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Dear Sir, 

COMMEltn'S, OJlSERVA'mONS AIm SUGGESTIONS :BY 
MINISTRY OF Co-OPERA.'rIVES AND MARKE'E:NG 
ON 'mE PROJEC'r EVALUA.'rION REPO~ ON mE 
UGANDA. FOOD PRODUCTION StJFPO~ PROJECT 

(617-0102) 

A.ttached are comments, observations.and suggestions made by 
the,MOM on the evaluators' report on the on-going USAID Projeot 
being submitted to you for your appropriate oourse of action.l 

The MOM wishes at this junoture to thank the US Government 
acting through ito AID for its continuoUIJ support it is rendering 
to the Co-operative Sector at large by providing commodities, 
teohnical assistance and tmining~' 

The Ministry on its part pledges to ensure that all assistance 
received will be utilised as agreed and planned by the two Governments.'! 

Should you like to discUIJs ~hing that is being sul:W,+,ted, 
please feel free to call on us. 

Yours faithfully, 

L~b-o 
(N.K. 'Kebba.) 

Ag.! PERMANENT SECRETARY 



COMfom:w.r.3/0llSERVATICNS AND SUGGESTIONS ON THE PROJECT 
EVALUATION REPORT ON UGANDA. FOOD PRODUCTION 

SUPPORT PROJECT 

TERMntATION DATE OF THE PROJECT 

This Project is scheduled to terminate in ~eptember, 1985 and 

not in September 1984 as reported on ;:>age l ot the report.' This 

decision was reached upon between USAID and the MOM in oX'd.erto 

enable the on-going activities to be accomplished as initially 

planned~ 

Apart, £rom oxplougbs, oxplougb. spares and. ~'. bass, all
 

the items mentioned on page , ot· the report have or are being'
•..... 

~oduced.! 

1.1 SUMMARY OF mmnros AND RECOMMENDATIONS, 

TECHNICAL ASSISTANCE I 

(i) PlanniM Unit for MOM 

The MOM is. still des1:ous ot establloh1ng a PJ.ann.1ng Unit 

within the Ministr,r.' Negotiations on .the personnel to be reoruited 

to start the u:1it are \mder way and AID is to provide someone with 

vast knowledge on both econom!'cs and co-operatives so that he can 

likewipe assist strengthen Marketing Department.' 'I!he MOM is to 

remind .AID to speed up the recruitment exercise as· the &eject is 

scheduled to terminate in September 1985.1 

(11) Finding and Recommendation No.3 on PaS! 5 

The MOM does· not tavow: the idea ~t discontinuing the trans­

portat:Lon t::ain.ing as such but instead it is encouraging this kind 

ot training to be held at District Union levels instead ot liiD1ting 

i~ to Uga.nda Co~perative Transport..Union only.\ 

(iii) Finding and Recommendation 4 on pa.f5! 5 

It is quite true thn.t there is g:eat lack ot manuals, technical 

bulletins and other equipment within the UCTU that has tended to 

~mu.b:l;.tproper maJ.ntenance o£ Co-operat1ve Movement vehicles.\ 'The 

recommendation on this issue is ve'1:1 much supported by' the MOM 

and ACDI statt posted to work in UCTU should .tocus its attention 

on these requests~' 

(iv) 'Finding and Reoommendation No.5 on PageS 5 and 6 

The Sales Management Specialist bas already established a 

tield sales torce by' recruiting tow: marketing managers looated 

in the tow: traditional regions in Uganda namely, Eastern, Western, 

Northern and 13uganda.1 A marketing coordina'lli:e~. has also been recruited. 



The Ma.:rketing Manaaers are to assist the district unions establish 

farm supply shope at grassroots level.l 

The s81es management specialist has now· been debriefing the 

MCM offioials regularly on the progress he is making on his assign­

ment and. his reports are very encouraging.' 

(v) Findin5 and Recom~endation No,6 on page 6 

~e MOM does not feel the need of contracting an administrative 

assistant to handle logistioal and accounting responsibilities. This 

is because USAID/Uganda has an accountant who constantly reviews AID 

Speoial Aocount and moreover the team leader has less logistical 

work to do now that most of the technical assiatance has been 

accomplished as planned.; 

2.1 CONMODITIES 

(1) Finding and Recommendation 1 on page 6 

UCMA. has now overhauled its machinery especially the produetion 

line and the quality of its products has tremendously improved. With 

continuous replacement of obsolete machinery, Usma is oertainly 

moving on the right direction and should be given more assistanoe 

where possible.~ 

(ii) Finding and Recommendation 2 on page 6 

It is quite true that lumpiness of donor finanoed commodity 

procUJ:ement has existed, however, MOM has notified this anomaly to 

the Ministry of Planning and Economio Development which has been 

arranging consultative meetings attended by all donors with a view 

to streamlining this problem.! These meetings have borne some f'ruits 

as projects sponsered by various donors no longer overlap.' 

(iii) Finding and Reoommendation ; on Pe39s 6 and 7 

Uganda Co-operative Central Union Ltd has expanded its storage 

facili ties and plana are Imderway to erect
.\
'-huge central warehouse.l 

usm/uganda is in the process of procUJ:ing two fork-lilts to the 

Union.! 

(iv) Finding and Recommendation 4 on pap 'b 

'!'he MOM still insists that the commcdity distribution system 

established by the MOM has been very effective as acknowledged by 

the Uganda Government and other donor agencies.: 

All Project vehicles have been fairly well maintained considering 

the poor conditiona of the roads in the country and vehicle movements 

have been closely supervised and checked by the Permanent Secretary 

who ensures that each driver maintains a lO8""book.1 

••13 
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, 1'he audit called for .cn the local generated funds and 

distrlb~.£ion of donated cOllllllodities is currently be1ng undertaken 

by a private audit-firm contraoted by USAID/Uganda. The audit 

repOrt which is being awaited for, it is hoped, will act as a 

quide (tool) tbat AID and MOM IDay use to increase the cost 

effectiveness of the distribution system.' 

(v) Finding and Recommendation 5 on nage 7 

It is quite true that data collection t.rGm the cooperative 

movement is ver'f much lacking and in order to improve upon this, 

tha MOM has requested AID to provide ''Data Colleotion Analyst" 

on say, a six-month contract period, to establish methods of 

collecting the required data from the entire Co-operative Movement.; 
. . 

It is hoped that AID will move quite fast in implementing this 

~l1e8t;1 

(vi) Finding and Recommendaticg 6 on paae 2 

The MOM is not' imposs1ng excessive controls as such on 

the independent oooperative movement with regard. to input distri­

bution as reported by the evaluators but beoause atter the Liberation 

war there being scarcity of virtually everything, the Miniatry 

wanted to ensure that all donated 'goods reached the intended 

beneficiaries instead of being resold outside the countr'f through 

Ulicit trade.1 

(vii) Finding and Reoollllllendation 7 on page e 

The MOM has now decided that all donated goods be sold at 

current market prices in order to enable the unions earn enough 

capital so ths.t they can improve upon their dismal i'inancial 

positions.' The question of. subsidising has been discouraged 

out riBht.l 

(viii) Finding ~\U.~~.ll'ld{'-tion 8 on paf59 8 

The MOM iuteruuj 'to gell the- forthcoming 11,000 AiD financed 

bicycles mostly to ordintt.t:), ol.lall··l1rJlder farmers and not 

exoluaively to civil servants ......~ ·.ndicated in the report.~ 

(Ix) Pindint) and Jj2~~~~~ 2 en tlaf59 8 

All ~ced OOlljjTf~d.!u'r,fJ U~ to be sold at current 

market-prices; this is to enable the Co-operative Movement buUd 

, ,'cugh capital for more investment~l 

(x) Finding and RecolllJ:lendaUen 10 on pap;e 8 

'~ce commodities are tc be sold at ourrent market-prices, 

~ man!taring teams is likely to be vert drastically 

••/4 
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(xi) Finding and Recommendation 11 on page 9 

The MCM does not intend to store aid-financed bioycles, nor 

does it intend to handle mOBetar:r uansactionsl but it is the wish 

of the MOM to establish ways and means that will ensun that the 

bicycles are sold acoording to agreed. distribution plan and proceeds 

from the sales are deposited into the USAID Special Account without 

defaulting by' UCOU Ltd. 

(xii) Finding and Recommendation 12 on page 9 

The MCM has already given Treasuxy enough justifica.tion 

that bas :led the latter to release adequate funds needed to cB:l!r'J' 

out training sessions for the entire cooperative seotor. 

(:d.1i) Finding and Recommenda.tion 13 on page 9 

The MOM is no longer imposing monitoring ma:k-ups, instead it 

is allowing UCCU Ltd and district unions sell aid-f.1nanced COlllll1e­

dities at current market prices and thereby' eliminating the role 'of 

moDitoring teams., 

(xiv) Finding and Recolllll1endation 14 on paW 10 

Since Treasury is releasing enough funds to enable Aids and 

Projects Division finance its eXpenditures, there is now no need for 

a separate mark-up on toe Aid-financed cOlllll1odi ties for this purpose.1 

There is also no need for @.l Administrative Assistant called for. 

(xv) Finding and Recommendation 15 on pa69 10 

"Aids and Projects" Account is under close supervision by the 

COIIlIIlissioner for Co-opera.tive Development and Permanent Secreta.r,r and 

moreover the account is annually audited by the Auditor-General1s 

office and as such all transactions have been well verified and 

to-date no miscontrol of funds has been depicted/peported by any of 

the audits 80 far carried on the Account.; 

3.l TRAINING 

(1)	 Recommendations 1 and 2 on page 10 .. have been implemented 

accordingly.' 

(ii) Findings and Recommendations 3 and 4 on na.ges 10 and 11 

The MOM feels that participants stay with families should be 

discouraged totally since what the participants learn in the U.S. e.g. 

use of compu.ters to feed cattle, cannot be applied by participants on 

their return home. 

Future participants to the U.S. should go for intensive 3 months 

course in relevant fields and institutions and perhaps only visit 

farms for practical purposes~ 

/5 
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(iii) Pindinga and Recommendations 5,1),7 and a on page 11 

The MCl~ supports the idea. of having the recommencled di!ferent 

types of training carried out more regul;U'ly now that the Ministry 

has adequate tra.1ned trainers. It ill further suggeated that more 

trainers especially oooperative officers be trained as the present 

trainers are mostly ASlliatant Co-operative Officers.' 

(iv) Finding and Recommenda.tion 9 on pa.ge 11 

It is true that training at the primary society level is pro­

gressin{r very rapidly due not only to the e!forts of the ACDI 

oonsultant but also to the fact that Ugandan trainers have been 

provided with motor-eycles and allowances are paid to them very 

regularly - therefore the morale is quite hiBb, thua enabJJns them 

wom hard.' 

'l!he contract 01 the consultant has a1J:eady been extended for 

one more year to allow for follow-up and add1tional training progrSmmes.~ 

(v) Finding and Recommendatio" 10 on paae 12 

Uganda Co-operative Transport Union Ltd has been asked to 

procure mannuals on motor-vehicle maintenance and already some local 

agents - motor vehicle dealers have been contacted and these have 

responded quite positively. 

Transportation training is being organised at distriot levels 

as well and as such it is not mimited to UCTO' head offioe only. 

(vi) Findine; 11 on page 12 

Several training sessions in the areas of distribution and ware­

housing, cooperative credit, and aales management have been organised 

at national level and more of Guch training is undet'WS¥.1 

(vii) Finding and Recommendation 12 on paae 12 

The WOClOn in development training is in top gear and the 

consultant's contract has already been extended as requested.' 

(viii) Findine;a and Recommendo.tions 13,14,15 and II) on pases 12 and 13 

USAID/Uganda. in conjunction with 11CM, has contracted a. number of 

consultants to study and advise how best these findings and recolllllendations 

can be implemented. The cOlllJultaste I reporta are being aw!ted for.~ 

4.1 DOl1ESTIC SUPPORT OF CO-OP8RATIVE Dl?IELOR·IENT 

(1) Findin/39 and Recommendations 1 and 2 on Government Poliey 

The Government is definitely not in favour of controlling 

development by co-operati'les; but is now appealing to co-opera:tives 

to be self-reliant and to be financially sound, thereby avoiding being 

dependant on the Goverr.ment for crop finances., A good number of 

unions have heeded thill appeal and are worl'.!ng hard towaJ:ds 



- a • 

achieving this goal. 

!Lbe revised .ao-operative Act is still being reviewed by the 

Cabinet.: 

(ii)	 Findinss and Recommendations 3,4. and 5 on Free Enterprise 
on nages 13 and 14 

'rhe Government has deolared a free type of economy', the 

Co-operatives are therefore no excep~ions to SuelL freedom. Unions, 

espeoially, the National ones are 1'J:u to set-u;p thair own prices 
at current market prices for all their inputs.1 

'rhe MaWs role as far as the Co-operative l'Icvement is concerned 
is that of quida.nce and advisor,( in natuN.! 

(iii)	 Findings and Recommendations 6 and 7 on Other Key 
Co-operative Programmes on nage 14 

. ~e HCM conc~ with both findings and :recollllllendations as 

stipulatAd. by the evaluators.' .~ Co-operat~ve :Bank is approaohing 

Co-operative' organization:. with ;., view to convincing them ,start doing 

buainesa with their bank (the Ccoperative l3a.nk) instead. of :runn1ng 

away,frem it and turn to other bank1.ng institutions.' 

5~	 GENERAL OVERVI~"W 

!Lbe· MOM concurs mth ..~h!t -rraJ.ua.to~· findings 8l\d. their 
prQP.osals are being, stPl1ied and effected acco:rd1ngly.1 
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EXECUTIVE SUMMARY 

Prepaied by: Patrick Fleurjt 

Date: December 12, 1983 

proj~dt: Food Production Support (617-0102) 

Country: Uganda 

Cost: US$ 9,000,000 

I. What constraint did the project attempt to relieve? 

The project is meant to relieve constraints in three 
areas: (a) availability of basic farm inputs such as hand hoes, 
seeds, and other commodities; (b) lack of recent, relevant 
training at all levels of the Uganda cooperative structure, 
pUblic and private; and (c) lack of adequate technical 
expertise in specific areas, e.g. production credit, design and 
management of training programs, warehousing and distribution. 

II. What technology did the project promote to relieve this 
constraint? 

The project has promoted a number of different 
technologies to deal with the set of constraints identified 
above. With regard to farm inputs, the project has 
rehabilitated Ugandan agricultural implement factories to 
support local production of hand hoes, a simple, low-cost, 
appropriate technology well-suited to the needs of Ugandan
farmers. Another important commodity to be provided is 
bicycles, used by cooperative officers and employees to 
supervise and otherwise perform official duties, and by farmers 
to transport produce to market. With regard to .training~ the 
project has utilized and transferred a state-of-the-art 
training technology based on strong participation :rom trainees 
in needs assessment and evaluation, a~well as on extensive use 
of the ·training of trainers· approach. With regard to 
technical assistance, the project has introduced the use of a 
variety of ideas and procedures found in U.S. transport and 
materials management, training, program administration, and 
other technical areas. 

III. What technology did the project attempt to replace? 

In the areas of training and technical assistance, the 
project has not attempted to replace existing technologies so 
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much as to augment them with special techniques and approaches 
growing out of the U.S. cooperative experience and the U.S. 
training experience that seem suited to the Ugandan situation. 
In the case of hand hoe production, the project, is assisting in 
re-establishing an existing technology that had been threatened 
through lack of resources necessary to purchase steel and to 
repair or replace production machines. In the case of 
bicycles, this is a simple, low-cost means of transport and 
communications much in use before the Amin/Liberation War 
period. The project is making bicycles available so that they 
can be used for similar purposes again. 

IV. Why did project planners believe that intended 
beneficiaries would adopt the proposed technology? 

During project design and the early stages of project
implementation great care was taken by the project planners to 
undertake needs assessments among intended beneficiaries at 
various levels from the Ministry of Cooperatives and Marketing 
to rural farmers. The results of these assessments were fed 
into the design process and into the implementation process. 
The period of implementation has been characterized by a large 
number of shifts in the planned delivery of TA, training, and 
commodities as a result of this very useful process through 
which needs are assessed on a continuing basis. 

v. What characteristics did the intended beneficiaries 
exhibit that had relevance t& their adopting the proposed 
technology? 

With regard to technical assistance counterparts and 
high- and mid-level training recipients, the beneficiaries had 
for the most part a history of collegial work with AID and with 
the project contractor, Agricultural Cooperative Development 
International (ACDI). Both AID and ACDI had been deeply 
involved in Ugandan cooperative development during the 1960's, 
and many of the current mid- and high-level managers received 
training during that early period. The positive experiences of 
that time were instrumental in making possible the current 
program. With regard to those who are benefitting from 
training at the primary society level, generally high levels of 
commitment to cooperative development among Uganda's farmers 
and the leaders of primary societies have been responsible for 
the warm reception accorded the training programs. With regard 
to those who are benefitting through increased access to 
inputs, especially hand hoes and bicycles, intended 
beneficiaries had previously used just these inputs to good 
effect. Thus acceptance was not an issue. 
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VI. What adoption rate has this project achieved in
 
transferring the proposed technology?
 

With regard to the techniques and approaches being
transferred through technical assistance, most of the 
recommendations of the various technical assistance personnel 
are being implemented to varying, often great, degrees. With 
regard to the training methodologies, the technologies involved 
have been met with a good deal of enthusiasm. With regard to 
inputs, everything that can be made available is being put to 
use. The problem is not on the demand side, but on the side of 
supply. Hence failure to offer acceptable technologies is not 
an issue in this project. 

VII. Has the project set forces into motion that will induce 
further explanation of the constraint and improvements to the 
technical package proposed to overcome it? 

Yes. By transferring large components of the training
function to Ugandan counterparts as quickly as possible, ~he 

project is institutionalizing the training program. By
rehabilitating local implement factories, the project has laid 
the groundwork for self-sustaining development after the period 
of assistance has ended. This evaluation has recommended some 
additional special studies to generate further understanding in 
some areas, e.g., manpower analysis within the cooperative 
movement, institutional analysis of the transport sector, and 
analysis of functioning of cooperative organizations from the 
farmer's perspective. 

VIII. Do private input suppliers have an incentive to examine 
the constraint addressed by the project and to come up with 
solutions? 

Private or semi-private firms playa large role in this 
project in the area of input production, storage, and 
distribution, and have also participated to some extent in the 
training activities. The question of whether incentives are 
adequate is very much in the minds of the USAID and the 
Ministry of Cooperatives and Marketing. This aspect of the 
project is also under continuous examination and adjustment to 
ensure incentives are appropriate given the broader social, 
economic, and institutional context. 

IX. What delivery system did the project employ to transfer 
technology to intended beneficiaries? 

The project has relied very heavily on the private
Ugandan cooperative movement, a participatory rural institution 
Which has served farmers very well in the past and 
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which has emerged as one of the very strongest institutions in 
post-Amin Uganda. 

X. What training techniques did the project use to develop 
the delivery system? 

The TA and training elements of the project were 
designed explicitly to support the commodity distribution 
effort, which was the first major assistance program put into 
place by AID after returning to Uganda in 1979. The TA was 
focussed on several key distribution-related activities, such 
as ~rarehousing, storage! and transport, but has since expanded
into other areas such as credit. This too supports the 
distribution effort, since ultimately it will be necessary to 
provide credit for more complex, developmentally oriented input
packages. The training too is meant to increase the management 
capability of key actors at all levels of the cooperative 
system, from the Ministry to primary society officers and 
committee members. 

XI. What effect did the transferred technology have upon 
those impacted by it? 

Effects have been felt in three areas. First, the 
morale of officers, employees, and members of cooperative
organizations has been improved very significantly by having 
access to training and other assistance for the first time in 
nearly a decade. This impact is not easily measurable but 
nevertheless very evident and very important. Second, 
recipients of high- and mid-level training have testified that 
the training has helped them to do their jobs better. Third, 
large quantities of essential inputs have been made available 
in rural areas, which is bound to have a positive effect on 
standards of living given prevailing scarcities. 
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I. Intr~duction 

This part of the report describes the purpose of the 
.valuation, outlines the composition and responsibilities of 
the ~valuation team, and presents a short description of the 
Food Production Support Project. A final section summarizes 
findings and recommendations. . 

A. Purpose of the Evaluation· 

This is a regUlarly-scheduled mid-term evaluation, meant 
primarily to assess the progress made toward project objectives 
purposes, and goals. The team was also asked to make 
recommendations regarding what follow-up action, if any, should 
be taken by the mission when the current project terminates in 
September, 1984 (the evaluation scope of work is attached as 
Appendix A). Because the team was directed to look not only at 
what the project had accomplished in the past, but also at what 
it should accomplish in the future, it was necessary to give
attention to a number of broader issues relating to the 
performance of the cooperative movement as a whole. Hence, 
this evaluation (a) addresses the specific achievements of the 
Food Production Support project; (b) examines issues relating 
to cooperative development that the project was not intended to 
address but which neoertheless influence project effectiveness; 
and (c) suggests how AID resources may be deployed more . 
effectively in the future. 

B. Team Composition and Itinerary 

The team consisted of three persons:
 
Patrick Fleuret (AID/Washington),
 

Team Leader and ~nthropologist.
 
Vernon Armbrester University of W. Virginia)
 

Professor of agricultural education
 
Job savage (Independent Consultant)
 

Agricultural economist.
 

The team arrived in Uganda on 21 Oc:tober 1983 •. Armbres.ter 
departed on 3 November, savage on 4 November, an'dFleuref. dn!o:g 
November, 1983. 
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ITINERARY 

DAY	 ACTIVITIES-
21 October Initial meetings with mission, 

contrac~ team, and ministry 
22 Octooer Meeting at ministry to schedule 

evaluation 
2_ October Read materials 
24 October Interview contract and ministry

personnel

25 October
 " 
26 October " 
27 October	 Interview national union, 

district union, and society
personnel

28 October	 Begin write-up
30 October	 Write-up; discuss findings

informally with HCM 
Commissioner, mission director, 
others. 

31 October	 Present preliminary findings to 
Permanent Secretary for Ministry 
of Cooperatives and Marke~ing 

l·November Revisions and collection of 
additional data 

2 November Presentation of complete draft 
to mission
 

3 November Armbrester departs

4 November Savage departs

9 November E'leuret departs.
 

A list of persons contacted is attached as Appendix C. 

C. Summary project Description 

USAID/Kampala involvement with the Uganda cooperative 
movement began with the 1979 Commodity Impor~ project (ClF), 
which consisted of a grant of US$ 3,000,000 to finance (a) 
importation of ste~l for production of hoes· and other 
implements; and (b) importation of certain other commodities 
such as seeds, bicycles and fertilizers. The implementing 
agency was the Ministry of Coop~ratives and Marketing (MCM). 
The 1979 CIP also provided vehicles to the MCM for use in 
monitoring the distribution of commodities, and met the local 
currency cost of the monitoring operation with generated funds. 
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The grant":'funded Uganda Food Production Supporb:Project 
(617-0102), initiated in SepteIilber, 1981,continued ail'd' . 
expanded upon the activities begun under the CIP. AID provided 
US* 5,000,000 to be used ~s follows: 

1.	 Commodities $ 3,450,000
 
Steel billets and flats
 
hoe production equipment

seeds .
 
bicycles and spares
 
vehicles
 
gunny sacks
 
other miscellaneous items
 

2.	 TechnicaiAsslstance $ 975,000
 
49 person-months
 

3.	 Training program S 575,000
 
Total $5,000,000
 

The technical assistance and training was to be used to 
strengthen the capacity of the MCM, national cooperative
unions, district unions, and the primary societies to undertake 
the continued distribution of essential agricultural 
commodities. 

In July, 1982 the project was amended. An additional 
US$4,000,000 was provided for commodities, technical 
assistance, and training that had been planned under the 
initial PP but for which the necessary funds were not available 
in 1981. The 1982 amendment provided for the following: 

1.	 Ox plows and spares $ 150,000 
2.	 Bicycles and spares 1,000,000 
3.	 Motorcycles and spares 450,000 
4.	 Seeds 1,180,000 
5.	 Gunny bags 280,000 
6.	 Training 500,000 
7.	 Technical assistance 195,000 
8.	 Other 245,000
 

TOTAL $4,000,000
 

Other amendments.have changed the level of TA provided 
fro lll. the original 49 person/months, to a current total of 105 
person/months. 

The project is currently scheduled to terminate in 
Septe~ber, 1984. 



4
 

Th~ project goal has been to rehabilitate the agriculture
 
sector of Uganda so that farmers may increase both production

and income. Th~ goal is to be addressed by (a) supplying
 
Ugandan farm~rs with farm inputs and (b) by rehabilitating the
 
cooperative movement so that it can resume the provision of
 
essential services to the agricultural sector. AID has
 
suppli~d many of the required inputs, and has begun to
 
rehabilitate the cooperative movement by strengthening the MCM
 
and by training ministry employees, as well as by training
 
employees of the national and district unions. Most recently,

training has been delivered to primary society
 
secretary-managers and others at the grass-roots level. Thus
 
the AID assistance has been directed at all levels of the
 
cooperative movement.
 

D. summary of Findings and Recommendations 

Despite some difficUlties, this project should stand as an 
excellent example of quick, effective response to developmental 
needs. AID, before any other donor, identified the fundamental 
soundness of the Ugandan cooperative movement and moved 
decisively to support it with commodities, following up with 
technical assistance and training. At this point the Food 
Production Support project has made substantial progress toward 
project objectives, purposes, and goals. 

Following is a list of findings and recommendations in the 
areas of technical assistance, training, and domestic support 
for cooperative development. The recdmmendations have been 
presented in detail, so readers will know exactly what the 
evaluation team concluded regarding each specific project 
activity. Although ~here are a number of areas that may be 
sharpened up, this should not be taken to indicate that the 
'project is not substantially on track. In fact, the project 
has been implemented very well in an extremely difficult 
political and economic environment. 

1. Technical Assistance 

Finding 1: The Planning Unit of the MCM 1S not yet in 
place. Such a unit would be of immense value in preparing 
convincing bUdget justifications for review by Treasury and in 
guiding th~ overall course of cooperative development in Uganda. 

Recommendation 1: AID, in conjunction with MCM, should 
initiate discussions with the Ministr~ of Planning and Economic 
Development regarding recruitment of a Cooperative Developmenc 
Specialist/Agricultural Economist with previous planning 
experience to assist the MCM in instituting the Planning Unit. 
The first prior-ity would be placing a Ugandan in this 
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position. Depending upon background and experience Of the 
person sel~cted, there mayor may not be a role for 
supplemental, AID-financed technical assistance. In the event 
that such TA is judged necessary" draft 'terms of referenc~ate 
included in Appendix H. Prepar ing a plan for long-ra'rige
cooperative development should be a pridrity for the per~on or 
persons selected. 

Finding 2: The marketing side of cooperative development 
in Oganda, while receiving much attention from other 
directions, has not been fUlly addressed by the AID/ACDI 
project (note: this is not a project weakness, the project was 
not meant to do this). However, more attention would be 
desireable given the importance of marketing to cooperative
development goals. 

Recommendation 2: The planning adviser called for under 
Recommendation 1 (or local-hire economist) should have strong
qualifications in the field of cooperative marketing. ' 

Finding J: The long-term impact of ~he transportation
training is being endangered by the absence of a suitable 
institutional base and appropriate local counterparts. This 
runs counter to AID policy as expressed in the 1983 
Institutional Development ?olicy Paper. 

Recommendation 3: The transportation training should be 
discontinued pending the outcome of discussions among AID, MtM, 
and ACDI on locating a suitable institutional base. There is a 
presumption in favor of OCTO (a draft scope of work for a study 
to assess institutional options is in Appendix I). 

finding 4: The transportation specialist and Engineer/Sr. 
Mechanic have identified an important lack of manuals, 
technical bulletins, and other equipment that inhibits proper 
maintenance of cooperative sector vehicles. 

Recommendation 4: These two consultants should focus 
their efforts on a program to improve availability of the 
maintenance related materials identified above, until mutually 
satisfactory arrangements are made regarding a permanent 
institutional base for their transportation training. 

Finding 5: The sales management specialist may be able to 
playa critical role in placing the operations of UCCO on a 
commercial footing, provided he has an opportunity to implernetit. 
his plan for building a field sales force. However, 
consideration should also be given to rehabilitating the Farm 
Supply Shops. Also, this consultant apparently did not debrief 
senior MCM officials after the initial consultancy. 
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Recommendation 5: AID and ACDI, with the concurrence of 
MCM, should in conjunction with UCCUcontinue to work out a 
schedule according to which this specialist could return 
periodically to assist UCCU and MCM, and AID should amend the 
cooperative agreement to provide for 2-3 short-term 
consultancies. The issue of Farm Supply Shops should also be 
addressed, and senior MCM officials should be debriefed so they 
may be aware of the thrust of findings and recommendations. 

Finding 6: Logistical and accounting responsibilities 
occupy too much of the time of the team leader. These duties 
will increase substantially if the size of the technical 
assistance team increases. 

Recommendation 6: AID and ACDr should consider whether an 
administrative assistant should be contracted to handle some of 
the logistical and accounting responsibilities. This 
administrative assistant could also assume AID Special Account 
monitoring responsibilities referred to below. 

2. Commodities 

Finding 1: UG~A hoes produced from AID-financed·steel ·a~e 
of poor quality due to use of worn tooling and inadequate 
tempering. 

Recommendation 1: AID and MCM should continue to attach a 
high priority to completing the rehabilitation of the UGMA 
production line. 

Finding 2: The lumpiness of donor-financed commodity 
procurement places strain on the cooperative distribution 
inf~astructure and inhibits the return to an independent, 
cooperatively operated farm input delivery system. 

This has resulted from other donors importing large 
quantities of hoes without regard to the flow of 
domestically-produced hoes. USAID and MCM have had numerous 
discussions with donors and other government agencies to seek 
remedies, have raised awareness of the problem, and have had 
some success in obtaining needed cooperation. 

Recommendation 2: AID and MCM should continue to work 
with other donors and other government agencies to give 
increased decision making power to UCCU and district unions 
with regard to com~odity procurement. 

Finding 3: OCCU capacity to handle commodity movements 
could be SUbstantially improved through procurement of basic 
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storage and materials handling equipment, provided the 
personnel involved are efficient. 

Recommendation 3: AID should consider'assistingthe UCCU 
to acquire equipment needed to improve their walehouslng
operat.ion (a preliminary list of items required 'is in Appendix 
L). 

Ij.nding 4: The MCM commodity distribution monitoring 
teams are reported in official minutes of ministry meetings to 
have submitted inadequate reports, to have used operating funds 
improperly, and to have used vehicles improperly. Although the 
evaluation team found no indication commodities have been 
wrongly distributed, it is impossible in light of the official 
minutes to vouch 100% for the reliability of the system, given
the key role played by monitoring teams. 

Recommendation 4: AID and MCM should undertake ajoinc
audit (implemented through an independent private firm, perhaps 
on a sample basis) to trace commodities to at least the primary 
society level and perhaps to end-users. The audit should also 
address use of local currency generations and estimate the 
costs of operating the commodity monitoring system. The audit 
should be viewed as a tool that AID and MCM may use to increase 
the cost-effectiveness of the distribution system. 

Finding 5: Relatively little understanding exists of the 
extent to which farmers are satisfied with the performance of 
the cooperative movement, and the same is true regarding the 
financial and management performance aspects of primary society 
and district union operations. The lack of knOWledge in this 
area may lead both MCM and AID to be conservative in alloWing 
independent decision making by unions and societies. 

Recommendation 5: AID and MCM should undertake a joint 
in-depth study of union and society management and operations, 
to be funded perhaps from non-project sources such as PPC's SIP 
account. This may become one component of MCM's proposed 3-5 
year plan of study for the cooperatives, which should also be 
considered favorably. (A draft scope of work for the former is 
included in Appendix K.) 

Finding 6: It is possible, though by no means certain, 
that MCM and AID may be imposing excessive control on the 
independent cooperative movement with regard to input 
distribution. Controls were definitely essential when the 
import program was begun in 1980, but consideration might now 
be given to the extent to which there is room for greater 
flexibility. 
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Recommendation 6: If the results of the audit called for 
in Recommendation 4 show that commodities have not been 
excessively diverted, MCM and AID may wish to consider easing 
current restrictions on allocation of commodities on a 
carefully-monitored pilot basis among the most reliable 
unions. If successful, other unions and societies could be 
given greater responsibilities. If unsuccessful, it would be 
necessary to return to the present system immediately. 

Finding 7: The need for a complex allocative system and 
associated monitoring system stems in part from the fact that 
commodities are both scarce and priced below market levels. 
This generates diversionary pressures. 

Recommendation 7: AID and MCM, in conjunction with other 
donors and other government agencies, should continue their 
efforts to increase input prices and overall availabilities. 

Finding 8: Published MCM plans for allocation of 11,000 
AID-financed bicycles on file in AID and in MCM headquarters
call for them to be allocated extensively to MCM and 
agricultural civil servants, and, to a lesser extent, to 
successful farmers. However, recent indications are that the 
bicycles will in fact be made available primarily to ordinary
cooperative members at market rates in cooperative supply shops. 

Recommendation 8: The evaluation team endorses the most 
recent MCM plan to make the bicycles available largely to 
ordinary cooperative members. 

Finding 9: The input distribution system and prices
associated with it is administered, rather than being o.na 
commercial basis. pricing as a consequence is a bit arbitrary,
and may not always cover costs and allow cooperative
organizations to re-capitalize and begin building for the 
future. AID and MCM are aware of the difficulties here and are 
seeking remedies. 

Recommendation 9: AID and MCM should continue to work 
with other concerned organizations toward the eventual goal of 
placing input distribution on a fully commercial basis. 

Finding 10: To implement Recommendation 9 would require
MCM to reduce its role in setting input prices. 

Recommendation 10: MCM should concentrate on monitoring
of input prices and margins, and impose sanctions when 
profiteering is discovered (this recommendation does not 
pertain to crop prices, a different and more complicated topic
largely outside the scope of this evaluation). 
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Finding 11: It appears that the MCM currently plans to 
USE' OCCU only to store AID-financed bicycles·,' but 'will handle 
all monetary transactions themselves. This may be unnecessary, 
given the growing capacity of UCCU. 

Recommendation 11: If this is the case, MCM should 
consider revising its plans, allowing UCCU to participate in 
the financial transactions involved in distribution of the 
bicycles. If this is not acceptable at present, MCM should 
detail their misgivings about UCCU and make clear 
recommendations for improvement that would give UCCU benchmarks 
against which to measure progress. 

Finding 12: Because local currency to support the ACDI 
training program was not available to MCM, local currency
generations from the AID/MCM special Account have been used 
instead. The Treasury has agreed to consider a supplemental
bUdget request from MCM for such funds, but is asking for very
careful justification of the funds requested and is also 
concerned that strong internal accounting and audit systems be 
in place within MCM. 

Recommendation 12: MCM, with ACDI assistance, should 
complece their assessment of the recurrent costs associated 
with the current training program to assist in the preparation
of a credible budget request. Care should be taken to apprise
the Treasury of the success MCM has apparently had to date in 
controlling commodities and local currency generations. 

Finding 13: The MCM imposes a monitoring mark-up on 
commOdities distributed through the cooperative system, to 
support the costs of the monitoring operation. This WnS 
appropriate at an earlier point, when alternative funds were 
not available, but that is no longer the case. A long-term
objective might be to request Treasury funds, so that the 
monitoring costs become part of the MCM recurrent budget. Over 
the short-to-medium term, the funds could be taken.from local 
currency generations deposited into the AID/MCM Special 
Accounts. 

Recommendation 13: The MCM should no longer impose a 
monitoring mark-up, which is distorting the input pricing 
system. Instead, AID, MCM, and other concerned organizations
should confer and decide which of the alternative sources of 
funds mentioned above would be most suitable and feasible. It 
is noted that MCM prefer the localy currencY/Special Account 
approach, which is indeed likely to prove most feasible over 
ehe short term. 
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Finding 14: Although good records are kept by the MCM, 
the task of monitoring payments into and expenditures out of 
che AID/MCM Special Account is burdensome, given the lack of 
staff at USAID/Kampala. 

Recommendation 14: AID and ACDI should consider whether 
the Administrative Assistant called for under Recommendation 6 
(on technic~l assistance) should also be tasked with monitoring
the AID/MCM Special Account. 

Finding lS: The evaluation team had neither the expertise 
nor tbe opportunity to examine the "AIDS and Projects· account 
in the detail necessary to arrive at complete understanding of 
(a) the costs of the monitoring operation and 
expenditures made under the account. 

(b) the 

Recommendation 1S: AID and MCM should undertake a 
audit of "AIDs and projects" account to arrive at clear 
understanding of the costs of the monitoring operation,
if a decision is made to fund the operation out of the 
recurrent bUdget or the AID/MCM special account. 

joint 

needed 

1. Training 

Findin~ 1~ Some participants were a bit confused 
concerning lnformation received in the U.S. about the 
organization of U.S. cooperative credit institutions. 

Recommendation 1: If further short-term U.S. training is 
undertaken, study of the U.S. cooperative credit system might
be done toward the end'of the tour, rather than near the 
beginning, so that participants have greater background 
information available to them. 

Finding 2: participants could have benefitted from more 
time at the end of their 0.5. study tours ~o prepare study 
reports. 

Recommendation 2: Future 0.5. tours should consider 
providing at least one day and preferably more at the end of 
the. tour for this task. 

Finding 3: AID and the ACDI country team asked that 
participants receive training from the "bottom up·, starting by 
living with 0.5. farm families. Instead, the U.S. training
approach was from the top down, and some participants did not 
stay with farm families as planned. This may have led to 
confusion and lack of understanding among some participants. 



11
 

Recommendation 3: ACDI/Washington should make every
 
effort to place U.S. participants with farm families at the
 
beginning of study tours in the future.
 

Finding 4: Apart from the 3 participants currently
 
planned, no further short-term U.S. training should be needed
 
to realize the project objectives. Additional specialized

training in the U.S. may however be required.
 

Recommendation 4: Future U.S. training should focus on 
satisfying specialized training needs. 

Finding 5: The advanced management training was extremely 
effectiv~, but there may be a future need for more specialized
training in-country. 

Recommendation 5: This seminar should be held from time 
to time as new managers take their places in the system, and 
modifications made as necessary to meet special needs. 

Finding 6: The Training of Trainers activities were 
extremely effective. 

Recommendation 6: This training too should be offered 
again from time to time as needed. 

Finding 7: The mid-level training was well conducted and 
well received and was done almost entirely by Ugandan trainers 
who attended Training of Trainers seminars. 

Recommendation 7: In future this training might be done 
exclusively by Ugandans, with periodic supervision from· ACDI 
technicians if this is seen to be necessary. 

Finding 8: The content material training has also been 
well done, making good use of the Training of Trainers approach. 

Recommendation 8: The Training of Trainers approach
should continue to be used in timely fashion to meet the needs 
of new trainers as those already trained move on. 

Finding 9: Training at the primary society level is 
progressing rapidly, due largely to the efforts of the ACDI 
consultant who spends considerable time organizing these 
efforts up-country. 

Recommendation 9: The contract of the consultant should 
be extended at least one year to allow for follow-up and 
additional training programs. 
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Finding 10: Lack of follow through by UCTU has endangered
the long-term impact of the transportation training effort. 

Recommendation 10: (see Technical Assistance, 
Recommendations 3 and 4). 

Finding 11: Training in the areas of distribution and 
warehousing, cooperative credit, and sales management has not 
begun because the respective technical advisors have been in 
~ountry only short periods. 

Recommendation 11: When this training begins, the 
Training of Trainers approach should be used. 

Finding 12: The women in development training will be 
endangered unless the consultant has a chance to follow up on 
results of the first seminar, and continue needs assessment and 
recruitment. 

Recommendation 12: The contract of this consultant should 
be extended for three months, provided MCM and other concerned 
organizations are satisfied with plans for work to be done 
during the extension period. 

Finding 13: Kigumba Cooperative College may be able to 
reduce or eliminate the number of students sitting for 
certificates and diplomas if the Makerere program develops as 
planned. 

Recommendation 13: The MCM should cv~sider how and to 
what e~tent Kigumba Cooperative College can revise its approach 
to focus on short courses and in-service training, which would 
be necessitated if the Makerere program develops as planned. 
This would allow MCM to maintain complementarity among these 
two major cooperative training institutions. 

. Finding 14: There are indications that MCM manpower
levels in various cadres are out of balance with the size of 
the cooperative movement. 

Recommendation 14: A manpower needs assessment focusing 
on staffing 1ev~ls and job responsibilities should be 
undertaken within the entire cooperative movement, .including 
MCM. 

Finding 15: The planned Makerere program holds promise of 
contributing to a significant improvement in MCM and 
cooperative movement training. 
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Recommendation 15: Ther1CM and l1aker er e University should 
give this planned program continued support. . 

Finding 16: Textbooks and other materials are atrivinq at 
Kigumba Cooperative College as planned, but since the future 
role of the college is being discussed there is uncertainty
regarding what teaching materials should be acquired~ 

Recommendation 16: Existing planned acquisitions funded 
under the AID/ACDI project should proceed, but additional plans 
to acquire curriculum-related materials for Kigumba should be 
delayed until the future roles of Kigumba and Makerere have 
taken more definite shape. 

4. Domestic support of Cooperative Development 

a. Findi.ngs on GI')vernment Pol icX: Policy and actions. are 
somewhat restrictive and may inhibit the sound development~f' 
cooperatives in Uganda. This is eVidenc~dprimarilyby 
controls embodied in the Cooperative Act of 1970 and the draft 
revision. 

Recommendation 1: MCM should consider whether the draft 
revision of the cooperative act should undergo further work to 
modify those sections listed in the body of this report as 
being potentially troublesome. It is noted that MCM have given
cooperative unions the opportunity to review and comment upon 
the draft amendments to the Cooperative Societies Act. 

Recommendation 2: The training efforts now underway
should make a special effort to acquaint all levels of the 
movement with the most basic principles of cooperation (see
Appendix M). 

b. Findings on Free Enterprise: Most Uganda cooperative
organizations are not free enterprises because they do not 
operate in an environment where input and product prices are 
determined primarily by competition, there is insufficient 
freedom of entry and exit for firms, and there is much 
government involvement in decision-making at union and society
levels. However, these circumstances seem to be improving, and 
the OCD seems committed to supporting the development of an 
independent Ugandan cooperative movement. 

Recommendation 3: The DCD should continue to actively
seek ways to give farmers, through their cooperatives and 
boards of directors, more control of their societies. 

Recommenda t ion 4: The MCM should continue its effor.ts in 
support of other government organizations that are·workingto 
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develop a moretea~istic and fair system of setting expo~t 
prices, based on more accurate assessments of world marke~ 
prices and in-country costs. 

Recommendation 5: The DCD, perhaps with expatriate
technical-assistance, should consider undertaking an in-depth 
study of the effectiveness of Ugandancooperative~ in servihg 
Ugand~n farmers (see Appendix K). 

c. Findings on other Key Cooperative Programs: The 
cooperative wholesale and distrib~tion organization (UCCU) is 
relatively effective. The Cooperative Bank of Uganda is in 
serious difficulties, and even planned reorganization and 
recapitalization of the CBU wi.ll help little if the 'cooperative 
unions do not perceive that the CBU is concerned primarily or 
even exclusively with cooperative development. Prcduction 
credit is needed in the system, but plans to develop a credit 
proyram should proceed on a pilot basis. Crop financing is 
also of major concern, because funds are both inadequate and 
sometimes misappropriated. Transport sector problems lie not 
with the number of vehicles or spares, but rather with 
management and utilization. 

Recommendation 6: The rehabilitation of CBU shobld 
continue with particular attention given to restoring i~s 
credibility with the cooperative community. 

Recommendation 7: The planned production credit program 
should develop on a careful, phased basis, beginning with a 
small pilot program. 

5. General Overview 

~ihdings: The Food production support project has made 
good-to-excellent progress toward achieving project objectives 
and purposes. More specifically, the training activities have, 
proceeded, on the whole, with alacrity, quality, and 
substantial impact; the commodity import program, although 
slowed by procurement difficulties, is making substantial 
resources available to farmers and cooperative staff; and the 
technical assistance provided, although uneven in impact due to 
a variety of circumstances, has been generally well-received. 

Among the primary accomplishm~nts of the FPSP shOUld be 
counted the following: reinstitution of training at all levels 
from high level MCM management to society level managers and 
committee members; reinstitution of effective input 
distribution through the cooperative structure; and 
rehabilitation of Uganda's domestic hoe industry. 
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Tak~n together, these acomplishments have gone someway
toward restoring the morale of cooperative movement staff and 
members, toward renewing the faith of farmers in the 
cooperative structure, and toward increasing the developmental 

. effectiveness of the cooperative movement. In sum, FPSP has~ 

laid a firm foundation for further program development. 

At this point the mission may begin to consider how best
 
to consolidate the gains achieved, and how besc to build upon

and expand the accomplishments of the FPSP. That is, the
 
emphasis of the program can now begin to shift, away from
 
rehabilitation and the satisfaction of immediate needs, and
 
towards identification of long-term cooperative development

objectives and the resources required to achieve them.
 

Recommendation 1: To consolidate the gains achieved to date, 
and to generate information needed for sound design of a 
follow-on project, the mission should extend the FPSP for 12-18 
months beyond the current termination date of september 1984. 
~his would allow time to implement the following actions: 

A. On Technical Assistance: 

prepare a long-term cooperative development plan;

this will certainly require the recruitment of a Ugandan
 
Cooperative Development Specialist/Agricultural Economist to
 
the planning staff and may require the recruitment of an
 
additional ACDI technical assistance person as well
 
(Recommendation 1, p.4 and p.22).
 

-- resolve current uncertainties about an institutional. 
base for transportation-related technical assistance .. 
(Recommendation 3, p.S andp.25). 

-- arrange for the sales management specialist to 
complete work on the .UCCU field sales force and (possibly) Farm 
Supply Shops (Recommendation 5, p.G and p.2S). 

B. OaCommodities: 

-~ procure UCCU warehousing equipment (Recommendation 3, 
p.7 and p.30). 

-- audit the commodity distribution system to measure
 
costs and effectiveness (Recommendation 4, p.7 and p.31;

Recommendation 15, p. 10 and p.44).
 

-- eliminate the MCM monitoring markup and shift funding 
:0 .the AID/MCM Special Account and/or Treasury funds as 
dppropriate (Re~ommendation 13, p.9 and p.41) 
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-- implement the study of union' and,s'oc.fetvfrtahaaement
 
and opE'ratipns (Recommendation 5, p.7andp.33)t
 

C~ On Training: 

'-- extend the contract 'of the trainingspeclalist orfe
 
yE'arsothis person may, complete ongoing union/primarY"'leve1
 
tr~inirig ~ctivities (Recommendation 9j p.ll and "p.54~.
 

-- extend the contract of the women-in-development
consultantfol three months so this person maycompl~te;~urr~nt 
work (Recommendation 12, p.12 and p.56)."' 

-- complete currently planned acquisitions for Kigumba
College (Recommenda t: ion 16, p. 13 and p. 59 ). ' 

--implement the cooperative movement manpower needs 
assessm.nt(Recommendation 14, p.12and p.58). 

In addition, the 12-18 month extension will allow more 
time for planned commodity procurement and delivery actions to 
ba'completed and the funds set aside for this purpose to be 
fully utilized. 

Recommendation 2: The Cooperative Agreement should be 
amended to allow the recruitment and extension of technical 
assistance personnel as detailed in the body of this report,
with the concurrence of MCM and other concerned organizations. 

Recommendation 3: AID and MCM should consider taking a 
fresh look at needs for cooperative and agricultural 
development in Oganda during CY 84, and perhaps begin to design 
a new project to build upon and expand the accomplishments of 
the FPSP. Some potential areas of emphasis include: 

A. On Technical Assistance: 

-- work is just beginning on the credit program. This 
is an extremely important area of activity that will likely 
~equire sustained support for several years to come. 

-- the planning unit is key to the long-term
effectiveness of MCM as it competes with other government
agencies for bUdget and impact on policy issues. The work of 
establishing this Onit has just begun and needs to be carried 
fon-/ard. 

-- it is important to continue current attempts to 
strengthen national cooperative unions such as OCCO and OCTO. 
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Over time th is wi 11 con tribute to. a st-urdy, indeoenden t 
cooperative movement_~ , 

8. On Commodities: 

-- inputs are flowing once again through the cooperative 
structure, but considerable work remains to be done before ­
unions and societies are fUlly capable of managing
commercially-oriented input delivery. This will require
further analysis of economic and institutional questions, as 
well as continued training. Ideally, direct AID/MCM
involvement in procurement may be reduced as time goes on. 

C. On Training: 

-- a high-quality in-service training program has been 
initiated, but additional work will be required to fully
institutionalize the program, to adapt it as well as possible 
to the needs of the cooperative movement, and to workout ~he 
most cost-effective approaches. 

-- pre-service training institutions might justify- some 
strengthening and support in sorting out relationships and 
responsibilities as the cooperative movement evolves. 

-- continuing education programs for coope(ative society
members, managers, committeemen, and employees need to be ' 
addressed. A well-informed membership is key to the long~term 
health of the cooperative movement. . 

In sum,FPSPhas set in place important concrete 
accomplishments,but the work,be~un cannot be considered 
complete. Future AIDsupport'might proceed in two stages~ 

--a12-18month extension of FPSP to consolidate gains
and generate information needed for design of a new project; and 

-- preparation of a follow-on project that would 
continue the~important work begun under FPSP but shift the 
emphasis away from rehabilitation and toward long-ranoe' 
development objectives. 
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This section of the evaluation describes the technical 
assistance that has been provided, logistical pr.oblems
encounte'red, and assesses overall progress toward achieving 
project objectives. Training per se is dealt with in part IV. 

A. Types 'of Technical Assistance Provided 

The September, 1981 PP called for 4'9 person-months of t'echnfcal 
assistance distributed as follows: 

1. Planning Advisor/Team Leader (18 months)
2. Distribution and Warehousing Specialist (6 months) 
3. Transportation Specialist (6 months)
4. Cooperative Education and Textbook Specialist (3 months) 
5. Cooperative Management Training Specialist (4 monbh~l 
6. Management Development Specialist (6 months)
7. Banking and Credit Specialist (3 months) 
8. Project Logistics Specialist (3 months) 

In December 1982 the Cooperative Agreement was amended to 
change the TA as follows: the Planning Adviser/Team Leader was 
extended 6 months for a total of 24 months; the amount of time 
prQVided for the Cooperative Management and Training Specialist 
wa~ reduced from 4 months to 2 months; the Banking and Credit 
Specialist was changed to a Banking Advisor and extended from 3 
~onths to 6 months; a Credit Advisor was added for a period of 
)2 months; an advisor on Women's Cooperative Programs was added 
for a period of 3 months; and a primary Trainer was added for a 
period of 12 months. 

In l1arch 1983 the Cooperative Agreement was amended again 
to change the TA as follows: the Distribution/Warehousing 
specialist was extended by 9 months to a total of 15 months; a 
Sales Management Specialist was added for 3 months; an 
Engineer/Sr. Mechanic was added for 4 months and unspecified
short term advisors wer~ added for 6 months. Details of these 
changes are summarized in the table below. (A schedule of TA 
arrivals and departures is attached in Appendix G.) 



19
 

,TECHNICAL ASS-IS'I'ANCE: LEVEL OF :EFFORT AND COl·1POSITION:OF EFFORT 
(in person...;months') 

Type of SpecialIst:. PP Amerl'dmen t Amendment Total 
(Sep 81) (Dec. 82) (l~a r·.83) (Nov. 83) 

Planning Advisor/

Team Leader 18 +6 24
 

Distr ibution/

Warehousing 6 +9 15
 

Transport 6 6 

Coop. Education/

Textbook . 3 3
 

Management Development 

Banking/Credit (1) 

Coop. Manaqement/
Training 

Credit Adviser 

Logistics 

4 

6 

3 

3 

-2 

+3 

+12 

2 

6 

6 

,3, 

12 

Women's Cooperative
Programs +3 3 

Sales Management +3 J' 

Engineer/ 
Senior Mechanic +4 '4' 

primary Trainer +12 12 

Short Term Adviser~ +6 6 

Total 49 105 

(1) Changed to Banking only in December 1982. 

!n the next section, the accomplishments of these various 
~echnical assistance personnel are discussed, except for those 
who were exclusively concerned with traintng. Training 
accomplishments are assessed in Part IV (training). 
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B. Accomplishments of Technical Assistance 

Before beginning a detailed review of the accomplishments 
of the technical assistance component of the project, it is 
necessary to make some general comments about AID and ACDI's 
past and present roles in Ugandan cooperative development. 

AID and ACDI were deeply involved in the development of 
the Ugandan cooperative movement from 1963 to 1973, when Amin's 
rise to power and associated excesses forced the closing of the 
U.S. mission to Uganda. The intervening years of poli~ical 
turmoil and economic mismanagement brought most Ugandan
institutions to their knees, including the cooperative 
organizations. However, the Ugandan cooperatives came through
those years in somewhat better shape than most other 
organizations; although the cooperative movement is beset with 
problems, it remains an extremely effective institution through
which development assistance may be channeled to peasant
farmers. It speaks very highly of the professional capacity of 
MCM staff, the commitment of cooperative society personnel, and 
the work done in the 1960's by AID and ACDI, that the 
institutions created have survived to the present day. A good 
part of the current success of the Food Production Support
project may be due to the solid foundation laid by AID, ACDI, 

". and MC~ in an earlier era. 

It is also important to note the key role that ACDI has 
played in the rehabilitation of the Ugandan cooperative 
movement since the end of the liberation war. Beginning with 
the first post-war country assessment in early 1980, ACDI has 
consistently fielded well-qualified, professional staff to 
assist AID and MCM in assessing the situation and devising 
appropriate actions. ACDI's excellent rapport with Ugandan 
counter-parts and ability, based on in-depth experience, to 
identify critical constraints and key actions, has contributed 
substan~ially to the success of AID'S post-war cooperative
repabilitation effort. Thus, although there are one or two 
aspects of the technical assistance that might possibly be 
sharpened up, the evaluation team wishes to stress that the 
progress made has been impressive; MCM, AID, ACDI, and the ACDI 
country team should feel pleased with "what has been 
accomplished to date. 

To establish a baseline from which to assess what has been 
accomplished by the technical assistance team, it is necessary 
to refer to the TA scopes of 'Nork -include in relevant project
documents (that is, the PP and amendments). In this section an 
attempt is made to comment briefly on each of the major tasks 
assigned to each of the TA personnel (except, as noted before, 
for those who were concerned exclusively with training). 
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1. .l:"lanningAdvisor/Team Leader 

The team leader has been required by circumstances in 
Uganda to devote about one-third of each working week to . 
project management and logistical support. This has inevitably
made it difficult for him to carry out other assigned tasks to 
the extent originally intended. Although delays have been 
experienced in some areas, overall progress has been 
substantial. Below are comments on the five principle tasks 
assigned to the team leader: assist in establishing a planning 
unit in MCM: develop a long range cooperative development plan:
analyze and prioritize cooperative development projects;
coordinate and help to promote donor assistance to the MCM; and 
eoordinate and supervise other TA personn~l. 

a. Assist in Establishing MCM Planning Unit 

The MCM is in the process of organizing such a unit~ An 
energetic ministry officer has been appointed to lead the. 
development of the unit, and plans are in place to hire seven 
analytic staff. The MCM requested funds from the Treasury to 
finance the capital and recurrent costs of the unit this year,

'but the 'request was deleted from the budget submission. This 
was a disappointment, since the team leader and MCM had given
much energy to this objective. 

b. The Long-Range Cooperative Development Plan 

No such plan has been developed. This may also be due to 
the lack of time available to the team leader to perform
planning duties, and should be placed in the scope of work of~ 

the Cooperative Development Specialist/Agricultural economist 
called for under Recommendation 1 (see below). 

c. Analyze and Prioritize Cooperative Development Projects 

The MCM has available a document describing a handful of 
potential projects, some of which (e.g. training) are addressed 
by the current USAID project. However, these projects are .not 
formulated according to any coherent strategy, are not . 
prioritized, and do not present a persuasive case for donor 
investment. As with (b) above, assisting the MCM in thi~ 
regard might well become part of the scope of work of the 
specialist or local-hire economist called for under 
Recommendation 1. 
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d. Coordinate and Assist in Promoting Donor Assistance 'tot:.he 
l1Cl1 

There are no close 'Norking relationships between the· AID
 
technical assistance team working ~ith the Department of
 
Cooperative Development and FAO advisors working under the
 
Commissioner of Marketing, although AID and ACDI are in~lose
 
contact with other donors such as EEC, IFAD, and IBRD.
 

AID, MCM, and ACDI are all agreed that cooperative
development in Uganda should be approached through balanced and 
coordinated programs of a) input and service delivery, and b) 
effective marketing. The AID TA team in particular should 
continue to pay careful attention to developments on the 
marketing side, since the success of their efforts in training,
input distribution, and (especially) credit is dependent upon 
marketing policies and procedures. By "marketing" is meant 
primarily the operations and decision-making roles of the 
marketing boards. The unions and societies have relatively
limited roles in this regard; they function primarily as 
collection points. More is said on this point in Part V. 

e. Coordinate and Supervise Other TA Personnel 

This·task has been performed very well. 

Below are recommendations regarding the team 
leader/planning adviser. 

Recommendation 1: AID, in conjunction with MCM, should 
initiate discussions with the Ministry of Planning and Economic 
Development regarding recruitment of a Cooperative Development 
Specialist/Agricultural Economist with previous planning . 
experience to assist the MCM in instituting the Planning Unit. 
The first priority would be placing a Ugandan in this 
position. Depending upon background and experience of the 
person selected, there mayor may not be a role for 
supplemental, AID-financed technical assistance. In the event 
that such TA is jUdged necessary, draft terms of reference are 
included in Appendix H. preparing a plan for long-range 
cooperative Jevelopment should be a priority for the person or 
persons selected. 

Recommendation 2: Liaison with both Ugandan and 
expatriate marketing personnel should be a principal duty of 
the cooperative development specialist called for under 
Recommendation 1, who will in fact be adVising the Ministry as 
a whole--not just the Department of Cooperative Development. 
Hence, the AID-financed planning advisor, or local-hire 
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~conomist, should have strong 'qualifications in the field of 
marketing • This is r.eflected· in the. draft terms of refEH'enc~' 
included as Appendix H. 

2.	 Distribution and Warehousing Specialist 

This specialist was asked to (a) review procurement and 
distribution procedures in the cooperative organizations and 
mak~ recommendations for improvement; (b) assist the Dganda
Cooperative Central Onion (DCCD) in forecasting and managing 
farm supplies; and (c) prepare necessary training materials. 
The consultant prepared a series of reports addressing these 
concerns, and made a series of recommendations that have been 
received enthusiastically by the DCCD management. Many of the 
recommendations have already been implemented. The specialist
is currently putting into place an inventory management system,
and will be training people into the system as time goes on. 

3. Transportation Specialist 

This specialist was asked to: (a) review cooperative 
movement transport assets, and assess distribution and 
utilization; (b) forecast fu~ure needs, and develop a plan to 
meet these; (c) review the rate structure and operations of the 
Uganda Cooperative Transport Onion (OCTO); and (d) study 
selected transport problems. Each of these tasks is discussed 
briefly below. 

a.	 Review cooperative movement transport assets, 
and assess distribution and utilization. 

The transportation specialist accomplished this tasKs 
through questionnaires and a series of up-country visits. 
Although the information available cannot be considered a 
comprehensive review of transport in the cooperative sector, 
this may not have been necessary. The basic facts have been 
~stablished: transport in Uganda is a problem not of vehicles, 
but rather of utilization, maintenance, and management. 

b.	 Forecast future needs, and develop a plan to meet these. 

This is done most thoroughly in an October 15, 1983 joint 
report by the transportation specialist in conjunction with the 
Engineer/Sr. Mechanic. In this report the consultants reviewed 
needs for tools, manuals, workshop equipment, and other 
materials required before trainee mechanics can put their 
skills to work. The consultants also documented training needs 
in this report, but pointed out in strong terms that training
alone will accomplish little until the working environment and 
equipment of the mechanics can be upgraded. 
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c. Review of rate structure and operations of OCTO. 

This task was accomplished ina seri.s of reports prepared
by the first transportation specialist, and a ,number of , 
recommendations were made. Some of the' recommendations have 
been implemented to date, but: many more have not. It is " 
impossible to state for certain'why this lack of follow-through
occurred. ' 

d. Study selected transport problems. 

The consultant has addressed several additional problem 
, areas, most notably by analyzing the diverse salary and benefit 
structures at a large number of cooperative unions. These 
efforts have shed needed light on the basic operational
characteristics of the ugandan transport industry. 

Discussion: The transport specialist has identified 
several thorny problems that cannot be resolved in this 
evaluation. These are discussed below, and recommendations are 
offered. 

The OCTO is in many ways a natural home for the sort of
 
training programs and transport maintenance rehabilitation
 
,iden~ified as important activities for cooperatives in uganda 
at this time. But further work with UCTU is unlikely to be 
rewarding at the current time. A number of possible
alternatives have been identified, including the technical 
colleges (at Kampala and Mbale), a small number (2 or 3) of the 
larger district unions which could support training and 
maintenance programs, and UCCU. Although all concerned 
recognize the importance of locating an institutional base for 
the mechanical training, the correct choice is not obvious. In 
the meantime training is continuing on a somewhat makeshift 
basis, and the lack of continuing counterparts for the 
transportation specialist is endangering the long-term impact
of his effort. Moreover, an unfortunate lack of tools, 
manuals, and equipment makes it difficult for trainees to 
implement the training that they receive. Also, AID'S policy 
an Institutional Development (published in March 1983) notes 
'chat 

• ••• the need for project-related skill training
is directly related to inadequacies within existing 
educatioa and training systems. It is the latter 
Which must ultimately be made adequate and self ­
sustaining •••• II 
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Recommendation 3: AID, MCM, and ACDI snould disconcinue 
the transportation training seminars until a viable 
in~titutional base can be put in place. The presumption is 
that UCTO is the most suitable institution, and every effort 
should be made to build on this base before seeking 
alternatives. If it is judged necessary to assess alternatives 
to UCTU, an indicative scope of work for the assessment is 
attached as Appendix I. 

Recommendation 4: Until the institutional analysis called 
for in Recommendation 3 is completed, the transportation 
specialist should develop, in conjunction with the Engineer/Sr. 
Mechanic, a program to provide essential manuals, technical 
bUlletins, and perhaps tools to those cooperative organizations 
with transport fleets of their own. 

4. Sales Management Specialist 

This consultant was asked to: (a) assess Uganda
 
cooperative infrastructure and methods of handling sales and
 
distribution of inputs, and recommend necessary changes to
 
UCCU: (b) assess UCCU's current sales staff level and make
 
recommendations for improvement: and (c) design and assist in
 
implementing an appropriate sales training program.
 

In response to these tasks, the consultant prepared a 
detailed and forward-looking examination of UCCUls commodity 
distribution operation. The report is oriented around the idea 
that UCCU should begin now to develop commerci~l seles and 
marketing links with client unions, in recognition of the fact 
that the current ·seller's market· conditions will not remain 
forever. The detailed recommendations of the report cover the 
size and organization of a field representative force; 
establishment of reliable radio communications; and a training 
program for the field representatives and their supervisors. 
The plan seems thoroughly sound and has strong support from the 
uctu management team. Given the great significance of UCCU to 
the AID/MCM commodity distribution effort and within the 
cooperative movement generally, and because the organization 
seems to be one of the more effective of the national-level 
cooperative unions, it would seem appropriate for AID, with the 

"agreement and cooperation of MCM, to take steps to increas~ the 
level of support currently prOVided. One problem, according to 
MCM officials, is that this consultant departed Uganda without 
fully briefing senior MCM officials. In addition, more 
attention should be given to the question of rehabilitating the 
Farm Supply Shops. 

Recommendation 5: AID and ACDI should, in conjunction 
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with	 MCM and the UCCU, work out a schedule accorci:ng to which 
the sales management specialist can implement his plan, and 
should consider amending the project to make possible two or 
three short-term (3-4 months) consultancies at appropriate 
intervals. However, it should be borne in mind that the 
AID-financed technical assistance effort is already rather 
large and diverse. Special attention should be given to 
ensuring that all consultants fUlly brief senior MCM officials 
before departing, and the issue of Farm Supply Shops should be 
addressed. 

5.	 Cooperative Education and Textbook Specialist 
Cooperative Management Training Specialist 
Management Development Specialist
Women in Development Specialist 
Primary Tfaining Specialist 

The tasks of these members of the ACDI team relate 
exclusively to training and so are dealt with in Part IV below. 

6. Credit Specialist 

This technician has been in country for a very short 
period of time, and the evaluation team feels it would be 
inappropriate to comment on achievements to date. However, the 
Credit Specialist has thorough awareness of and insight lnt6 
credit issues in Uganda cooperative development, and the team 
benefitted substantially from his input. Some observations on 
banking and credit issues are presented in Section v. 

7. Banking Specialist 

This specialist was asked to review the operations of the 
Cooperative Bank of uganda and make recommendations for 
improvement. This was done in a careful and detailed report 
that was able to consolidate and build upon the conclusions 
reached in an earlier assessment by an AID-funded private firm, 
Deloitte, Haskins, and Sells. A number of this specialist's 
recommendations have been.adopted by AID in its dealings with 
cau, 

8. Engineer/Senior Mechanic 

This consultant has been asked to assist the 
transportation specialist in assessing equipment and training 
needs of ~he Uganda cooperative transport industry. He has 
assisted in preparation of the report cited in Section II.3.B. 
that addresses equipment and training needs, and has assisted 
in transport training seminars as well. However, it is too 
early to comment extensively on tasks accomplished. 
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9. Logistic~·Speciali~t 

This consultant is expected to support long and short-term 
. consultants with regard to obtaining housing, furniture, 
supplies, ~tc. This has apparently been done satisfactorily,
but the short periods of time during which the consultant is in 
Uganda do not ~nable him to provide much support to the team 
leader with respect to logistics, especially housing. 

Recommendation 6: AID and ACDI, with HCM concurrence, 
might consider contracting an Administrative Assistant locally 
to assume some of the everyday logistical burdens. 

C. Logistics 

, It has already been pointed out that logistical support
has absorbed a considerable amount of the time available to the 
ACDI Team Leader. Accounting responsibilities are also 
considerable, and made mor~ difficult by the unresponsive local 
banking system. There are other areas too where logistical
problems may have had a negative effect on the progress of the 
project. For instance, the team leader has had to schedule the 
timing and duration of technical assistance around temporary 
housing availabilities. The coordination and planning
associated with such a large and varied tecchnica1 assistance 
effort would be difficult in any case, and the necessity to 
work around housing availabilities is an additional 
constraint. Finally, the arrival of the credit advisor was 
delayed considerably because the house he was to occupy was' 
taken over by an unauthorized person and was not recovered 
easily or soon. 

Although there have been problems caused by the difficulty
of acquiring many basic commodities other than housing, these 
do not seem to have had any great impact on the effectiveness 
bf. the project, primarily because the ACDI team has adapted 
extraordinarily well to current conditions in Uganda. 

The housing problem is well recognized by AID, and plans
 
are in motion to acquire additional facilities when and where
 
available. However, the general shortage of suitable housing

in Kampala will probably continue to be troublesome to AID and
 
ACDI, and will probably influence the timing of future TA
 
inputs. There is no obvious solution to this problem.
 

D. Progress Toward project Objectives 

section II.S. above shows that nearly all objectives of
 
the technical assistance have been attained, While one or two
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have not (planning unit and activities, transport effort). 
However, the project as· currently formulated still has a year 
to go, and there is no reason to think that progress will not 
continue to be made in both areas •. In fact, given the' 
difficulty of housing t~chnical assistance personnel, as well 
as other problems of communication, coordination, and movement, 
it might be said that the technical assistance effort has made 
substantial progress in the face of significant difficulties. 



III. Commodities 

This section discusses the scheduling of AID-financed 
commodity deliveries, the distribution system through which 
commodities reach end-users, commodity pricing policies, and 
the use to which local currency generations are put. A final 
section comments on the progress made toward achieving project
objectives for agricultural input distribution. 

A. Scheduling of Deliveries 

Commodity deliveries were delayed for about six months at 
the start of the project while the GOU was meeting conditions 
precedent, other delays have been experienced due to the need 
to comply with AID procedures in procuring bicycles, and 
further delays have been encountered due to the difficulty of 
supplying hoe dies and an electric kiln for UG1~'s agricultural
implement production line. This was due to the long time 
needed by the manufacturers to produce the dies and kiln once 
orders had been placed, and further delays ehperienced in 
shipping. Uganda Hoes also stopped production for a ti~e while 
AID and the GOU corrected managerial fla\~s that had resulted in 
the misallocation of substantial numbers of hoes manufactured 
from CIP-funded steel, and failure to deposit local currency 
generations in the appropriate account. As a result of quick,
firm action by USA!D and MCM, new management has been put in 
place and the funds recovered (the status of commodity 
procurement actions as of October 1983 is summarized in 
Appendix J). 

Despite these difficUlties, the commodity import program 
seems to be substantially on track. Two issues, however, 
should be mentioned. 

1. Quality of UGMA hoes. Lack of dies and the kiln have 
reduced the quality of the hoes produced by UGMA with 
AID-financed steel. Although the hoes produced are adequate 
for light work such as weeding, they split and bend easily when 
used to open up land at the beginning of the planting season. 
This was reported from three independent sources. One 
estimate, perhaps overly pessimistic, was that the UGMA hoes 
last about 3-4 weeks under such conditions. 

Recommendation 1: A!D and MCM should continue to attach a 
high priority to completing the rehabilitation of the UGMA 
production line, to ensure that farmers do not come to regard 
the AID-financed hoes as second-rate products. 

2. Lumpiness ~f commodity deliveries. The cooperative input 
distribution system is being subjected to substantial strains 
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caused not by the absolute volume of commodities handled but 
rather by the lumpiness of delivery. At times the system
"backs-up" with commodities, at other times the system is 
nearly dormant. To some extent this is unavoidable, because 
agricultural input delivery must respond to seasonal variations 
in demand. However, it seems likely that the lumpiness has 
been magnified because procurement decisions are not made from 
the bottom up (that is, cumulatively by retailers and 
wholesalers), but rather from the top down (principally by 
donors, in consultation with government organizations). 
Officials at the top levels of the system simply cannot provide
the flexible and timely decision-making necessary to smooth out 
the flow of commodities and make the assortment of commodities 
provided fully responsive to farmer demand. Lack of donor 
coordination contributes to this. 

Recommendation 2: AID and the MCM, who fully share this 
concern, should continue to work with other donors and other 
government agencies to give increased decision-making power to 
the OCCO and district unions regarding commodity procurement, 
and to bring about a more steady flow of imports. 

Recommendation 3: AID should also consider assisting the 
UCCU to acquire equipment needed to improve their materials 
handling operation (a preliminary list of equipment required is 
attached as Appendix J). 

B. The Distribution Syste~ 

This section examines the distribution system in general 
terms, then offers detailed comments on procedures regarding 
hoes and bicycles. 

AID-financed commodities flow through the system in this 
way: after being produced at Jinja and Lugazi (in the case of 
hoes) or after being imported (in the case of other 
commodities), the items are held by the Oganda Cooperative 
Central.Onion (OCCU). This union engages in a considerable 
amount of private trade (40% of their turnover is generated by 
the private sector, 60% by donor-financed activities). The 
organization seems to have a strong management staff and, 
although there have been rumors about misallocation of 
commodities and local currency generations in the past, it 
seems the organization is performing about as well as can be 
reasonably expected in Oganda today. 

District unions are responsible for collecting the 
commodities at OCCU, and will generally use lorries that have 
been allocated to them to do so. Onions and primary societies 
work together to distribute the hoes to selected primary 
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societies, where (ideally) they are distributed to farmers on 
the day they arrive. Recipients sign their names (~r fix 
thumbprints) to DCD forms designed for the purpose, and 
representatives of the primary society, the union, the DCD, 
local chiefs, and other staff are present to witness the 
operation. The whole distributive system is monitored by four 
roving monitor teams based in appropriate locations around the 
country. Each team tries to be present when distribution takes 
place, checks all forms for improprieties, and undertakes other 
actions ~o protect the integrity of the distribution system.
Although very sound in design, the system has some weaknesses 
that are exposed in oper~tion. These are discussed below. 

1. Monitoring Teams 

These teams must be 100% reliable to avoid mis-allocation 
of commodities at the union and society level. However, some 
of their reports have been inaccurate and inconsistent (minutes 
of Distribution Coordination Committee, December 8, 1982), 
there have been suggestions that operating funds are used 
improperly (minutes of Distribution Coordination Committee, 
January 5, 1983) and further suggestions that team vehicles are 
used for private purposes (minutes of Distribution Coordination 
Committee, January 31, 1983). The MCM makes an attempt to 
audit the activities of the auditing teams, but there is still 
some uncertainty about their current effectiveness. The 
evaluation team understands, however, that MCM plans to phase 
out the roving monitoring teams and assign their duties to one 
existing officer in each district. This plan has two 
attractive features: (a) the costs of monitoring will be 
reduced since supplemental travel and per diem will be largely 
eliminated; and (b) the commodity monitoring operation will be 
incorporated into existing lines of authority within the MCM, 
thereby becoming sUbject to normal channels of supervision and 
review. 

Recommendation 4: The evaluation team does not believe 
that the monitoring system has a~lowed significant commodity 
diversions to take place. However, in light of the questions 
raised in official MCM memoranda, the evaluation team cannot 
vouch 100% for the reliability of the system. Hence, the team 
feels AID and MCM should consider undertaking a joint audit 
(perhaps done on a sample basis), and extending at least to the 
primary sociaty level and perhaps to end-user level, to satisfy 
themselves on these points. The audit should also address the 
use of monitoring team vehicles and operating funds, and arrive 
at a careful estimate of the costs involved in supporting the 
monitoring effort adequately. 
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2. Allocatiortof Hoes 

Thea110cationo'f hoes to various parts of the country is 
inprid~i~le done on the basis of population estimates 
g'enera~ed by the 1980 census, but a number of factors 
complicate the allocation picture. 

a. Some parts of the country require more hoes per capita 
than other parts, based on agricultural patterns and 
seasonality (see 1981 PP social analysis). 

b. Both district unions and district cooperative officers 
have in the past re-allocated hoes on their own when MCM 
allocations did not suit them. It is difficult to say to what 
extent this has been done logically (e.g. to move commodities 
from areas of weak demand to areas of high demand) and to what 
extent, if any, such re-a1locations have been done for personal
gain or for political purposes. 

c. In 1981, when the PP social analysis was performed, hoe 
distribution took place entirely within the context of the 
cooperative system. When allocating hoes, MCM officers took 
into account the capacity of unions and societies to distribute 
hoes without leakage, the size of the cooperative membership in 
various parts of the country, numbers of registered primary 
societies, and so forth. The evaluation team was directed by
the mission to address the possibility of politicization of 
commodities, and the extent to which such considerations might
influence distribution. The facts which emerged in the 
eva1u~tion are these: some hoe allocations are recorded 
according to the numbers of hoes going into parliamentary
constituencies. This was done at the express wish of the 
Cabinet, which is interested in how many hoes go to various 
constituencies. In addition, the l1CM sends letters to MPs 
notifying them when commodity distribution takes place in their 
constituencies, so that they can attend the distribution if 
they wish. Records of the MCM indicate that some 
constituencies receive one hoe for every 14-16 residents, while 
others receive one hoe for every 30-40 residents. This raises 
the possibility that political considerations may be wrongly 
influencing the allocation of commodities, but on the other 
hand this may simply reflect the concern of parliamentarians 
that their con~tituencies be served to the extent possible.
Hence, the evaluation team cannot be conclusive on this point. 

Discussion: This section on hoe allocation raises a 
number of issues that will be difficult and perhaps even 
impossible to resolve. Some of the trade-offs involved are: 
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1. To ensure equitable distribution uninfluenced by 
extraneous considerations, AID and MCM would have to devote 
considerably more time and energy to detailed planning and 
monitoring of commodity distribution. This would be expensive
and impractical, and by reducing the decision-making rol~ of 
cooperative unions and societies, would conflict with the 
overall project purpose of strengthening Uganda's independent 
cooperative movement. 

2. As previously noted, it is essential to place as much 
decision-making power as possible in the hand of the unions and 
societies, so that commodity flows meet farmer demand: but, on 
the other hand, this increases the likelihood that commodities 
will be misallocated (at least as long as they are both scarce 
and under-priced; a frequently-cited open-market price for hoes 
is 600-800/=, while AID-financed hoes are sold at 450/= and 
IFAD hoes at 270/=). 

In sum, the hoe allocation program raises issues that are 
impossible to resolve in this evaluation, issues that in fact 
may not be susceptible to resolution at all. With this caveat, 
the team proposes the following recommendations: 

Recommendation 5: AID and the MCM should undertake a 
joint in-depth ~tudy of union and society management and 
operations to get a better understanding of their effectiveness 
and capacity to playa more dynamic, decision-making role in , 
the commodity distribution program. This will guide AID and 
MCM in deciding whether greater responsibilitiy can be given to 
unions and societies in the distribution of commodities. The 
full parameters of this study, which could be funded out of 
non-project funds such as the PPC SIP program" are specified in 
Appendix K. 

Recommendation 6: The results of th~ audit called for 
under~ommendation 4 will shed light on the questions of 
resource distribution. If the record proves good, this will 
indicate to AID and MCM that the monitoring effort has been 
effective. At that time, AID and MCM may wish to consider 
relaxing the monitoring effort in careful phases. If the· 
record is poor, the audit team should be requested to make' 
recommendations to improve the system. 

Recommendation 7: Many of the problems discussed here 
stem from the fact that the distributed commodities are often 
scarce and priced below open-market rates. This is due 
primarily to the actions of other donors. Hence, AID and MCM 
should, in conjunction with other agencies and donors, continue 
their efforts to raise input prices and increase overall 
availabilities. 
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3. Allocation of Bicycles" 

'i, In 1979 and 1980 when the Commodity Import project was 
being implemented, it: was decided by AID and the HCM that the 
imported bicycles should be allocated strategically to persons
who required transport of this type in order to perform 
ess~ntial duties. Accordingly, bicycles were allocated tQ: 

. --- Chairman and secretary-managers of all registered
societ ies; . 

--- Cooperative union committee members; 
--- Management teams at district unions; 
--- all Department of Cooperative Development staff 
----all county and sUb-county chiefs. 

According to the distribution plan filed with AID and 
presented for perusal by the evaluation team at MCM 
headquarters, current plans for the allocation of bicycles to 
be imported under the Food Production support project continue 
in the same direction; those receiving bicycles are scheduled 
to be: 

It is doubtful whether there is a need to allocate 
bicycles so comprehensively, but the evaluation team 
understands that the most recent thinking of the MCM is to'make 
the vast majority of the next shipment of bicycles available t6 
ordinary farmers at market rates. This seems very , 
appropriate. 

Recommendation 8: The evaluation team endorses ,the.most ' 
recent expression of MCM plans to direct the next batchof:i 

> " .:

AID-financed bicycles to ordinary farmers. 

C. Commodity pricing 

AID-financed inputs are currently made available to 
end-users at prices that are fixed in part by decisions made in 
the MCM. It is no secret that the process of price
determination has many deficiencies, and the problems involved 
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cannot be resolved by the evaluation team. This will require
joint action by a number of key ministries and donor agencies.
Nevertheless, the process of price determination is summarized 
below, some key issues are outlined, and recommendations are 
made. 

In fixing the retail price of commodities, the MCM takes
 
into account
 

the cost of the commodity ex-Kawempe or ex-hoe 
factory, as appropriate; 

the cost incurred by OCCO in handling;
the cost incurred by MCM in monitoring, and;
 
the cost incurred by unions and societies in
 

transporting and/or assembling the commodities and distributing
 
them to end-users. 

Some indicative cost breakdowns are presented in the table 
below. 

COl-1MODITY PRICING PRACTICES 

Commodity 

Cost Factor AID Hoes Chinese Hoes Bicycles Tomato Seeds (1 ) 

Retail Price (2 ) 350/= 450/= 8000/= 360/= 

primary Society 
l4ar kup 5/= 19/= (3 ) None 
(% 0 fretail ) (1 .4% ) (4.2%) (- ) None 

Onion Markup 20/= 52/= 1500/= 43/10
 
(% of retail) (5.7%) (11.6%) (18.8%) (12.0%)
 

OCCO Markup 5/40 15/= 345/= 14/40.
 
(% of retail) (1.5%) (3.3%) (4.3%) (4.0%)
 

MCM Monitoring

Markup 5/= 31/= 600/= 14/40'
 
(% of retail) (1.4%) (6.9%) (7.5%) (4.0%)
 

OGMA Production 137/= 
(% of retail) (39.1%) 

(1) Per 50 gram tin. 
(2 ) These are past prices. AID hoes currently sell at 450/=. 
(3 ) Includes primary society markup as well. 
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The price of the next batch of AID-financed bi~ycles is to 
be administrated somewhat differently from the scheme above. 
The MCM is to get 10% of the ex-Kawempe price, societies are 
to get 5%, unions beyond 150 miles will get 20%, and unions 
closer than that will get 15%. 

UCCU is apparently scheduled to play a role in the 
distribution through provision of warehouse facilities, but no 
markup for this service is mentioned in the distribution plan
filed with AID and made available for the perusal of the 
evaluation team at MCM headquarters. Moreo/er, all funds 
associated with purchase of bicycles by unions will be handled 
by MCM, not UCCU. This is because MCM is worried that UCCU, 
based on past performance, might mishandle the funds involved. 
Nevertheless, UCCU is one of the strongest of the 
national-level cooperative organizations, and it is worth 
considering how and under what circumstances greater· 
responsibility might be assigned to this organization. USAID 
is already haVing discussions with MCM concerning these 
matters, and anticipa~es a favorable resolution. 

Before continuing, it is necessary to discuss the process
of price administration in some detail, because it seems 
fundamentally inflexible and arhitrary, and is counter to 
published AID policy on these matters. Some specific comments: 

---Retail prices are uniform around the country, disregarding 
variable transport costs; 

---Distant unions are not compensated for additional expenses 
(the new bicycle scheme 'f/ill rectify this, to a limited extent); 

---It apparently is costing tte MCM 4 times as much to monitor 
sales of Chinese hoes as it dill to monitor AID hoes; 

---MCM plans to assess fully 10% of the cost of the next batch 
of' AID bicycles to cover monitoring charges; 

,~--The commodities are generally priced somewhat below market
 
rates, Which increases diversionary pressures and makes it
 

'difficult to recapitalize the distribution system: and 

---The unions and societies are given transport margins that,
 
to all appearances and according to 11erbal reports, force them
 
to operate without profit and perhaps even at a loss.
 

The most damaging aspects of the administered price system are: 

---the MCM is forced to assume a price-fixing role they are 
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ill-equipped, to undertake1 

---the cooperative unions and societies are not allowed to earn 
a fair profit on the distribution tasks they perform. This 
weakens the movement, prevents the emergence of proper cost 
accounting, and keeps unions and societies from moving onto a 
sound business footing. 

The evaluation team recognizes that the MCM fUlly supports
existing GOU policies on input pricing, and recognizes further 
that many of the current difficulties stem from actions of 
other donors over which AID and MCM have limited control. 
Recommendations on these points, however, must be guided by 
current AID policies, as summarized below. 

AID has published a policy statement on "pricing,
Subsidies, and Related Policies in Food and AgriCUlture"
(November 1982) which reads in part: 

"It is AID policy to encourage the freeing of ••• 
input prices ••• so that input prices are sufficient 
to support development of an effective input supply
system." 

-It is AID policy to encourage host govern~ents 
to dismantle price and distribution controls on 
agricultural inputs:--AID Missions should support
alternative policies that help to develop and 
to support a competitive private input distribution 
system ••• (emphasis added)." 

, Recommendation 9: In accordance with established AID 
policy, the evaluation team suggests that AID and MCM should 
work with other concerned organizations to place input . 
distribution on a commercial basis. This is fUlly in accord 
with current government policy and would immediately begin to 
re~capitalize the private cooperative movement. AID should 
not, however, wait for other organizations to act before 
initiating this important action. 

Recommendation 10: To implement Recommendation 9, the MCM 
should continue to closely monitor prices and margins
associated with input distribution, but should no longer ~ 
prices and margins. (Note: this recommendation does not . 
address crop pricing, ~hich is outside the scope of the 
evaluation. It is directed solely and exclusively at policies 
associated with the distribution of inputs such as those 
financed by AID under the CIP and FPSP.) Strong and immediate 
sanctions should be hmposed when the MCM discovers proven cases 
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of profiteering. 

Recommendation 11: AID and MCM should consider amending
the current Food Production support project bicycle 
distribution plan to provide a more active role for accu. If 
MCM does not feel comfortable with UCCU operations, they should 
prepare recommendations for improvement to be considered by all 
parties concerned, which WQuld give UCCU benchmarks against 
which to measure progress. To strengthen Uganda's cooperative 
movement it is important to give more responsibility, not less, 
to the national and district unions. 

D. Special Account and ~AIDs and projects· Account 

proceeds from the sale of AID-financed commodities are 
deposited into three bank accounts that concern us here:. the 
two jointly-controlled AID/MCM Special Accounts, and the 
MCM-controlled ·AIDS and projects· account. Each is dealt with 
separately below. 

1. AIO/MCM Special Account #1 (CIP) 

Local currency generations from sales of A1.D-financed 
commodities imported under the 1979 CIP have been deposited
into this account. The account is discussed here partly 
because it has not been evaluated elsewhere, and partly because 
an examination of this account may assist AID in considering 
the purposes to which local currency generated under the Food 
Production Support Project may be put. • 

Local currency generations are placed in this account 
after deducting the costs of production (in the case of hoes), 
the costs of distribution, and the costs of monitoring. The 
table below shows how much money had been paid into the account 
as of 30 September 1983: 

PAYMENTS INTO AID/MCM SPECIAL ACCOUNT #1 (CIP) 

.ll§1:! . DEPOSITS (SHS) Al-10UNT D{~ OWED BY 

Bicycles & Spares 84,770,361.68 - 0-

Horticultural Seeds 1,627,971.6 - 0 -

Hoes (Uganda Hoes LTD.) 10,677,120.00 - 0 -

Hoes (UGl-1A) 4,145,932.00 Indeterminate UGMl'. 

TOTAL 101,221,385.28 
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Payments out of the account have been made to meet the 
local costs of training primary society officials, to begin
rehabilitation of some of the cooperative training wings, to 
fund an experimental pilot project to make charcoal briquettes 
out of coffee husks, and to meet some of the costs incurred by
the MCM in monitoring the commodity distribution program. The 
status of payments to date is summarized in the table below. 

PAYMENTS OUT OF AID/MCM SPECIAL ACCOUNT t1 (CIP) 

Total Deposited to Date: 
Total Placed ih Sub-Accounts: 
Amount Uncommitted: 

149,988,718/=* 
91,021,800/= 
58,966,918/= 

SUB ACCOUNTS: 
Activity Amount in 

Subaccount (USh) 
Amount 
f(ll thdr awn (Ush) 

Amount 
Spent (USh) 

Rehabilitation of 
Training Wings 50,674,200 7,330,000 5,235,925 

Local Costs of 
Training 28,124,400 12,171,917 ll,663~785 

Ministerial 
Supervision 8,223,200 2,500,,000 913,,650 

Charcoal 
project 4,000,000 2,414,170 2,414,170 

TOTAL 
•

91,021,800 24,416,087 2nj~27,530 

* . Th is ,is larger than the figure for payments' into the 'account as cited 
~n the previous table" perhaps due to bookkeeping lags.' 

Brief comments on each sub-account activity are offered'b~low. 

a. Rehabilitation and Training 

Ordinarily the local costs of training and 
rehabilitation would have been met by the MCM as a portion of 
the Government of Uganda counterpart contribution, but because 
funds were not approved in this year's MCM bUdget request, some 
of the local currency generations had to be put to these 
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purposes. However, the understanding between MCM and the 
Ministry of Finance is that a supplemental appropriation will 
be made available to the MCM to replace the funds taken from 
the AID/MCM account, and the MCM expects to receive funding for 
such purposes in next year's bUdget. Certainly the MCM and the 
Commissioner of Budget in Treasury seem committed to supporting
the training program to the extent possible, although the 
general lack of domestic revenue will continue to place 
constraints upon the Treasury's ability to meet such requests 
in full. Two other factors complicate the picture: the MCM 
has not had much of a training program for several years past, 
and inflation has been very high. Tnis makes it difficult for 
MCM or anyone else to adequately plan a bUdget to support the 
training. 

Recommendation 12: MCM,with ACDI assistance, should 
complete their assessment of the recurrent costs associated 
with the training program to date, to assist in the preparation 
of a credible bUdget request. Care should be taken that the 
current vigor of the ADCI training program does not result in 
an inflated request wholly beyond the capacity of the Treasury 
to meet. 

b. Ministerial Supervision 

Costs of ministerial supervision are only now beginning 
to be met out of the AID/MCM special account. Rather, these 
costs have in the past been met and continue to be met from the 
funds generated through the MCM's monitoring mark-up on sales 
of commodities (these funds are deposited into the MCM account 
"AIDS and Projects"). 

The MCM monitoring mark-up may have been necessary in 
earlier phases of the program, when MCM had no other funds with 
which to undertake monitoring, but this complicates (and in 
part necessitates) the system of administered prices described 
above. There are at least two other more desireable options. 

Option 1: The full costs of the monitoring operation 
could be met out of the AID/MCM Special Account. The costs of 
th~ monitoring operation should be estimated in the course of 
the audit called for in Recommendation 4 above. This option
would impose a requirement on AID to monitor expenditures 
carefully, but would allow AID considerable control over the 
commodity monitoring system, at considerable administrative 
cost. This option would be relatively easy to implement over 
the short-to-medium term. . 

Option 2: The full costs of the monitoring operation
could be met out of the MCM recurrent bUdget, provided that 
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Treasury responds favorably to a supplemental bUdget request
for the funds required. Once again, the costs of the operation
should be accurately estimated in the course of the audit. 
recommended above. This option would eliminate any direct role 
for AID in the monitoring operation, which would be 
administratively attractive, but would also reduce AID'S level 
of knowledge about the performance of the monitoring system. 
This option should perhaps be regarded as a long-term
objective, since it would be difficult to implement quickly. 

Recommendation 13: MCM and AID should amend the project 
agreement to eliminate the monitoring markup, provided that it 
is possible to set in place one or the other vt the two 
alternative procedures suggested above (or ocher alternatives 
that may occur to those concerned). MCM prefers the first 
option, which is indeed likely to prove most feasible over the 
sbort term. 

Recommendation 14: If Option 1 is adopted, AID, MCM, 
and ACDI should consider whether the task of monitoring 
payments into and out of the AIO/MCM Special Account should be 
done by the ACDI Administrative Assistant called for under 

. Technical Assistance Recommendation 6. This would ease the 
burden of monitoring which would otherwise fall primarily on 

-.. tbe ADO/Kampala. 

c. Charcoal project 

This project, although still in a very early phase,
shows considerable progress in a short period of time, and the 
MCM officers in charge appear to be well-qualified to manage
the effort, having thorough knowledge of their project. Since 
this project is still in an early pilot phase, questions remain 
about the economic viability of the project, since to date 
labor costs and costs of raw materials have not been factored 
into the cost accounting, but a complete evaluation of the 
su~-project is appar.ently being separately scheduled and should 
be able to resolve these and other issues. In any case a 
number of technical details have still to be worked out. 

2. AID/MCM Special Account 12 (FPSP) 

This is the account into which is paid local currencies 
generated through sales of AID-financed commodities imported 
under the Food Production support project (FPSP). The table 
below summarizes payments into the account as of 30 september 
1983. 
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PAYMENT'INTOJAIDI.MCM SPECLALACCOUNT 12 (FPSP) 

ITEM 

Horticultural Seeds 

Stationery 

Motor9ycles & Spares 

TOTAL 

DEPOSITS (SHS) 

46,061,605
 

-0­

-0­

A6,06l,605
 

AMOONTDOE OWED.BY 

8,54S,048 OCCO 

8,326,425~60 OCA 

66,588,698 MCM 
.'-'. 

83,434;171.60 

, There have been no expenditures from this account as yet. 

3. wAIDs and projects· Account 

This is the MCM account into which are paid funds 
generated by the MCM's monitoring mark-up. Details regarding 
past: payments into this account are summarized in the table 
ber'ow. 
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PAYl1ENTS INTO" AIDS' AND PROJECTS", ACCOUNT'!' (1)
 

USAID PROJECTS: 

1.	 USAID Office (advance) (2) 
Bicycles
Uganda Hoes 
Ugma Hoes 
Maize Seed 
Wheat Seed 
Assorted Horticultural 
Seeds 
l10torcycles
Stationery (UCA) 

2.	 UNDP PROJECT 

UNDP Office 
UNDP Hoes 

3.	 C.M.B. Avon Bicycles 

TOTAL 

U. Shillings 

477,000.= 
6,724,200.= 
2,186,875.= 

155,085.= 
3,200,000.= 

550,000.= 

1,154,070.= 
NIL 
NIL 

14,448,230.= 

2,212,800.= 
7,750,000.= 

9,962,800.= 

.!Li48 ,200.= 

28,058,230.= 

Project Title 

aIP
 
ClP
 
CIP
 
CIP
 
CIP
 
CIP
 

CIP
 
FPSP
 
FPSP
 

Jl,) Local currency. generations are cycled through thisaccount:.':'c 
befo,re being deposited into either AID/MCM Special Account L' 
(CIP)or 2 (FPSP). 

(2) This money was advanced by AID to MCM on 28 January 1981 
to cover initial operating expenses of the monitoring effort 
before the MCM had begun to collect the MCM monitoring markup.
Receipts accounting for expenditures are available at MCM. 

Clearly the monitoring markup has generated considerable 
funds for the MCM. Some general indication of the uses to 
which these funds have been put is contained in the table 
below, which summarizes payments out of the "AIDS and projects" 
account during the first six months of 1983. 
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payments out of "A'IDs and :Projects" Account 

ITEM AMOUNT-
Monitoring Allowances 3,391,388 
Vehicles Maintenanc~ & Repair 1,831,480 
Head Office 304,750 
Stationery 435,061 
Statistics 99.,950 
Entertaining & Parties 40,345 
Advances to MCM 496,750 
Charcoal project 753,495 
Bicycle Distribution Expenses 44,220 
Bicycle Sales Refunds 328,250 
Advance to Wambizzi 31,000 
TOTAL 7,756,689 

The evaluation team had neither the expertise nor the 
opportunity to examine these expenditures in any detail. But 
some of the titles (entertainment, advances to MCM, advances to 
Wambizzi) do not seem directly related to the field monitoring 
effort. The evaluation team has no reason to think that 
improper expenditures have taken place, but in the absence of 
complete information of the sort an external audit might 
provide cannot vouch for this unconditionally. In addition, 
the expenditures should be examined in any case to assist in 
determining the full costs of the monitoring operation, an 
assessment that is needed if the MCM monito~ing markup is to be 
replaced by other sources of funding as recommended above. 

Recommendation 15: AID and MCM should undertake a joint 
audit of the "AIDS and projects" account, primarily to arrive 
at full understanding of the complete costs of the monitoring 
operation, and secondarily to satisfy themselves that the funds 
have been used substantially in accordance with the original 
intent. 

E. Progress Toward project Objectives 

The commodity distribution component of the Food 
Production support project has contributed substantially toward 
project objectives. There is no question that the vast 
majority of inputs are in the hands of the farmers for which 
they are meant. Bicycles, motorcycles, and other vehicles are 
improving the capacity of MCM employees to perform essential 
supervisory duties. Despite substantial difficulties, AID and 
the MCM are committed to the rehabilitation of the domestic 
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agricultural implement industry, which should be counted as a 
major service to Ugandan farmers. It is the team's assessment 
that the distribution scheme has been handled about as well as 
could have been expected, given the extraordinary diversionary 
pressures with which the MCM and AID must contend, and the 
great difficulty of coordination, communication, and movement 
in Uganda today. 

Nevertheless, the impact of the program could be 
improved. The recommendations offered in Part III, taken as a 
whole, indicate how AID and the MCM can begin to transfer to 
the private cooperative movement greater control of the 
commodities distributed, and a greater share of the resources 
generated thereby. In this way AID and the MCM could put the 
commodities to a truly developmental purpose. Not only would 
the commodities be provided, but the process of distribution 
can be used tq build up the capacity of the cooperative
organizations upon which Uganda and her farmers depend. 
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,IV. Training 

This section assesses the progress made on the training 
aspect of the Food Production support project. Greatest 
attention is given to the 0.5. training, the advanced 
management training, and the Training of Trainers seminars. 
Brief comments are also made on the wide range of technical 
training seminars conducted to date. The section closes with a 
summary assessment of progress made toward project objectives. 

A. Phasing of 0.5. Participants 

The departing schedule for participant training in the 
U.S. has not had a negative impact on project goals ana 
objectives. The majority of the participant training took 
place in the summer of 1983, which was the most opportune time 
for trainees to visit farm operations and cooperative unions in 
the 0.5., and which provided 0.5. personnel a greater 
opportunity to program trainees throughout the country. All 
training has now been comple~ed with the exception of the 
Makerere University and Cooperative College lecturers. 
Although quite a few officers were absent from the MCM for an 
8-16 weeks period, having many officers away from their duties 
for a short period of time was better than having fewer 
officers away over a longer period of time. If participants
had been programmed near the end of the contract period they 
would have had little opportunity to have a positive influence 
on the project as a direct result of their U.s. training; with 
approximately one year remaining in the contract period, 
participants will now be able to contribute substantially to 
the overall goals and objectives of the project. 

Nearly 2000 Ugandans have had the opportunity to 
participate in training programs since the beginning of the 
OSAID/ACDI contract in August, 1982 (see below). All Ugandans 
interviewed were very appreciative of the opportunity to 
upgrade their areas of expertise. Evidence is just now 
beginning to surface indicating that the overall training 
program will have a beneficial effect on the cooperative 
movement. Difficult circumstances in uganda regarding
security, transportation, housing, communication, and 
unavoidably low funding from the MCM, has perhaps had a 
detrimental effect on the overall training program, but USAID, 
ACDI, and MCM should be commended for a well planned quality 
training program and the large number of people they have 
reached in the first year of the contract. 



SUMMARY OF TRAININ~ 

In"Process or Planned in 
ComPleted Futur:e:' 

U.S. Training 5) 3 
Adv. Level Management 48 30 
Mid Level Management 123 
Training of Trainers 84 
Content Training 41 22 
Transportation & Mechanics 252 
Society Secretary Managers
and Committee Members 1774 6000, 
vlomen Management 20 

,1831 6055 

The following isa brief description of the various 
training programs that have started and those in the planning 
stages for the remainder of the contract period. 

B. U.S. Training 

Approximately ten years have elapsed since many Ugandans 
have had the opportunity to participate in retraining 
programs. It is impossible to understate the impact the: . 
AID/ACDI cooperative training program has had on the morale of 
the cooperative staff and members around the country. 

Although just 48 participants were originally planned, 
57 Ugandan executives, lecturers, and officials of various 
unions and the MCM were selected for short-term participant 
training in the U.S. Programs were designed so trainees could 
obtain information relevant to their own duties and 
responsibilities. Of the 57, three were senior executives 
selected for a special 10 week training course because of their 
responsibility for implementing agricultural policies for the 
cooperative movement. Five were participants selected from the 
Kigumba Cooperative College for nine months of training and 
will be responsible for planning and implementation of training 
at the Cooperative College upon their return. Their training
is in the areas of economics, management, accountancy, 
communications, and rural education. Two lecturers from 
Makerere University were selected for 18 weeks of training; 
their responsibilities include developing a curriculum for 
cooperative education at 11akerere University in the Department
of Cqmmerce and/or Agricultural Economics (see also Makerere 
University section). Two Members of Parliament (one from each 
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party} were also selected for 10 weeks of training on the basis 
of their influence and frequent contact with faculty in the 
cooperative college, and because of their relationship to the 
cooperative movement. . 

The other 45 participants were selected from the MCM and 
cooperative unions to participate in a variety of programs,
workshops, and seminars on cross-cultural awareness, 
cooperative management, cooperative education, on-the-job
training, agricultural tours, management communications, and 
visits to cooperative banks and farms. Thirty-nine were MCM 
officials from the headquarters staff and districts throughout 
Uganda, and others were from cooperative unions. Of these, 10 
were selected for a 10-12 week program involving credit and 
aUdit, and 18 participated in a 8-10 week course of cooperative
education and management. 

The five participants from the cooperative college,
three senior executives from the MCM and unions, two lecturers 
from Makerere University, and two Members of Parliament are 
still in the U.S. completing their programs. Plans are in 
process to send three more participants to the U.S. for 
training in 1984. 

Fifteen participants were interviewed about their U.S. 
study tours, and a majority expressed high praise for the 
programs. The communication seminar received exceptionally
high ratings as well as the management seminar. participants
did express concern that not enough time was allowed for the 
management seminar but all reported they benefitted from the 
seminar, and would not want any part eliminated; all asked that 
the amount of time devoted to the courses be increased. Five 
of the participants interviewed expressed con~ern that the 
communications seminar was held at the end of their program,
becoming entangled in other activities such as the writing of 
end of tour reports, and preparation of final plans to return 
home. 

A few participants expressed confusion about the U.S. 
cooperative credit system. This apparently occurred because, 
at the start of their U.S. tours, they met heads of various 
national-level credit institutions and were briefed on 
operations without sufficient background preparation. It would 
probably have been better to review the national institutions 
near the end of their tours. 

Many 0: the participants were programmed to live with 
farm families who were members of U.S. cooperatives.
Apparently this was not fully realized as several of those 
interviewed reported they did not have the opportunity to live 
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on an American farm. 

A number of participants expressed a desire for more 
time at the end of their study tour tOfinalfze arrangements,
especially when reports were expected before departure from the 
U.S. Although each participant was instructed to write reports 
on each segment of their experience throughout the program, it 
was difficult to summarize findings until the training process 
was completed. 

All persons interviewed and end of tour reports rated 
the U.S. training high. The goals and objectives of this phase
of training have been fully realized. 

The ACDI/MCM team is in the process of planning a 
follow-up seminar in early December for all participants
receiving U.S. training. The participants will evaluate their 
respective programs and plan programs within the MCM and the 
cooperative movement using their U.S. training as background.
This seminar should be valuable for further programs and help 
to ensure that the U.S. training will have broad impact within 
uganda. 

Recommendation 1: The review of national level u.S. 
credit. institutions should take place neaz; the end of future 
u.S. study tours. 

Recommendation 2~ Consideration should be given to . 
extending the u.S. participants's end of tour periodby~at 
least one and preferably more days to facilitate write~up of 
their reports, which serve an invaluable function in enabling 
ACDI to evaluate the training ptograms. 

, 

Recommendation 3: Every effort should be made to ensure 
that participants live with farm families when this training is 
requested by the USAID mission and ACDI country team. 

Recommendation 4: Apart from the 3 participants
currently planned, 00 further short-term u.S. training should 
be necessary to realize the rehabilitation of the cooperative 
movement and the objectives of this project. It may be 
necessary to provide additional u.S. ~raining in specialized 
areas or for special projects. 

C. Advanced Management Training 

Before implementing this training, a needs assessment 
was conducted. Two methods were employed to obtain the 
opinions of union and MCM officials regarding training needs. 
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~--Thirt:y~e.ightoe:ficialsweresurveY'ed from cooperative
unions, MCM, U'SAID, and IPA; and 

---Organizational Diagnosis for Manpower Development

seminars (2 1/2 days each) were held.
 

The survey and the diagnostic seminars were used 
together to determine the content of the advanced management
seminars. 

Based on these findings, two seminars were conducted by
four ACDI personnel: one at Chobe Lodge in Northern Uganda and 
one at Mweya Lodge in Western Uganda, with 27 and 22 officials 
attending respectively. Of the 49 officials attending the two 
seminars! 15 were MCM officials, 33 represented national and 
district unions (these were General Managers and secretary
Managers), and one was from the Coffee Marketing Board. ~ 
deliberate attempt was made to take these officials away from 
their offices and work places to avoid work interuptions. 80th 
areas are remote and allowed for close interaction among and 
association with participants. 

The seminar itself dealt with planning, time management,
personnel management, training needs and assessment, and 
project implementation. participants gave high ratings to the 
ACDI team at the close of the seminars, ranging from 4.2 to 4.7 
on a 5 point scale. 

For the purpose of this evaluation eleven interviews 
were held to assess the strengths and weaknesses of the. 
seminars, and the extent to which the management and training
techniques have been put into actual practice. 

In addition to the management and training taught as 
part of the course, techniques were used to involve the 
participants in the seminar, and each participant was expected 
to plan a "back home" project which could be implemented upon 
returning to their respective job situations. 

Evidence indicates that many of these projects were 
implemented. The following are projects discussed by the 
participants which have been fully or partially implemented. 

1. One official gave a complete step by step procedure for 
ordering equipment and supplies for the ministry. He started 
by collecting data necessary for the equipment and supplies 
needed, then wrote a justification for the project, obtained 
market prices and prepared his budget, allowed time for review, 
reviewed bids and supplied the Treasury and others with proper 
documentation for shipment. He then organized the personnel 
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nef?ded to store, handle and' distr ibute the commodities. He 
stated this project plan was a direct result of the 'management
seminar. . 

2. One participant designed a project on the proper method 
to write and publish newsletters. He included estimates and 
has distributed his plan to cooperative unions for their use. 

3. One officer formulated plans for improving the reportin 
systems for cooperative unions which would allow for proper
feedback and afford better planning. This officer went on U.S 
training and has had little time to implement his plan. 

4. Another officer planned a program to follow the flow of 
paper and reports in the personnel section, trying to determin, 
areas where inefficiency and delays occur. The officer has no' 
implemented his plan, but expects to do so immediately. 

5. One officer has revitalized the education section of thl 
union by sending his education officers to the Training of 
Trainers seminar. The educational officer has since conducted. 
four seminars for society members and has three more in the 
planning stage. 

6. A number of officials discussed partial plans for time 
management; one exhibited a complete daily log of his planned
and completed activities. Several discussed their personnel 
management work and were beginning to involve their staff more 
in the planning and implementation of their operations. One 
stated he was giving more authority to his subordinates to go 
along with their responsibility to complete assigned tasks. 

All ?articipants interviewed spoke well of the training
received and the method by which it was conducted, however, 
most were of the opinion that more time could have been 
allocated to the seminar. 

Recommendation 5: Continue management training at this 
level, but plan for specialized segments of training.
Individual seminars could be held for planning, personnel
improvement and mangement, and time management. Overall, this 
training appears to have had a positive effect on the 
cooperative movement and the MCM, and should be offered again 
from time to time as new managers enter the system. 

D. Training of Trainers Seminars 

This seminar provided for instructio~ and· practice in a 
learning process which developed methods and techniques in 
adult learning for MCM officials and cooperative union 
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per~onnel. Many of the pa.r ticipants had not been provided an 
op~ottunity to participate in retraining for many years. 

This seminar was the means whereby Ugandans were trained 
to participate in and conduct their own retraining programs.
The concept of training Ugandans to do further training is a 
sound educational approach. It will help to ensure the 
continuation of training within the cooperative movement after 
the ADCI project is completed. 

A total of 83 Ugandans participated in this training,
with representation from many cooperative organizations.
Twenty-one participants were from cooperative unions, two from 
the Institute for Public Administration (IPA), four from the 
Management Training Adivsory Center (MTAC), one from MAF, one 
from the Uganda Cooperative Alliance, and forty-nine from the 
MCM, inclUding officers from headquarters to district level. 

participants were organized into teams and taught to 
carry out educational programs at the primary society level. 
Topics included needs assessment methodology, setting goals and 
objectives, sequencing of programs, content, and in addition 
participants actually planned and conducted a one-day seminar. 

Tqe 82 participants were organized into two seminars. 
The first was conducted by four ACDI trainers. The second was 
conducted by Ugandans trained at the first seminar and one ~CDI 
trainer. The fact that the Ugandans were confident enough to 
teach the second seminar speaks well of the training they 
received from the U.s. consultants. Virtually all of these 
trainers are now in the field, training cooperative secretary 
managers, accountants, committee members, and members, and this 
is another indication of a successful training seminar. 

Selected participants from the seminar were also given 
the task of completing teaching manuals for several courses 
inclUding Uganda Cooperative Training, Uganda cooperative
Production, Factory Managers, Accountants, and context manuals 
as well. These are now completed and are being used in the 
next step of the training process. 

Recommendation 6: This training is of exceptional 
value. Although all the trainers are still in the field it can 
be assumed that some will eventually be transferred to higher 
level positions. Therefore the Training of Trainers should 
continue to take place from time to time as needed. 

E. Mid-Level Training 

Twelve Ugandans from IPA, MTAC and the cooperative 
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movement, who participated in the Training of Trainers seminar, 
also conducted the mid-level management training (for 
accountants and production managers) with an ACDI counterpart.
Prior to the training seminar, needs assessments were conducted 
and training materials were developed. 

Two week seminars were held for various groups,
including accountants (without degrees), accountants (with
degrees), and thr~e manager's' seminars (one for production 
managers, one for factory managers, and one for ginnery
managers). 

A total of 123 people participated in these seminars, 
and the participants interviewed rated the seminars high. 

Recommendation 7: This training should be continued by
Ugandans, with periodic ACDI supervision if necessary. Other 
topics may be added as new and different needs are identified. 

F. Content Material Training 

A content manual was prepared by Ugandan participants in 
the first Training of Trainers seminar, aimed at the needs of 
secretary managers and society members. Following the second 
Training of Trainers seminar, content courses were held for the 
training teams expecting to participate in society-level
training. This course assisted trainers in becoming more 
knowledgeable about the actual material which is now being
presented to the societies. 

Forty-one trainers have participated in two courses in 
the Northern and Western regions. One more Training of 
Trainers course will take place in the Eastern region before 
society training can begin. 

Recomm~ndation 8: The Training of Trainers approach is 
vital to the training process and should be continued from time 
to time as the need for new trainers arises. 

G. Cooperative Society Training 

During September, two different types 'of society-level
training were organized by an ACDI consultant in conjunction
with Ugandan trainers. One week of residential training is ' 
being held for secretary-managers at rehabilitated cooperative 
training wings, and a non-residential one week course for 
committee members is being conducted at places that can be made 
available on a daily basis. Because of MCM budgetary
constraints, the committee member training is conducted o~er a 
five-day period with the participants travelling to the chosen 
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locacion each day. The secretary-managers participate in 
groups of 30 each from four contiguous societies, and the 
committee members in groups of 36 each. 

The country has been divided into three regions (West,
North, and East) for training purposes, and it is anticipated
that 10,770 secretary-managers and committee members will have 
been trained by June 1984. In the Western region, 1774 have 
effectively been trained by 10 teams, each composed of 2-3 
Ugandan trainers. Training is now taking place in the Northern 
region, where approximately 3500 people will be trained, and an 
additional 2500 will receive training in the Eastern region. 

The primary trainer is playing a vital role in this 
training by coaching teams, helping with needs assessment, and 
organizing trainee groups. It is too early in the program to 
obtain any results from the training effort but the society
people are eager to attend the courses. 

Recommendation 9: Extend the contract of the primary
Trainer for an additional year to allow him to follow-up with 
societies, to plan more programs for regular members, and to 
assess the overall success of the training program. 

~. Other Technical Training Activities 

1. Transportation Training 

Two ACDI consultants have provided training for 
transport managers and maintenance managers representing 
national union, district union, and primary society personnel. 
The training itself has concentrated on transport methods, 
hire/lease decision making, economics, vehicle selection, 
disposition, and maintenance, cost records, budgeting, driver 
programs, safety, and dispatching. 

Two one-week seminars have been held, one for transport 
munagers with 20 participants and one for maintenance managers 
with 21 participants attending. 

One week of follow-up training is scheduled for 
transport managers before the departure of the transportation 
consultants. 

Although participants rated this training high, there 
were some communication problems at the beginning of the 
training program. In retrospect the manager training would 
have been more effective had several Ugandans been utilized as 
leaders of the training sessions. As the training developed 
the communication problem was recognized and interpreters were 
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employed to explain part of the material, especially in the 
technical areas. The difference in terminology between U.S. 
and Ugandan English was also a limiting factor. The trainer of 
trainees approach may have increased the effectiveness of this 
program. 

As experience was gained and needs became more apparent,
the consultants conducted six 1/2 day seminars for mechanics. 
A total of 211 people participated from the district unions, 
OCCD, and OSAID. 

Several weeks after the first transport managers 
seminar, the two consultants revisited the managers to 
ascertain (insofar as possible) the effect of their training 
effort and to prepare for the second week of training. The 
consultants reported that some evidence of their effort could 
be seen, that is, housekeeping and bookkeeping procedures were 
being used. Difficulty existed however with this training 
program, because OCTU, which is the logical administrative unit 
to organize and supervise the effort, is not assuming its role 
at the district union level, and was not receptive to the 
consultants's recommendations. 

The consultants have explored other means by which 
training, supervision and maintenance can be accomplished 
wit~in the cooperative movement. These suggestions, however, 
need further study. 

Lack of manuals for transport equipment, spares and 
tools is also limiting the impact of the training. 

Recommendation 10: Training for transportation
personnel in the union movement should not be continued until 
these problems have been resolved. It is therefore recommended' 
that a study be undertaken to ascertain where and how 
OSAID/ACDI should continue their involvement in cooperative 
sector transportation training and development (see also 
Section Il.B.3 above). 

2. Distribution and Warehousing Training 

This consultant began a long-term stay in Uganda in 
August, 1983 and is presently conducting a needs assessment. 
He will organize and conduct a training program thereafter. 

3. Cooperative Credit Training 

The cooperative credit consultant arrived in Uganda 
August 1983 and has not yet finalized a training program, 
however, the consultant expects to use the personnel in place 
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to or;gani:z~trailling. 

4 • 'sales Management TrainIng 

Ear 1y in the contract per iodatechnicalassistance 
consultant studied the sales.situation for. cooperatives and has 
recommended four weeks ofbasicsa1es managementtiainirig.~for 
Ugandans in cooperative sales positions. 

Recommendation 11: The distribution and warehousing
consultants, cooperative credit consultant, and sales 
management consultant should use the training of trainers 
technique in their educational programs. These trainers will 
then be the nucleus for future training needs. 

S. Women in Development Training 

The women's development consultant was to assist in che 
development of a trainingprogcamfor 33 ACO's who will be. in 
charge of women's programs in the cooperative movement. 

The consultant and two women who had participated in the 
first Training of Trainers seminar formulated plans for a . 
women's seminar. A needs assessment was conducted prior to the 
seminar for women in the West~rn region. Notices were sent to . 
DCa'S in the region requesting that they select and send 
participants to the seminar who would return to their districts 
and conduct women's development programs. Unfortunately a few 
women attended the course who were not aware of the goals and 
objectives of the project. One DCa sent his secretary who was 
unable to devote the time necessary to women's development 
activities upon her return. 

Twenty women attended the seminar and discussed ideas 
for development, with each participant developing a Rback homeR 
plan for their district. The consultant and the two Ugandan
trainers are now in the process of follOWing 'up on activities 
carried out by the women in their districts. 

A second seminar is planned for the Northern and Eastern 
regions in January 1984 for 30 women. The needs assessment 

. will be conducted in conjunction with the recruitment of the 
participants. Direct recruitment will help to ensure that 
women attending the seminar will in fact be responsible for, 
and capable of, implementing programs in their districts. 

Recommendation 12: The time for this consultant shOUld 
be extended three months to help with follow up from the first 
seminar, advise on needs assessment and recruitment, assist in 
conducting the Northern and Eastern region seminars, and follow 
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upwi~hp~rt:i<;ipants,provided.these plans are approve'd by J4Cl4 
counterparts •. 

6. Kigumba~ooperativ.Cplleg~ 

The cooperative c6llege will be considered in this 
report b~cause five lecturers there have been selected for two 
IS-week courses in the U.S. When their programs are completed
they will return to the cooperative college to improve the 
quality of training and participate in the rehabilitation 
process. However, before curriculum revision begins and other 
materials, equipment and supplies are ordered, a decision must 
be forthcoming on the future role of the college in training
MCM and district union staff. Although all agree that this 
college will playa role in the cooperative movement, that 
position seems somewhat unclear. 

Discus~ions are underway between the MCM and Makerere 
University to determine what role Makerere University will have 
in the overall training scheme. Two Makeiere participants are 
presently stUdying in the U.S. and are expected to make 
recommendations for a Makerere program. Therefore decisions 
concerning any training program should involve both Makerere 
University and the Cooperative College to avoid duplication of 
effort, and to ensure that relevant training needs are not 
oVEirlooked. 

Consideration should also be given to the number of ACOs 
and AOs now being trained at the cooperative college.
Graduates from this college have a functional respon~ibility in 
the MCM to provide supervision for the primary societies. 
Present records show that there are 4325 societies in operation
in Uganda and 1271 ACOs and COs employed in the ministry. This 
gives a ratio of one ministry officer to e~ch 3.4 primary
societies. It must however be assumed that some will not be 
assigned to the primary societies but to headquarters, zonal, 
and district offices, thus reducing the number available for 
primary society supervision. With one officer for each 3.4 . 
primary societies, however, it would be advantageous to study
their roles and workloads to determine the exact number of 
officers necessary to provide adequate supervision.
Retirement, annual attrition to other jobs, and workload should 
be assessed for a clear under.standing of the cooperative 
movement manpower needs. Only then can it be determined how 
many officers the cooperative college or Makerere University 
should produce. 

Recommendation 13: Consideration should be given to 
whether the number of ~tudents sitting for certificates and 
diplomas be reduced at the college and perhaps eliminated 
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completely if a program at Makerere University can meet the 
Ministry's needs. Further consideration should be given to 
whether the cooperative college can then become a center for 
continuing education, placing emphasis on short courses, 
seminars, and in-service training for district and national 
unions and primary societies. 

Recommendation 14: A manpower needs assessment should 
be undertaken to determine the manpower needs of the 
cooperative movement and the job responsibilities and workload 
of officers working with primary societies. 

7. Makerere University 

Two lecturers, one from the commerce department and one 
from the agricultural economics department at Makerere 
Universty, are presently receiving training in the U.S. with 
the responsibility to study and recommend a curriculum at 
Makerere Uni.versity to address training needs of the MCM and 
the cooperative movement. 

Makerere University has a long and distinguished past in 
providing excellent education for Uganda and other African 
nations. It seems logical to build on this reputation and for 
them to lead the way to new and innovative methodology and 
programs. While the two participants are studying the 
cur~iculum for the cooperative movement, consideration should 
be given to meeting MCM training needs at Makerere Univeristy,
and discontinuing diploma level training at Kigumba Cooperative 
College. The reasons for this are given below. 

Two circumstances are affecting the development and 
upgrading of personnel in the MCM. First, the MCM has a policy
of not allowing officers holding diplomas to advance in the 
ministry system without further academic qualifications, e.g., 
a university degree; but (this is the second circumstance)
Makerere University is very reluctant to accept mature entry
students (that is, officers with field experience who do not 
have a BSc. degree). The commerce department this past year
has reserved only two places for mature entry in a class of 
50. Thus, experienced officers can neither obtain the degree 
nor advance without it. This is demoralizing. Both Makerere 
University and the MCM should seriously review these policies 
with consideration given to what is best for Uganda and in 
particular the Ugandan cooperative movement. 

Recommendation 15: The Department of Commerce, in 
conjunction .'tllth the Department of AgriCUltural Economics at 
Makerere University, should implement training that will 
provide the MCM and apex union officers high quality training 
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to meet their respect i ve needs. MCM and l1aketer e should give 
this programcontiriued support. 

8. Institute of Public Administration (IPA) 

The IPA is a training, research, and consultant 
institute concerned primarily with the needs of government 
workers in Uganda. The Institute" is divided into five sections 
and has twenty-one lecturers. Post-graduate training is given 
in three major sections, public Enterprise Management, Public 
Administration, and Local Government. Two sections which 
complement the teaching sections are Library and Communicati~n 
and the Learning Resource Development Unit. The Institute has 
a residency capacity of 140 and classroom and dining capacity 
for 250. 

Nine months of post-graduate training constitutes the 
majority of t~e training at the Institute. presently a few 
non-degree holding cooperative officers have been allowed to 
enter these courses, which is a welcome departure from the past. 

Several of the IPA lecturers participated in the MCM and 
cooperative training programs, making a valuable contribution 
to the overall MCM/ACDI training effort. The MCM should take 
every opportunity to place their officers in training programs 
at IPA, inclUding those officers holding less than a SSc degree. 

9. Textbooks 

The ACDI Cooperative Agreement stipulated the sum of 
$50,000 for the purchase of textbooks and journals to begin the 
rehabilitation of the cooperative college at Kigumba. This 
college is presently the training institution for MCM personnel 
at the certificate and diploma levels. The college itself has 
been looted of all teaching materials, equipment, etc. and thus 
is presently unable to provide adequate training. The five 
participants sent to the U.S. for retraining, and the purchase 
of textbooks, are the first attempts to improve quality of 
training. 

Twenty-five percent of the textbooks have arrived and 
the remaining supplies have been ordered; shipments are being 
received periodically. 

Recommendation 16: Existing funds should be expended on 
procurement of Kigumba teaching materials and equipment as 
planned, but no further plans for purchase of books and other 
curriculum-related materials should be made until a decision 
has been made by the MCM concerning the future training program 
to be held at the cooperative college (see section under 
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Cooperative College). Rehabilitation and r~placement of 
general-purpose teaching supplies could contiriue ~s 
appropriate, since this would have to be don~ no matter what 
rcle Kigumba is given in future. 

I. Progress Toward Project Objectives 

The training effort is aimed at rebuilding Uganda's
cooperative movement, and has made a very impressive
beginning. Literally thousands of Uganda cooperators are 
receiving training for the first time in many years. It is 
impossible to underestimate the favorable impact such training
has on the morale and capability of cooperative staff and 
members. In the short space of one year the MCM/ACDI team has 
put in place an effective training system that has accomplished 
more than would have seemed possible, given the general
difficulty of communication and movement in the country. AID 
and MCM have also acted effectively in support of the program,
stepping in with local currency generations to meet training 
needs until the Treasury can respond to MCM's legitimate 
needs. The evaluation team wishes to compliment'ACDI, AID, MCM 
and the cooperative union counterparts on the substantial 
progress achieved so far. 
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v. Domestic Support of Cooperative Development 

A major purpose of this project is to assist Uganda to 
rehabilitate its cooperative system. In this section attention 
is given to those factors considered vital t6 the development 
of a sound system of agricultural cooperatives. These factors 
will be outlined and evaluated in the following subsections 
beginning with government policy and actions relative to 
agricultural cooperatives. Subsequent sections examine the 
extent to which Uganda cooperatives may be considered free 
enterprises, and some key programs such as credit. A final 
section offers findings and recommendations. 

A. Government Policy and Actions 

There is much enthusiasm for the development of cooperatives in 
Uganda, beginning with government at the highest levels and 
continuing down to and including farmers. The climate for 
development is, on the surface at least, favorable. In this 
section attention is given to the general climate for 
cooperative development in Uganda, the extent to which 
government is involved in operational management of cooperative
organizations, the implications of the cooperative law, the 
implications of recent rapid growth of primary societies, and 
other concerns. 

1. General Climate 

Actions taken by government to develop cooperatives are 
positive, if not always sound. Some indicators of positive 
support include finance and other services, and current efforts 
to revise the cooperative law. 

a. Government provides financing to cooperatives, although 
funds for this purpose are very limited at this time. The 
Ministry of Cooperatives and Marketing (MCM) also provides a 
variety of other programs in support of cooperative development
that include: marketing, technical assistance, and overall 
supervision. These programs, the most important of which will 
be examined below in more detail, are provided through the 
Department of Cooperative Development and the Marketing Boards, 
both under the MCM. 

b. One indicator of the overall climate for cooperative 
development is the current financial status of district 
unions. In this regard, the evaluation team notes with concern 
that 21 of the 34 district unions, or nearly two-thirds (62%), 
are experiencing operating problems and at this time are rated 
by the audit sec~ion as not financially viable. This situation 
is noted here in order to provide a -bench mark~ for future 
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evaluations of this project. 

c. Another indicator of the overall climate is provided by 
a study of DCD staffing patterns. This study indicates that 
there are 1703 approved positions for cooperative department 
field staff, with 1271 being filled. The same report lists the 
number of registered cooperatives as being 4325. This means 
there is about one DCD employee for each 3.4 registered 
cooperatives. Taking into account that over 90% of these 
societies operate on a seasonal basis, a half year or less, che 
number of DCD employees seems excessive. The salaries of these 
employees are paid from funds out of the Treasury and it should 
be remembered that the major contributors to the Treasury funds 
are the farmers in Uganda. Consideration should therefore be 
given to a manpower ass~s~~ent for MCM ~hat would address 
questions of the cost-ef~_~iency of current staffing patterns. 

d. Cooperative Act: Certain activitie~ and legal 
requirements nf the MCM result in considecable government 
control over cooperatives in Uganda. It should be noted that 
the legal basis for much of this control is contained in the 
Cooperative Societies Act of 1970, and that a new act is in 
draft form and being circulated to cooperative leaders in 
government and the cooperative movement for their comments and 
recommendations. The draft prOVided the evaluation team, 
however, contains some potentially troublesome features as will 
be discussed herein. The evaluation team wishes to emphasize 
that, whether or not the MCM takes advantage of the provisions
of the 1970 Act to control actions taken by cooperative . 
organizations, the mere fact that the provisions exist may 
inhibit independent action by cooperative organizations. The 
prospects for passage of a new Act are aonsidered very 
favorable by the highest officials in the Cooperative 
Department. 

2. Government Management of Cooperative Unions 

In 1979 (as cited in the report titled "The 
Reorganization of the Marketing and processing of Crops in 
Uganda" by Bates, Hahn, and Kreag dated November 1981), some 
66% of district cooperative unions were managed by MCM staff. 
This high figure obviously cast doubt at that time on the 
independent nature of the Ugantian cooperative movement. To 
explore the current situation, the evaluation team 
independently asked representatives from two different DCD 
divisions the question, ftin what districts do DCD staff 
currently manage cooperative unions?ft In each case the answer 
consisted of a list of districts where cooperative union 
managers were identified as DCD staff, and in each case the 
lists were identical, showing that 15 of the 33 active unions 
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(or 45% of the total) were being managed by OCD staff. In one 
case, a detailed subsequent discussion was held about the 
consequences of excessive government involvement in cooperative 
management. However, the evaluation team has since been 
assured by senior MCM and OCD officials that only three to five 
unions are actually managed by MCM staff. The team accepts
this latter information as being definitive on the point, and 
notes that considerable progress seems to have been made in 
reducing direct government management of cooperative
organizations. 

3. The Cooperative Law and Draft Revision 

The authority for the control of the DCD over 
cooperatives is contained in the aformentioned Cooperative Act 
of 1970. In this section some of the specific sections of the 
Act and summary of language in these sections will be cited to 
illustrate the nature and degree of control: 

Sec. 23(1): Every registered society is required to submit its 
annual bUdget to the Minister of- Cooperatives and Marketing
(hereafter referred to as the Minister). 

Sec. 23(3): No expenditures on any item can be made by the 
Cooperative until its final estimates have been approved in 
writing by the minister (In actual practice this is not always 
done. It the case of smaller primary societies the assistant 
cooperative officer (ACO) may approve the budgets). 

Sec. 23(4): Ministe( states in writing what budget he approves
and his decision is blnding upon the cooperative. 

Sec. 26(9): aegistrar can dissolve existing society and
 
register a new one in its place if in his opinion a resolution
 
passed by two thirds of the Board of the existing society to
 
the contrary is not material (not justified).
 

Sec. 27(12): Minister can amalgamate two or more societies if
 
he is satisfied that: (a) it is in pUblic interest; or (b) it
 
is in interest of the Cooperative movement; or (c) it is for
 
the purpose of securing proper management of any society.
 

Sec. 46(1): States ~no registered society shall pay a dividend 
or bonus or distribute any part of its accumulated funds 

-h' consen ~ egls~rar •••• ~Wl. thou t ~ e prlor t 0f -he R '.. 

.Sec. 52(1): Minister may on his own motion hold an inquiry of 
a cooperative and if in his ooin10n the working or financial 
conditions of the Cooperative are unfavorable may, by writing,
appoint a person (a supervising manager) to manage and 
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administer the' affairs of such"registered societ'y{emphasis 
added L~ 

Sec .52(5): .' Provides that the supervisi'ng manage(is not'boun'd 
to act' in conformity with any advice which' may be presented by
the' board of' the cooperatiye •. 

Sec." 53( 1) : states that if' the minister is convinced an 
inquiry is not needed',' he can dispense ,with the inquiry 
provided for in Sec. 5l(~) of the Chapter titled "Supervision
and Inspection of Affairs". 

Sec. 86: States "the minister may, by statutory order, appoint
for any society or cooperative union registered under this act, 

(a) a secretary/manager;
(b) a factory manager; 
(c) an accountant, and 
(d) any other officer whom may be thought fit to 

appoint." 

These sections were selected to show the unusual degree
of authority of government as exercised through the minister 
over cooperatives, and do not constitute a comprehensive review 
of the Act. It must be remembered that this act is the legal
basis for the regulations of the cooperative department. The 
act and the regulations based on it seem somewhat inconsistent 
with the most basic of the cooperative principles: that a 
society should be,owned and controlled on a democratic basis by 
its memi!ers. 

It is encouraging that the MCM is at this time giving
attention to repealing the Cooperative Society Act of 1970 and 
passage of a new act. This exercise has been underway for some 
months now and a draft act has been circulated to the managers 
of the unions, apex societies, and others for comment. A copy 
of, the draft act was provided to the evaluation team for 
comparison with the existing act, particularly with respect to 
those sections and subsections that seemed to depart from 
accepted cooperative principles and practices. Based on this 
evaluation, the evaluation team has concluded that the draft 
act, although an improvement in some respects, does not fully
address the issues noted above. The same sections using very
similar language are contained in the draft act, with one 
exception, Section 86 of the Act of 1970, which gives the 
Minister statutory authority to appoint ~ny officer in a 
society. The draft act in Part XIII-103(1) provides for an 
appointment board for the purpose of hiring employees of 
cooperative societies. What is important is that the board 
would be comprised of two representatives from the society 
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needing the senior employee, 
two representatives from the Cooperative Development
Department, and two professional experts in the fields of the 
vacant post. A quorum of five is required and decisions of the 
board shall be subject to the approval of the registrar. 
Further, if the commi~tee ofa society wishes to dismiss an 
employee, it must do so through the appointments board whose 
decision must then be approved by the registrar. This is 
likely ~o prove very cumbersome in operation. 

The draft act could do more to improve the sections in 
the Act of 1970 noted above. Also, the new section 
establishing an appointments board seems at odds with the 
principle of democratic control by members of a society through 
a board of their own choosing. Consideration might be given to 
revising Part XIII and the other sections cited as taking too 
much authority away from the societies themselves. This would 
be fully in accord with statements by top officials in the DCD, 
which indicate a desire to move away from government control of 
the cooperative movement. 

The evaluation team recognizes that the circumstances in 
Uganda are different from circumstances in the U.S., and that 
the role to be played by government must necessarily be greater
due to inevitable weaknesses at the district and society
level. JUdgements about what degree of government control is 
appropriate in particular circumstances will differ among 
observers. However, the team believes that the 1970 Act and 
planned revisions appear to give to government powers that go 
substantially beyond what is needed in Uganda today. The 
experiences of numerous other countries in Sub-Saharan Africa 
suggests that when the primary control is not with farmers, 
their commitment may decline, and the cooperative structure 
rapidly deteriorates. 

4. Rapid Growth in Primary Societies 

A rapid increase in the number of cooperative societies 
being registered by the DCD has taken place since the AID 
Commodity Import and Food Production Support projects have been 
in operation. Many of the new societies have been referred to 
as "family cooperatives" because they barely meet the 
requirement of the cooperative act for a minimum of ten members 
and because these are often in one family. The rapid growth of 
societies is shown in the following tabulation: 
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Growt:h in pr·imar.y societies 

YEAR NO. REG. COOP. INCREASE % INCREASE-
1977 2852 
1978 . 2905 53 2 

CIP begins 1979 2941 36 1 
19.80 3136 195 7 

FPSP begins 
.'( 3f Dec. ., 82) 

1981 
1982 

343·4 
3949 

298 
364 

10 
10 

(July. '8 3 ) 1983 4325 376 10 

It is evident that an increase in registration began at 
the time news of the CIP began to circulate. Over 1300 new 
societies have been registered since 1979. From one 
perspective this seems a very encouraging development; the 
cooperative movement has emerged as one of Uganda's leading 
development institutions in the post-war period and rural 
people recognize this in their desire to form new primary 
societies. Also, government has encouraged the formation of 
new primary societies so that farmers are served by societies 
in their own communities, near to their homes. However, 
experience elsewhere suggests that such a great surge in 
cooperative growth brings with it problems of its own. The 
rate of growth increased ten-fold within the space of just a 
few months in 1979-80, and early figures for 1983 show that the 
rate of growth, already high, has doubled again (10% growth in 
the first six months of the year). Given the best will in the 
world, and even with existing high rates of professional 
performance, it seems unlikely to the evaluation team that all 
these new primary societies bring with them the qualities that 
are needed to form a firm basis for sound cooperative growth in 
the future. In situations of this kind, it is necessary to 
enforce requirements of the Cooperative Act with even more care 
than is ordinarily done, particularly with respect to the 
requiremen~ that the prospective members and potential board 
members organize educational meetings and study circles. Also 
it may prove difficult for many of these new societies to meet 
the test of economic feasibility. This problem is recognized 
by the DCD, which has responded by requiring new societies to 
have a minimum of 30 members, and the draft cooperative act 
requires at least 30 members before a society can be 
registered. This will help, but there is also a need for great 
attention to be paid to the registration requirements in the 
cooperative act concerning training, understanding of 
cooperative objectives, and serving an economic need. 
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5. ,Other Concerns 

There are other factors that affect the sound 
development of cooperatives that can be traced to government
policy. The first of these is the level of minimum prices set 
by the	 government for export crops. It is generally conced~d. 
that these prices are too low to bring forth the volume of 
production desirable. Prices have been raised following 
devaluation and the situation has improved; the Government of 
Uganda	 is aware of this situation and positive action is being
taken to improve producer prices to the extent feasible and 
desireable. 

A major problem in establishing fair market minimum 
prices is the lack of reliabie cost data. This situation is 
being remedied by an in-depth study of costs to produce, 
process, and market export crops. This information should 
enable the Agricultural Policy Committee (APC) and the 
Agricultural Secretariat (AS) to develop a more realistic 
pricing policy for export crops. This will aid greatly in the 
process of establishing minimum prices. It should be noted 
that the SUbject of agricultural prices came up during most o~ 
the meetings held with cooperative leaders by the evaluation 
team. It is an urgent problem. 

Another issue is the inability of cooperatives to pay
farmers for their crops at time of delivery. partly this is 
because export boards do not get the money turned over to the 
cooperatives in time, although some unions also owe money to 
bhe boards. As a result of slow pay, farmers are often forced 
to sell to dealers who pay them less than the minimum price.
In some instances it was reported that the cooperative managers 
and board members used the money provided to purchase crops
from members as dealers at less than the minimum price, and 
then delivered to the export board at the minimum price.
Because this situation was mentioned several times by different 
people interviewed it is reported. 

B.	 Extent that Cooperative Societies in Uganda Operate as 
Free Enterprises 

Major characteristics of a free enterprise system are 
that firms are market oriented, prices are set by market forces 
(competition), firms are free to enter and leave this market 
system, and there is a minimum of government control of the 
firms in the system. An evaluation of the cooperatives in 
Uganda on this basis shows they may not meet the test for the 
following reasons: 

1. Most (about 90%) of the cooperatives are coffee or cotton 
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cooperatives, or a combination. As such they ar~ primarily 
collection agencies for the export markitingboards. ·Theyare
paid a price to collect the crops. For the most part they do 
not market these crops, but turn them over to the marketing

'boards who perform the major marketing functions. However, the 
cotton sector has been recently freed to allow the Lint 
Marketing Board, domestic textile mills, and domestic oil/soap
factories to buy lint and cotton seeds competitively. This is 
an important development, which needs to be monitored closely
by AID, because greater competition in the cooperative sector 
has the potential to strengthen cooperatives enormously. 

2. In a system dominated by monopolies there is a minimum 
of free enterprise. In Uganda cotton cooperatives have a 
complete monopoly at the cotton gin level; all cotton must be 
ginned in a cooperative gin (there are no prohibitions against
the entry of non-cooperative gins, but the weak state of the 
cotton sector makes it unlikely investors would put t~eir money 
into such processing enterprises). Furthermore, a cotton 
producer must deliver his crop to a gin in his production area 
as designated by the Lint Marketing Board (LMB). A private
dealer may buy cotton from farmers and deliver to the 
cooperative gin in the area the cotton is produced in, but this 
seems to happen infrequently. Moreover, several cotton 
cooperatives are not financially Viable and should be allowed 
to undergo liquidation. To the extent firms are not allowed to 
liquidate, these firms are not free to leave the system. The 
situation with respect to coffee is less rigid. A number of 
private mills are allowed to operate and some coffee is 
purchased by private dealers. Still, coffee cooperatives, like 
cotton organizations, are not allowed to liquidate when 
failing, Which encourages inefficient operations. 

3. Based on the information presented in the earlier 
section on government policy, it seems that cooperatives in 
Uganda are sUbject to considerable government control. This is 
indicated primarily by the broad powers given to the Minister 
of Cooperatives to intervene in the affairs of these societies 
(see section on Cooperative Act), and to some extent by the 
price-setting role of government with regard to crops, inputs, 
and margins. However, top officials in MCM are aware of the 
dangers inher.ent in government control, and seem to prefer that 
the balance should be on the side of free enterprise. They are 
taking actions to relax controls and to bring about a 
cooperative system that is more owned and controlled by the 
farmers th~mselves. This is most evidenced by the fact that 
they have, with help from USAID, launched an extensive training 
program to acquaint the entire cooperative sector in Uganda
with a better Jnderstanding of the nature, purpose, and 
operations of a cooperative system. As farmers become more 
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knowledgeable 'about their cooperatives they will realize and 
exercise the bargaining power potential of the cooperative 
movement. This power will be used to modify the marketing 
system to favor the farmer more than at present. Ideally,
cooperatives will take over more and more of the functions now 
performed by the marketing boards. 

C. Assessment of other Key Cooperative Programs 

The scope of work as outlined in the Technical 
Assistance section of the Terms of Reference and Scope of Work 
directive was enlarged after arrival in country in order to 
identify other possible constraints to the success of the 
project. These are cooperative credit, distribution of farm 
supplies, and transportation. 

1. Cooperative Credit: Interviews were held with the manager
of the Cooperative Bank of Uganda (CBU), head of the Credit 
Section in the Department of Cooperative Development (DCD), the 
Planning Section in DCD, ACDI Credit Advisor, and USAID 
officials in country. Also the subject of credit was discussed 
in numerous sessions with Uganda cooperative officials and 
leaders. Available reports on the sUbject, and these are 
numerous, were studied. Based on these sources of information 
the situation i 9 as follows: . 

a. CBU has serious financial problems and is, in fact, 
insolvent. A reliable estimate of additional capital required 
to restore CBU to financial soundness is UShs. 1.2 billion. 
This estimate is based on the Deloitte, Haskins, & Sells report
(a highly respected consulting firm brought in by AID to 
examine CBU and to make recommendations as to its future).
Since this report and several others are well known to USAID 
their findings will not be detailed in this report. From 
information obtained in interviews with DCD officials, 
secretary-managers, and key union employees, cooperatives will 
not support the rehabilitation of the CBU or the establishment 
of a new bank unless they can be assured it will serve their 
needs and not those of the general public, as is the case now. 

b. In the sho~t-run (2-3 years) credit for agricultural
production poses problems. Some credit of this type is 
available in the country, most of it being provided by the 
cooperative unions and supervised by DCD employees. For 
example, the credit section in DCD provided some information on 
the credit situation based on a study of societies selected 
from six districts. Information was obtained from 8 
societies. This study was on a sample basis indicating or 
implying that additional unions were also providing some credit 
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to	 primary·societymembers. Preliminary. resu1ts'aresummarized 
in	 the tabulation below, 

SAMPLE OF SOCIETIES USING OWN FUNDS FOR PRODUCTION CREDIT . 

SOCIETY DISTRICT	 AMOUNT #MEMBERS AVG/MEl1BER-
1.	 Kyabandara G.C.S. Ltd Bushenyi 791,700/= 300 2,639/~ 
2.	 BUkuku Kwekamba S&C
 

society for Farmers F/Portal 500,000/= 200 2,500/:0

3.	 Bariny&nga G.C.S. Ltd Tororo 800,000/= 300 2,667/=
4.	 Tugezyeku Petete 

G.S.C. Ltd.	 Tororo 400,000/= 100 4,000/­
5.	 Byuala G.C.S. Ltd. Jinja 600,000/= 300 2,000/=
6.	 Virika Diocesan 

S&C Society F/Porta1 250,000/= 200 1,250/=
7.	 Kigezi Diocesan 

Workers Kigezi 3 i 000, 000/= 20015,0.00/=
8.	 Breira G.C.S. Ltd. Kasese Provides tractor . services on 

Credit and recovers after sal:es~' 

This study also showed that for fiscal year 1982/83 
Busoga Growers Cooperative Union, Ltd. loaned out UShs. 
4,800,000 to 50 societies for the benefit of 630 farmer 
members, an average of UShs. 7,619 per farmer. In 1983/ 84 it 
has earmarked OShs. 10,200,000 for 68 societies to benefit 1800 
farmer memb~rs, an average of USHs, 5,667 per farmer member. • 
Other unions were also mentioned as providing funds. According 
to the pilot survey of the Credit Section, UShs. 31,754,200 is 
cirCUlating in the cooperative movement. In U.S. dollars at 
window II rates this is about $114,223, an insignificant amount 
in terms of needs--but nevertheless an impressive beginning. 

In discussions with DCD employees in the Credit and 
Planning sections, considerable interest in produc!:ion credit 
schemes was evident. Plans are being drawn up and circulated 
for discussion. Some of the enthusiasm has been generated as a 
result of some of these staff members having rdcent1y returned 
from the U.S.A. where they had a look at the Agricultural 
Cooperative System. A word of caution seems in order, i.e., 
the Agricultural Cooperative system in the U.S.A. serves the 
larger more ~inancial1y solvent farmers. For this reason alone 
it will prove difficult to apply it to solve the credit needs 
of small farmers in Uganda. Certain features of it may 
however, be applicable. A highly capable technical advisor has 
been provided through ACDI to assist in development of the OCD 
production credit scheme. The lack of credit funds will likely 
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provemor.of a constraint than the development of a program.
Whatever the program, it should be advised not to move too 
fast. Experience in other countries has shown that crash 
programs of this type have not been successful. Also it is 
noted that the Agricultural Credit scheme began in the early 
1960's on a small scale. Further, conditions pertaining to 
production, inflation, etc. are less favorable now than in the 
1960's. A pilot program seems in order as a starter. 

,. Cooperative Distribution: A viable cooperative 
distribution system is in operaton in Uganda. At the apex is 
the Uganda Cooperative Central Union Ltd. (UCCU). Its members 
are the 34 union societies located allover Uganda. In 
addition it operates a cooperative farm supply shop in Kampala 
and three more in locations outside Kampala. A pressing
problem is to improve its warehousing system. An ACDI 
technician is here fo~ one year to help UCCU with this task. 
This is much appreciat~d by the management of UCCU and his 
recommendations are being implemented. His work is considered 
successful. At a later date he will be conducting training 
programs for warehouse employees. 

UCCU realizes the need for a more aggressive sales 
program. Another ACDI technician was here for three months and 
conducted a study to decide if such a program would be 
justified and if so how it should be developed. The findings 
were positivu and this technician may, with the agreement of 
MCM, be returning to help UCCU in establishing a sales program. 

UCCU suffers from a lack of a communications system that 
would enable them to maintain constant contact with cooperative 
unions field supply shops. Because of a breakdown of 
telephones, a radio communication system network would serve 
the purpose at thi~ time. However, the Farm Supply Shops
network itself is also in 'need of rehabilitation and it has 
been suggested deserves a higher priority than the 
communication network. AID and hCDI, in conjunction with UCCU, 
should continue to consult with MCM counterparts to determine 
the sequence according to which the UCCU sales service might 
best be rehabilitated. 

3. Transportation 

Two ACDI transportation experts in country for 
short-term consultancies completed an assessmenc of the 
transport situation as it relates to the cooperative system. 
Their appraisal is professional and revealing. The following 
assessment is taken out of their report dated October 15, 1983: 
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Lack of Transport 

ftOn the surface it would appear there is not an adequate number 
of vehicles availabl~. To the contrary, there are too many 
vehicles available, which leads to inefficiencies. For 
example, UCTU operates at less than 30% of capacity due to lack 
of spares or lack of business. 

ftAnother example is quite visible down at the Coffee Go-Down: 
We have counted as many as 115 vehicles waiting to be loaded. 
The Coffee GO-Down averages about 12 loadouts per day. This 
means there is a 9 1/2 day supply of vehicles waiting in line 
which are not being utilized. 

ftAlso, there is improper dispatching of vehicles. Very many go 
empty one way instead of moving products in each direction. 
The maintenance managers stated that if they had proper tools 
and spares, they could have all their units operating, 
eliminating lack of transport. 

ftwith proper planning the existing supply of vehicles would be 
more than adequate. 

Lack of Spares 

ftWhen the Transport Managers' Workshop was conducted many
complaints were made that spares are not available. We had the 
participants list the spares they lacked and received a list of 
some 40 items that managers said were not available. 

ftDuring the following week visits were made to the various 
suppliers and found that all items lisced were available, with 
a few exceptions. For the most part all spares can be ordered 
direct from the factory with 12 weeks delivery from date of the 
first inquiry. A 50% deposit is required and payment can be 
made in Ugandan shillings. It is our opinion that lack of 
spares is no longer a problem, but ~n excuse, perhaps due to 
lack of funds. 

ftWhen the Maintenance Managers were in last week for the
ft •semi-nar, we heard the same complaint: -Lack of spares When 

it was explained that adequate spares had been located, the 
excuse was that the price was too high when purchased through 
the dealer. After a little digging, we found that the managers 
were buying parts on the magendo market (black market) and were 
paying less than half thp. price of an established legitimate 
firm. Ne~dless to say, spares are available. 
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L~ck of Tools-
"Here again it was found that both the Transport managers and 
the Maintenance Managers said hand tools were not available. 
To disprove this problem, we had Uganda Central Cooperative
Union bring their complete line of hand tools to the meeting. 
We met	 some resistance by the Maintenance Managers regarding
the purchasing of hand tools because the drivers would steal 
the tools. The supply of tools was found to be adequate. 

Lack of Fuel 

"Many times it was found that there was a lack of fuel because 
someone forgot to order it. Another area of concern is that 
the fuel the cooperatives are receiving is not up to industry
standards. Managers were asked to find out what the Cetane 
rating	 is on diesel fuel and the Octane rating on gasoline. 

"We also find that many engines are not properly tuned. When 
you see a vehicle bellowing out huge amounts of black smoke, it 
is really unburned fuel due to either improper tuning or 
improper fuel, both very damaging to the engine. 

"Now that we have been convinced that the word lack is no 
longer	 justified in the Ugandan language, let us move on." 

The evaluation team accepts this ACDI finding, Which 
suggests that in the transport sector, development issues are 
related less to resource constraints than to management and 
administration. It thus seems crucial to move ahead with the 
planned training program as expeditiously as possible, and to 
develop a firm organizational base from which the training may
be undertaken and continued. 

D.	 Findings and Recommendations 

. H~re are presented findings and recommendations with 
regard to the main issues examined in this system: Government 
of Uganda policy and actions relative to cooperative
development; the extent that cooperatives in Uganda operate as 
free enterprises; and other key programs such as credit. 

1.	 Government of Uganda Policy Relative to Cooperative 
Development 

Findings: The basic policy framework laid out in the 
1970 Cooperative Act may be overly protective of cooperatives, 
and might therefore slow the development of cooperatives in 
this country. Second~ry concerns relate to the recent rapid 
growth in formation of primary societies, and the numbers of 
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OeD	 s~aff in che field in comparison ~o numbers of primary 
socie~ies. 

Recommenda~ion 1: The new draft coopera~ive act under 
review in the DCD should undergo further review to modify those 
sections listed earlier in this report so that they may 
increase farmer control of cooperative societies. This 
pertains especially to Part XIII of the draft act which 
provides for establishment of an Appointments Board to select 
senior employees for the cooperativ~s. It is recognized that 
both ~he 1970 Act and the current revision must be considered 
by many organizations besides the DCD, and that the ultimate 
decisions are made through ~he parliamentary process. Hence 
the ~valuation team presents these ideas as objectives toward 
which it would be desireable to work, not as an action to be 
~aken by DCD. However DCD has obviously a key role to play in 
this matter. 

Reco~mendation 2: The training efforts now underway 
should make a special effort to acquaint all levels of the 
cooperative movement with basic principles of cooperation, and 
the nature and purpose of cooperatives. 

2.	 The Extent that Coopera~ives in Uganda Operate as Free 
Enterprises 

Findings: Most coopera~ives are not free enterprises
based on the generally accepted criteria that they operate in a 
market economy where prices are determined primarily by 
competition, that there be SUfficient freedom of entry and exit 
for firms, and that firms be subject to a minimum of government 
control. These free enterprise conditions do not currently 
exist in Uganda to a degree that would justify most 
cooperatives being characterized as free enterprise firms. 
However, there are encouraging policies and actions, inclUding 
the DCD's evident commitment to fostering the development of a 
strong, independent cooperative movement, that will perhaps 
eventually change current circumstances in a positive way. 

Recommendation 3: The DCD should continue to actively 
seek ways to give farmers, through their cooperatives and 
boards of directors, more control of their societies in the 
areas of personnel and marketing. 

Recommendation 4: current AID, GOU, and MCM efforts to 
develop a more realistic and fair system of setting minimum 
prices for export crops should be continued. 
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Recommendation 5: DCD with AID assistance should
 
undertake. an in-depth study .ofugandanagr.icultural

cooperati ves • The purpose'would be to determine their
 
effectiveness in serving the farm"ersin this country and to
 
improve their operations (~ee Appendix K).
 

3. Assessment of other Key Cooperative Sectors 

Findings on UCCUt The cooperative wholesale 
distribution system is making good progress. It is using the 
technical assistance provided through the project to improve
its warehousing system and to develop a more aggressive sales 
proqram. Needs relate to rehabilitation of the Farm Supply 
Shops and development of effective communications. 

Recommendation 6: The technical assistance effort 
should continue and consideration should be given to helping 
crccu with-rehabilitation of the Farm Supply Shops and 
establishment of a radio communications network. 

Findings on Credit: CBU has serious financial problems,
is 'in fact broke, but continues to operate on government funds 
provided through the Bank of Uganda. Discussions are reported 
to be taking place at top levels of government to rehabilitate 
it. The cooperative sector is upset with the eBO because it 
serve~ the general public through its commercial operations to 
a greater extent than it does cooperatives. To become credible 
to the cooperative community it will have to cease or effect a 
Majer decrease in its operations with the general public. 
There is interest on the part of cooperatives that CBU or a new 
bank be organized to serve them. This is considered important 
to the development of cooperatives, but not critical at this 
time. 

Some production credit (estimated in DCD studies and 
files at U.Shs.3l,754,200) is being made available to farmers, 
pr~marily by the unions. The credit section of the DCD is 
providing assistance to monitor and collect the loans. The DCD 
is presently developing a plan for a credit system based on the 
aqricultural cooperative credit system that operates in the 
USA. More funds are needed, but not until a workable system to 
dispense and collect them is devised and tested. A highly
capable technical advisor is in country for ene year to work 
with MCM on establishment of a production credit system, and to 
advise on the Cooperative Bank. 

Recommendation 7: Efforts now underway to rehabilitate 
CBU should continue, with particular attention given to 
restoring its credibility with the cooperative commmunity. 
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Recommendation 8: Work now underway to develop a souna 
pl~n to make agricultural production credit available to 
farmers should continue with care exercised that is does not 
result in a crash program. Such activities as are developed
should be initiated on a pilot basis. 

Findings on Cooperative Transport Situation: The 
cooperative transport situation can be improved, but is not in 
critical condition (see findings of transport consultants 
con~ained in the bouy of the report). 

E. Progress Toward Project Objectives 

This section, to a very large degree, has examined 
factors that influence the impact of the Food Production 
Support project, rather than achievements of the project 
itself. The government policy framework is, on the surface, 
very highly supportive of cooperative development, but the team 
finds that implementation of policy has generated condi~ions 

that may undermine the viability of an independent Ugandan 
cooperative movement. Specific reference has been made to 
issues related to price structures, to competition, to allowing 
the dissolution of non-viable cooperative organizations, to the 
Cooperative Act and draft revision, and to rapid growth of 
primary societies. These factors, taken together, may make it 
difficult to fully meet the project purpose of rehabilitating 
the Ugandan cooperative movement. 

The Food Production Support project is nevertheless 
strengthening the cooperative movement, through technical 
assistance and through training. 

The technical assistance can help to build the capacity 
of independent cooperative unions and societies. The training 
can give cooperative staff, employees, and members at all 
levels greater understanding of the purpose of cooperatives and 
the goals of cooperative development. The evaluation team 
feels the ACDI team has contributed solidly, through both 
technical assistance and training, to these objectives. Hence 
progress toward achieving project objectives must be judged 
satisfactory. Improvement of the environment for cooperative
development in Uganda will only happen slowly, and over the 
long term, through continued inputs of the type being currently 
delivered by the ACDr team. 
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VI. General Review 

In this section som~ final comments are offered
 
regarding progress made toward achieving project objectives,
 
purposes~ and goals. A concluding section presents

recommendations regarding the next phase of project activity.
 

A. Progress toward project Objectives 

1. Technical Assistance. Nearly all objectives of the 
technical assistance effort have been attained, while one or 
two have not (planning unit and activities, transport effort)
However, the project as currently formulated still has a year 
to go, and there is no reason to think that progress will not 
continue to be made in both these areas. In fact, given the 
difficulty of housing technical assistance personnel, as well 
as other problems of communication, coordination, and movement, 
it might be said that progress has been ~ubstantial in the face 
of significant difficulties. 

2. Commodities. The commodity distribution component of the 
Food Production support Project has contributed substantially 
toward project objectives by placing significant quantities of 
inputs in the hands of staff and members of th~ cooperative 
movement. Farmer production has undoubtedly been facilitated, 
and MCM employees with bicycles, motorcycles, and other 
vehicles can perform their duties better. Rehabilitation of 
the hoe industry must be counted a major service to the farmers 
of Uganda. However, the impact of the program could be 
improved if the tecommendations offered in Part III and Part IV 
of this report are implemenced. Taken together, these actions 
would allow for the restoration of a private cooperative 
movement that would take up a greater decision-making role in 
the provision of inputs and services to farmers, and would 
allow these organizations to begin to re-capitalize their 
operations. In this way the commodity import program would 
serve a truly developmental purpose--that is, not only would 
the commodities be prOVided, but the process of distribution 
would be used to build up the capacity and resources of the 
cooperative organizations upon which Uganda and her farmers 
depend. 

3. Training. The training effort has made a very impressive 
beginning. It is impossible to underestimate the favorable 
impact this training has had on the morale and capability of 
cooperative staff and ~embers. In the opinion of the 
evaluation team, the training effort speaks very well of the 
work done by ACDI, MCM, and AID and must be considered to have 
fulfilled project objectives. 
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4. Domestic Support of Cooperative Development. As things
stand now, the policy framework is not as conducive as it might 
b. to sound cooperative development. This is however not an
 
area the Food Production support Project could address
 
directly, except insofar as the technical assistance and
 
training provided are able to build within the Uganda
 
cooperative movement increased awareness of the requirements
 
for succ~ssful cooperative development.
 

Given the genec~l success of the technical assistance 
and training efforts, ~ogether with the commodity import 
program, the project must be jUdged to have contributed solidly 
to Ugandan cooperative d~velopment. Recommendations presented
within the body of this \eport suggest how further progress may 
be made in future. 

B. Progress toward project Goal and Purposes 

The Food Production support project has as a goal the 
rehabilitation of the agricultural sector of Uganda so that 
farmers may increase both production and income. This goal is 
to be addressed by accomplishing two purposes: supplying 
farmers with needed inputs, and rehabilitation of the 
cooperative movement so it can resume the provision of 
essential services to the .agricultural sector. 

The evaluation team concludes that substantial progress
has been made toward both purposes and goal. The domestic hoe 
industry is in the process of being rehabilitated, large 
quantities of inputs have been made available to Ugandan 
farmers, and a program of technical assistance and training is 
well-established within the movement for the first time in a 
decade. In short, the project has accomplished about all a 
project can be expected to accomplish with regard to purposes 
and goals. 

Nevertheless it is necessary to point to circumstances 
that may undercut the accomplishments of the project. Domestic 
policies and actions have the effect of reducing the 
independent decision-making authority of cooperative
organizations, and also work to keep these organizations 
under-financed and dependent upon governmental assistance. 
Moreover, the importance of coffee and cotton exports to 
government makes it difficult for government to allow the 
cooperative organizations much in the way of independent 
action. ~s a consequence, the MCM steps in quickly to prop up 
weak cooperatives, instead of allowing them to fail as would be 
indicated by basic principles of cooperative development. Such 
short-term solutions endanger the fuller development of 
cooperatives in Uganda, and may prevent cooperatives from 
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making their full contribution to national development. 

Finally, however, the evaluation team notes that the 
training and technical assistance provided will, over the long 
term, contribute to the rehabilitation of the cooperative 
movement very directly--by increasing the knowledge and 
understanding of Ugandan cooperators at all levels of the 
movement from MCM to the primary societies. 

C. The Next Phases of project Activity 

Based upon this review of progress made to date, the 
evaluation team recommends that: 

Recommendation 1: To consolidate the gains achieved to date, 
and to generate information needed for sound design of a 
follow-on project, the mission should extend the FPSP for 12-18 
months beyond the current termination date of September 1984. 
This would allow time to implement the following actions: 

A. On Technical Assistance: 

prepare a long-term cooperative development plan; 
this will certainly require the recruitment of a Ugandan 
Cooperative Development Specialist/Agricultural Economist to 
the planning staff and may require the recruitment of an 
additional ACDI technical assistance person as well 
(Recommendation 1, p.4 and p.19). 

-- resolve current uncertainties about an institutional 
base for transpor~ation-related technical assistance 
(Recommendation 3, p.5 and p.21). 

-- arrange for the sales management specialist to 
complete work on the UCCU field sales force and (possibly) ~arm 
Supply Shops (Recommendation 5, p.5 and p.23). 

B. On Commodities: 

-- procure UCCU warehousing equipment (Recommendation 3, 
p.6 and p.27). 

-- audit the commodity distribution system to measure 
costs and effectiveness (Recommendation 4, p.7 and p.28; 
Recommendation 15, p. 10 and p.4l). 

-~ eliminate the MCM monitoring markup and shift funding 
to the AID/MCM Special ~ccount and/or Treasury funds as 
appropriate (Recommendation 13, p.9 and p.38) 
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-- implement the studyof~nlon and:society management

and operations (Recommenda~idn 5, p.7 and p.30).
 

C. On Training: 

-- extend. the contract of the training specialist one
 
year so this person may complete ongoing union/primary-level

training activities (Recommendation 9, p.ll and p.5l).
 

-- extend the contract of the women-in-development
constiltant for three months so this person may complete current 
work (Recommendation 12, p.l2 and p.53). 

-- complete currently planned acquisitions for Kigumba
College (Recommendation 16, p.12 and p.56). 

-- implement the cooperative movement manpower needs 
assessment (Recommendation 14, p.l2 and p.55). 

In addition, the 12-18 month extension will allow more 
time for planned commodity procurement and delivery actions to 
be completed and the funds set aside for this purpose to be 
fully utilized. 

Recommendation 2: The Cooperative Agreement should be amended 
to allow the recruitment and extension of technical assistance 
personnel as detailed in the body of this report, with the 
concurrence of MCM and other concerned organizations. 

Recommendation 3: AID and MCM should consider whether a new 
project should be designed during CY 1984 to build upon and 
expand the accomplishments of the Food Production Support
Project. The evaluation team feels that the Food Production 
Support Project will have achieved its purposes and contributed 
to the project goal to a very considerable extent by that time, 
and it may well be appropriate then to take a fresh look at 
problems of cooperative and agricUltural development in 
Uganda. Some potential areas of emphasis include: 

A. On Technical Assistance: 

-- work is just beginning on the credit program. This 
is an extremely important area of activity that will likely
require sustained support for several years to come. 

-- the plannlng unit is key to the long-term
effectiveness of MCM as it competes with other government
agencies for budget and impact on policy issues. The work of 
establishing this Unit has just begun and needs to be carried 
forward. 
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. -- it is important to continue current attempts to
 
strengthen national cooperative unions such as UCCU and UCTU.
 
Over time this will contribute to a sturdy, independent

cooperative movement.
 

B. On Commodities: 

-- inputs are flowing once again through the cooperative 
structure, but considerable work remains to be done before 
unions and societies are fully capable of managing
commercially-oriented input delivery. This will require
further analysis of economic and institutional questions, as 
well as continued training. Ideally, direct AID/MCM 
involvement in procurement may be reduced as time goes on. 

C. On Training: 

-- a high-quality in-service training program has been 
initiated, but additional work will be required to fully 
institutionalize the program, to adapt it as well as possible 
to the needs of the cooperative movement, and to work out the 
most cost-effective approaches. ' 

-- pre-service training institutions might justify some 
strengthening and support in sorting out relationships and 
responsibilities as the cooperative movement evolves. 

-- continuing education programs for cooperative society
members, managers, committeemen, and employees need to be 
addres~ed. A well-informed membership is key to the long-term
health of the cooperative movement. 

In sum, FPSP has set in place important concrete 
accomplishments, but the work begun cannot be considered 
complete. Future AID support might proceed in two stages: 

-- a 12-18 month extension of FPSP to consolidate gains
and generate information needed for design of a new project; and 

-- preparation of a follow-on project that would 
continue the important work begun under FPSP but shift the 
emphasis away from rehabilitation and toward long-range 
development objectives. 


