ecosystem analysis (AESA)

Name of farmer field school:

AESA no.:

Group no.:

Plot no.:

Problem addressed:

Date:

Week no.:

General information Measurement Treatment

Variety:

Date planted:

Age of crop:

Spacing:

Fertilizer:

Weather:

Time of observation:

Plant population:

Germination %:

Length of leaves:

Width of leaves:

No. of leaves:

No. of diseased leaves:

No. of dead leaves:

Length of plant:

No. of pods:

Treatment schedule:

Management practices:

Insect pests Plant drawing Natural enemies

Pests seen: Natural enemies seen:

  

Observations Recommendations

Soil moisture:

Diseases:

Insect pests:

Plant health:

Deficiency:

Weeds:

Predators:

What management practices should be 
applied?:
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•	 Ripped plot, planted with maize intercropped with pigeonpeas (yield: 35 kg; no pigeon-
peas because of  drought).

•	 Direct planting without ripping plot, maize intercropped with pigeonpeas (yield: 15 kg 
maize, pigeonpeas dried and were not harvested).

•	 Farmer’s normal practice: ploughing twice, then planting maize intercropped with beans, 
pigeonpeas and pumpkins (yield: 12 kg maize, pigeonpeas not harvested).

The farmers chose the techniques to test with help and advice from the facilitator. CA-SARD 
suggested the farmers use the appropriate conservation agriculture equipment.

The group divided up responsibility for each plot. Each week, a subgroup checked on the 
crops in their plot, and then reported back to the whole group. The whole group monitored 
the differences among the plots, discussed each sub-group’s findings and solutions, and 
agreed on what to do. 

By the end of  the season, the farmers had decided that it was best to rip the soil, then plant 
maize intercropped lablab. The lablab covered the soil well, protecting it from the sun and 
rain, and cutting erosion dramatically. Ripping with maize and pigeonpea was also good, 
though the pigeonpeas took longer than lablab to cover the soil. The ripped furrows allowed 
rainwater to seep into the soil, producing an excellent crop stand.

The four conservation agriculture plots were all better than the farmers’ traditional practice 
of  ploughing twice and planting a mix of  crops.

Unfortunately, bad weather prevented the Eotulelo group from completing all the field-school 
steps in 2005, so they have not yet formally graduated. But some of  the group members had 

Figure 14	 Erosion and gullying were a major problem in Likamba
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learned enough that they were able to start 
new farmer field schools with new members. 
One member helped form a new group called 
Upendo-nyuki in the same village.

Outside the field school
The Eotulelo farmers did not confine their 
conservation agriculture work to their small 
experimental plots. Each of  them also imple-
mented at least one of  the three principles of  
conservation agriculture on their own land. 
Some tried just one or two technologies, on 
one part of  their farm. Others implemented 
different technologies on a larger area. The 
most popular practices were minimum soil 
disturbance (ripping and using no-till direct 
planters or jab planters), and keeping the 
soil covered (not burning crop residues, not 
allowing animals to graze freely, and plant-
ing lablab). In mid-2005, 18 of  the 22 group 
members ripped their fields, four rotated their 
crops, and all of  them planted lablab. During 
the regular weekly meetings, they were able 
to share their experiences and compare notes with the other group members. They also 
compared the performance of  experimental plot with their own fields.

The farmers were pleased with the results. They found their conservation agriculture fields 
produced 50% more than their conventionally ploughed fields. Water sank into the soil 
through the ripped lines, so the soil stayed moist for longer time. The crops grown with 
conservation agriculture suffered less from drought than those grown in the conventional 
fields. The cover crops protected the soil from the heavy rain, reducing erosion.

The farmers also found that conservation agriculture was less work. Ripping was a lot easier 
than ploughing, needed only two people instead of  three, and could be done a lot faster (rip-
ping takes 1–2 hours per acre, while ploughing takes 2 days). That was especially important for 
physically weak individuals who could not handle heavy work. The women group members 
said the conservation agriculture implements were light and easy to use. 

Because it was not necessary to plough, the farmers could do field operations faster. They 
could quickly sow their seed after the first heavy rain because there was no need to plough. 
That meant an earlier harvest, and avoided the risk of  drought at the end of  the growing 
season. In case of  heavy, continuous rain, those who practised conventional farming had to 
wait 3–7 days, until the soil had dried out enough to let them plough.

Conservation agriculture cost less than conventional farming. The farmers did not have to 
buy fertilizers, or hire tractors or oxen for ploughing. They expect to have to buy even fewer 
inputs such as herbicides and cover crop seeds in the future, so are looking forward to higher 

Figure 15	 The field school members monitor 
growth of the crops
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profits. Herbicides are just used in the first year to control weeds, and cover crop seeds can 
be produced by the farmers themselves.

Conservation agriculture often uses lablab as a cover crop, so this crop has risen in impor-
tance in the area. The beans – green or dried – make nutritious food, and the young leaves 
can be eaten as a vegetable or used as fodder. Instead of  going in search of  fodder, women 
can now fetch few armfuls of  lablab leaves each day from their fields to feed to their animals. 
That gives them more time to do other things. The farmers can also sell lablab beans, or dry 
them and sell the seeds.

Equipment
Conservation agriculture uses certain types of  special equipment: 
•	 Rippers  These cut a narrow furrow without turning the soil over. The seed is sown 

in the furrow, and rainwater can sink into the soil easily. Rippers are pulled by oxen or 
donkeys.

•	 Subsoilers  These break up a hardpan deep in the soil, often formed by trampling 
by animals or repeated ploughing to the same depth. Subsoilers are also pulled by ani-
mals.

•	 Direct planters  These are animal drawn implements with disks to cut the trash on the 
soil surface, and a chisel to open a narrow furrow. They drop the seeds into the furrow, 
then cover them over again with soil. 

•	 Jab planters  These are hand-held implements that plant seeds directly into the soil.

Figure 16	 A ripper opens a narrow slot for sowing seed, without turning the soil over
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These types of  equipment are not easily available in Tanzania: they have to be imported, or 
made specially. CA-SARD started by ordering equipment from Brazil, where conservation 
agriculture is widespread. It has since purchased equipment from NANDRA Engineering, 
a firm based in Moshi, about 90 km away from Likamba village. The equipment can be 
expensive: TSh 145,000 (€95) for a ripper and frame, and TSh 375,000 (€245) for a no-till 
direct planter. But farmers are used to getting together as a group to pay such prices: an ox 
plough costs around TSh 75,000 (€49). The project also trains blacksmiths to maintain and 
repair the equipment. 

Because farmers are not familiar with the equipment, CA-SARD has to demonstrate it to them, 
and provide the first groups with equipment to use. The project advises farmers to organize 
themselves into small groups to buy equipment. It also links them to credit schemes such as 
the Ministry of  Agriculture’s Department of  Mechanization, saving and credit cooperatives, 
microfinance banks and other NGOs so they can buy equipment. 

Once a group has some equipment, it can earn money by renting out their conservation 
agriculture equipment to other farmers. The project encourages groups that do not have 
their own equipment to rent it from others. 

The project hopes that it will be possible to stimulate enough demand for the equipment for 
local firms to start manufacturing and selling it themselves. The increased demand should 
also result in lower prices for the equipment. CA-SARD encourages suppliers to invest in 
equipment and sell it or rent it out to farmers via village shops.

Figure 17	 The field school members discuss what they have seen
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Other benefits
Since the Eotulelo group began running a farmer field school in July 2004, they have learned 
a lot. They have become experts in both conservation agriculture and in the farmer field 
school approach. One member, Thomas Loronyo, was approached by a neighbouring farmer 
group called Upendo-nyuki, to help them start a new field school. He became the facilitator 
of  this new group. 

The Likamba farmers also learned special topics such as management skills, financial issues 
or HIV/AIDS. In the field school, farmers have the chance to include in the timetable special 
topics in which they are interested. The facilitator then invites an expert to teach the requested 
topic. Other development organizations are keen to disseminate information through existing 
field school groups. They offered to train the Eotulelo group on subjects such as goat raising, 
credit management and banana production, and building improved latrines. 

The women members of  the group gained confidence because they got used to speaking in 
front of  larger groups. 

Problems and lessons
Free grazing  Farmers in the Likamba area normally allow their livestock to graze freely. 
This is a problem for conservation agriculture fields, because animals compact the soil and 
remove all the soil cover, leaving it open to erosion and gullying. It is important to keep 
animals out of  the fields – obviously while the crops are growing, but also after the harvest. 
Other farmers do not appreciate this need.

To solve this problem, the village leaders told the villagers to confine their animals and reduce 
their numbers; they backed this up with by-laws to protect the environment. Farmers who 
violated the by-laws were punished. As a result, many farmers stopped allowing their animals 
to graze freely, and joined in efforts to conserve the soil. 

Unreliable rainfall  For 3 years in a row, Likamba experienced long dry periods, which af-
fected crop yields. To cope with the situation, the field school trials should include practices 
that are likely to produce positive results regardless of  whether the rainfall is low or high.

Weeds  During the transition period from conventional to conservation agriculture, weeds 
may become a serious problem. Farmers may have to use herbicides in the first year. In the 
following years, cover crops should be well enough established to smother weeds. An option 
to control weeds in the transition period without herbicides is to plant a high population of  
mucuna (a leguminous cover crop which covers the soil very densely) for at least two seasons. 
Mucuna can be used as fodder, but its use as food is still being researched, so market prices 
are low compared to lablab. Farmers can reduce their income loss by planting only part of  
their land with mucuna to begin with, and then sowing more later.

Marketing  Most farmers sell their crops directly after harvest to traders, who offer very 
low prices. They could overcome this problem by storing or processing their produce, selling 
as a group to increase their bargaining power, or seeking new markets. 

Further replication  In order to promote conservation agriculture, it is necessary to build 
up the number of  individuals who are skilled in conservation agriculture. This can be done 
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in part by training more facilitators and farmer leaders in conservation agriculture and farmer 
field school techniques. CA-SARD works with other organizations involved in conservation 
agriculture. Here are three examples:
•	 Research Community and Organizational Development Associates (RECODA) uses the 

field school groups which CA-SARD has established to disseminate additional technolo-
gies. 

•	 CA-SARD provides Catholic Relief  Services (CRS) with cover crop seeds and informa-
tion on how to grow crops using conservation agriculture. 

•	 Canadian Physicians for Aid and Relief  (CPAR) recognized the benefits of  conservation 
agriculture practices and copied the approach of  disseminating conservation agriculture 
through field schools from CA-SARD. CPAR learned how to implement the approach 
from a CA-SARD facilitator who also works with them. The organization has started 
two new field school groups which are using conservation agriculture practices. 

Adoption and scaling up
In Likamba, the CA-SARD project has directly benefited 22 households through the Eo-
tulelo group. Indirectly, another 15 households in the village improved their livelihood. In 
Arumeru, Karatu and Bukoba districts, it has reached about 900 families directly (as group 
members) and 300 indirectly.

Technologies such as conservation agriculture spread quickly through farmer field schools. 
The people of  Likamba are in many ways fairly similar: they all come from the same ethnic 
group, and they all have similar amounts of  land. No one is very wealthy. People who knew 
more about conservation agriculture adopted the approach more quickly. Conservation agri-
culture is suitable for farmers of  all income groups, but poorer people adopt faster because 
they need to make sure they have enough food, and conservation agriculture enables them 
to save labour. 

Many farmers in Likamba and from other villages learned about conservation agriculture 
through the farmer field school, and some have started copying the techniques. All the 
members of  the field school and 15 other farmers planted lablab in 2005, and they say they 
will do so again in the following years, and 26 non-group members hired ripping services 
from the group. In 2006, 64 non-field school members asked to use the group’s ripper and 
no-till direct planter. 

The new Upendo-nyuki field school has had similar success. Other farmers have seen the 
results of  their trials, and have come to the group to learn or asked for help in forming their 
own field schools. Upend-nyuki assisted the formation of  two more farmer field schools 
in the village of  Likamba, which are also doing conservation agriculture. The farmers see 
that conservation agriculture is a solution to their low yields, so they want to continue even 
without support from CA-SARD.

CA-SARD gave a keynote presentation at the World Congress on Conservation Agriculture 
in Nairobi in 2005. After the congress, senior officials visited several CA-SARD project sites 
in Arusha. Impressed by what officials saw during the congress and the visit, the Ministry 
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of  Agriculture decided to start 100 pilot farmer field schools in ten districts. CA-SARD ad-
vised the ministry on the technologies to be copied, the formation of  FFS groups and with 
implementation of  conservation practices.

More information:  www.fao.org/SARD/en/sard/754/1458/. Contact Richard Shetto, national coordinator 
CA-SARD Tanzania, PO Box 9192, Dar es Salaam, Tanzania, rmshetto@yahoo.co.uk, or Wilfred Mariki, 

national facilitator, PO Box 6024, Arusha, Tanzania, wlmariki@yahoo.com 

The Conservation Agriculture for Sustainable Agriculture and Rural Development project is 
implemented by the Food and Agriculture Organization of the United Nations (FAO) and Selian 
Agricultural Research Institute, in collaboration with the Ministry of Agriculture, Food Security 
and Cooperatives of Tanzania.

CA-SARD is supported by the German Federal Ministry of Food, Agriculture and Consumer 
Protection.

www.verbraucherministerium.de

http://www.fao.org/SARD/en/sard/754/1458/index.html
mailto:rmshetto@yahoo.co.uk
mailto:wlmariki@yahoo.com
http://www.verbraucherministerium.de
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Organic farming in Karagwe District

Community Habitat Environmental 
Management, Tanzania

Few consumers used to spare a thought for how the food they buy was produced. But 
that’s changing: customers are becoming more concerned about the healthiness and taste 

of  their food, and increasing numbers flock to health-food stores and fair-trade shops that 
guarantee their produce was produced without pesticides or other chemicals that harm the 
environment or the health of  the people who eat it – or who produced it. 

Organic agriculture in the developed world is booming. Supermarkets are responding to 
consumer demand by establishing organic brands and devoting aisles to organic food. A new 
industry has grown up to certify that labels claiming that food was produced organically was 
in fact grown using compost and ladybirds rather than phosphates and pesticides.

How can small-scale farmers in East Africa benefit from this growing market? A collaborative 
project involving farmers in Karagwe District in northwestern Tanzania, the development 
organization Community Habitat Environmental Management (CHEMA for short, Box 13), 
and Matunda Mema, an organic produce exporter, shows how it might be done.

Through this project, 300 farmers in Karagwe District have been certified as organic. The 
farmers are certified by the Institute for Market Ecology, a Swiss-based organization known 
by its German acronym, IMO. They produce pineapples, papayas and sweet bananas, which 
Matunda Mema dries and exports to Germany. 

The Karagwe story
CHEMA’s project began in 1997 in Ihanda and Nkwenda, two wards (groups of  villages) in 
Karagwe District. Ihanda consists of  3 villages with about 250 families, and Nkwenda has 
5 villages with about 300 families. The farmers there relied on a combination of  traditional 
cropping and livestock keeping. Most were practising organic agriculture by default, because 
they could not afford fertilizers and pesticides. But they also used unsustainable practices 
such as setting bush fires to clear land. Other farmers were dependent on their cattle: they 
were semi-nomadic, moving around with their herds in search of  fodder on communal lands 
and in forests. 

The average farm in the area covers only about 0.5 ha. Four-fifths of  the farmers farm less 
than 1 ha; another 10 to 20% own between 1 and 2 ha, and only 5% have more than 2.5 ha. 
Almost no one has more than 5 ha of  land. The traditional crops are bananas, maize, beans, 
sorghum, fruit such as pineapples, papayas, mangos and oranges, and spices such as garlic 
and lemongrass. 



78

3  Cases from Tanzania 

Some farmers had a lot of  cattle, which are traditionally considered a sign of  wealth. They 
kept their animals far away from the village. The smaller-scale farmers could not afford cat-
tle, but they kept goats and poultry. Free grazing was common, and overgrazing meant that 
environmental degradation was severe. Along with regular bush fires, soil erosion, declining 
soil fertility and pest and disease attacks, it meant that yields of  food crops were falling and 
people often did not have enough to eat, especially after the end of  the dry season in Sep-
tember to December, when there was a lot of  work to do preparing the land for planting 
and sowing crops. 

Without enough food or money to feed their families, a lot of  the men would leave the area 
in search of  work. Many families could not afford to send their children to school or their 
sick for treatment. 

CHEMA’s training
CHEMA initiated the sustainable agriculture project in the area in 1997, with financial sup-
port from Misereor. CHEMA already had working relationships with the Mavuno Learning 
Assistance Centre, a community organization in Ihanda, and World Vision, a non-govern-
ment organization working in Nkwenda. Together with these organizations, CHEMA trained 
groups of  farmers on low-external-input sustainable agriculture: three groups of  25 farmers 
in Ihanda, and two groups of  20 farmers in Nkwenda. 

Each training course included several 2-day modules, each consisting of  a day of  theory and 
a day of  practice. The modules were spread out to allow farmers to implement what they 
had learned before going on to the next one. The modules were:
•	 Soil fertility, including composting and the use of  cover crops to fix nitrogen.
•	 Integrated pest management  This included biological, cultural, physical and sanitary 

measures. For example, the biological measures covered the use of  neem leaves, hot 
pepper, garlic and ash to control pests.

•	 Soil and water conservation measures, including contour farming.
•	 Agroforestry, including how to start a tree nursery.
•	 Crop management, including intercropping, using farmyard manure and compost, 

mulching, and double-row planting

Box 15	CHE MA 

CHEMA stands for Community Habitat Environmental Management. It is a development arm 
of the Catholic Diocese of Rulenge. The Diocese operates in the three districts of Karagwe, 
Ngara and Biharamulo, in the Kagera region of northwestern Tanzania. 

CHEMA promotes the proper use of natural resources and locally available materials 
through:

•	 Community participatory planning and action

•	 Training on watershed management, low external-input sustainable agriculture, afforesta-
tion, beekeeping, and seed security for sustainability

•	 Internal inspections of certified organic farms.



79

CHEMA: Organic farming in Karagwe District

After each module, staff  visited each farm two or three times to follow up and provide any 
advice necessary. 

As part of  the training, the farmers were encouraged to grow organic pineapples to earn 
money. As a result, 80% of  the farmers who had attended the training adopted mulching, 
76% adopted mixed cropping, 66% applied manure, and 40% took up composting. Mulch-
ing was popular because it reduced the amount of  work needed for weeding. Fifty farmers 
shifted to organic farming completely. 

As the farmers’ yields increased and income rose, their neighbours started to copy the 
technologies. They later approached CHEMA and asked to be trained too. In response, the 
Diocese of  Rulenge gradually extended its sustainable agriculture to cover other parts of  
Karagwe District, as well as Ngara and Biharamulo, the two other districts in the Diocese. 
Between 1998 and 2002, CHEMA trained about 1,000 farmers in the three districts. 

Contract farming 
The contract farming arrangement began in 2001 when a retired German Lutheran pastor, 
Mr Hermann, who once lived and served in Karagwe District, visited CHEMA to learn about 
its work. He realized that farmers were having problems selling their high-value organically 
produced fruit in the local market. After retiring, Mr Hermann had gone into the business 
of  importing organic fruits from Uganda to Germany. He decided to establish a similar 
business in Karagwe. 

After consultation with CHEMA, Mr Hermann set up a firm called Matunda Mema Co. Ltd., 
which buys, processes and export pineapples. The initial board of  directors was comprised 

Figure 18	 Through CHEMA’s training, the farmers learned alternatives to the practices that 
were destroying their environment and livelihoods
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of  two Karagwe businessmen, the director of  a local vocational training institution, and Mr 
Hermann himself. Each board member had to contribute some starting capital for the new 
company. 

Matunda Mema invited 50 farmers from Ihanda and Nkwenda who were known to prac-
tise organic agriculture and to grow pineapples to enter into a business cooperation. The 
company offered to buy their pineapples at a premium price, on condition that the farmers 
would agree to produce their pineapples under contract conditions. The farmers would 
have to undergo a certification process (which the company would organize); they agreed to 
regular internal field visits and external inspections; and they agreed to sell their pineapples 
at pre-fixed prices to Matunda Mema. In 2002, an agreement between the 50 farmers and 
Matunda Mema was signed. 

The company decided to concentrate on dried fruits, and to start with pineapples. It bought a 
piece of  land in Nkwenda, which is located about 30 km from Ihanda, constructed a building 
for the processing unit, and imported two solar driers from Germany. The company employed 
two field officers, a processing manager, an assistant and some temporary labourers. 

After 2–3 years, the farmers were experienced enough to continue on their own. CHEMA 
withdrew from active involvement in Ihanda and Nkwenda at the end of  2004, leaving coor-
dination of  the project with Matunda Mema and the Mavuno organization. CHEMA is now 
only consulted at times of  special need, such as for conducting internal farm inspections. 

Certification
Although the conversion to organic farming normally takes 5 years, the initial 50 farmers were 
able to deliver the first organic pineapples to the company after only two. This short conver-
sion period was because of  the farmers’ knowledge and practice in organic farming. During 
the conversion period, the company’s field officers advised the farmers on best practices.

The internal inspections were conducted every 6 months by CHEMA staff. Each farmer 
had to attend follow-up training at least once a year on organic crop management, which 
CHEMA provided. 

The external inspections are conducted by staff  from IMO (the certifying body) once a year. 
During these inspections, the certifying staff  ask a series of  questions about the field manage-
ment and crop storage. The inspector also records any advice given to the farmer, and notes 
it in the farmer’s own records so the extension staff  can follow it up. Most recommendations 
refer to pest management, soil fertility measures and crop management.

The certification process covers the whole farm, not just the fields used to grow pineapples. 
That means farmers cannot use chemicals anywhere on their farms – but it also means that 
all their produce – not only pineapples – is certified as organic. Farmers are encouraged to 
leave buffer zones along the border of  neighbouring farms so that pesticides drifting across 
the boundary do not contaminate the organic products. 
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Harvesting and processing organic pineapples
To ensure quality, the pineapples are harvested and sorted under the supervision of  Matunda 
Mema’s processing manager. The farmers are paid directly for their crop. Farm after farm is 
visited, and the ripe pineapples are harvested and brought to the processing unit.

At the factory, the top and bottom of  the pineapples are cut off, the fruit is washed and 
weighed, then peeled, sliced and weighed again. The slices are then chopped into smaller 
pieces and dried. The final stage is packing, weighing and sealing. The dried pineapples are 
exported to Germany via nearby Uganda.

The first processing unit with two solar driers was set up 2002 in Nkwenda. As the number 
of  farmers delivering to the factory rose, it was necessary to increase the number of  driers. 
As there was no electricity in Nkwenda, the company decided to shift the processing unit 
to Kihanga, on the main road from Karagwe to Uganda. In Kihanga it was possible to use 
electric driers which could be used during the rainy season when solar driers were less effec-
tive. The company has created jobs for 10 local people.

Figure 19	 Stages in processing pineapple

4  Packaging3  Drying

2  Slicing1  Collection
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Further expansion planned
In 2004, the first expansion step was completed, and another 150 farmers from Ihanda and 
Nkwenda were contracted to supply pineapples to Matunda Mema. As the market for dried 
organic fruits in Germany is doing well, in 2004 the firm decided to extend its business to 
four other wards in Karagwe (Kihanga, Karaizo, Iteera and Chabalisa), and in 2005, it signed 
contracts with 100 new farmers, making 300 in all. Another 50 farmers were hoping to sign 
contracts in the near future. 

In 2005, the marketing of  other dried fruit – sweet bananas and papayas – was introduced. In 
2006, the firm is planning to expand its business further and to diversify into fresh fruits, garlic, 
lemongrass, jackfruit, coffee and cooking bananas, all produced by the organic farmers.

Benefits
The farmers of  Ihanda and Nkwenda have boosted their yields significantly as a result of  
their training in sustainable agriculture. Mrs Bitakwate is a typical example. Before the project, 
she grew bananas and beans. In a normal season she could harvest a sack of  beans, worth 
about TSh 18,000 (€12) from her 0.4 ha of  land. By applying grass mulch and compost, she 
is now able to harvest three bags, worth about TSh 50,000 (€33). A bunch of  bananas used 
to weigh 15 kg; they now weigh 55 kg a bunch. A widow, Mrs Bitakwate has managed to 
educate her children, who now work as organic farming extension officers in Ihanda. 

In 1997, before the project began, the average pineapple grown in the area weighed 0.5 kg 
and fetched TSh 40 (€0.03) in the local market. Now, one fruit weighs 4 kg and sells there 
for TSh 200 (€0.13). 

Food supplies in the area have improved, especially during the former hungry season. The 
period of  food shortage has fallen from 4 to 2 months. 

With proper crop management, it is possible to harvest the pineapples throughout the year. 
One stem can produce two fruits a year. Contract farmers who sell their fruit directly to Ma-
tunda Mema get a fixed price of  TSh 250 (€0.16) per piece. They have no transport costs, no 
risk of  not being able to sell the fruit, and lose no time for marketing. That makes contract 
farming very attractive for the farmers. 

The average pineapple farmer grows about 500 pineapple stems on a quarter acre (0.1 ha), 
bringing in about TSh 200,000 (€130) per year. Larger-scale farmers earn up to TSh 1,000,000 
(€650) a year. The biggest farmer grows up to 12,000 stems on 3 acres (1.2 ha).

Lessons 
Limited markets  Prices for agricultural products on the local market are low, and farm-
ers have to decide whether the extra work needed for sustainable or organic production is 
worth it. Unlike local markets, foreign markets offer premium prices for organically grown 
produce. But accessing the export market is very difficult for smallholders without outside 
support. Improved access to higher-value markets would motivate many more farmers to 
invest work in sustainable agriculture.
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Quality control  Processed food and high-quality produce need a good quality control. 
Such a thing does not exist in Africa’s traditional farm trading systems. In Karagwe District 
it is still common for farmers to market their own products individually in the local markets. 
Each farmer must pay for transport and find time to bring the produce to town and sell it. 
The longer the distance between the producer and the buyer, the more sophisticated the value 
chain becomes, and the more important is the establishment of  a quality-control system. 

The example of  Matunda Mema shows that farmers who used to sell their products locally 
market can become part of  a longer value chain – one that is far more complex and demand-
ing than anything they were used to. The new quality controls were established through the 
external certification and the inspection system. Support systems were also needed to ensure 
a consistently high-quality product: CHEMA’s initial training, and the Matunda Mema field 
officers’ extension services. The processing manager ensures that only pineapples from certi-
fied farms which meet the standards are processed. 

Recently, however, Matunda Mema has observed a fall in fruit quality. This was attributed to 
CHEMA’s exit from the area. Matunda Mema is now finding ways to re-establish the product 
quality and training. 

This example shows that the transition from traditional farming into a modern value chain 
requires continuous training and supervision of  farmers. This must be provided somehow: 
by the government, the private sector or NGOs, perhaps with financial contributions from 
the farmers who benefit. 

Risk of  a single buyer  The example of  Matunda Mema shows that contract farming in 
combination with the export of  certified organic products opens new opportunities and 
significant financial benefits for contracted farmers. But it brings the risk of  dependence on 
a single buyer: farmers would be hit severely if  anything unexpected happens to this buyer or 
market connection. Farmers should therefore diversify their market channels if  they can.

Shortage of  trainers  Western Tanzania has a shortage of  people in government agricultural 
offices, NGOs and community organizations who can train others as trainers in sustainable 
and organic agriculture. Such skills are neglected at universities and in the training of  extension 
officers. CHEMA is one of  the few organizations that provides training in sustainable and 
organic agriculture in western Tanzania (this training is financially supported by Misereor).

Challenges in adopting organic farming
Labour intensity  Organic farming is more labour-intensive than conventional agriculture. 
Making compost, digging trenches and contour bunds, and other measures to conserve the 
soil and maintain its fertility: all this takes a lot of  work. If  labour is in short supply – as 
in families affected by HIV/AIDS – it is hard to convince people to put in the extra work 
needed, even if  they stand to benefit greatly from it. 

Conflicts between management types  In Karagwe District, many farmers graze their 
livestock on communal land. They set bush fires, especially during the dry season, to encour-
age new grasses and herbs to grow for their animals to eat. Hunters and farmers who want 
to cultivate a new area also set fires. That means problems for organic farmers who cut the 
grass to use as mulch. 
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Receiving mentality  Karagwe District borders Rwanda and is close to Burundi. Refugees 
from these two countries flooded into the area in the mid-1990s, and many NGOs and gov-
ernment services provided services for free. Local people got used to getting free food and 
services such as training. Participants were sometimes even paid allowances to attend training. 
They came to feel entitled to such services without any contribution from their side. Times 
have now changed, but this mentality has not. It continues to hamper people’s willingness 
to become active and to use the opportunities open to them. 

Organic pest and disease management  Many farmers find it difficult to imagine manag-
ing pests without applying chemicals. That is especially true for tomatoes (against fungus and 
blight diseases), coffee (berry disease) and sweet bananas (Panama disease). Organic farming 
avoids artificial chemicals, using instead biological measures, the use of  resistant varieties, 
diversified cropping, intercropping and companion planting. Nevertheless, farmers fear they 
will lose a major part of  their harvest if  they stop using pesticides. 

Scaling up
CHEMA has undertaken various measures to scale up its organic farming work in Rulenge 
diocese:
•	 It expanded its training from the initial 110 farmers in two wards to over 1000 farmers 

in the three districts.
•	 After the export market link was established, CHEMA encouraged farmers to produce 

more pineapples and diversify to other fruits such as papayas and sweet bananas, which 
could be processed to fetch a better price.

•	 CHEMA is in the process of  establishing a training centre where farmers and extension 
staff  will be trained in natural resources management and sustainable agriculture.

•	 It has acquired communication equipment: computers and an internet connection. 
•	 Before starting work in a new village, CHEMA involves the village administration in 

identifying local needs and priorities.
•	 CHEMA encourages the enforcement of  existing by-laws on the use of  natural resources, 

including discouraging uncontrolled bush fires.

To overcome the various challenges, CHEMA needs to:
•	 Establish an internal inspection unit for organically produced crops to support and 

encourage farmers to practise organic farming.
•	 Support the establishment and strengthening of  local institutions that will be able to 

complement its village-level training efforts.
•	 Provide training for CHEMA’s own staff  in marketing so they can help farmers to exploit 

market opportunities.

More information: CHEMA, chema@satconet.net

The work of Community Habitat Environmental Management is supported by Misereor.

www.misereor.org

mailto:chema@africaonline.co.tz
http://www.misereor.org
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Networking for sustainable agriculture

PELUM-Tanzania

In the early 1990s, the Tanzanian government opened the door for the creation of  non-
governmental organizations to complement its own development efforts. Many NGOs were 

formed at the community level to work on sustainable agriculture. Most are small and highly 
localized. They focus closely on their field work with farmers in a particular area, and have 
a particular set of  expertise. They have many needs that they cannot supply by themselves: 
staff  upgrading, technical information materials, new ideas on technologies and extension 
approaches. But they also have strengths: they have operated in the field for many years, so 
have much to teach each other. And they have many valuable experiences that government, 
donors and other development organizations can learn from.

Networking can answer these small organizations’ needs, and enable them to take advantage 
of  each others’ strengths. PELUM-Tanzania was formed to enable them to come together 
to facilitate learning, networking and advocacy in sustainable agriculture. The network feeds 
various experiences into a more strategic process to influence rural development.

PELUM-Tanzania is one of  the ten country working groups of  the Participatory Ecological 
Land Use Management (PELUM) Association, which covers East, Central and Southern 
Africa. The PELUM Association was founded in 1995 with 25 members, and it now has 
more than 160 member organizations throughout the region. 

PELUM-Tanzania was formed in 1995 as the Tanzanian branch of  the regional associa-
tion. It was officially registered as a Trust Fund in 2002. Currently PELUM-Tanzania has 
33 member organizations, most of  which work in various aspects of  sustainable agriculture 
throughout Tanzania. It facilitates learning, networking and advocacy in promoting sustain-
able agriculture, the rational use natural resources, household seed and food security, and 
sustainable rural communities. 

PELUM-Tanzania’s work includes capacity building, documenting and communicating 
information, networking of  farmers’ organizations, advocacy, and gathering and analysing 
information on markets in Tanzania. The sections below describe each of  these activities 
in turn.

Capacity building
Capacity building of  development practitioners is important so they can acquire the skills 
they need to serve farmers in their area. It also enables organizations to plan and implement 
activities more effectively. 
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Box 16	PELU M-Tanzania’s vision and mission

Vision

Farmers, men and women, especially smallholders, are managing sustainably their environ-
ment and have the capacity to identify problems, to experiment and innovate, using locally 
available resources. At the same time, farmers are organized and have formed strong networks 
to promote their interests at local and national levels.

Mission

To build the capacity of its members in sustainable agricultural knowledge, training and skills 
for empowering farmer groups, communication skills, fund-raising strategies, action-learning 
process and gender policy. PELUM-Tanzania is to establish an information centre as a tool 
for documentation and communication to capitalize experiences and disseminate them in the 
network. It is also an advocacy tool with and for farmer organizations and development or-
ganizations to influence government, donors and NGOs on development issues and policies 
based on common analysis between farmers and organizations, especially on free market 
mechanisms. PELUM-Tanzania will collaborate with its members to facilitate networking of 
farmer organizations.

Networking of farmers’  
organizationsAdvocacy

Capacity building

Documentation and  
communicationMarket information

Pelum-
Tanzania

Figure 20	 PELUM-Tanzania’s activities
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Activities

PELUM-Tanzania builds the capacity of  its member organizations and other development 
partners. It does this by facilitating national and regional training workshops and organizing 
exchange visits according to members’ needs. Since 1996, PELUM-Tanzania has conducted 
more than 65 training workshops on a whole range of  technical, social, management and 
policy subjects: sustainable agriculture, seed security, genetically modified crops, organic 
standards and certification, farmer groups and networking, facilitation, planning, monitoring 
and evaluation, fundraising, communication, policy analysis and advocacy, globalization and 
trade, and deliberations after the “Small Farmers’ Convergence” (a PELUM-initiated gather-
ing of  small-scale farmers leaders and representatives at the World Summit on Sustainable 
Development in Johannesburg in 2002). More than 350 farmers, extensionists and staff  from 
33 member organizations have attended these courses.

These courses and workshops use participatory learning methods. The trainers and facilitators 
are drawn from PELUM-Tanzania’s member organizations. If  no one with the right skills is 
available, PELUM-Tanzania hires outside experts to act as trainers. 

Results

As a result of  this capacity building, PELUM-Tanzania’s member organizations and small-
holder farmers have increased their knowledge on sustainable agriculture and farmers’ 
empowerment. Many of  the member organizations have modified and improved their 
programmes, projects and activities. They are now in a better position to facilitate changes 
in the villages they serve.

More farmers and member organizations now try to conserve agricultural biodiversity. For 
example, more farmers use and multiply seeds of  local varieties of  crops and trees; they 
make greater use of  manure; and the use of  locally prepared organic pesticides has gone up. 
Farmers and extensionists also now participate more actively in activities organized by the 
community or government.

The training has motivated other organizations to join the PELUM-Tanzania network. It has 
generated new partnerships and collaborative relationships, further promoting sustainable 
agriculture, and increasing the scope and reach of  PELUM-Tanzania itself.

PELUM-Tanzania’s emphasis on participatory approaches has consolidated other organi-
zations’ use of  these methods. Most member and partner organizations have moved from 
conventional participation into genuine, active and friendly participatory approaches. Par-
ticipatory facilitation, in turn, promotes farmer-to-farmer delivery of  extension services, 
improving the effectiveness and efficiency of  the development activities. That has led to 
greater collaboration within farmers’ groups, more appropriate farming techniques, and 
higher yields (sometimes dramatically higher). It is difficult to trace the benefits directly back 
to PELUM-Tanzania’s activities, but the effect is genuine.
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Figure 21	 PELUM-Tanzania’s key relationships 
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Documentation and communication
Documentation enables smallholder farmers and development organizations to share their 
experiences: successful technologies and approaches, as well as failures. Farmers have many 
traditional practices and have developed innovations that have not been documented or shared 
with others. Because development organizations are focused on their day-to-day activities, 
they often omit to document what they have done and learned, so risk losing this valuable 
knowledge as key staff  move on.

Activities

PELUM-Tanzania’s country desk runs a documentation and resource centre in Dodoma. 
The centre gathers information on sustainable agriculture initiatives, advocacy and lobbying 
activities in Tanzania and elsewhere. It makes this information available to member organiza-
tions, farmer groups, partner organizations, students, the government and the public. People 
can come to the resource centre to read and exchange information, or they can get the in-
formation through visits, discussion forums arranged by PELUM-Tanzania, emails, leaflets, 
newsletters, and the PELUM Association’s bulletin and its magazine, Ground Up.

The resource centre has a large number of  publications, reports, CD-ROMs and other 
documents, many of  which are not available anywhere else. The centre is a key resource for 
member organizations, partners, farmers, and the public. 

PELUM-Tanzania’s quarterly newsletter, called Kilimo Endelevu (“Sustainable Agriculture”), 
contains articles about good practices in sustainable agriculture, agricultural marketing, policy 
advocacy issues, seed and food security, experiences in community development, planned 
events, farmers’ local innovations and news. The newsletter is meant to enhance informa-
tion exchange and distribution, networking and sharing. Most of  the articles are by farmers 
themselves. Two thousand copies of  each issue are produced. Member organizations receive 
60 copies of  each issue at cost. 

PELUM-Tanzania publishes various books, booklets, brochures and leaflets about various 
aspects of  sustainable agriculture, lobbying and advocacy techniques, genetically modified 
crops, and so on. These publications are written for smallholder farmers, public and decision 
makers. They are published in English and Swahili, so both partners and smallholder farmers 
can understand them. Some publications are distributed free of  charge, while others are sold 
at a subsidized price so the intended readers can afford them, but part of  the production 
cost can be recouped. 

Results

This documentation and communication work keeps member and partner organizations 
informed about issues related to sustainable agriculture. PELUM-Tanzania has studied vari-
ous policy documents, popularized them and translated some into Swahili for dissemination 
to member and partner organizations and farmers’ groups.

New projects in 2003 and 2004 included initiatives to promote food security and local innova-
tions. The Kilimo Endelevu newsletter is an important way of  disseminating information within 
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and outside PELUM-Tanzania’s constituency. Most member and partner organizations have 
email and internet facilities, so it is easy and quick to share information and get responses. 

Although PELUM-Tanzania has produced various publications, the need is still great. Ironi-
cally, the organization has done relatively little to document its own work.

Promoting farmers’ networks
Many farmers in Tanzania traditionally work in groups so they can achieve a common goal 
that they cannot achieve individually. Groups have many purposes: get better prices for their 
produce, manage irrigation systems, secure access to land, obtain technical support from the 
government, and many others. Farmers need information, goods and services if  they are 
to improve their farm production and become better off. Groups of  farmers have much to 
learn from each other, and collectively they are strong enough to lobby the government and 
attract the attention of  the private sector. 

PELUM-Tanzania and its member organizations facilitate networking among farmers and 
their organizations so they achieve these goals.

Activities

PELUM-Tanzania facilitates the networking of  farmer organizations. It does this by work-
ing with its member organizations to promote self-help farmer groups and local farmer 
networks. It then encourages these networks to join a national network of  farmers’ groups, 
known as MVIWATA. This is the only independent national farmer network in Tanzania, 
and is controlled by small-scale farmers themselves.

MVIWATA has initiated intermediate, regional networks to ensure that farmer representa-
tion at the district and national level is transparent and accountable to members. It facilitates 
partnerships with local authorities, NGOs and other support organizations.

Every year, PELUM-Tanzania organizes and facilitates three 5-day events, known as “net-
working days”. These are held in turn in different parts of  the country. They allow farmers 
to come together to share experiences, show off  their best practices, and discuss marketing 
information and trade challenges. 

PELUM-Tanzania invites farmers from throughout East Africa and neighbouring countries 
to participate in the government’s National Farmers’ Week and to go on exchange visits to 
farms in Tanzania. 

At the regional level, the Africa-wide PELUM Association and its national members (including 
PELUM-Tanzania) have facilitated the formation of  the East and Southern Africa Farm-
ers’ Forum. This is a regional network of  small-scale farmers that enables them to discuss 
issues of  common concern and to develop recommendations for national and international 
policies and practices.
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Results

Farmers groups’ networks are becoming common all over the country. They have gained 
confidence by exchanging experience and mutual learning. Extensionists have come to ap-
preciate the farmers’ detailed understanding of  their crops. Livestock and surroundings, and 
have a new, positive attitude towards this knowledge.

PELUM-Tanzania’s member and partner organizations facilitate the organization of  farm-
ers’ groups and organizations and networks in their own areas. Such networks are becoming 
increasingly popular, and have achieved a great deal of  recognition inside and outside Tanzania 
since the Small Farmers’ Convergence preparations started in 2001. Networks affiliated with 
PELUM-Tanzania are attractive partners for government agencies and NGOs.

Unlike most projects and donor-driven farmers’ organizations, local MVIWATA groups and 
networks have a high degree of  financial autonomy and independence. 

Advocacy 
There are many powerful stakeholders in agriculture and rural development: large-scale farm-
ers, agro-industries, supermarkets, consumers, research agencies, government departments, 
foreign governments, multinational firms, and so on. Their interests differ, and the voice of  
small-scale farmers is often drowned out by the noise.

Small-scale farmers can be very articulate in developing and expressing their opinions. But 
they need help to gain a voice, a place at the table where policy decisions are made. PELUM-
Tanzania’s advocacy programme helps them do this.

Activities

Following the Small Farmers’ Convergence, PELUM-Tanzania initiated a project to facilitate 
MVIWATA’s work in Tanzania. This aimed to sensitize more small-scale farmers on the range 
of  local to global issues discussed in the Convergence and the agreements made there, and 
to help farmers advocate for their own interests through farmers’ groups and networks.

In collaboration with VECO-Tanzania (a Belgian NGO), PELUM-Tanzania also started 
advocacy work on food security issues, including sustainable agriculture, produce marketing, 
access to land, and farmers’ income.

PELUM-Tanzania organizes zonal workshops on policy analysis, negotiation skills, decision-
making processes and strategic advocacy issues. It has held two workshops for 64 farmers 
on policy formulation and policy analysis. It lobbies and advocates together with farmer and 
development organizations on food and seed security, markets and trade, sustainable land use 
management and sustainable agriculture, biosafety and genetically modified organisms. 

Outside the country, the organization collaborates with various global networks on advocacy 
and lobbying activities. For example, it is part of  a joint effort against genetically modified 
organisms with partners in Africa, Latin America and Asia. It has printed and distributed 
2000 advocacy booklets and 5000 leaflets for this campaign.
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Results

As a result of  these efforts, some member and partner organizations have developed ad-
vocacy strategies, including forming alliances with farmers’ organizations to identify issues, 
lobby and campaign together.

Farmers’ delegates raised the visibility of  smallholder farmers at the 2002 Johannesburg 
World Summit on Sustainable Development. Farmers were recognized as a “major group” 
during the summit; the media gave a large amount of  coverage to smallholders’ issues, and 
these figured prominently in the Agriculture Commission – one of  the major forums for 
discussion among NGOs at the Summit. The Tanzanian delegates from the Small Farmers’ 
Convergence formulated plans for action, and disseminated the farmers’ view of  sustainable 
development that emerged from it. Advocacy efforts have led to government ministries’ 
recognizing MVIWATA.

Important groups of  stakeholders, especially smallholder farmers, were not involved in draft-
ing a biosafety bill. A campaign by PELUM-Tanzania and its members against genetically 
modified organisms succeeded in preventing the government from submitting this draft to 
Parliament in 2005. 

For one of  the Nane Nane events (the government-sponsored National Farmers’ Day, on 8 
August each year) farmer groups chose “Support sustainable agriculture – not genetically 
modified organisms” as the main theme. Two other advocacy messages for the event were 
chosen: “Participatory policy formulation: a key to poverty reduction”, and “Preserve, im-
prove and use local seeds and practices”. Nane Nane is a window of  opportunity for farmers 
to campaign and advocate for their agenda. 

Marketing and trade 
If  villages have access to capital markets, information and technology, globalization gives 
them opportunities to gain by exploiting their comparative advantages. These opportunities 
can lead to the more efficient allocation of  resources, so enabling growth, development and 
poverty reduction. But globalization can produce both winners and losers.

Activities

Together with farmer organizations, PELUM-Tanzania collects and analyses information 
on the free market in Tanzania. It has studied factors affecting smallholder farmers’ market 
conditions in Tanzania and proposed actions to improve them. It has started a programme 
to tackle imperfections in the market for smallholder farmers’ produce. 

It helped organize a workshop on the World Trade Organization and trade for NGOs and 
members of  parliament in collaboration with ActionAid Tanzania. It also organized exchange 
visits for farmers and member organizations to learn about community cereal banks, and 
savings and credit organizations. 
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Results

A study on agricultural markets and trade in Tanzania looked at ways to provide incentives to 
producers while keeping consumer prices low. Low prices for producers not only discourage 
the production of  food crops, resulting in food insecurity at the national level and a poorly 
organized marketing system for traditional food crops. Producers face high losses during 
times of  glut as a consequence of  inadequate storage, processing, transport and quality 
control systems.

For another Nane Nane farmers’ day, farmers chose “Access to markets as a pillar to improved 
agriculture” as an advocacy and lobbying issue. In response to farmers’ calls, the Ministry of  
Agriculture, Food Security and Cooperatives has started involving representatives of  small-
holder farmers through MVIWATA in the formulation of  national market policy.

Developing the PELUM-Tanzania network
PELUM-Tanzania is a small organization with just four staff: a coordinator, a project of-
ficer, an advocacy officer, and a secretary. Despite this, it can achieve a great deal because its 
members are willing to contribute their time, information, expertise and energy to sharing 
for the common good. They do this because the whole is greater than the sum of  the parts: 
each member organization benefits more than it gives.

Activities

PELUM-Tanzania holds annual general meetings to discuss the previous year’s activities, 
review progress, plan activities, and develop strategies. In September 1999, the members met 
to develop a vision and mission statement (Box 16) and to refine the organization’s strategies 
and the roles of  its staff.

PELUM-Tanzania has invested in an office in a strategic location in Dodoma, the political 
capital in the centre of  the country. The advocacy officer is located in a partner organization’s 
office in Dar es Salaam, where much of  the government is still located.

Results

PELUM-Tanzania’s membership has grown from five in 1995 to 33 in 2005. The organiza-
tion has built up a strong constituency and has gained a reputation for high-quality, innova-
tive work with and on behalf  of  smallholder farmers, who are the majority of  Tanzania’s 
population. PELUM-Tanzania’s member and partner organizations have formed strong 
local partnerships.

The various forums have sown the seeds of  good relationships and strong partnerships 
among the various organizations and their respective constituencies. Collaborative efforts 
have covered activities such as needs assessment, planning, implementation, monitoring and 
evaluation of  activities. Collaboration is growing between NGOs, local authorities and central 
governments. PELUM-Tanzania’s members work closely with district and village councils 
during all phases of  development activities. In 2002, the central government enacted the 
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NGO Act, which creates a national NGO Council to coordinate and oversee NGOs activi-
ties and performance. The government has set a budget to assist NGOs in their operations. 
The government is gradually recognizing the role of  NGOs in bringing about development 
and reducing poverty, particularly in rural areas.

Strength, weaknesses, opportunities and threats
Strengths  PELUM-Tanzania is composed of  many strong member organizations, has a 
focused and experienced management team, established administrative procedures and a 
committed board. It has the facilities it needs to deliver services to its members. It has strong 
ties with other organizations at the national and international levels, including the regional 
PELUM Association and several funding agencies willing to sustain current operations.

Weaknesses  Some members do not pay their membership fees on time, and communica-
tion can be difficult. There are only a few full-time staff, so inevitably there are gaps in skills, 
such as, impact assessment, proposal writing and presentation. Although it is a membership 
organization, PELUM-Tanzania depends on donor support, and finding funds for new activi-
ties is a challenge. And in some ways, the organization is fighting an uphill battle in support 
of  smallholder farmers’ interests in the face of  globalization and increased dominance of  
larger players.

Opportunities  Because it is seen as a credible organization, PELUM-Tanzania has high 
potential to increase its membership and garner more support from donors. It has been rec-
ognized by the government and other stakeholders at the national and international level.

Threats  As with many development organizations, PELUM-Tanzania is at risk if  donors 
withdraw their funds. Another threat is the danger of  conflict among member organizations 
as their number and variety increases.

More information: contact Yakobo E.K. Tibamanya, PELUM-Tanzania, info@pelumtanzania.org

The work of PELUM-Tanzania is supported in part by Misereor. 

www.misereor.de

mailto:pelumtz@maf.or.tz
http://www.misereor.de
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4
Agricultural policy in Kenya 
and Tanzania 

This part describes the impact of  policy reforms of  the 1980s 
and 1990s in Kenya and Tanzania on small-scale farmers, rural 

poverty and rural economic development. It also describes various 
problems facing agriculture in the two countries, shows how sustainable agriculture can 
help overcome these problems, and suggests policy changes needed to support a shift to 
sustainable agriculture.

Policy reforms
In both Kenya and Tanzania the pre-reform period was characterized by government con-
trol, production and marketing for most commodities. In addition to cooperatives, state-run 
farmer organizations were also set up to support and market major commodities. In Kenya 
these included (among others) the Kenya Tea Development Authority, Kenya Cooperative 
Creameries, and the National Cereals and Produce Board. In Tanzania, which was considered 
as the socialist model for Africa, the principle of  government control applied even more 
strongly. However, most cooperatives and state-owned boards failed to ensure stable prices 
and food security; instead, product prices fell in surplus areas and rose in deficit areas. 

Inspired by the World Bank and the International Monetary Fund, and along with many 
countries in sub-Saharan Africa, Kenya and Tanzania undertook economic reforms during 
the late 1980s and the 1990s. Agriculture-relevant reforms included the deregulation of  
exchange controls, currency devaluation, market and trade liberalization, the reduction of  
fiscal deficits, the privatization of  state marketing boards, and downsizing and streamlin-
ing of  public institutions. State intervention in agriculture has declined, and production is 
increasingly based on market principles. 

Policy reforms in Tanzania in the 1980s were directed to deal with a lingering economic 
crisis. They began with removing the government monopoly in the marketing of  agricultural 
commodities, lifting associated price controls on imports and pricing, and distribution of  
farm inputs. Except for the trading operations of  the Strategic Grain Reserve, trade in food 
crops is now entirely private. All types of  public support to the agricultural sector have been 
eliminated.

Tanzania adopted a National Poverty Eradication Strategy in 1997. The objective of  food 
policy is to maintain food self-sufficiency. This reflects the government’s aims of  improving 
social well-being and eliminating abject poverty. The Tanzanian Poverty Reduction Strategy 
Paper (2000) identified agriculture and small and medium size enterprises as the primary 
means of  cutting poverty.
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Since 1993, the Kenyan government has undertaken a series of  economic measures with the 
assistance of  the World Bank and the International Monetary Fund. Similar to Tanzania, the 
government has eliminated price controls and import licensing, removed foreign exchange 
controls, privatized a range of  publicly owned companies, reduced the number of  civil serv-
ants, and introduced conservative fiscal and monetary policies.

Food security is of  paramount importance to Kenyan development policy, as is strongly 
implied in the country’s food policy document (Republic of  Kenya, 1994), consecutive five 
year plans, and the Poverty Reduction Strategy Paper (Government of  Kenya, 2002). 

Agricultural development strategies and poverty reduction
A conducive policy environment is vital to stimulate agricultural development. The agricul-
tural development strategies in Kenya and Tanzania are fairly similar. With the primary goal 
of  self-sufficiency in basic food needs, the focus of  agricultural policy reforms in Kenya 
and Tanzania has been to produce more food to enhance food security, and then to allevi-
ate poverty. In line with market and price deregulation, top priorities have been to improve 
transportation and markets so as to increase people’s purchasing power and access to food. 
Promoting private sector involvement in production, processing, storage, input supply and 
marketing are also integral parts of  the strategy. The private sector is supposed to take the 
leading role in input delivery and purchases of  farm produce. The government’s role is 
confined to developing infrastructure, promoting supporting institutions, and monitoring 
performance. Providing market information is an important area that is neglected by govern-
ments; this gap is being filled in part by the private sector and NGOs.

Elements of  the strategies include the following.
•	 Supporting agricultural research and extension and improving its effectiveness to 

generate improved technologies in production, storage and processing. Although research 
on plant and animal genetic improvement and cultural practices are usually in place, less 
attention is given to post-harvest technologies. Research is also encouraged to develop 
on- and off-farm storage and processing technologies to reduce post-harvest losses, 
boost returns to farmers and traders, and to increase overall food availability. 

•	 Improving rural infrastructure, including roads, market centres and storage facilities. 
The market currently performs very poorly because of  poor infrastructure, inadequate 
organization of  local marketing, and lack of  storage facilities. Improving rural roads and 
feeder roads in particular is critically important to improve market access, both nationally 
and internationally. Rehabilitating or establishing physical marketing and storage facilities 
for both farmers and traders can enhance exchange and increase competitiveness.

•	 Improving the collection and dissemination of  market information so as to reach 
farmers and traders in a timely way, and strengthening of  cooperative societies to enable 
them to compete in the market. 

•	 Promotion of  cross-border trade with neighbouring countries and overseas. More 
focus is given to incentives for non-traditional export crops by liberalizing trade rules.
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•	 Supporting the private sector to undertake production, input supply and crop marketing. 
Measures include removing artificial restrictions on trade such as movement controls and 
excessive levies at national, regional and district levels, and reviewing the tax regime.

•	 Systematic monitoring of  the rural food situation through early warning and crop 
monitoring systems. 

•	 Restructuring strategic grain reserves to improve their efficiency and effectiveness 
(particularly in Tanzania). Crop boards are being restructured to resume regulatory func-
tions, leaving commercial activities to the cooperative unions and the private sector. 

All nations that have transformed their agriculture have embraced these strategies and put 
appropriate policies in place to make them work. Clearly, these strategies require mechanisms 
that involve producers in identifying problems, and testing and adopting solutions. The 
strategies appear to tackle the prevailing problem of  food insecurity and to improve living 
standards. They also provide incentives to non-governmental organizations to participate 
actively in development work.

Constraints to sustainable growth in agriculture
Despite this series of  reforms, agriculture in Kenya and Tanzania has failed to take off. The 
reforms concentrated on facilitating the process of  globalization, but failed to establish a 
basis for sustainable development. Policy makers perhaps mistakenly assumed that macr-
oeconomic reforms are the sole remedy to poverty alleviation. Allowing currencies to float 
has the potential to reward exporters (and incidentally of  making imports relatively more 
expensive in local currency terms). A number of  producers of  export crops such as coffee, 
tea and sugar have indeed seen their incomes rise. But poor infrastructure and weak institu-
tions mean that most farmers operate in a risky environment. The result has been increased 
poverty and hunger in rural areas. Per-capita food production and net export earnings have 
fallen or at best stagnated. The income gap between rich and poor has widened, leaving the 
rural poor far behind. 

Agricultural performance was extremely disappointing during most of  the 1970s and 1980s. 
But despite the policy reforms of  the 1990s, production per capita has declined. Agriculture 
has performed more poorly in eastern and southern Africa than in the continent as a whole 
(Mbelle, 2001; Mtatifikolo, 1998; Mukibi et al. 2002). 

The reforms improved conditions for the market to perform, but there has been insufficient 
support to allow the huge number of  smallholder farmers to use the new opportunities. So 
food security has not improved. The annual growth rate of  Kenyan agriculture has dropped 
by about 60%, with no compensatory rise in the industrial or service sectors. Though the 
macro indicators in Tanzania seem good, the performance of  the agricultural sector still 
has not curbed the shortage of  food. Both countries are confronted with escalating food 
insecurity. Their economies have stagnated or declined, income disparity has widened, and 
poverty among the rural masses has become more intense. Based on their macro-economic 
indicators, Uganda is the most successful country in East Africa; Tanzania is improving, but 
Kenya is disappointingly declining. 
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Kenya’s economy performed much better before the reforms than afterwards. Through inten-
sive public investment immediately after independence, the country enjoyed rapid economic 
growth from 1963 to 1973: the GDP grew at an annual average of  6.6%. But the economy 
has since stagnated or declined, reaching a nadir in the early 1990s. This is the case not only 
for agriculture: growth in other sectors has also wilted. Agricultural growth in the 1980s was 
3.3%; in the 1990s it was only 1.2%; in the same period industrial growth fell from 3.9% to 
1.5% and services dropped from 4.9% to 2.9%.

During the 1990s, the Tanzanian government paid only modest attention to sectoral policies, 
while concentrating on macro-level policies to provide an impetus towards a free market 
economy. A study by Ponte (2001) on policy reforms, market failure and input use in Tanza-
nia found that poor infrastructure and dispersed settlements have limited the ability of  the 
private sector to cover the ground left by the state’s withdrawal, and private traders have not 
shown great interest in operating in remote areas. 

The poor performance of  Kenya’s macro-economy and agricultural sector may be due to 
missing reform in complementary policy areas and in the sequencing of  reforms. For example, 
there is no institutional framework for the efficient operation of  markets, and no system of  
rights and obligations to knit society together and respond to citizen needs. Private entre-
preneurs lack the managerial skills, financial capacity and physical infrastructure to take over 
the activities of  cooperatives and boards. The government was relatively slow to undertake 
reforms in governance (to eliminate corruption or mismanagement) and institutions. 

Both structural and policy factors contribute to the generally poor performance of  the agri-
cultural sector and the rapid rise in poverty and food insecurity. Development is the outcome 
of  economic, political and social processes that interact and frequently reinforce each other; 
market liberalization alone cannot be a remedy. Reduced economic activities in Kenya are 
a result of  institutional failure and lack of  adequate infrastructure, as well as mismanage-
ment and adverse weather conditions. Additionally, the lack of  good governance has helped 
perpetuate poverty in both countries.

Policy reform is faced with a number of  problems: quality assurance, the high price of  
inputs, inattention to smallholders, underdeveloped supply channels and poorly function-
ing extension services. Kenyan small-scale farmers find it hard to access credit, the bulk of  
which goes to large-scale farmers. The smaller-scale farmers, and women farmers, are at a 
distinct disadvantage, since most have no land certificate or other source of  income, which 
are required to get a loan. Increased food imports have displaced farmers from the domestic 
market. With no other source of  income, rural people cannot buy the imported food, so 
stay hungry and malnourished. 

Why have the reforms not produced the expected improvements? Over-reliance on the market 
has undermined the role of  government interventions in a complex situation where many 
factors limit agricultural productivity, competitiveness and growth. Institutional weakness 
and inappropriate policy formulations seem to be the key constraints to getting agriculture 
moving. In that, Kenya and Tanzania are not so different from most other countries in sub-
Saharan Africa. 
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Policy options for sustainable agriculture
What can be done? Sustainable agriculture offers solutions to many of  the problems facing 
agriculture in Kenya and Tanzania. For these solutions to be effective, policy changes are 
needed. The following sections present the major problems facing agriculture in the two 
countries, along with a summary of  the current policies relevant to each problem, the sus-
tainable agriculture solutions, and the policy changes needed to ensure these solutions are 
effective. The situations in the two countries are similar, but there are sufficient differences 
that they are treated separately below.

Resource degradation

Land degradation in Kenya

Cases: CCS–Eldoret (p.21), Baraka (p.38), Homa Bay (p. 48)

The problem  Traditional and conventional farming methods are often inappropriate. 
They include burning of  fields during land preparation, monocropping, planting up and 
down slopes, and using the wrong amounts of  agrochemicals. These cause decreasing soil 
fertility, soil erosion, and poor water-retention capacity, leading in turn to lower yields and 
higher costs for ever-increasing amounts of  fertilizer. 

Current policies  The government plans to revitalize public input supply organizations 
such as the Agricultural Development Corporation (Strategy for revitalizing agriculture in 
Kenya 2004–2014 [KSRA], p.38).

“Increased agricultural resource base will be achieved through development of  diversi-
fied, demand driven crop varieties, intensive application of  appropriate technologies; and 
expanded use of  irrigation systems in agricultural production.” (Strategic Plan 2005–2009 
[KSP], p. 26).

Sustainable agriculture solutions  Sustainable agriculture offers strong solutions to 
these problems. Sustainable agricultural practices include agroforestry, organic farming, the 
application of  compost and manure, mulching, diversification, contour farming, mixed crop-
ping, organic or integrated pest management, cover cropping and conservation agriculture. 
They provide soil cover, improve the soil fertility, reduce erosion, lower the risks of  pests, 
and improve the soil’s ability to retain water. These improvements result in higher yields and 
lower costs for external inputs. 

Policy changes needed  The Ministry of  Agriculture should integrate sustainable agricul-
ture options into national targets, the extension programme and the agricultural curriculum. 
Policies should promote sustainable and organic agriculture practices instead of  concentrating 
more or less exclusively on conventional farming. University education and the training of  
extension workers should cover sustainable agriculture. The Kenya Agricultural Research 
Institute should include sustainable agriculture in its research goals. The government should 
channel a bigger portion of  the funds provided for agriculture into supporting and promot-
ing sustainable practices.
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Forest encroachment in Kenya 

Cases: Baraka (p.38), Homa Bay (p. 48)

The problem  Communities have little say in managing government-owned forest lands, 
which cover important water catchments. The Forest Department assigns logging licenses 
for forest areas. Local people find it difficult to understand why private companies should be 
allowed to cut and sell trees on a large scale, while the nearby villagers who were the traditional 
owners of  the forest before it was declared government property are not even allowed to cut 
trees for their own needs. There are no laws for community forests. Local people must get 
permits from the (unelected) village chief  to cut trees. As the people do not participate in 
decisions on how the forests are used and who benefits from them, they are not committed 
to protect the forests. Encroachment is common. 

Current policies  “The intention is to check the uncontrolled deforestation and defor-
estation and excision of  land and to protect the area… The policy, legal and institutional 
framework for forestry will be streamlined, and degraded forest areas will be rehabilitated… 
Modalities will be developed to facilitate the active participation of  local communities in 
forest resource management.” (KSRA, p. 52)

Sustainable agriculture solutions  Sustainable agriculture projects encourage local peo-
ple to plant trees on community land, in school grounds and markets, around ponds and 
small dams, and along rivers. They normally do this through tree-planting campaigns. The 
project provides seedlings and mobilizes local people to plant them. They invite the Forestry 
Department, the Ministry of  Agriculture and local leaders to help in the planning. After the 
work is done, the local people are put in charge of  the new plantations. The community 
decides on a management plan, which includes regular watering, weeding and monitoring 
growth. After the seedlings are well established, watering is no longer needed. Depending 
on the type of  trees planted, they can be harvested after 5–10 years. Different trees provide 
different products: wood for building, fencing and fuel, foliage for fodder and green man-
uring, as well as fruit, shade and honey. The community decides how these benefits are to 
be distributed. These procedures ensure that local people feel responsible to maintain and 
protect their plantations. 

Policy changes needed  The examples of  Homa Bay and Baraka College show that 
ownership and usage rights are crucial. If  local people are not involved in making decisions 
about the forest around their villages, they will not feel responsible for the forests. If  they 
do not feel responsible, they will not be willing to obey regulations protecting the forests. 
That means it is necessary to change the regulations to create formal partnerships between 
the community and the government, so that joint decisions are made on the management 
of  communal forests. If  logging licenses are issued, the logging firms must be required to 
replant with naturally occurring species. 

Land fragmentation in Kenya

Cases: All in Kenya

The problem  The population in Kenya and Tanzania is still growing rapidly (though 
less quickly than before, in part because of  the AIDS epidemic). This population growth 
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means ever-rising pressure on natural resources and the subdivision of  land into smaller and 
smaller parcels. Farm families commonly have to divide their land among five or six children 
– nowadays including the daughters, who traditionally did not inherit any of  the land. The 
average arable land size of  about an acre (0.4 ha) is already too small to feed a family using 
conventional approaches.

Current policies  “The rising population density has contributed to the subdivision of  land 
to uneconomically small units, the reduction of  fallow periods and continuous cultivation, 
leading to rapid depletion of  soil nutrients, declining yields and environmental degradation” 
(KSP, p. 14).

“Land is the key resource in Kenya in agricultural production. Sustainable agricultural growth 
must address the relationship between population, resources and environment. Land reform 
policies and measures must strengthen the management of  agricultural resources and protect 
the ecological environment” (KSP, p. 27).

Sustainable agriculture solutions  Though sustainable agricultural practices have the 
potential to increase yields on a sustainable and long-term basis, the problem of  decreasing 
land sizes will be tackled only if  the increased output can be marketed and can lead to higher 
incomes. This requires:
•	 The application of  sustainable technologies
•	 The ntroduction of  high-value crops such as vegetables, fruits, spices, herbs and medicinal 

plants
•	 Improved market access, including market information, storage and transport facilities, 

market links to traders, product quality-management systems, etc. 

Without these additional components, the fragmentation of  land will lead to further envi-
ronmental deterioration and poverty.

Policy changes needed  The Kenyan government has set a minimum farm size, and aims 
to prevent further subdivision of  already small land portions. This is a step in the right direc-
tion, and should be made legally binding and enforced.

Sustainable agriculture is especially suitable for small land parcels, and should be supported 
through government policies and strategies.

Cutting of trees in Tanzania

Cases: HEM (p. 58), CHEMA (p. 77)

The problem  Many Tanzanians use charcoal or wood for cooking because electricity costs 
a lot, or is unavailable. Demand is high, so villagers cut trees on communal land to make and 
sell charcoal. Some also cut trees to clear land for farming and settlements. Cutting trees on 
communal land is prohibited, but the laws are weak and poorly enforced. Villagers cut trees 
illegally because they lack other sources of  income. Erosion and degradation are the result.

Current policies  “The Government will implement measures, which will minimize en-
croachment in public lands including forests, woodlands, wetland and pasture. (Tanzania 
Agricultural and Livestock Policy 1997 [TALP], p. 26)… The ministry will promote agro-
forestry and organic farming” (TALP, p. 26). 
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“Local Government Authorities will initiate, within their respective District Agriculture De-
velopment Programmes and District Development Programmes, programmes for promot-
ing alternative sources of  energy including solar, wind, biogas, and hydropower (Tanzania 
agricultural sector development strategy [TASDS], 2001, ch. 8.3).

Sustainable agriculture solutions  Agroforestry is an important component of  sustain-
able agriculture practices. Trees produce wood for various purposes, protect the soil, act 
as windbreaks, and produce fruit and honey. The leaves can be pruned and fed to animals, 
or used as mulch or green manure. Tree nurseries can be an important source of  income 
for some farmers. Trees can be planted in and around farms and homesteads, as well as to 
restore eroded land.

Policy changes needed  Village governments need to reinforce existing environmental 
laws against tree cutting through by-laws. It is necessary to create awareness among local 
residents for the protection of  trees and empower the community to protect their communal 
forests and trees.

Improved power supply and lower electricity costs would help reduce the demand for char-
coal and fuelwood.

Free grazing in Tanzania

Cases: All in Tanzania

The problem  Livestock keepers traditionally allow their animals to graze freely. Fields are 
not fenced, and after harvest, they are traditionally open for everyone to graze their livestock. 
But the animals denude the vegetation cover and compact the soil, leave it bare and vulner-
able to erosion. Disputes arise between livestock keepers and farmers who use sustainable 
agriculture practices such as leaving crop residues and cover crops in their fields. Free grazing 
is an especially crucial problem in densely populated areas. Many farmers keep livestock as 
an investment and symbol of  wealth, as well as a source of  milk and meat.

Current policies  “The ministry will carry out rationalization on grazing systems to mitigate 
overstocking. The government will develop mechanisms for resolving conflicts among dif-
ferent interests (wildlife protection, forestry, pastoralism and agriculture)” (TALP, p. 27).

“The Government will strengthen livestock breeding, research, extension services and animal 
disease control so as to enable traditional livestock keepers to improve standards of  animal 
management which will contribute to improved livestock production, productivity and quality 
for the needs of  the export market” (TALP, ch. 6.3.2, p. 51).

“The Government will recognize and respect the rights of  pastoral communities to their 
traditional grazing lands and will promote communal initiatives for better management and 
integrated exploitation of  rangelands resources” (TALP, ch. 6.3.2, p. 48).

“The Ministry of  Agriculture and Cooperatives will support destocking of  heavily eroded 
and degraded areas and their rehabilitation through soil conservation measures including 
encouraging tree planting and promotion of  investment in biogas production” (TALP, ch. 
6.3.2, p. 49).
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Sustainable agriculture solutions  Sustainable agriculture offers various solutions to the 
problem of  free grazing. It creates awareness among farmers of  the negative impacts of  this 
practice, and encourages them to reduce their livestock numbers or to feed them in other 
ways (tethering, stall-feeding). It provides other strategies to earn money, so reducing reliance 
on animals. It encourages the participatory planning of  land use within the community to 
resolve conflicts between farmers and livestock keepers.

Policy changes needed  Policy changes include the following:
•	 Strengthen and enforce by-laws to stop free grazing.
•	 Encourage destocking by promoting other ways to make money. 
•	 Design marketing strategies to encourage farmers to sell their livestock at a young age.
•	 Encourage farmers to keep their savings in the bank rather than in the form of  live-

stock. 
•	 Promote the improvement of  indigenous breeds so that fewer livestock are needed for 

the same output. 
•	 Allocate grazing areas to livestock keepers, and encourage farmers who keep livestock 

to fence their land to keep their animals away from their crop fields.

Infrastructure and services
Infrastructure has greatly deteriorated since the reforms of  the 1990s, and government 
expenditure on this sector dropped from 63% in 1999 to 54% in 2001. The poor state of  
transport, communication, storage facilities and irrigation schemes in rural Kenya and Tan-
zania stands out as one of  the principal obstacles to agricultural production and marketing. 
Adequate investment in infrastructure and its efficient use are crucial if  farming is to be 
productive and competitive. Poor infrastructure hinders access to services such as credit, 
extension, health and education and market information.

Water is a key limiting factor. Except in the highland areas of  western Kenya, most farming 
depends greatly on unreliable seasonal rainfall. Northern and eastern Kenya, and eastern and 
central Tanzania, are relatively dry. Farming is increasingly exposed to climatic extremes, with 
drought alternating with floods. For instance, a severe drought in 1999–2000 compounded 
Kenya’s problems, causing water and energy rationing and reducing agricultural output. 

Irrigation can provide significant increases in productivity and allow farmers to diversify into 
higher value products. While considerable potential exists for expanding irrigation, realizing 
this potential will be difficult. Large-scale irrigation schemes are expensive and inappropriate 
for small-scale farmers, particularly if  staple food crops are grown. Kenya and Tanzania lack 
well-developed, locally appropriate means of  small-scale irrigation to supplement rainfed agri-
culture. The irrigation infrastructure is thin and covers only 4–6% of  the total arable land.

Roads, transport and communication, storage and processing facilities are among the most 
important physical infrastructure for public as well as private investment. Governments have 
long focused on providing such services in and around urban areas, to the neglect of  remote 
rural regions. Few traders reach villages and small towns. Unless the rural road coverage is 
increased significantly, farmers will remain seriously constrained by transport and informa-
tion for their inputs and supplies, as well as in their ability to deliver produce to markets. 
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Similarly, traders are unable to reach out to rural areas without appropriate infrastructure. 
Promoting storage facilities and processing industries can curb the problem of  seasonal 
fluctuations in prices and food availability, and induce the development of  agro-industrial 
linkages. Improved storage facilities also help reduce post-harvest losses, so increasing farm 
returns and food security.

Services such as agricultural research, extension and credit are vital if  farmers are to be able 
to learn of, use and profit from improved agricultural techniques. But such services are weak, 
under-funded, and fail to focus on sustainable agriculture solutions. 

Roads and storage facilities in Kenya

Cases: CCS–Eldoret (p.21), Diocese of  Embu (p. 28), Baraka (p.38), Homa Bay (p. 48)

The problem  Most roads in rural areas are made of  earth and become impassable when 
it rains. Maintenance is poor. This makes it difficult for farmers to take their products even 
to local markets. Farmers harvest crops such as maize during the dry season, and would like 
to store at least part of  their output until the rainy season, when prices are higher. But they 
cannot get them to market at this time. 

Poor roads affect the quality and frequency of  services. Remote areas are more difficult to 
reach for agricultural extension officers, credit agents, shopkeepers and traders, medical and 
veterinary staff, and development workers. Poor storage facilities and bumpy roads result in 
high post-harvest losses. Perishable crops like vegetables and fruits have a short shelf-life 
and are easily damaged in transit.

Current policies  “The main constraints of  domestic marketing include high transport 
costs arising from poor state of  roads, poor handling, poor storage and wastage. … In order 
to promote domestic marketing, infrastructural development and capacity building will be 
given priority in the following areas: (e.g.)
•	 Development of  rural market centres and storage facilities by local authorities and or in 

partnership with private investors for hire
•	 Provision of  all-weather access roads
•	 Provision of  communication facilities and market information systems”

(KSRA, short version, Feb. 2005, p. 12f).

“A key challenge in agriculture is the inadequate and poor state of  physical infrastructure 
in agricultural production areas. The conditions of  roads in major farming areas are poor, 
as are communication and utility infrastructure. The Ministry will work with the relevant 
ministries to improve the conditions of  infrastructure in all agricultural production areas of  
the country” (KSP, p. 26).

Sustainable agriculture solutions  One principle of  sustainable agriculture is crop 
diversification. Manure and mulch are used especially for vegetables and fruits grown in 
kitchen gardens. Those crops attract higher prices at local markets than staple foods such 
as maize, beans, cassava and potatoes. Thus sustainable agriculture helps diversify income 
and minimize risk.
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Sustainable agriculture projects work through and with organized farmer groups. Such an 
approach requires not only technical agricultural advice and inputs, but also includes mobi-
lization, awareness building, strengthening of  local capacities though training and leadership 
development, gender and youth development, etc. Farmer unions and cooperative societies 
are essential for strengthening local leadership capacities, especially among small-scale farmers 
who are often neglected and poorly represented among decision makers. 

Such approaches can bear fruit. For example in Baraka village (page 38), the farmer groups 
selected a representative to lobby on their behalf  with the local member of  parliament to 
improve the village road. There was not enough money for a tarmac road, but a laterite 
(“murram”) road is passable now throughout the year.

Policy changes needed  Farmer organizations play a key role in empowering farmers and 
in negotiating with government on their members’ behalf  for services and support. Farmer 
organizations are key partners with the government in achieving national targets and ensuring 
that development activities fulfil local needs. The government recognizes this, so it is now 
time to put its admirable intentions into practice.

Farmers’ representatives should become members of  district constituency development 
committees, and the bodies governing local authority transfer funds and the district roads 
funds. This would ensure that the government agencies and private providers who act on 
their behalf  deliver services in a way that is decentralized, customer-oriented way, cost-ef-
fective and based on transparent decision making.

The demise of  institutions such as the Kenya Grain Growers Cooperative Union has left a 
gap in the supply of  inputs to farmers, which the private sector has failed to fill. Ways must 
be found to fill these gaps.

Access to credit and saving in Kenya

Cases: All in Kenya

The problem  Small-scale farmers have little capital to invest because they are able to save 
so little. Most grow only a few cash crops and yields are generally low, so they bring in little 
cash. Farmers have to pay for food they cannot grow themselves, clothes, household items, 
school fees and so on, so have little money left over. Many are continually in debt. They 
find it difficult to get credit at reasonable rates for both long-term land improvement and 
to finance seasonal needs such as seeds and other inputs. Credit for agricultural marketing 
collapsed after the removal of  subsidies in both Tanzania and Kenya. Rural and small-town 
produce processors, transporters and input-supply businesses also need credit for long-term 
investment and working capital.

Banks and agricultural credit organizations are weak or non-existent. They do not encourage 
lending to the small-scale agricultural sector, and rarely go beyond provincial towns. Public 
sector development banks, established to provide credit for such key sectors as agriculture 
and industry, have in most instances failed; they served commercial and cash-crop farmers 
rather than smallholders. As a result, few formal mechanisms mobilize savings or provide 
credit and other bank services in villages and small towns.
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Too many small-scale farmers, the small size of  individual loans, and the dispersed rural 
population push up the costs of  banking services. A lack of  formal land titles means that 
individuals cannot offer collateral for loans. Consequently, there are no formal structures 
to provide credit to rural people, or for mobilizing their savings. Multipurpose savings and 
loan cooperatives could partly fill this gap. In Asia, village-level savings and loan coops have 
existed for decades. In Africa, however, micro-credit schemes that could support rural finance 
have not been widely promoted. Farmers and others are forced to resort to moneylenders 
and other sources of  informal finance, which are generally inadequate and expensive.

Current policies  “Sectoral ministries will work closely with the rest of  the government to 
make financial services more accessible to rural communities, and in improving marketing 
services. The two interventions will lead to farmers utilizing technology that will increase 
productivity because synergies exist between improving services and increasing productiv-
ity” (KSRA, p. 24).

Sustainable agriculture solutions  This is not a problem that can be addressed by sus-
tainable agriculture, but sustainable agriculture also requires access to capital so farmers can 
invest in their land (land improvements, soil and water conservation measurements) and in 
business opportunities (storage facilities, marketing options, etc.).

Nonetheless, sustainable agriculture can help reduce the need for costly external inputs by 
using locally available alternatives. Using indigenous seeds, organic fertilizers and local tech-
nologies, farmers need less capital than if  they engage in conventional farming.

Policy changes needed  Even though they need less capital than for conventional farming, 
farmers who practise sustainable agriculture still need access to credit at reasonable interest 
rates. Registered farmer groups should be eligible to receive group loans (as in several coun-
tries in Asia). The government should create framework conditions to enable farmer groups 
to form saving and credit groups. The draft Micro-Finance Act, which excludes small-scale 
farmers from proper services, should be reviewed and revised accordingly.

Extension services

Cases: All in Kenya

The problem  Current agricultural extension services are demand-driven, and farmers have 
to cover transport and other costs. Many extension officers are not trained in sustainable 
agriculture, so have little to offer farmers who practise this approach. There are too few exten-
sionists to meet the rising demand, leaving most farmers without the services they need.

Current policies  “Efficient and effective agricultural extension is perhaps the most im-
portant service for increasing agricultural production, a key objective of  the strategy. The 
provision of  extension services will therefore need to be strengthened… The government 
will divest from the direct provision of  inputs, mechanization services and marketing, and 
instead opt for the indirect and efficient support to the non-government actors. Public ex-
tension will play a facilitating and linking role between farmers… and research,… input and 
service suppliers including marketing and quality control agencies” (KSRA, p. 33). 

“The policy will address… the role of  the private sector on providing extension services…” 
(KSP, p. 18). 
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Sustainable agriculture solutions  Sustainable agriculture is promoted mainly by NGOs, 
which are well experienced in helping farmers to form groups and to shift from conventional 
to sustainable agriculture. Many NGOs have started to move into improving market links 
and adding value. This integrated, holistic approach is successful and sustainable – as shown 
in this book. They could provide a model for improving the extension services.

Policy changes needed   The government should recognize NGOs which successfully 
deliver agricultural extension services as partners in the planning and implementation of  
improved extension policies. 

Market access in Tanzania

Case: PELUM (p. 85)

The problem  Poor infrastructure (roads, transport, communication, electricity) makes 
market access for small- and medium-scale farmers a problem. A lack of  feeder roads com-
plicates the transport of  inputs to villages and of  farm produce to markets. Without public 
transport, it is difficult for farmers to go to the markets. Poor communication infrastructure 
(radio, television, telephone) results in a lack of  market information. Many villages do not 
have electricity, so they cannot process the output they produce.

Current policies  “A well-developed and maintained rural infrastructure is essential for 
agricultural growth and overall rural development. Communication and rural electrification 
infrastructure is a pre-requisite for the development of  agribusiness” (TASDS, ch. 8.2).

“Communication infrastructure has a key role in promoting information flows, whereas 
electrification is important for agro-processing” (TASDS, ch. 8.3).

“The government will facilitate and support expansion of  rural transport network and re-
habilitation of  existing transport network so as to reduce transport costs. Government will 
facilitate and support investments in other infrastructure for crops and livestock production, 
marketing and processing. It will also encourage private sector investments and ownership 
in processing facilitates” (TALP, ch. 3.2 C, p. 26).

“In order to strengthen the collection and monitoring of  information the government will 
place adequate statisticians in every district with necessary basic facilities including radio call 
system, linked computer system, telephone and faxes” (TALP, ch. 3.3.1, p. 17).

Sustainable agriculture solutions  Sustainable agriculture uses technologies that require 
few outside inputs, so farmers need to buy fewer inputs from distant markets. 

Farmers’ groups are an important facet of  sustainable agriculture. They are involved not just 
in production and conservation work, but also in purchasing inputs and marketing outputs: 
a group of  farmers can buy and sell jointly, so avoiding the middlemen and enabling them 
to achieve economies of  scale. Farmer groups can also form associations with each other, 
and alliances with other groups focusing on rural issues, further increasing their bargaining 
power and their ability to pressure the government to provide services.

Policy changes needed  Cooperation is needed between NGOs and the government to 
set up rural marketing centres. Policy promises to improve electricity, roads, transport, com-
munication and storage facilities must be fulfilled. 
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Networking of  farmer organizations should be encouraged.

More rural marketing centres should be established where farmers can sell their produce 
direct to businesspeople.

Research and technology in Kenya and Tanzania

Cases: all in Kenya and Tanzania

The problem  There is a considerable potential for improved farming practices to increase 
smallholders’ productivity and incomes. But the technologies promoted by the government 
extension services are not based on sustainable principles, so contribute to resource degrada-
tion. Farmers are not involved in the development of  most new technologies. They do not 
feel they own the technologies, so adoption rates are low. Farmer field schools have shown 
that with the right help, farmers are capable of  contributing to and developing improved 
practices that they are ready to use.

Current policies  “The full potential of  the research capacity is not being utilized due 
to limited prioritization of  activities; lack of  a comprehensive approach for disseminating 
research finding; and weak research-extension-farmer linkages. The agricultural research 
systems will be reconstructed to address more responsive and efficient technology develop-
ment and transfer” (KSRA, short version, p. 6).

“Research is the foundation of  a strong agricultural base. Research institutions such as KARI, 
CRF, and TFR will be supported to ensure continuous research and development of  relevant 
agricultural technologies. The participation of  the private sector in the development and 
management of  research and extension will be encouraged and supported” (KSP p. 28).

“With regard to the research agenda, higher priority will be given to applied research and 
problems of  small-scale holders, most of  whom are women” (KSRA, p. 32).

“The government will continue to promote and encourage mechanization, and moderniza-
tion in the country through extension services and provision of  regulatory services for farm 
implements including strengthening machinery-testing services” (TALP, ch. 3.3.1 E, p. 19).

“Land has to be managed in such a way that agricultural production is sustainable, even in 
the long term and that negative environmental externalities are avoided or at least kept to 
a minimum… To lessen pressure on land, use of  fertilizer, animal manure and mulching 
techniques will be encouraged through extension and training services” (TALP, ch. 3.3.1 E, 
p. 20).

“Promoting utilization of  labour saving technologies (such as appropriate forms of  mecha-
nization, minimum tillage techniques, etc. is central to improvement of  labour productivity” 
(TASDS, ch. 6.8).

Sustainable agriculture solutions  Farmers have a lot of  traditional and valuable knowl-
edge about the ecosystem and how it functions in their own area. Old people, especially, 
have a great deal of  such knowledge – which may die with them if  they do not pass it on to 
the younger generation. The application of  sustainable agricultural practices often relies on 
this traditional knowledge. There is great potential to incorporate such knowledge and the 
farmers’ practical experience in research. Many examples show that farmers are capable of  
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developing improved techniques based on traditional knowledge to respond to new require-
ments. It is important to take advantage of  this potential in research.

Policy changes needed  Current policies do not adequately take into consideration tra-
ditional knowledge and farmers’ abilities to contribute to technology development. Policies 
should be revised to ensure that farmers participate actively in research.

Successful technologies should be disseminated in a much broader way to farmers so they 
can make use of  the opportunities and benefits they offer.

International trade
Agriculture productivity and improved competitiveness in the world market remain crucial for 
developing countries in general, and for sub-Saharan Africa in particular. Africa has to meet 
twin targets: getting its agriculture moving, and integrating its rural areas with its industrial 
economy to accelerate overall economic growth, and to increase income, employment and 
food security.

To curb rising poverty in a rural-dominated economy requires rational, conducive national 
development strategies and favourable international market policies. Since the biggest sin-
gle industry in sub-Saharan Africa is agriculture, this should receive the highest priority in 
formulating development policies and strategies. 

Farm output prices are generally recognized as having three main functions in an economic 
system: to allocate farm resources, distribute incomes, and influence investment and capital 
formation in agriculture. Farm prices are directly and indirectly affected by domestic and 
world market situations. An inefficient domestic market constrains agriculture’s contribution 
to food security for a rising population, limits its ability to cut rural poverty, and contributes 
to low savings and lack of  capital in the rural sector. Farmers must be assured of  access to 
markets for their products, and producer prices must be high enough to cover their costs 
and leave sufficient profits. 

Global trade and access to world markets largely determine economic growth and development 
prospects of  a particular country. Agricultural trade, in particular, is crucial for developing 
countries, as their exports depend heavily on agricultural primary products. Engagement in 
the world economy, and the impacts of  globalization, are of  consequence for farmers in the 
region. To be competitive, a country’s agricultural products must be produced cheaply and 
efficiently, and must of  good quality. But they also need a strong, efficient marketing chain, 
and a smoothly functioning system of  transport, communication, port handling and ship-
ping. Storage facilities, and regulations on transport, customs and transit, critically affect the 
competitiveness of  farm exports. 

But prevailing international trade regimes favour developed countries. Developing countries 
are constrained by limited access to market information and insufficient trade coordination. 
Developed countries protect their farmers from outside competition through high import 
taxes, import quotas, export subsidies and technical barriers which impede market access 
for outsiders. Poor countries like Kenya and Tanzania often lack the power to ensure their 
interests are reflected in multi- and bilateral trade negotiations. Developing countries cannot 
influence prices on their own, and have to organize effectively with other countries if  they 
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are to do so. They find themselves in an unfavourable and largely uninfluential position in 
the world trading system (Allen and Thompson, 1997; Stiglitz, 2003). 

Larger-scale farmers in developing countries can overcome these problems to some extent, 
and thriving industries have been built up to export products such as cut flowers and fresh 
vegetables. But small-scale farmers have severe problems getting access to distant and in-
ternational markets. 

Imports of  food, particularly wheat and rice, have put considerable burden on the econo-
mies of  sub-Saharan African countries that heavily depend on these foods. The exporting 
countries often heavily subsidize production of  these crops, so they are cheaper than locally 
produced foodstuffs in the importing countries. Low commodity prices in the local market 
mean local producers cannot compete. 

Trade liberalization has aimed to increase and diversify exports and ensure quality and value 
added through processing. However, Kenya and Tanzania (and sub-Saharan Africa in general) 
have not benefited from such liberalization. Kenya has diversified tremendously towards 
flowers, vegetables and fruits, but the volume and value of  exports have declined drastically 
since 1999. On the other hand, Tanzania’s trade has flourished since the end of  the socialism 
in 1985. However, traditional export markets still constitute over 50% of  export revenue, 
and primary exports comprise 84% of  all goods exported, while high technology aacounts 
for only 15% of  all manufactured exports. 

One of  the most serious problems of  Kenya and Tanzania is the continuous decline in the 
terms of  trade of  their exports. Prices of  primary goods such as coffee, sugar, cotton and 
cacao are declining in the world market due to increasing market supply and substitution 
(e.g., synthetic fabrics replacing cotton). The expansion of  high-quality, premium-price fruit, 
vegetables and cut flowers for the export market by Kenya is encouraging. Producers in 
Tanzania have continued to expand their output of  traditional exports, but find it difficult 
to diversify their crops because of  inadequate distribution channels. Consequently, many 
Tanzanian smallholders have suffered losses in recent years due to the collapse in coffee 
and cotton prices. On the other hand, prices of  imported industrial products and fuel are 
increasing. 

The cumulative effect of  such price movements is falling terms of  trade, a declining trade 
balance, and rising poverty. In such circumstances, a free market policy favours developed 
economies.

Because their food production fails to meet domestic demand, Kenya and Tanzania are forced 
to import food and accept food aid when recurrent natural disasters strike a substantial part 
of  their population. In 2002, Kenya imported three times as much food (cereals and vegeta-
ble oils) as in 1985; for Tanzania, food imports doubled over the same period. In the severe 
drought of  2000, staple crop production was well below average in the northern and central 
regions of  Kenya: maize production, for example, was 69% below expected. 

A comprehensive strategy to enable countries such as Kenya and Tanzania to integrate in 
the international markets is vital to pull their people out of  poverty. Improving trade laws 
and strengthening the capacity of  such countries to negotiate would enhance their ability to 
profit from market liberalization (Ndulu, et al. 1998). 
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International trade in Kenya

The problem  Farmers must pay a lot for inputs but get low prices for their products. That 
leaves little money for consumption or investment. Individual farmers find it hard to meet 
quality standards required for exports, and their produce must often compete with imports. 
They have no capital or skills to invest in marketing, storage or processing, so cannot add 
value to their output. Farmer unions and marketing co-operatives are weak, leaving produc-
ers to rely on their own limited resources.

Current policies  “Trade liberalisation brings opportunities and challenges. However, 
experience has shown that opening up of  trade contributes immensely to higher economic 
growth while trade barriers retard development… In order to exploit opportunities presented 
by globalization, the government will implement the following measures:
(i)	 Continue to encourage cross-border trade in agricultural commodities
(ii)	 Improve the provision and efficiency of  quality control services
(iii)	Undertake capacity building for farmers and fisherfolk on sanitary, phytosanitary and 

zoosanitary measures and international standards
(iv)	Set up effective systems for gathering and utilizing information on external market op-

portunities
(v)	 Establish Disease Free Zones to facilitate access to export markets for livestock
(vi)	Recommend improvement in port and airport services to eliminate delays and costs”

(KSRA, short version, p. 13).

Sustainable agriculture solutions  Sustainable agriculture – especially organic agriculture 
– has the potential to address niche markets. In the case of  organic agriculture this requires 
costly certification, which local farmers cannot afford on their own. Nevertheless the exam-
ples in this book show that there are opportunities for farmers to produce certified organic 
products for export.

Policy changes needed  It is important to develop national standards for the certification 
of  organic products. Kenyan certification bodies should be established to reduce the cost 
of  certification for farmer groups who wish to export their produce.

International trade in Tanzania

Case: CHEMA (p. 77)

The problem  Markets in developed countries are protected and favour their own products 
(e.g., through subsidies). Agricultural products from developing countries are disadvan-
taged.

The Tanzanian government favours conventional farming by giving subsidies for fertilizers 
throughout the country.

Current policies  “The Ministry [responsible for industry and trade] will promote agro-
processing through implementation of  the Sustainable Industrial Development Policy (SIDP) 
and Small and Medium Enterprise Policy (SMEP). It will also establish a conducive legal and 
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institutional framework to facilitate both local and international food trade which is fair to 
both producers and consumers” (Tanzania agricultural marketing policy, ch. 4.1.1.2, p. 26).

“Earnings from… traditional export crops seem to have hit a barrier whose removal would 
require a dramatic technological breakthrough change in production and equally revolutionary 
improvement of  world prices of  these crops. These events are unlikely to occur even on the 
long time horizon. However, the non-traditional export crops face formidable constraints 
which include poor production organization, lack of  appropriate technology (transport, 
storage, processing and packaging) for handling them after production and disorganized 
marketing system” (TALP, ch. 6.2.2, p. 35).

“The ministry shall establish a mechanism for quality control” (TALP, ch. 6.2.2, p. 36).

Sustainable agriculture solutions  Sustainable agriculture produces for alternative markets 
such as the organic market, where premium prices can be fetched. These markets are often 
less protected, but may require expensive certification. 

NGOs and farmers’ associations can lobby and provide information to the government about 
sustainable agriculture solutions, and can form alliances with international organizations to 
gain a strong voice in international meetings.

Policy changes needed  The government should provide a level playing field for sustain-
able agriculture. Current policies are advantageous to high-input conventional farming, which 
makes sustainable agriculture more expensive and pushes it out of  the market. 

Extension services should promote sustainable agriculture and the systems needed to sup-
port it, such as market information and certification processes. The government and private 
sector should co-operate to promote organic products and seek ways to ensure reliable 
markets for them. Organic farming for export should be included in training for farmers 
and extension workers. Organic certification should be developed which is affordable, and 
development agencies should promote cooperation among farmers so they can get certifica-
tion as organic producers.

At the international level, the government should lobby for a more conducive environment 
for Tanzania’s small-scale farmers to export their produce.

Governance 

Governance in Kenya and Tanzania

Cases: All in Kenya and Tanzania

The problem  Poor governance has a direct impact on agriculture. It causes corruption, 
instability and conflicts, which in turn restrict farm production and aggravate food insecurity. 
It hinders production and trade. The lack of  well-established governance structures creates an 
unpredictable, costly and sometimes hostile environment for farmers, traders and processors. 
Complex regulatory systems, licensing and permit-issuing procedures create obstacles for 
honest actors and opportunities for dishonest ones, result in delays and bureaucratic ineffi-
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ciencies, and increase the cost of  doing business. An opaque and biased judicial system adds 
uncertainty. Competitiveness suffers, as do institutions that promote standards and quality 
control may also suffer. This is particularly serious in Kenya, but prevails in Tanzania too.

The efficiency and effectiveness of  the government extension services in Kenya has declined. 
This is due to falling budgetary allocations, a lack of  clear objectives, a failure to identify the 
role of  beneficiaries, and poorly defined organizational and institutional structures. Research 
organizations are weak in developing and transferring appropriate technologies to farmers. 

According to Transparency International (2001), corruption has been a major problem in 
both countries, especially in Kenya. In Tanzania, the 1996 Presidential Commission on Cor-
ruption noted a dramatic increase in bribery and corrupt practices in the public and business 
sectors at all levels. Petty corruption is widespread and is found in virtually every sector of  
public service down to the village level. In 2001, Transparency ranked Tanzania as seventh-
worst country in terms of  perceived corruption (it scored about the same as both Kenya and 
Uganda). The report suggests that the major payers of  bribes are foreign corporations. 

Both countries rely heavily on assistance from international donors, which have made their 
support dependent on the governments’ addressing the mismanagement of  public resources. 
The governments have created agencies and laws to tackle corruption, and have undertaken 
reforms in the judiciary, public procurement, etc. But progress is slow and full of  setbacks.

Land grabbing is increasingly common in Kenya. Although formal structures are in place 
through which to apply for and acquire land, inefficient and corrupt management leads to 
further inequity in land distribution, and to conflicts over land between different population 
groups such as farmers and pastoralists. 

Current policies  “The agricultural sector is currently governed by about 130 pieces of  
legislation many of  which are obsolete, unenforceable or inconsistent with current policy. 
This has increased costs for compliance and discouraged private sector participation and 
investment. The review of  laws and regulations governing the operations of  the agricultural 
sector will be undertaken to remove barriers to production, processing and marketing. This 
will be achieved by:
(i)	 Amalgamation of  existing legislation to have fewer broad based acts to suit prevailing 

circumstances
(ii)	 Encourage self-regulation by facilitating capacity building for stakeholder organiza-

tions
(iii)	Collaborate with other relevant sectors to that have a bearing on the implementation of  

the strategy”

(KSRA, short version, p. 5–6).

“Kenya’s agriculture is predominantly small-scale accounting for 75% of  the total agricultural 
output and 70% of  marketed agricultural produce. Processing and marketing is organized 
through farmers’ organizations, cooperatives and statutory bodies… However, in the last two 
decades, their effectiveness has been impaired by weak governance and mismanagement. There 
is urgent need to improve management structures and accountability. Action required:
(i)	 Establish an ethics commission for cooperatives backed by a code of  conduct for co-

operatives
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(ii)	 Strengthen accounting, audit, banking and reporting procedures for use by cooperative 
societies and where necessary institutionalize public accounting procedures

(iii)	Prescribe the minimum qualifications for management and board members
(iv)	Develop Cooperative Management Information System to help monitor the performance 

of  cooperatives”

(KSRA, short version, p. 10).

Sustainable agriculture solutions  Sustainable agriculture relies on strong local groups, 
to which members feel a strong sense of  ownership and belonging. Democratic participation 
in decision making, new skills in organizing and accountancy, and transparency in decision 
making and financial affairs are vital for this. Sustainable agriculture is thus a valuable school 
for local-level democracy and good governance.

Strong local groups are also able to put pressure on government agencies to ensure that 
they provide services, guarantee rights and enforce justice. Sustainable agriculture thus has 
a trickle-up effect on improving the government hierarchy.

Sustainable agriculture techniques are frequently promoted by faith-based NGOs (e.g., 
Catholic dioceses, protestant churches, or international NGOs such as World Vision). 
These organizations usually feel committed to serve the local people and usually obey high 
humanitarian values. Their approaches not only meet the standards of  ecological sustain-
ability; they also are based on social, cultural and ethical values. These organizations strive to 
integrate local people into decision-making processes. Local NGOs are encouraging farmers 
to organize themselves. Thereby, they revitalize farmers’ organizations and fill the gap left 
by weak cooperatives. 

Policy changes needed  Local organizations, especially those that are traditional, should 
be consulted and given an opportunity to feed their knowledge and experience into the 
formulation of  government strategies. Local farmers’ organizations should be strengthened 
and supported, and their capacity to market goods jointly enhanced.

The agricultural legal system should be enhanced, reducing the number of  individual laws. The 
legal/judicial system should also be strengthened to ensure that laws are actually observed. 

Village governance in Tanzania

Cases: HEM (p. 58), PELUM (p. 85)

The problem  To provide good services to local residents, village government leaders need 
to be knowledgeable and informed, and have the confidence and power to demand services 
from other agencies and higher levels of  government. They must be able to set and enforce 
local laws. Without these qualities, villagers are likely to violate laws, and they will not be able 
to draw on government support programs. NGOs will find it difficult to start development 
projects without the support of  the village councillors. Some village governments even de-
mand pay when asked to co-operate in community mobilization. Because the government 
is unable to provide services, NGOs sometimes have to do so.
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Current policies  “Local government authorities have a critical role in the successful im-
plementation of  the Agricultural Sector Development Strategy, because they will undertake 
or implement all development initiatives intended to improve the rural livelihoods” (TASDS, 
ch. 4.1.3).

“Government will also legally empower local government authorities to enforce regulations 
and standards on behalf  of  the mandated institutions, possibly through the delegation of  
legal powers” (TASDS, ch. 4.1.3).

Sustainable agriculture solutions  Almost all sustainable agriculture projects involve the 
village government. They aim to create ownership within the village government and receive 
the support of  the village leaders. At the same time, the village leaders gain knowledge by 
attending trainings or seminars. 

Policy changes needed  Decentralization of  power to lower levels of  government would 
make government services more responsive to local needs. Local leaders need training so 
they are able to do their jobs better.

Conclusion
If  Kenya and Tanzania are to maximize their agricultural exports, their farm products must 
be competitive. Competitiveness is affected by various factors in production, processing 
and marketing. At production stage, competitiveness is a function of  productivity: a higher 
volume and lower production costs allow for more efficient and effective supply of  mar-
kets. Maintaining product quality standards is vital, as are information on market trends and 
traits, and cost-effective processing and packaging. These in turn require effective domestic 
market infrastructure and institutions, including low taxes and duties to keep transaction 
costs down.

Despite their negative impacts, the policy reforms have created a more favourable environ-
ment for private investment, and are expected to promote sustainable agricultural growth in 
the long run – if  adequate government support is forthcoming.

Market access and price incentives can be improved by improving infrastructure and insti-
tutions that directly support small-scale farmers. Reducing tariffs and taxes in agriculture 
would reduce the cost of  production and marketing, so improving competitiveness and 
smallholders’ incomes.

Successful development requires considerable political will and sacrifice. No single strategy 
or policy on its own can get agriculture to grow on a sustained basis, reducing or eradicating 
poverty and insecurity once and for all. There is no magic bullet. Long-term investment in 
agriculture is necessary, along with investment in other areas such as health and education. 
Choices must be based on ethical values, including the empowerment of  producers, good 
governance and stewardship of  common resources for the common good. A strong public 
constituency is necessary to ensure decision makers have the will to make policies that fight 
hunger and promote a more equitable distribution of  income.
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The previous sections of this book described nine cases of  how 
Sustainet partner organizations have worked with communities, 

other organizations and the government to promote sustainable agriculture in Kenya and 
Tanzania. They show various ways sustainable agriculture has been scaled up.

We can divide scaling up into four types:
•	 Quantitative  Increasing the numbers of  people who adopt a technology: directly, 

spontaneously, or through other organizations. Example: Spreading a sustainable agri-
culture technology to a new village.

•	 Functional  Adding new activities or technologies, or adapting them to suit new situ-
ations. Example: Adapting a farming technique to suit a different soil type.

•	 Political  Changing the “rules of  the game” by influencing the provision of  govern-
ment services or changing policies. Example: lobbying for by-laws to protect the environ-
ment.

•	 Organizational  Increasing the organization’s capacity and making it more efficient. 
Example: training staff  in dissemination techniques.

This chapter summarizes the approaches used by the various organizations and projects 
described in this book, outlines some other ways that might be used in the future, and sum-
marizes the challenges facing efforts to scale up activities.

Quantitative scaling up
Quantitative scaling up means enabling a larger number of  farmers to adopt sustainable 
agriculture techniques. These farmers may be in the same village as the original project, in 
other villages served by the organization, or in areas served by other organizations. This type 
of  scaling up also includes spontaneous adoption or adaptation of  the technologies by other 
farmers, with little or no intervention from development organizations.

Efforts to promote quantitative scaling up include capacity building, extension activities, 
networking and collaboration, awareness creation and mobilization. 

Capacity building
The Sustainet partners have used the following approaches to build the capacity of  farmers 
and organizations in the areas they serve.
•	 Training of  groups  The organization trains groups of  farmers on general specific 
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Figure 22	 Four types of scaling up
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sustainable agriculture approaches, specific techniques (such as composting and water 
conservation methods), and supporting skills (such as simple book-keeping and group 
management).

•	 Farmer field schools  Groups of  farmers get together to learn about their crops, the 
ecosystem in their fields, and the constraints and opportunities facing them. Guided by a 
facilitator, they choose subjects to study, do experiments in their own fields, and analyse 
the results. 

•	 Field days and on-farm demonstrations  The organization runs demonstrations 
on its own land, or arranges for cooperating farmers to do so. Other farmers gather to 
see how to implement the practice and how it performs in the field. Advanced farmers 
groups may be able to manage their own demonstration plots without any inputs from 
outside organizations.

•	 Training of  trainers  The organization trains a group of  facilitators, who then train 
others, who then train still more people. 

•	 Farmer-to-farmer extension  The organization trains one farmer, who then passes 
on the information and skills to his or her neighbours and friends, facilitates farmer-
instigated tests, and acts a conduit of  information from outside.

•	 Exchange visits  Groups of  farmers visit another village to learn about a new prac-
tice, ask questions, and share their own experiences. This is usually carried out with no 
facilitation by the development organization except arranging transport.

•	 Community resource persons  Community members nominate someone for the 
organization to train. This person then acts as a source of  knowledge and skills for the 
community. With sufficient training (e.g., through a diploma course), the participants 
should be able to take on some of  the responsibilities previously borne by the develop-
ment organization.

•	 Scholarships  This involves enabling men and women from a particular area to attend 
courses on rural development and sustainable agriculture. They sign a commitment to 
go back to their community and act as resource persons for several years.

Awareness creation and mobilization
Awareness creation and mobilization means spreading sustainable agriculture ideas to a 
wider audience than can be reached by the organization alone. Sustainet partners have used 
the following approaches:
•	 Mass media  Newspapers, radio, TV and publications can be a vital way to get a mes-

sage out to a wider audience.
•	 Community mobilization. This can be done is a variety of  ways: through religious 

institutions, participatory appraisals, role plays, poems, stories and songs, cultural days, 
etc.
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Networking and collaboration
Other organizations have a key role to play in spreading sustainable agriculture techniques. 
Here are some successful methods. 
•	 Schools  The organization convinces education officials to incorporate aspects of  

sustainable agriculture in the school curriculum. It then trains teachers who will teach 
these topics.

•	 Collaboration with other organizations, such as NGOs, churches, research institutions 
and ministries, to create awareness about sustainable agriculture and to mobilize these 
organizations to support it.

Extension
Regular government extension services provide relatively little information on sustainable 
agricultural techniques. But Sustainet partners collaborate with the extension service where 
possible, both with the extension institution as a whole and at the field level with individual 
extension agents. Other techniques include the following:
•	 Resident extensionists  The organization places its own extension staff  in villages. 

They build close relationships with local people, and implement and follow up the pro-
gramme activities.

Figure 23	 Quantitative scaling up enables more farmers to adopt a sustainable agriculture 
technique
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•	 Experienced extension staff   Sustainable agriculture skills are still relatively rare among 
extension staff. It is possible to take advantage of  the valuable skills of  the scarce few by 
having them train and coordinate the activities of  less-experienced staff, provide them 
with transport so they can cover a wider area, and rotate them from one area to another 
so that they can work with as many different staff  and farmers as possible.

•	 Students  Some sustainable agriculture organizations are based at training institutions. 
They arrange for college students to visit farmers, work with them for a day and give 
them advice. 

•	 Exhibitions or fairs  The organization, or a farmer group or association, arranges 
events where farmers can meet, exchange information, and buy, sell or barter seeds and 
other inputs.

Challenges
Quantitative scaling up faces various challenges and constraints. 
•	 Inadequate funds  Serving more people, distributed over a wider area, inevitably re-

quires more funds. Many activities to promote sustainable agriculture are organized on 
a project basis: funds are limited, and they are available only for a few years. When the 
funding runs out, the organization must find more funding to support the expansion 
of  support to new areas, and to continue support for areas already served. Understand-
ing donors are often willing to make funds available to support successes, but they also 
have limitations on the amount of  money they can assign. Sustainet partners respond by 
seeking low-cost ways of  spreading their messages to as many other people as possible 
– for example through networking and collaboration, awareness creation and community 
mobilization.

•	 Voluntarism of  resource persons  Many of  the people who promote sustainable ag-
riculture are highly motivated, but get paid little or nothing for their efforts. This works 
well in the short term, and on the small scale. But it is not sustainable in the longer term 
or on a broader scale – even the most enthusiastic supporters need to feed themselves 
and their families, and serving larger areas means that they can spend less time attending 
to their own farms. Possible solutions include boosting government funding or seeking 
financial contributions from the villagers who benefit from the services.

•	 HIV/AIDS  The disease has devastated rural East Africa, killing or debilitating the 
most productive people in the society, young adults. Some sustainable agriculture tech-
niques (for example, weeding, applying compost) require more labour than conventional 
farming. This is especially the case for building soil and water conservation structures. 
In many families and villages, there are not enough able-bodied young people to do the 
necessary work. Fortunately, some forms of  sustainable agriculture – such as conserva-
tion agriculture – reduce the amount of  labour required, so are ideally suited for families 
afflicted by the disease. In addition, sustainable agriculture produces a range of  crops, 
resulting in a rich and varied diet, which helps people with AIDS fight the infection.

•	 Socio-cultural barriers  Farmers are rightly sceptical of  outsiders who come to tell 
them how to farm better. After all, they have been able to survive using their current 
practices, as did their parents and grandparents before them. They are also resistant to 
major shifts in practices, such as stall-feeding livestock that used to graze freely. They 
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want to see proof  that a new practice works before they are willing to adopt it themselves. 
That makes demonstrations of  technology and the opinions and experiences of  other 
farmers – conveyed through farmer-to-farmer extension, farmer field schools, cross-
visits and so on – all the more important as ways of  convincing farmers that sustainable 
agriculture is a good idea.

•	 Marketing  Many of  the projects described in this book have discovered that the lack 
of  market links and marketing skills is just as important as the need for appropriate 
technology or the right kind of  seed. Markets for niche commodities grown in mixed-
cropping sustainable agriculture systems are less well developed than for staples such 
as maize and bananas. It is necessary to promote crops that have a market locally, so 
farmers know they can sell their surplus. But as the example of  groundnuts in Homa Bay 
(p. 48) shows, it is possible for farmers to carve out a regional market for a successful 
product. 

It should be noted that these constraints are not unique to sustainable agriculture, or indeed 
to NGO-supported activities. Government extension services also face most of  the same 
problems. One way of  redoubling efforts to promote sustainable agriculture would be for 
the government to give this approach its full support, thereby reinforcing the efforts of  
NGOs and farmer organizations. 

Functional scaling up
Functional scaling up involves the development organization adding new activities or tech-
nologies, or adapting them to suit new situations.

Adding activities
An organization that promotes one type of  activity can add new activities to the palette it 
promotes among farmers. Adding activities is almost inevitable for organizations promoting 
sustainable agriculture, since farming in general and sustainable agriculture in particular are 
so related to, and dependent on, other aspects of  the economy and society. This means it is 
unrealistic to promote a sustainable agriculture technology by itself: other components, from 
marketing to organization, finance and processing, are bound to be important.

Here are some examples from the organizations described in this book.
•	 Adding value  The organization helps farmers to start processing the crops they have 

grown. For example, CCSMKE (p. 12) has helped farmers in Embu District in Kenya 
make sunflower oil. AEP in Homa Bay (p. 48) promoted peanut butter making to add 
value to and provide a market for the groundnuts that farmers had started to grow suc-
cessfully.

•	 Conservation and storage  Produce prices are lowest just after harvest. By conserving 
and storing their produce, farmers can sell it several weeks or months later, when the 
price has recovered. 

•	 Adding farm enterprises  Organizations promoting one type of  crop or livestock can 
diversify into others. For example, the Diocese of  Embu (p. 28) started by promoting 
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dairy goats, but then diversified into chickens, using many of  the same approaches that 
had been successful with goats. 

•	 Using by-products  Farming produces a lot of  by-products. These are often seen as 
“waste”, but they can be very valuable if  used in the right way. An important feature of  
sustainable agriculture is that it consciously uses these by-products: it makes compost 
from weeds and crop residues, and uses manure as fertilizer. But they can be used in 
other ways too: for example, the Diocese of  Embu (p. 28) introduced biogas plants to 
the dairy goat keepers it supported so they can use manure to make fuel for cooking.

•	 Promoting input supply  Inputs can be expensive and hard for farmers to get. Organi-
zations promoting sustainable agriculture can also explore ways for farmers to produce 
inputs locally. For example, in Homa Bay (p. 48), farmers now share various types of  
seed as a result of  AEP’s promotion of  groundnut growing in the area. CCSMKE (p. 
12) has promoted the establishment of  agro- and veterinary stores so farmers can buy 
implements and get their animals vaccinated. 

•	 Farmer organizations  Organizing farmers is key to agricultural development in 
East Africa. Individually, farmers have few opportunities to improve their livelihoods. 
Together, they can access credit, buy inputs, process and sell produce, control erosion, 
converse soil, and protect forests. Even technically oriented development agencies find 
that community organizing forms a large part of  their task.

•	 Microfinance  A shortage of  capital often means that farmers cannot invest even the 
small amounts needed to make money out sustainable agriculture technologies. Most 

Figure 24	 Functional scaling up involves adapting or adding activities to suit a wider range of 
conditions
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farmers have little access to formal credit, so merry-go-around savings schemes offer 
one of  the few ways they can bring together enough money at one time to invest. Both 
AEP in Homa Bay (p. 48) and the Diocese of  Embu (p. 28) have introduced microfinance 
schemes to help farmers to save and to access credit.

•	 Marketing  Marketing has been mentioned above as one of  the constraints to quan-
titative scaling up. Organizations promoting sustainable agriculture frequently find they 
need to support farmers develop market linkages, and train them in marketing skills, in 
order for them to sell the higher yields and new crops they can grow using sustainable 
techniques. 

•	 Related topics  Development organizations that start off  working in sustainable agri-
culture often find themselves called on to deal with other needs identified by local people 
– such as health or HIV/AIDS. The same is true in reverse: organizations focusing on 
other areas may identify the need for work on sustainable agriculture. 

•	 Lobbying and advocacy  Development organizations often also become involved 
in lobbying and advocacy work, for example to press government agencies to improve 
specific services in their area, to provide funding or support, or to persuade decision 
makers to adjust policies (see p. 126).

Adapting activities
As an organization spreads its sustainable agriculture message to new villages, it is necessary 
to adapt the technology, and the extension approach, to suit the new conditions. Here are 
some examples from Sustainet partners’ experiences.
•	 Adjusting recommended quantities  It may be necessary to adjust things like planting 

distances, numbers of  seeds, amounts of  compost, etc. for different situations. These 
are relatively minor changes, and farmers will inevitably test out variations themselves 
to see what best suits their needs. Sustainable agriculture organizations can encourage 
them to do this. They can also manage tests themselves – as CCSMKE (p. 12) did on 
the nine-seeded-hole technique, which started out using 12 seeds per hole.

•	 Adapting varieties, crops and breeds  Different varieties or breeds, or completely dif-
ferent crops or livestock species, may be appropriate in different situations. Organizations 
can help farmers choose the ones that are best for them, and can facilitate access to seed, 
breeding stock and other inputs needed (such as vaccines and veterinary medicines).

•	 Adapting cropping patterns and management techniques  Sustainable agricul-
ture promotes a wide range of  crop and livestock combinations. The most appropriate 
combination, and the best way to manage it, will depend on many things: the local soil 
type, rainfall and other agroecological factors, the farmers’ economic and social situation 
as well as their skills and wishes, the potential market, seasonal factors, etc. There is no 
one right combination: neighbouring farmers are likely to end up with different mixes, 
managed in slightly different ways. Development organizations can recommend different 
options for different areas or situations, and help farmers test them. 

•	 Adapting organizations and procedures  Just as there is no one-size-fits-all combina-
tion of  crops or management technique, there is no ideal organizational form for farmers’ 
groups and associations. While there are certain general patterns (a group should have 
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elected leaders, a set of  rules, etc.), the particular form of  the organization, its member-
ship, focus and functions, and the rules it adopts, will vary from case to case. 

Means
As implied in the list above, sustainable agriculture organizations use a wide range of  tech-
niques in functional scaling up. Here are some of  them.
•	 Training (e.g., of  community AIDS educators)
•	 Exposure tours for farmers to other farmer’s fields
•	 Field days
•	 Participatory evaluations to improve and adapt activities
•	 Handouts to promote adoption of  techniques
•	 Focus discussions to improve or adapt technologies
•	 Demonstrations of  innovations and to suggest possibilities to adapt them
•	 Farmer-to-farmer extension to exchange information
•	 Creating new activities in response to participatory appraisal and evaluation.

Challenges
Functional scaling up results in various challenges, some of  them unique to this approach.
•	 Organizational capability  When adding or adapting activities, the development 

organization may find it lacks expertise in specific areas – a new crop, for example, or 
marketing or microfinance. It may have to develop its own skills in this area before it 
can be of  use to farmers. Or it can ally with other organizations, as CHEMA (p. 77) did 
when teaming up with Matunda Mema, an export firm, to promote organic pineapple 
growing in Ihanda village in Tanzania. If  required intervention is too far outside its own 
scope, it can refer it to other organizations (including the government) that are better 
equipped to intervene. Or, of  course, it can choose to ignore the need.

•	 Infrastructure and services  Expanding the range of  crops and products may be 
difficult without improvements in key infrastructure such as roads and electricity, and 
services such as veterinary services and organic certification. Similarly, the lack of  key 
expertise market information and skills may make it hard to choose which new com-
modities are most appropriate.

•	 Maintaining focus  As an organization expands into unfamiliar new crops and products, 
it may find its efforts become too diluted. It risks losing its focus on the initial successful 
initiative, without a similar degree of  success in the new ventures. The original farmers 
groups may still need support – and as their businesses develop, the type of  support is 
likely to change.

•	 Adapting approaches  A new commodity may require a radically different approach to 
the one successfully used in the initial intervention. The organization may lack the vision 
to recognize this, or capability to adopt new, more appropriate methods. As a result, it 
may persist in trying to force square pegs into round holes.
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•	 New partnerships  A new set of  commodities may mean the organization has to deal 
with a new set of  partners – in input supplies, processing, marketing, etc. It is vital to help 
farmers build up a range of  such partners to avoid dangerous over-reliance on a single 
buyer, for example. But building up such partnerships takes time and can be difficult.

Political scaling up
Political scaling up means “changing the rules of  the game” that sustainable agriculture is 
part of. Most organizations involved in sustainable agriculture are relatively small and have 
limited funding. They can multiply the effects of  their work if  they work with and influence 
the government – a much bigger player in rural development, and one that not only provides 
a wide range of  services, but also sets the rules within which other players operate. 

Political lobbying can be done on the local to national and international levels. The local 
government level is important because it implements the national laws (through by-laws) and 
implements or oversees all development programmes. Advocacy at the national level aims to 
influence national government policies. Lobbying can also target international bodies, donors 
and research agencies such as FAO, IFAD, international agricultural research institutes and 
ministries in donor countries. Such lobbying can influence funding priorities and ensure that 
funds are provided in ways that will benefit small-scale farmers. 

Local
Sustainable agriculture organizations can develop close relationships with local administra-
tions – from the village level up to district and province levels. 
•	 Enforcing national laws  National laws – for example, to protect forests – are often 

weakly enforced at the local level. Sustainable agriculture organizations can lobby with 
the local administrations responsible for enforcing them, and can raise awareness among 
local people and village leaders that such rules exist and why they are important.

Figure 25	 Poltical scaling up means changing government policies to encourage farmers to 
adopt sustainable agriculture
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•	 By-laws   A by-law is a rule set by a local authority. Sustainable agriculture organizations 
can press village and district authorities to design and enforce such laws. For example 
HEM (p. 58) has promoted the implementation of  by-laws on environmental conserva-
tion through village governments in Moshi district in Tanzania. 

•	 Environmental committees  The sustainable use of  local resources depends on the 
ability of  local people to manage the resources themselves. In Tanzania, HEM (p. 58) 
helped to establish environmental committees in the villages it served. These commit-
tees are composed of  8–12 villagers nominated by all the residents through the village 
assembly. They oversee the conservation and protection of  soil, water and vegetation 
in the village. As a result of  this pioneering work by HEM and other NGOs, in 2004–5 
the government established environment committees in every village throughout the 
country. 

National and international
•	 Policy briefs  Policy briefs are short documents aimed specifically at policy makers. 

They can be a useful way of  informing policy makers of  particular issues, and can be 
used in conjunction with other approaches. CCS–Eldoret (p. 21) prepared a policy brief  
in support of  agroforestry, and mobilized communities to back this brief. Local people 
also used other channels: they discussed their concerns with parliamentarians who were 
members of  their church.

•	 Conferences, seminars and exhibitions  These can be useful ways of  reaching a 
policy audience. For example, the CA-SARD project (p. 66) presented a keynote address 
at a world conference on conservation agriculture in Nairobi, to which senior ministers 
were invited. The ministers also saw several CA-SARD sites during the post-conference 
tour. At the same conference, AEP (p. 48) promoted groundnuts as a major cash crop 
and pressed for improved markets and access to quality seeds. At one exhibition, one 
member of  parliament bought 300 kg of  groundnuts to promote in his constituency. In 
Tanzania, the annual Nane Nane farmers’ day is an important event where PELUM (p. 85) 
and development organizations and farmers can meet and discuss with policy makers.

•	 Strategy documents  Government departments use strategy document to indicate the 
direction they plan to move. Development organizations can develop relationships with 
government departments, and supply them with information on sustainable agriculture 
techniques, evidence that the approach works, and suggestions for policy changes. One 
example of  this approach is a forthcoming agro-mechanization strategy of  the Depart-
ment of  Mechanization in Tanzania; as a result of  the CA-SARD (p. 66) and related 
projects, this includes a chapter on conservation agriculture.

•	 Policy development  Development organizations can be important contributors to 
policy development. For this, they must be recognized as specialists in a particular area 
or expertise, and they must have gained the trust of  government agencies. For example, 
in Kenya AEP (p. 48) is concerned about the rules governing the production of  seeds, 
which are biased against community seed producers. AEP is collaborating with Catholic 
Relief  Services (an international NGO) and several government agencies to develop a 
policy paper on seed production.
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•	 Media  The mass media are an important way of  reaching both policy makers and a 
wider audience. Coverage in newspapers, radio and television can raise awareness among 
key audiences about an issue, and keep it in the public view longer and more effectively 
than would be possible for a single organization working alone. In Tanzania, PELUM (p. 
85) uses the mass media to address issues of  sustainable agriculture and smallholders.

All levels
•	 Collaboration with the government  Development organizations can work with the 

government to promote sustainable agriculture. They can participate in district develop-
ment committees and national agricultural extension programmes. Involving government 
officials in decision making – and even sharing staff  – can help ensure close working 
relations. For example, as a result of  the CA-SARD project’s work (p. 66), the Tanzanian 
Ministry of  Agriculture decided to start 100 pilot farmer field schools – far more than 
CA-SARD could do alone –with technical backstopping from the project. In Kenya, the 
Diocese of  Embu (p. 28) has lobbied for the revival of  the extension services – especially 
for technical backstopping on dairy goat groups, and conducts most training of  farmer 
groups in collaboration with the ministry staff.

•	 Documenting activities and results  Documentation is vital to convince policy makers 
that sustainable agriculture is a promising approach. This does not just mean produc-
ing evaluation reports for donors (though these are obviously important). It also means 
producing information materials that are short, informative and easy to understand, in 
a variety of  formats: print, web-based and audiovisual, and distributing these to the ap-
propriate individuals and organizations. To be convincing, the materials must contain 
hard numbers: costs, economic benefits, numbers of  adopters, yield changes, etc., based 
on monitoring and evaluation of  sustainable agriculture activities.

•	 Briefing of  decision makers  To make good decisions about sustainable agriculture, 
local officials must be adequately informed about the various technologies it involves, as 
well as its benefits and the constraints it faces. Organizations that work on sustainable 
agriculture in the field typically have gained a wealth of  experience and expertise on the 
problems and prospects of  sustainable agriculture in their areas. Such grounded, evidence-
based information is extremely valuable for decision makers and staff  of  other develop-
ment organizations. Organizations can keep these people informed about sustainable 
agriculture by inviting them to attend short training courses, demonstrations, field days 
and excursions. Doing so also helps ensure that they not only know about sustainable 
agriculture, but also are sympathetic to it. For example, CHEMA (p. 77) invited local 
officials in the Rulenge area to training courses and meetings on bush fires; the district 
council later passed by-laws to limit bush fires in the area.

•	 Facilitating lobbying by farmers  Lobbying is much more credible if  the farmers 
do it themselves. The organization can help them organize so they can gain their own 
“voice”. The organization should facilitation and enable, but should not dictate what 
the farmers say. In Tanzania, PELUM (p. 85) helps farmer organizations and its member 
NGOs to lobby on sustainable agriculture issues.

•	 Resource allocation  Development organizations should persuade government agen-
cies to allocate more resources to sustainable agriculture. Allocating funds to sustainable 
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agriculture is an investment that can pay dividends: with proper support, sustainable 
agriculture can generate more revenue for the government in the form of  taxes, and 
reduce the cost of  providing for destitute rural people. Development organizations can 
also organize farmers so they can apply for government funding.

•	 Networking  Lobbying carries more weight if  several organizations join together to 
press for the same cause. A network of  organizations pulling in the same direction is 
more likely to be heard than each organization individually. PELUM-Tanzania (p. 85) 
works with MVIWATA and other farmers’ organizations, as well as with other NGOs 
and community organizations, to press for policy changes.

Challenges
Political scaling up can promise big rewards – if, for example, the government agrees to 
sponsor a major expansion in a particular sustainable agriculture approach. But it also is full 
of  challenges. Here are some.
•	 Government priorities  Government priorities might not be in line with sustainable 

agriculture ideas. Agriculture may be low down the government’s priority list. Even if  
the government views farming as important, it may emphasize high-input agriculture 
rather than the sustainable sort.

•	 Commitment of  officials  A sustainable agriculture organization is lucky if  the na-
tional and local governments are understanding and supportive of  its efforts. But this is 
sometimes not the case: unfortunately some officials are not interested, uncooperative, 
lack the right skills, have different views about what is desirable, are corrupt, or are just 
too busy. 

•	 Time and skills  Building awareness and getting support at the policy level takes a lot 
of  time, and requires staff  who are adept at lobbying. But with their field focus, organi-
zations promoting sustainable agriculture may not necessarily have the time and staff  
available.

•	 Cost  Lobbying and advocacy is costly, and there is a high risk of  failure (or at least of  
only partial success).

•	 Competition  Governments have only a limited amount of  resources to allocate, and 
there is stiff  competition for these. Many organizations and interest groups compete for 
policy makers’ time and for the limited pool of  resources. Sustainable agriculture must 
vie with many other deserving causes: education, health and so on. Other stakeholders 
might try to influence policies in the opposite direction. For example, agrochemicals 
suppliers are unlikely to sit quietly if  they think sustainable agriculture is going to dam-
age their sales of  pesticides. These competitors often have deeper pockets, dedicated 
lobbying staff  and good ties to key officials.

One way of  overcoming these constraints is to ally with other organizations involved in 
sustainable agriculture and rural issues to engage in lobbying work. That way, the organiza-
tions can pool resources and knowledge. They can employ specialist lobbying staff, and can 
provide the government with a much larger, more credible set of  evidence about sustainable 
agriculture than any one organization could do alone.
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Some organizations specialize exclusively or mainly in lobbying work. Field-based organiza-
tions can form alliances with these lobbyists: the field-based organizations provides grounded 
examples of  sustainable agriculture in practice, informs the lobbyists of  problems faced in 
the field, and links the farmers they work with to the lobbying group. 

Organizational scaling up
Organizational scaling up involves increasing the organization’s capacity and making it more 
efficient. We can divide organizational scaling up approaches into governance and manage-
ment; human resource development; and communication.

Organizational governance and management
Revising governance of  the organization can make it more able to deal with new situations, 
including the larger scale of  operations needed to deal with a bigger number of  farmers or 
a wider area of  operation.
•	 Strategic planning  At regular intervals every few years, the organization should un-

dergo a strategic planning exercise to review its vision and mission, evaluate its activities, 
and determine which directions it should move in the next few years. 

•	 Amending working rules and procedures  Changing the way the organization works 
can provide efficiencies and enable the organization to do more and be more effective. 
For example, if  the organization provides inputs to farmers for free, this can not only be 
an unsustainable cost burden for the organization; it also means the farmers do not feel 
they own the project. Introducing cost-sharing schemes, or even refusing to provide any 
inputs apart from advice and facilitation, can reduce these costs and increase the sense 
of  ownership. The Diocese of  Embu (p. 28) at first provided dairy goats for free; as a 
result, the farmers did not take enough care of  the animals. After assessing the problem, 
the Diocese introduced a cost-sharing scheme, and modified the project rules to require 
farmers to register with the Dairy Goat Association of  Kenya. The Association trains 
the farmers in goat management and breeding. As a result, management of  the goats 
has improved. 

	 Another example is rules on whom the organization serves. For example, church-based 
organizations may focus on serving church members, so excluding people belonging to 
other faiths from participating in their projects. In the Diocese of  Embu at first only 
Catholics were able to participate in the Diocese’s development activities. The Diocese’s 
development committee later revised this rule, allowing non-Catholics to become in-
volved.

•	 Adapting the organizational structure  An organization’s structure may need revising 
as its tasks evolve. This may mean creating new departments (and closing existing ones), 
reassigning staff, changing job descriptions and management procedures, and hiring staff  
with new skills. CHEMA (p. 77) provides an example of  this: it established an inspection 
and marketing unit to facilitate farmers to grow organic pineapples. 

•	 Ensuring funding  Many development organizations rely heavily on short-term, project 
funding. That is a danger to the type of  long-term community involvement required if  
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sustainable agriculture interventions are to succeed. Organizations may find they are 
unable to continue supporting even the best projects because of  a gap in funding. If  the 
organization relies too heavily on a single donor, it can be in real trouble if  that donor 
withdraws its support. Organizations can overcome these problems in various ways: 
establishing fundraising departments, seeking funding from several donors, dividing 
activities into several small, related projects rather than a single large one, and seeking 
long-term funding support. In the case of  the Diocese of  Embu (p. 28), a committee to 
establish a fundraising department was formed in 2005. This committee will formulate 
operational guidelines of  the unit and will recruit qualified staff.

•	 Strengthening monitoring and evaluation  Systematic, regular monitoring and pe-
riodic evaluations of  activities and outcomes are vital to ensure that the organization is 
effective and efficient. Some organizations such as CCS–Eldoret (p. 21), Baraka College 
(p. 38) and the Diocese of  Embu (p. 28) have established monitoring and evaluation 
units and procedures. These units are backed by a set of  evaluation guidelines. Regula-
tions in some organizations regulations require a regular review of  their work and the 
development of  further organizational strategic plans. 

•	 Investing in buildings and assets  As the organization grows, it will be necessary to 
invest in buildings and other assets. For example, CHEMA (p. 77) was able to acquire an 
additional plot to construct a new training centre. Other organizations have been able 
to build offices, establish new demonstration plots, or to buy vehicles..

Human resource development
An organization’s effectiveness depends largely on the skills, experience and commitment 
of  its staff. These can be improved in various ways.
•	 Adding staff   Adding activities and serving new areas – functional and quantitative 

scaling up – almost always means adding staff  to handle the extra work. If  this is not 
possible, the organization may have to reassign staff  from other areas. When Baraka 

Figure 26	 Organizational scaling up means improving the capacity and efficiency of the 
organization to enable it to accomplish more
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College (p. 38) extended its training programme of  short courses, day-release courses, 
certificate and diploma courses and field days, it hired new staff  to teach and manage 
the extra load. 

•	 Staff  capacity building  It is important to improve the capacity of  staff  through train-
ing, mentoring, study tours, etc. In CCS–Eldoret (p. 21), it has been felt important to 
improve the capacity of  the staff  instead of  recruiting more people. An annual assessment 
identifies staff  training needs, and courses to respond to these needs have been offered 
since 2003. They have included training on participatory development, facilitation skills 
and agroforestry, in the form of  short residential courses and exchange visits to other 
organizations. CHEMA (p. 77) conducts similar activities. These trainings have reduced 
costs and diversified staff  skills. 

•	 Staff  management  Improved services for staff  might help them deliver services 
more efficiently. This includes clearly defining their roles and responsibilities, providing 
adequate salaries and benefits, as well as good management and achievable tasks. It may 
be necessary to create a separate human resources unit within the organization to han-
dle these changes. In the Diocese of  Embu (p. 28), staff  salary reviews started in 2001. 
They are to be carried out every three years to assess performance, identify new targets, 
and ensure employee satisfaction. These improvements has made staff  feel their work 
is better appreciated, and contributes to improvements in their performance.

Communication
Effective communication is vital to the smooth functioning of  an organization. It includes 
both communication within the organization and with external audiences and partners.
•	 Improving internal communication  Communications within the organization can 

be a problem, especially where field staff  are scattered over a wide area with poor infra-
structure. They can overcome this by establishing working procedures, such as regular 
reporting mechanisms, frequent field visits by senior managers, and regular meetings of  
field and headquarters staff. Investing in technology can also help: purchasing computers, 
establishing internal communication networks (such as internal email), and using mobile 
telephones.

•	 Accessing information  To be effective, the organization must be able to obtain in-
formation readily. This includes information about itself: staff  must be able to find and 
use records and files easily. It also means being able to find information from outside: 
information about technologies, government rules and policies, funding opportunities, 
technologies, extension approaches, and so on. To ensure this, the organization must 
have an effective recording and filing system, and provide staff  with opportunities to 
obtain information from the outside – for example, through travel, refresher training, 
subscriptions to topic-related magazines, telecommunications services and internet ac-
cess.

•	 Making the organization known  Various aspects of  external communication have 
been discussed above in the sections on quantitative, functional and political scaling up. 
Important audiences include the farmers and other local people the organization serves, 
decision makers at various levels, donors, partners, staff  of  national and local government 



133

5  Scaling up

agencies, the private sector, the general public, actual and potential students (for training 
organizations), and the organization’s own staff. There are many possible mechanisms to 
communicate with these audiences: websites, exhibitions, meetings, newsletters, brochures, 
prospectuses, calendars, etc. A positive public image can be invaluable in helping the or-
ganization obtain and maintain funding and goodwill. Church organizations in particular 
can reach a wider audience since most are well organized, enjoy high credibility, and have 
access to a wide communication network of  church members. Using such networks as 
information channels can facilitate the spread of  innovations. If  religious groups take 
up the idea of  “sustainability”, the message of  sustainable agriculture can be spread on 
a daily or weekly basis.

Challenges
Organizational scaling up faces various challenges. Here are some experiences by Sustainet 
partners:
•	 Cost  It can be expensive to change organizations, both in terms of  the monetary 

cost of  investing in new assets, training and publicity materials, and in the terms of  the 
disruption caused by restructuring, staff  reassignments and management changes.

•	 Funding  Organizations engaged in scaling up to meet field needs may be hit by the 
withdrawal of  donors who have supported its past activities. Donors understandably 
want to see activities in the field that benefit local people directly, and are often reluctant 
to pay for other essential costs such as administration and staff  development.

•	 Leadership and management  Organizational change is hard. The staff  and manag-
ers may resist change, and change managers’ hands may be tied – for example, by laws 
restricting the hiring and firing of  staff. Change is hardest if  the organization’s own 
leaders are not fully committed, or if  one part of  the management system (such as the 
financial management system) cannot cope. Organizational change must frequently be 
done in stages – upgrading the financial management before revising the staff  manage-
ment, for example – rather than all at once.

•	 Staff  continuity  It can be hard to retain good staff. The best, most experienced staff  
may be tempted to join other organizations that pay more. To guard against this, it may 
be necessary to review staff  salary levels, and ensure that other staff  can take over if  
necessary. 
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experiments on cover crops and food crops, establishing and monitoring farmer field schools, and 
processing and utilization of  legume crops such as lablab, pigeonpeas and chickpeas. 
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