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EXECUTIVE SUMMARY

The USAID Uganda’s Investment in Developing Export Agriculture (IDEA) Project 1s a 5-year
$25 mullion project that commenced mn 1995 It 1s designed to increase the export of Uganda’s
Non-Traditional Agricultural products It focuses on flowers, fruats and vegetables, spices, maize
and beans It does not work with coffee, tobacco, tea, and cotton, which are considered traditional

exports

The Project 1s one of the major activities designed with the Government of Uganda to realize the
USAID Muission’s Strategic Objective of increasing incomes for rural men and women The
project 1s mmplemented m collaboration with the Mimstry of Tourism, Trade and Industry
(MTTI) The Project 1s provided oversight by an IDEA Steering Commuttee (ISC) composed of
representatives from USAID, selected Private Voluntary Organizations, Ugandan public and
private stakeholders, and Peace Corps

The project 1s made up of two elements, the Agribusiness Development Centre (ADC) and a
Grants Program The ADC 1s the operating wing of the project and 1t focuses on improving
production and marketing of selected commodities and 1s implemented by a TA team provided by
an msttutional contractor, Chemonics International Inc The USAID Mission admusters the
Grants program It 1s designed to provide financial support for research and technical assistance
for the commodities targeted by the ADC

The TA contract provides for a 52-month extension conditioned on satisfactory performance and
availability of funds The major purpose of the evaluation was to assess performance and advise
on extension of the Project and the mstitutional contract The evaluation found that the project had
achieved or exceeded most of its targets It 1s expected that by the end of the mitial 5 years, the
project will have achieved all major targets The project has put n place a well-qualified team of
technical assistants and has developed efficient management of the project It has exceeded its
targets by, amongst other things, being proactive in creating partnershups with a wide range of
orgamzations The ADC 1s seen as a centre of excellence for agricultural export promotion by the
private sector, Government of Uganda and other donors

The Project has succeeded 1 generating annual exports of approximately $20 million per year of
high value commodities and $17 mullion per year (in 1998) of low value commodities Increased
mcomes from maize and bean production mn the range of $7 mullion per annum have been
achieved. The project has developed an innovative system for private sector mput supply and
technology transfer It has developed a group of exporters of hugh value products that provides
Uganda with a core of agrn-businesses capable of competing 1n global markets

The Project has had a positive impact on generating mcome for rural households The high value
export enterprises have generated an estimated 4,000 permanent jobs and increased revenue to
23,650 small holders and employees Work with generating increased production and trade of
maize and beans has impacted on 120,000 small scale farmers by providing improved production
and post-harvest handling technologies Annual benefits to these individual farmers are estimated



to be 1n the range of $50 to $200 depending on the amount of land planted to new varieties and
managed with improved production techmques

The project 1s putting i place structures that can eventually sustam growth without continued
donor mvestient

Major Findings

It 1s unquestionable that the Project is serving its purpose m achieving 1ts goal and purpose by
increasing household incomes through NTAEs All the Project targets are bemng met or exceeded
which the Evaluators attribute to excellent contractor performance [DEA mterventions are
widely known m Uganda.

The Low Value (maize and beans) component has been successful in developing and widely
extending improved technologies and as such has done an excellent job of addressing the primary
cause of low farmer incomes - nefficient production practices It should now devote more effort
to identifying and developing producer groups that are the most capable of using more efficient
technologies to produce quality products for commercial markets Now that the project has the
experience 1n extending technologies, effort should also be made to explore the production and
marketing of other staple commodities such as confectionery crops (sesame and groundnuts)

The High Value component has a sound approach to identifying and developing high value
exports It will need to avoid overload by continuung to be rigorous i choosing the activities that
have the highest potential The high value export sector will need support from the Project, the
Mission and the Government to maintain and increase competitiveness mn the global market Areas
for particular attention are use of market information, pesticide use and handling safety,
mmproving mechamsms for financing and credit, and improving the efficiency of transport and
handling

Developing competitive agriculture sectors has a high potential for payoff to USAID mvestments
But full payoff can only be achieved by staymng with the effort for a relatively long period. The
Mission’s hfe of strategy m this area should be a mimimum of 10 years Shorter-term strategies
for mcreasing incomes will probably not have broad impact nor be sustainable

Overall, the Project can be made more efficient by screeming out activities that do not have direct
impact on ncreased exports or mmproved farm gate mcomes Additionally, the project must
continue to be rigorous m choosing activities and partners that have high payoff to management
tume and technical assistance

=\



Major Recommendations

In hight of the progress made, lessons learned and with a view to consolidating achievements, the
following recommendations are put forward

m

Review the life of the SO1 strategy to determine the length of time necessary to achieving
major changes m econornic sectors that will result 1n sustamnable income increases for
rural men and women In the opiuon of the evaluators, based on case histories from other
countries, and the fledging state of development in Uganda, another decade 1s a realistic
commutment for NTAE mterventions

Extend the Project at the least through 2004

Add two more expatnate long-term techmical assistants and two more local long-term
technical specialists to the Low Value and High Value components but do not replace the
expatrniate long-term technical assistants under Busimness and Fmance and Research
Education

With the exception of continuing the grant to APDF, the Mission should phase out the
current USAID managed grants program Resources from the Grants element should
be used for the same purposes but should be managed to the extent feasible by the
ADC Also, to the extent possible, simpler mechamsms such as direct purchase of
mputs and fixed fee contracts for services should be used in place of grants



IDEA EVALUATION
I BACKGROUND
The IDEA Project was imtially designed as a 5-year $25 mulhion project focusing on
* Expanding low value food exports to regional markets, and,
* Increasmng production and export of high value products

The project 1s to achieve these objectives by providing support to private exporters and traders
through a vertically integrated "commodity systems" approach The IDEA Project 1s bemng
mmplemented through an mstitutional contract with Chemonics, which began i Apnl, 1995 and 1s
scheduled to termmate on February 23, 2000 The contract contans a pre-competed option for a
contract extension of 52 months This extension 1s conditioned on-satisfactory performance during
the first phase and availability of funds

In 1997 the Missjon reengmeered and reorgamzed 1ts portfolio around Strategic Objectives It
mcorporated IDEA mto SOI, the objective of which 1s to mncrease mcomes of rural men and
women The IDEA project 1s a key component of this SO and has as 1ts purpose to mncrease non-
tradittonal agricultural exports (which essentially excludes already structured sectors such as
coffee, tea, cotton and tobacco) The project has two major elements, the Agnbusmess
Development Centre (ADC) and a Grants management aspect The ADC element focuses on
mmproving production and marketing of selected commodities and 1s implemented by a TA team
provided by Chemonics The Grants element 1s admiustered by the USAID Mission It 1s
designed to provide financial support for research and techmical assistance for the commodities
targeted by the Project The planned GOU contribution to the project over the mutial 5-year
period 1s $1,000,000

There are a number of other Mission activities under SO1 which complement the IDEA project
Among these are FEWS, the ACDI/VOCA PL-480 local currency funds, the ACDI/VOCA
volunteers and the Post Harvest Handling and Storage (PHHS) Project IDEA 1s carried out mn
collaboration with a wide range of partners mcluding other donors, Private Volunteer
Orgamzations (PVOs) and host country associations The project 1s officially sanctioned by a SO
agreement signed between USAID/Uganda and }he Mmstry of Tourism, Trade and Industry
(MTTI) The Project 1s provided oversight by a steering commuttee composed of representatives
of USAID, MTTI, the Miustry of Agnculture, Amimal Industry and Fisheries (MAAIF), the
National Agricultural Research Orgamsation (NARO), Makerere University (MU), Peace Corps
(PCVs), VOCA and representatives from producers and trade associations A list of current
steerng commuittee members 1s found m Annex 4



IDEA was preceded by the ANEPP Project, which focussed on setting a favourable policy
environment and then later provided hands on support for NTAE development ANEPP provided
the analysis that led to the IDEA Project’s mtial commodity focus (maize, dry beans and high
value horticultural crops) and mtiated activities to address many of the operational constramts
facing new entrants nto the sector

A. Previous Evaluation

The IDEA project was last evaluated 2 years ago (Feb-Mar 1997) The purpose of the evaluation
was to examune the progress of the project and to make recommendations for future planning and
mmplementation The evaluation was to be used to fine tune on-going implementation of activities,
1dentify where the project was having its greatest impact and to identify where progress had been
less than anticipated.

Overall, the evaluation team felt the project was making excellent progress toward achieving 1ts
objectives It was concluded that the "commodity systems" approach was working and 1t was
recommended that the project continue 1ts private sector NTAE chent focus The evaluation team
noted that the achievement of mtermediate results such as, technology packages developed,
number of field demonstrations, field day attendance, seed multiphication activities, and market
mformation dissemination would indicate that good progress was being made toward achieving

the project purpose

On the high value side, the project was already exceeding its LOP targets for increasing the export
value of HV crops The mam concern the evaluation team had with the High Value Component
was the fact that imited TA and financial resources were affecting the extent to which technology
packages could be dissemmated and utilized

There was a strong mdication that mmcome mncreases as a result of an increase in low and high
value crop exports were being realized. On the low value side, 1t was found that income increases
were likely to arise from an mcrease i the adoption of technologies that mncreased labour and land
productivity For high value crop producers, ncome increases were being realized through access
to markets that allowed chents/beneficiaries to receive higher net returns to land and labour than
before In addition, there was a good indication that there would be increased income in the
support service mndustries due to mcreased demand for these services However, more mformation
was needed to determine what trade-offs were being made at the household level m order to more
accurately capture income mmpacts It was recommended that the project make improvements in
recording impact

Areas where project impact had been less than anticipated were m association development and
business and finance support activities The project assumption was that commodity associations
could be the major vehicle for developing a sustainable structure for providing the techmcal and
business support services to producers and exporters It was, however, found that associations
would only have that capacity after the creation of strong and sustamable firms



Following this observation, project work with associations was accordingly modified during the
first phase The ADC continues to support associations, but only as a communication vehicle
between the ADC and the member firms on common 1ssues such as traming and regulatory 1ssues
Simularly, 1t was ongmnally assumed that banks would be willing to change therr lending practices
to provide loans on the basis of sound business plans Banks were, however, found to be reluctant
to abandon their requirement of lmgh levels of collateral for loan backing and were generally
reluctant to mvest m agriculture This has required the project to devote much more time to
mediating loan requests than was originally anticipated.

The evaluation team felt that increasing field level presence had the greatest potential for
increasing project impact It was therefore recommended that the project continue to explore
options to mncrease ADC’s field presence

B Purpose

The present evaluation (second) was scheduled for the end of the first five years of the Project,
September 1999 It was moved forward to February/April 1999 to provide timely input mto
several major Mission management decisions The current PACD has been extended by the
signature of the SO agreement through September 2002 However, the period of the current TA
contract ends on February 23, 2000

This evaluation 1s to provide a retrospective analysis of progress and impact and advise on
extending the current TA contract It 1s also to provide revised results framework and mdicators
for a second phase of the contract Additionally 1t examines the Grants component of the Project
with a view to providing guidance on the effectiveness of the mechamism and guiding decisions
on allotting additional resources and improving management More generally, the report examines
the effectiveness of the project in achieving SO1 results and responding to the GOU strategy The
terms of reference for the Evaluation are found n Annex 5

C Methodology

The first evaluation (1997) conducted extensive field mterviews to venfy the achuevements and
activities of the project and the reliability of project activity monitoring The project was found to
have an effective momtoring system and project reports provided an accurate reflection of the
activities and progress achieved The current evaluation relies heavily on the mformation provided
by the project for both retrospective analysis and conclusions on the work achieved to date, as
well as, analysis leading to recommendations on future activites In addition, the present
evaluators met with the entire ADC team, most of the collaborators, other donors and about 25 of
the ADC chents during field visits and chent visits to the ADC The project has a bult in capacity
to identify and explore new activites This capacity has permutted the project to lay the
groundwork for forward planmng The report provides a brief description of the activities
undertaken to perrut the reader to understand the project and follow the discussion of findings

This descniption does not always do justice to the complexuty and breadth of these activites The
project TAs have done an admirable job of documenting what they do and how they do 1t Issues



related to more detailed aspects of the project not found n this report can readily be explored via
the project reports and traming documents Some of the reference matenals reviewed during the
evaluation exercise are cited n Annex 6 The list of contacts made 1s shown in Annex 7

D Agnbusiness Development Centre (ADC)

The Agribusiness Development Centre (ADC) was created by the mstitutional contractor and 1s
the headquarters for operations of the project It 1s funded directly by the TA contract but 1t also
collaborates closely with other Projects and Mission Activities such as the Grants element of the
IDEA project, the Famine Early Warming Systems (FEWS) Project and the ACDI/VOCA PL-
480 Program Many donors and PVOs and the Government of Uganda who are working in
agriculture look to the ADC for sector expertise and advice i project planning

By bemng an acknowledged center of expertise, the ADC has been able to leverage additional
resources for achieving Project goals by partnermg with other donors and PVOs The Centre’s
approach to defining and implementing activities 1s based on a market-led, commodity sector
approach which 1mtiates activities by first looking at market opportunities and constrants for a
Ugandan agricultural commodity that falls within the project defimtion of a non-traditional
agncultural export Based on this mitial screeming, the selected commodities are further screened
to determmne the feasibility of overcoming marketing and production constramts The more
promising commodities are further pursued via an array of activities chosen on the constramnt that
1s being addressed.

The ADC (with resources from the Grants element of the project) shares nisks of developing
certain commodities by sharing the costs with producers and traders for market research, market
linkages, overcomung transport constramnts, adaptive research, mmproving management and
production techmques and association development It assists n developmng loan requests and
obtaining financing for enterprises and providing production and business management advisory
services It also provides market mformation and other information relative to pohcy and
regulatory 1ssues and assists the various commodity sectors as well as the government and donors
m understanding and overcoming related constramts Informal tramning, including the use of field
demonstrations 1s an mtegral part of project assistance High value sectors have been approached
more on an mdividual producer/processor basis Low value commodities have been approached
from a broader approach to reach the wide range of chentele mvolved in low value commodity

production

The ADC operates under the Mission SO1 Agreement with the Mimstry of Tourism, Trade and
Industry (MTTI) It 1s provided guidance by the IDEA Steering Commuttee (ISC) which was
created with the intention of achieving broad stakeholder mnput nto the Project Via the Steering
Commuttee, the ADC has permanent official working relationships with public sector entities such
as the Ministry of Agniculture, Ammal Industry and Fisheries (MAAIF), the National Agricultural
Research Orgamzation (NARO), the Uganda Export Promotion Board (UEPB), and with the
private sector via the six commodity and professional associations that are represented on the
committee The ADC has an open door policy that encourages individual contact on a daily basis



with private firms, public sector officials, and other donors USAID has specific responsibilities
for technical and managenal oversight of the ADC

The Centre 1s currently orgamzed around a High Value Component and a Low Value Component
These are supported by five other components, Management, Business and Finance, Momtoring
and Evaluation, Association Strengthening, and Education and Traming It implements activities
via a wide array of partnership arrangements with PVOs, commodity associations, and private
enterprises It 1s currently staffed by three Expatriate Long-term Technical Assistants (LTTA) and
five Ugandan Technical Assistants Two former expatriate LTTAs completed their tours of duty



11 LOW VALUE COMPONENT

Uganda, due to 1ts land availability and favourable growing conditions, has the potential to greatly
increase production and exports of food crops to surrounding countries In years when
production conditions are favorable, Uganda generates surplus for export But this surplus 1s
primarily the result of subsistence farmers marketing excess production achieved as a result
of favorable rainfall Consequently, national production fluctuates widely from year to year
The ADC found that Uganda could not be a reliable supplier of commodities to export
markets without creating a larger number of farmers who are onented toward market
production and have access to the technologies and inputs necessary to efficiently generate
surplus on a regular basis The project has therefore developed a strategy for increasing
Uganda’s ability to produce surplus commodities by addressing the following areas

- development and promotion of more efficient production technologies,
- development of sustainable sources of mput supply,
- 1mprovement of marketing efficiency and market access

The crops targeted by the Project and mandated by the contract under the Low Value Component
are maize and beans Both of these commodities present opporturuties for export and at the same
time offer opportumties for broad based and gender equitable mncome generation and food
security The project 1s exploring the feasibility of further development of peanuts and sesame

The Project 1s concentrated on 12 districts These are Kasese, Kabale, Iganga, Kapchorwa,
Kamuli, Rakai, Masaka, Masindi, Mpigi, Mbale, Nakasongola and Apac These districts
were chosen on the basis of potential to produce marketable surplus, access to markets and
the availability of partner orgamzations to support Project interventions The ADC has the
latitude to operate 1n other districts 1f there are opportumties for meeting project goals

The client groups are small subsistence level farmers, commercial farmers, stockists and
traders For the purposes of characterizing target groups, the ADC has defined three categones of
client farmers The first 1s subsistence farmers who farm for home consumption and farm less
than six acres The second 1s small scale commercial farmers whose farms run from 6 to 50 acres
and are commutted to farming as a business for profit but don’t own their own farming equuipment

The third 1s mechamzed farms of more than 50 acres who are described as medwum scale
commercial farmers

The Project uses a commodity cham approach to the development of production and
marketing of targeted crops Traditional extension approaches have focussed only on
transferring improved production technologies The approach used by the ADC recogmzes
that improved production capacity requires not only improved technologies, but access to
credit, sustamnable input supply and reliable output markets The ADC has developed a
program that addresses the total spectrum of constramnts m each commodity chamn and links
the achievement of production increases to mput and output markets



A Description of Activities and Project Progress

1 Technology Development and Transfer

The IDEA Project, 1n collaboration with a wide range of partners such as NARO, Stockists,
NGOs and PVOs, has developed and promoted a package of improved production and post-
harvest technologies for maize and beans The essential components of the production
technology package are

- immproved varieties,

- fertilizer use,

- seed dressing,

- optimum plant density,

- timely planting,

- line planting,

- weed control,

- pest scouting and control,
- crop rotations

This package 1s promoted via demonstrations at the village level for small scale farmers,
specialized trammng courses for aspiring commercial farmers and advisory services to
established commercial farms and collaborating partners Improved production practices are
also promoted via a regular series of radio programs m 5 local languages and newspaper
articles

Demonstration Program

In order to overcome the overall lack of production, the Project, in partnership with PVOs,
NGO’s and extension services has undertaken a large scale demonstration program to
promote the practices described above Contract targets for this program were set to reach
9,000 farmers by the end of the Project The ADC has far exceeded this target In 4 years this
program has grown to 4,000 demonstrations annually that have reached an estimated 150,000
farm families  This effort 1s particularly significant because 1t 1s the only systematically
orgamzed outreach program in Uganda

This program has been successful in creating a significant number of adopters and has been
an 1deal mechanism for providing an opportunity to rural households to improve their mcome
levels

The Project 1s beginning to obtain some information on adoption rates These rates vary
widely between districts  The adoption rate for improved seed ranges from 25 to 85%
Adoption of proper spacing ranges from 33 to 90% Adoption of fertilizer use 1s 1n the range
of 1 to 25%



As a result of the demonstrations, a large number of farmers are now taking the mitiative to
procure their own mputs from stockists and are no longer relying on project interventions for
mput supply

Commercial Farmers

The Commercial Farmers program mcludes both formal training programs and on-farm advisory
services The planning target set by the ADC for the program m 1998 was the establishment of
1,250 hectares of commercial farming activiies The project 1s currently assisting 16 farms and
the planning target for the Project has been 100% achieved. Annual production from these farms
m 1998 was 6,200 Mt

The project conducts short traimmng courses for commercial farmers This program commenced m
1998 Forty farmers have been trained to date There 1s a strong demand for thus training  One
hundred forty candidates have applied for attendance The program will be expanded and held
during both growing seasons in 1999

During the early years of the first phase, there was some ambivalence about this program mn the
Misston due to the concern that 1t was favoring a wealthier chient group This debate inhibited the
ADC from setting higher work planning targets and devoting more energy to the program in
general It has been shown however, that there 1s significant scope for achieving project goals via
this program 1f there 1s sufficient resources for providing technical support

The commercial farmer program 1s unportant to increasing commodity production and volumes
for export Although the subsistence group can produce a surplus during excellent seasons, this 1s
obviously unrehable It 1s impossible to achieve market penetration without a reliable supply of
quality commodity The commercial mtervention 1s therefore a means to securing a position for
Uganda mn quality oriented regional and mternational markets This secure position will benefit
subsistence farmers when surpluses are produced.

The ADC feels that the program 1s an integral part of its strategy and the current SO1 Team 1s
favorable to providing wholehearted support It 1s anticipated that the ADC will increase efforts to
develop this program Planming targets for the commercial program should be increased to at
least 5,000 hectares and should target at least two hundred clients

Technology Development

The Project’s efforts in technology development have been concentrated on the development
and/or testing of improved varieties Variety release and mtroduction builds on breeding work
done by NARO, International Agricultural Research Centers (CIAT and CIMMYT) and Private
Seed Compames The Project has assisted this work via the Grants element, which supports
operating expenses for the NARO Maize and Bean Programs and technical oversight from ADC
There 1s alsoa Seed Multiphication and Distribution grant line item admumstered through a PIO/C

Project support has been most useful in the improvement, development and testing of improved



varieties and hybrids and completing the screening process necessary for therr official release

The Ugandan maize Longe 1 1s a composite vanety released by NARO approximmately a decade
ago It has been the major maize variety promoted by NARO for mproved maize production
The Project provided support to the NARO maize program to mmprove the vanety by
incorporating additional disease resistance The yield potential of Longe 1 has been increased by
approximately two tons and now has a demonstrated yield potential under optimal conditions of
6,800 kg/ha and 1s adapted to a wider range of production environments

The Project has assisted NARO 1n developing two locally bred hybrids and has mtroduced two
hybnids from private seed compamies in Zimbabwe These have all been officially released and
seed production 1mtiated. These are the first hybnids to be officially approved and released in
Uganda. The two Ugandan hybnids developed with Project assistance have yield potentials of
7,500kg/ha and 8,400 kg/ha. The yield potential of the two hybnids mtroduced from Zimbabwe 1s
9,300 kg/hectare and 10,200 kg/ha.

All of the above yield figures are much higher than other improved Ugandan varieties, which
have yields n the range of 2,000 to 4,000 kg/ha. Yield potential of traditional (unimproved)
varieties 1s generally n the range of 1,000 to 2,000 kg/ha.

For beans, the project has managed to shift the emphasis m vanetal development from an inward
focus on local markets to the development of materials that have the potential for local, regronal
and 1nternational export markets Thus has resulted mn the release of two high yielding white types
(large and small seeded) as well as one dark red Kidney and a sugar type bean which are n high
demand m Southern Africa. Project support has also resulted m the release of three climbing bean
varieties for use on small farms 1n the highland areas

One major achievement of the Project has been to force the 1ssue of officially releasing vaneties
Prior to the meeting held in March 1999 the Variety Release Commuttee had not met for 5 years
Failure to officially sanction new varieties 1s a dismcentive to crop breeders because therr
professional recognition 1s achieved via this process More importantly, the development of a
modern seed mdustry 1s dependent on seed producers knowing the quality and characteristics of
the varieties that are beng provided to them by research mstitutions Official release of vaneties
guarantees that this information 1s generated and also sends a clear signal to seed producers and
mput suppliers that the varieties can be extended to farmers with full confidence m therr
performance potential

Now that the Project has succeeded in obtaining release of several high yielding varieties the 1ssue
of release 1s not an immediate obstacle to project implementation Nevertheless 1t should be noted
that the official release process for new varieties, which 1s overseen by NARO, has been slower
than necessary The project, and more importantly producers, are dependent on NARO for the
development and testing of varieties If NARO 1s gong to be an effective partner it needs to
mcrease 1ts commitment to making the varietal release process functional and to guaranteeing
adequate supplies of foundation seed to private seed producers



Although not mandated by the contract, the ADC has taken the mtiative to work with
groundnuts and sesame It has supported the development of an improved groundnut variety
and 1s now bulking seeds for 1ts demonstration and production For sesame the project has
mitiated trials for developing improved agronomic practices Most recently the Project has
also begun collaborating with Novartis, the Kinyara Sugar Works and NARO on conducting
tnals of newly developed sugar beet varieties for tropical environments The project 1s also
working on the development of improved fertilbizer recommendations for maize and the extension
of the use of green manure crops Different termite control measures are also being explored.

Seed Multiphcation and Distribution

The Project has achieved notable success i Seed Multiphcation and Distribution The Project’s
achievement m mncreasing seed sales 1s one of the strongest indicators of its success m achieving
adoption of improved technology and increased production From a seed sale baseline for maize
of 200 Mt per annum m 1995, the project has seen sales increase by an average of 50% per
annum Current total sales of seed maize exceed 1,500 Mt per annum This quantity is sufficient
for seeding approximately 50,000 hectares

One private farm and three PVO/NGO groups are beng assisted by the Project in undertaking
multiplication and distribution of bean seed. The Project has provided funding (from PL-480
funds), mmproved seed and techmcal advice to these groups Sale of improved bean seed has
mncreased from next to nothing at the beginming of the project n 1996 to 500 Mt for the first
season of 1999

Most of the seed production in Uganda has been done by the Uganda Seed Project (USP) using
contract farmers and 1t still produces the largest part of the seed distributed. However, the Project
1s playing a very posttive role 1n developing private seed firms by developing seed demand to the
pomt where seed production 1s attractive for private firms The increased market demand has
stimulated 2 private firms to register as seed houses and establish their own contract growers,
mnspection and certification procedures and marketing linkages One private firm has been
licensed to produce the hybrids introduced from Zimbabwe The Project 1s also assisting private
firms by providing techmcal advice on seed production and handling and linking seed producers
to distributors One of the private firms assisted by the project has achieved annual sales of 2,000
tons to relief agencies operating outside the project zone n the north Ths result 1s not directly
related to the Project’s primary focus, but 1t 1s an example of the success the Project 1s having in
creating greater strength in the Ugandan agricultural sector Hybrid seed production 1s now
beginning Twenty metric tons were produced during the past two seasons  Projected
consumption of hybrid seeds for the 1999B season 1s 100 tons Private firms are now 1n a position
to begin assuming much of the market that 1s currently held by USP
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2 Stockast Program & Input Supply

Prior to the IDEA Project, agricultural mput requirements m Uganda were addressed by ad hoc,
public/donor schemes that provided fertilizer and seeds on a subsidized basis This approach to
mput supply 1s non-sustamable and mefficient and very few mputs were actually distributed or
payments remitted. Sustained mmprovements m agricultural production cannot be achieved
without creating a supply system, which 1s financially sustamable and has distribution networks
that provide outlets that are geographically situated close to producers

The IDEA Project has addressed this problem by creating an mnovative mput supply system that
1s based on existing busmnesses in rural areas This program called the Agent Traimng And Input
Network (ATAIN) links national level importers to regional distributors who n turn supply rural
retailers (stockists) via a loan guarantee scheme created by the ADC using funds provided by the
PL-480 program Under this arrangement distributors place mputs with stockists and receive
payment each time the stockist’s mnventory 1s replemshed. The major mnputs handled by this
program are fertilizer, seed and, to a lesser extent, crop chemicals Seeds are provided to
distributors by the Uganda Seed Project either on a cash or credit basis depending upon the credit
worthness of the distributor

The program entails trammng of participating distributors and stockists 1n busmess management,
product knowledge, safe use of pesticides, and the application of the mproved technology
package Stockists are being tramned to provide technical information to farmers to accompany the
sale of mputs and are bemng assisted and encouraged to set up demonstration plots Via this
program the Project 1s creating a sustamnable mput supply system that also provides mformation
and technical outreach services The program currently covers 25 regional distributors and 106
stockists The major portion of seed sales for the project are now handled by this system which
sold approximately 800 tons of maize and 500 tons of bean seed in the 1999A season Fertilizer
sales have reached approximately 300 tons The program 1s now servicing the mput requirements
of 6,900 farmers

The GOU 1s currently elaborating 1ts strategy for the modernization of agriculture The stockist
program 1s now seen as a model by the GOU for providing production mnputs on a private and
sustainable basis

This private approach to providing mputs has been rendered more difficult by GOU and other
donor practices of providing fertilizer and seeds for free, with heavy subsidies or by using non-
transparent distributions systems The Mission has included this 1ssue m its policy dialogue with
other donors and the GOU The Mustry of Agriculture 1s at least in theory supporting the ADC
m discouraging donor and NGO give-aways Nevertheless this continues to be a problem The
Japanese are providing fertilizer to selected local importers who m turn retail them at subsichized
prices This fertilizer 1s not the correct formulation for most producers’ needs The bigger
problem with this program 1s that 1t creates a disincentive to private mput traders who have
attempted to supply the Uganda market without subsidies The mput supply network that the
ADC 1s attempting to put 1n place could be disrupted by this program The Mission should
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continue 1ts vigorous efforts to discourage the GOU from supporting subsidized input schemes
3 Marketing and Post Harvest Handhng

Project activities 1n marketing include tramning mn post-harvest handling, provision of market
mmformation to producers and traders, assisting linkages between producers and traders,
linking traders to export markets and assisting traders 1n obtaining credit for grain purchases
(which 1s more thoroughly described m the Business and Finance section of this report) As
an example of the progress that the Project 1s achieving, mn 1998 the Project generated formal
sales of 45,000 metric tons of maize and beans to relief agencies and 8,000 metric tons to
private purchasers

One major activity 1s the Community Based Marketing System (CBMS) Thus program has
developed 25 buying centers in 3 districts, which assists village level producers groups to
improve handling and bulking of product and links them to traders This program stimulates,
for the first time m Uganda, the production of quality, market-ready maize from the village

The major formal market 1dentified for maize and beans smce project inception has been WFP for
relief feeding 1n Uganda and neighboring countries Some formal contracts for supply of regional
markets, maimnly m Kenya, have also been filled by Ugandan traders Unrehable supply and, more
recently, the temporary imposition of a 32% tariff barmer by Kenya, has hampered the
development of formal maize export markets The Kenyan tanff has forced the maize trade
toward informal channels The major traders are not able to compete m this informal sector It 1s
estimated that 50% of exports from Uganda are via mformal channels

The market information program has encountered problems of execution The failure of the GOU
counterpart funds resulted in the loss of staff and operating funds for running this program In
spite of these problems the Project has, m collaboration with the FEWS Project, the Minstry of
Agriculture and other partners, succeeded n producing production forecasts

Staffing problems aside, the Market Information System needs improvement in focus It 1s not
clear that the purpose of the MIS 1s clearly enough defined to have sigmificant impact on
increasing sales and exports The hypotheses for the program needs to be reexamined 1n terms of
who uses the information and its usefulness to traders and farmers m making decisions and
mproving market efficiency

Given the difficulty of organizing village level farmers associations for marketing, the sale, via the
mterventions of the Commumity Based Marketing System, of 1,300 Mt of quality maize in 1998 1s
a noteworthy achuevement At the same time, when held to the light of the quantities that are
required to permit Uganda to play a major role in exports, this quantity 1s modest Making Uganda
a significant player in formal markets will requure rehable sources of supply of at least 100,000
tons The CBMS appears to require a heavy mvestment mn traimmng, credit management and
oversight The ADC should reevaluate the effectiveness of this pilot approach and modify 1t to
make 1t more efficient by shifting 1t to traders and associations that operate at higher levels in the
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marketing chain such as sub-district and district level markets The name of the program should
be modified to reflect thus shift The marketing effort could be better defined if there were a better
analysis of the marketing opportumties that are bemg targeted

The availability of storage technologies 1s not seen as a major constraint to achieving project
targets The main challenge 1s introducing them where they are shown to be profitable This
should be focused at all levels, but the biggest potential payoff 1s most likely with
commercial farmers and traders Overall the project has found that attempts by small farmers
to hold products n order to benefit from seasonal price rises are not successful because the
mcrease In prices are offset by storage losses Buwilding dryers and improved storage
structures at the small farmer level 1s constrained by the reluctance of farmers to make what
1s a relatively large investment and the high investment m extension services necessary to
extending these technologies The Mission 1s planning to increase linkages between the ADC
and the Post-Harvest Handling and Storage (PHHS) Project by incorporating the Post
Harvest Advisor mto the ADC team This will enable the PHHS to benefit from the ADC’s
market led approach and target the technologies that 1t provides to specific opportumities

4 Finance and Credit

Co-operative Bank was mitially perceived as the bank to approach for financing maize and bean
production and trade activity With few exceptions, attempts by the ADC to facilitate credit for
clients with this bank have been frustrating and non-productive This bank 1s slow in processing
loans, 1t requures high levels of collateral and 1t 1s reluctant to make loans based on crop
production Only a handful of producers have been provided loans

The ADC has therefore looked for other alternatives to obtain credit for commercial farmers n
the low value crops It 1s working with the Centenary Rural Development Bank Ltd. to develop
an agricultural credit program that will provide operating credit to commercial farmers on the
basis of production and potential cash flow as opposed to collateral This openness to change by
the Bank 1s a result of ADC’s work with the Centenary branch in Mbale to provide production
loans to commercial farmers over the past two seasons These loans have been recovered on tume
and the Bank now perceives farm loans as a potential area of busmess opportumty Also, i an
attempt to provide additional resources for short-term production credit, the ADC has developed a
$2 mullion proposal to create a commercial farmer loan guarantee fund. Thus 1s currently being
vetted by the European Union and the GOU Minstry of Finance for funding under the European
Union’s STABEX program

To date the Project (BAF 1n collaboration with the Low Value Component) has assisted
clients in the development of 17 loan requests ranging 1n value from $3,000 to $100,000
Most requests are n the range of $10,000 Given the difficulties encountered n obtaining
loans this 1s a major achievement This mtial breakthrough in accessing credit lays the
groundwork for creating greater bank confidence in making farm loans
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B Low Value Component Impact on Achieving SO1 Goals

The following table provides a review of LV progress on achieving the contract indicators

agreed to for the first phase

Table of Project Indicators for the Low Value Component

Indicator LOP Target Quantity/ % LOP
Value achieved | Target
Farmgate value of maize & 750 1150 153 *
beans (US$ million)
Export value maize & beans 20 17 85 *
(US$ million)
Exporters mitiate NTAE 25 16 64
activities (number assisted)
Packages developed and
demonstrated
- Number of sites (p a) 6 4,000 >66,000
- Farmers reached 9,000 150,000 >1300
Entities multiply and distnbute | a) Public/private and { a) 9 New firms 100% ~
seeds NGO’s multiply seed | multiplymg and
or distributing
b) Volume of [ b) Seed sales 500%
mproved seed sales | increase by 50%
mcrease by 5-10% | pa
pa
Commodity Specific market Information collected | Regional, local 100%
information collected and and disseminated and international
disseminated information
collected  and
disseminated

* Based on 1998 year end project statistics (Official UEPB figures for maize and beans

$28 7 million 143% of target)

A No baselmne figure stated in contract
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The project has achieved or exceeded most of its targets n the Low Value Component It 1s
expected that by the end of the 5" year the Project will have achieved all major targets There are
some qualitative indicators of progress, which should be added to the quantitative ones The
project has put n place a well-qualified team of technical assistants and has developed efficient
management of the component It has exceeded its targets by bemng proactive m creating
partnerships with a wide range of organizations It has performed subsector analyses that provide
sound guidance to choosing mterventions The creation of the stockist program has been
mnovatively managed and offers prospects for creating a sustamable system of outreach and mput

supply

The ADC 1s seen as a center of excellence and a leader in development of the low value
commodity sectors by the Ugandan private sector and the donor community The planming of the
World Bank extension program has drawn heavily on lessons learned by the ADCs grassroots
mtiatives m increasing agricultural productivity The GOU 1s increasingly looking toward the
Project as a model for implementing its modernization strategy. USAID Missions in the ECA
Region are more and more looking toward the IDEA Project to provide lessons in designing
projects to address the transformation of agriculture in Africa.

The project 1s still developing mformation on socio-economic 1mpact An impact study on
maize and beans has been completed These studies notwithstanding, 1t 1s difficult to get
conclusive information on household level socio-economic impact Momnitoring impact n the
low value commodities 1s difficult due to several factors Among these are the large numbers
of small holders involved 1n production, increased output 1s often consumed at the household
level, and, most of the production surplus 1s marketed through informal channels

Any estimate of economic impact made at this point 1s based on somewhat theoretical yield
figures Actual production increases attributable to project interventions will vary depending
on ramnfall and the precision of production management Output prices will also vary
accordingly Using an estimate based on seed sales and data on the adoption rates of different
technical practices, a best guess of the project’s overall economic impact 1s that 1t could be
generating additional mcome 1n the range of $5-7 Million a year Seed production and sales
are continuing to increase at a high rate With the continuing increase 1n availability of inputs
and the increase mn the number of demonstrations and adopters this figure will continue to
increase annually Based on the Project’s mvestment in the Low Value component, 1t would
appear that the project 1s achieving an excellent rate of return The project 1s putting 1n place
mnterventions that can eventually sustain growth without continued donor investment

This aggregate increase m mcome 1s spread over approximately 120,000 beneficiaries
Based on the aggregate figure above 1t would average somewhere 1n the range of $50 to $80
per household Households that apply the improved production technologies to relatively
larger areas and/or manage their production more efficiently could obtain increases 1n income
at a level which would have significant impact on improving their quality of life and ability
to move out of the poverty level and evolve from subsistence to commercial production
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The mmpact study done 1n 1997/98 for Maize and Beans 1s based on a comparative sample of
900 farmers 1n seven districts It found that for ADC beneficiaries, production costs per unit
area of Maize and Beans were higher than for non-beneficiaries because of seed purchases

However, these costs were more than offset by higher productivity and the resulting
reduction 1 umt costs of production Yields of beneficiaries were shown to be 20%-100%
higher than non-beneficianies Maize accounted for roughly 80% of the increase in income

Beans have a much lower yield to seed ratio and this accounts to some extent for the lower
contribution to mcome A large part of the increased output of beans 1s consumed on farm

This consumption in addition to providing mn-kind income also resulted in improved
nutritional status

An impact study for beans carried out in 3 districts in 1997 found that the ADC was
reaching 5,888 bean growers of which 4,836 were women (4,515 of which were 1n one
district) The area cultivated was 361 hectares over two seasons Returns to labor and mputs
were approximately 60% higher for one of the improved vaneties (K131) than for
unimproved varieties Income data based on mterviews with 60 farmers shows that project
beneficiaries had mcomes from bean production which were USh 20,000 to 50,000 greater
than income derived from bean production by non-beneficiaries Overall it was found that
beneficiaries had higher household incomes and larger proportions of their incomes are from
maize and beans Women beneficiaries have higher level incomes than women who are non-
beneficiaries Household income of both beneficiaries and non-beneficiaries had increased
substantially since the baseline survey done in 1995 but increases of beneficiaries were
greater than those of non-beneficiaries and beneficiaries achieved higher mcreases in mncome
from production of beans The study attributes some of these increases to output prices that
were substantially higher during the period of the study (1996/97) than during the period of
the baseline survey

Finally 1t should be added that work in marketing and mput supply 1s generating additional
mcome and employment At this point a rough estimate of additional jobs created by seed
production and mput sales 1s 1n the range of 200 - 300 But these programs are crucial to
achieving increases 1n production and theiwr impact should be judged from that standpoint as
well

C LV Issues, Constraimnts and Recommendations
1 Mamtam Project Momentum
It 1s important that the Mission maintam project momentum 1n all these areas of LV

interventions Every effort should be made to maintain the structures and institutional
knowledge that are in place
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2 Increased Technical Assistance for LV Component

Project leadership has developed a sound guiding vision for implementing the Low Value
Component and 1t has also developed well conceived interventions that respond to the
constraints and opportunities 1 the commodity sectors that the project addresses The scope
and impact of these interventions has been limited by the lack of technical assistance
necessary for implementation of activities on a wider scale Implementation of the technical
recommendations that are found 1n this report 1s dependent to some extent on providing
additional technical assistance Increased funding to other line items will have limited mmpact
without an increase 1n techmcal assistance

It 1s recommended that the Mission add resources to the Project to provide one more
expatniate LTTA and one more Local Specialist for the Low Value component This
expanded capacity would allow the Project to increase the scope of successful activities 1n
developing maize and bean production and further develop other low value commodities
This capacity could be further enhanced by providing the resources to fund the employment
of eight local field agents for a period of at least three years

3 Improved Monitoring of Impact

The momtoring process for the L'V component needs revision The current contract outputs,
mdicators, and monitoring systems developed mn 1993 are conceived in terms of process
mdicators rather than results The design relies on the assumption that 1f the process 1s
completed then mmpact will be achieved

National farmgate and export values, which are the higher level mdicators for the success of
the LV Component, are almost meaningless as indicators of impact They are difficult to
quantify accurately, and they cannot be directly attributed to the Project The Project 1s
having a substantial impact on mcreasing production but this increase needs to be tracked via
the Project’s interventions that contribute to 1t

Production, exports and prices fluctuate widely according to weather and market factors At
this point these factors have far greater bearing on exports than project interventions Also
the impact of the LV component can not be judged solely by looking at exports The
monitoring system needs to capture the effect on mncomes as a result of sales to internal
markets This may be more significant than tracking exports
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The number of demonstrations implemented has hmited value as an indicator 1f 1t 1s not enriched
by monitoring of adoption and information that permuts Project staff to assess the factors that
affect adoption and determune the best opportunities for ncreasmng production The number of
traders and clients assisted is equally weak as an mdicator if the content and results of that
assistance are not assessed. These weaknesses 1n the defimtion of mdicators and targets makes 1t
difficult not only to monitor progress but 1t also makes 1t difficult to make judgments about the
efficiency of Project interventions and relate mvestment to output A change to more meamngful
mdicators will require a more mtensive and costly momtoring system But the payoff to this
should be found m the information that 1s generated to shape interventions that have high impact
The results framework provided m Section XII should provide the basis for modifying the
Project’s momtoring system The indicators suggested in this framework can be used to develop a
monitoring system that tracks impact on production, sales and mcome

Based on the above observations 1t 1s recommended that the major indicators for success of
the Low Value component be changed to mclude the sales to nternal markets as well as
exports and that the monitoring system be modified to more closely relate promotion and
adoption of improved technologies to impact on household incomes

4 Targeting Producers and Markets

The Project should focus outreach efforts on creating structured, efficient production and
lmking that production to more clearly defined market opportunities In general this will
1mply a shift of emphasis toward work with commercial farmers and/or small scale farmers
that have the potential and commitment to evolve from subsistence production to commercial
production of quality produce Thus approach 1s highly consistent with the GOUs strategy for
modernizing agriculture

It 1s recommended that the Project review the factors that favor sustained adoption and high
productivity and target mterventions accordingly It 1s also recommended that the Project
more clearly define the market opportunities that 1t 1s targeting as well This exercise should
also be used to determine what other extension organizations and PVOs are doing and how
ADC can best use 1ts comparative advantage in developing Market-led production
development

5 Alternative Commodities
The ADC workload involved mn promoting beans and maize has left little time to focus on
other crops, and has been directed by the contract to target these commodities Nevertheless,

the Low Value Component needs the same latitude as the High Value Component to explore
and develop new opportunities on a market led basis
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The Project should mamtain 1ts core thrust on increasing maize and bean production but 1t
still needs to develop other crops that can widen economic alternatives and fit rotations
There are still no clearly defined rotational schemes for commercial farming Without these,
farmers wall resort to maize on maize with the resultant pest and fertility problems

There 1s a range of potential crops that may warrant further attention Generating supply for
the feed industry may also hold promise as a market opportumity The project has imtiated
some activities with groundnuts, sesame, sunflower and sugar beets and made some
investigations 1n to the feasibility of soybeans This orientation toward identifying other
commodities should be encouraged and fully sanctioned by the TA contract

6 Geographic Focus

Geographic focus per se has not been raised as an 1ssue but there may be linkages between
the geographic areas and the linkages to other markets and crops Changes mm geographic
focus, 1f any, during the second phase should be defined on the basis of market and
production opportumty and the overall resource envelope available to the project

7 Credit

Credit will always be problematical and will continue to be a constraint to the low value
sector This can be overcome to some extent by concentrating SO1 credit resources on the
areas that show the highest potential for increased income 1n the rural sector and using credit
mstitutions, whatever thewr weaknesses, as a means to mcreased production The LV
component clients can access producer credit via the ACDI/VOCA PL-480 Risk Fund and
also may obtain credit from the Centenary Rural Development Bank Ltd The ADC should
continue to identify, quantify and develop potential sources of credit and equate credit
resources to the production and export targets that are set for the second phase

There 1s a good potential for developing increased production with medium scale commercial
farmers One of the major obstacles to developing this potential 1s a lack of access to short
term production loans These loans are 1n the range of $20,000 to $50,000 per season The
Mission should place an emphasis on using its credit resources to target this client category
It should also use 1ts influence with the Ministry of Finance to obtain approval of EU Stabex
funds for financing the “Harvest Fund” proposal developed by the ADC

8 Production Technologies
The technologies available “on the shelf” are adequate for the Project to move forward with
its efforts to achieve increased production There 1s no need to continue to invest heavily in

local research support programs Any short-term needs for variety testing or developing
mmproved agronomic practices should be done on a contract basis
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The Project should be commended for mtroducing privately developed hybrids from outside
the country and thereby creating a precedent in Uganda for accessing outside generated
technologies This imtiative should be pursued by looking for technologies available from
all sources This should be seen as an opportunity to link to international seed companies
and provide openings for biotechnology engineered varieties

Some of the possibilities in this area may be 1n using genetic engineering to transfer disease
and pest resistance to Bananas, Maize and Beans Some work on bananas has been
undertaken by the FHIA m Honduras and by IITA This work should be exammed for its
potential to supply improved varieties to Uganda There are BT maize varneties being
developed n South Africa that may prove of interest

The ADC has already elected to focus on developing umiversal bean vaneties Support for
development of varieties for small scale subsistence level producers 1s being addressed by
CIAT, ECABREN and NARO Support to research on beans should be specific to
developing universal bean varieties that can be produced using mechamized production
CIAT has developed erect bean varieties for mechanized harvestmg The project should
explore the feasibility of adapting these varieties to Uganda Research contracts with private
companies and IARCs should be considered NARO may need to be included as a partner 1n
these arrangements to facilitate entry of new technologies m to Uganda

Fnally, the feasibility of using local deposits of rock phosphates and lime as an economical
way to maimntaining soil fertility may warrant investigation by the ADC
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111 HIGH VALUE COMPONENT
A Description of Activities and Project Progress
In the area of high value crop development the ADC works m four main focus areas
* Intensive technology transfer and traiming to active chents,
* Maintenance only for selected clients and commodities,
* Identification and training of additional processors and traders, and,
* Provision of customized marketing support and market analysis

The HV team carries out market analyses and marketing tnials to determune the sectors in which
Uganda can be the most competitive The HV team provides direct support to new and existing
firms m commodity groups that have been targeted due to their production and market potential
ADC HV crop support consists of assistance to large and small commercial farmers in the
production of cut flowers, fresh fruat and vegetables, and essential oils and spices  Since 1997,
the team has also been working on cocoa since 1t 1s an important export crop for small holders
The target client hst mncludes capital mtensive farms (farms that require a high mvestment
infrastructure such as green houses, wrigation and storage facilities), as well as labor-intensive
farms and groups of farmers

The IDEA project exceeded 1ts ife of project export targets in cut flowers, fresh fruit and
vegetables and essential oils and spices in 1998 The table below provides a review of HV
progress m achieving the contract indicators agreed to for the first phase

These achievements are impressive At the time the Project began it was starting from
scratch 1n these sectors or at a very low base It should also be noted that production 1n both
1997 (wet) and 1998 (dry) was adversely affected by El Nino, hence even greater
achievements should be anticipated in normal rainfall years

In the space of four years the value of high value exports being generated as a result of
assistance from the Project 1s approximately $20 Million per year The IDEA project 1s
defimtely contributing to solid growth in the sector and increased diversity of Uganda's
export base IDEA 1s essentially the only project supporting the HV sector m Uganda The
Project has defimitely proven that Uganda can compete 1n selected export markets

The progress described above would not have been possible without a pragmatic approach to

Project planming The ADC has developed a sound methodology for choosing priorities This
warrants mention as a major contributing factor to achueving the Project’s results
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Table of Project Indicators for the High Value Component

Indicator LOP Achievement % of LOP

Target (as at end of target Achieved
1998) *

Export value of flowers (US $ mill) 500 12 50 250

Export value of fresh fruit & 037 237 641

vegetables (US $ mill)

Export values of essential o1ls & 110 492 447

spices (US $ mull)

Estimated rural employment 1,400 3,950 282

flowers (person years)

Estimated rural employment 1n fruits 1,000 3,600 360

and vegetables (person years)

Estimated rural employment 1n o1ls 5,000 12,100 242

an spices (person years)

% women 1 flowers 40 75 188

% women 1n fruits and vegetables 40 75 188

% women 1n oils and spices 40 50 125

Number of research agreements 15 7 47

completed

* Based on 1998 year end project statistics

In developing commodity chams and sectors there are a broad array of constramts that can
and do arise They can be biological constraints that intubit production, regulatory constraints
that inhibit transport, financial constrants, cost constraints or problems of orgamzational and
management capacity

One of the advantages of the IDEA Project Design 1s that 1t offers the flexibility to intervene
where opportumity for mmpact 1s the highest One of the strengths of the ADC 1s the working
methodology 1t has developed for identifying opportunities and constramnts on an evolving basis
This methodology starts with an imitial market analysis to 1dentify commodities that are new to
Uganda or commodities that are being grown in Uganda that present opporturnuties for increased
earmings by increasing production efficiency and/or improving handling and processing

Promising commodities are further screened by production, processing and marketing trals that
permut the project and producers/exporters to gan a real world experience with the commodity
and 1dentify the constramnts to its development The decisions and priorities resulting from this
process are firmly grounded in hands on experience and are therefore lighly credible and useful
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for making Project management decisions on choosing commodities for focus, determiming what
constramts to tackle and what level of effort 1s warranted 1n each area.

Having promising commodity opportunities represents one side of the com The other side 1s
screening potential clients to determine 1f they have the necessary resources and commitment to
be successful producers, traders, exporters or processors

B Contribution of Project to Meeting SO Objectives

Although household level impact data 1s still very patchy (see section on M & E for suggestions
on how to better capture SO impact data) the evaluation team made an effort to use existing data
to estimate impacts of the HV component

The HV export sector 1s having positive mmpacts on food security and mcomes, as well as
reducing poverty and realizing nutntional and health benefits Impact studies on passion fruit
(1997), fresh produce (1997), roses (1997) and vanilla (1998) indicate incomes have mcreased for
participating farmers and exporters, however, more comprehensive figures are needed to
accurately document these benefits (see M & E section)

These mpact studies indicate that the project 1s contributing to mcreased competitiveness of
mndividual farmers and firms, increasing land and labor productivity Also impact studies suggest
that the project 1s linking the poor to markets

In 1997 the estimated number of beneficiaries from HV NTAEs were

Flowers and Plants 3,950
Fruit and Vegetable 3,600
Essential Onls & Spices 12,100
Cocoa 4,000
Total 23,650

In the flower industry we know that most of the 3,950 beneficiaries were as a result of new jobs
created. The impact assessment conducted for Rose farms mn Jan/Feb 1997 indicated that 65% to
80% of the employees were women and that the lowest cadre of employees earned approximately
Shs 462,000 per annum (264 working days) Employees at the supervisory level earned on
average Shs 878,000 per annum It 1s probably safe to assume one supervisor per 100 workers,
therefore total employment mncome was approximately Shs 1,841 5 million ($1 375 milhon) For
fresh produce the impact study of March 1997, ndicates a positive mcrease in mcome over the
period 1994 - 1996 Average household mcome for fresh produce producers increased from Shs
320,000 to Shs 1,150,000 For these households this represented an increase n the percentage of
household income coming from fresh produce production from 21% n 1994 to 49% 1n 1996
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The impact study on vamilla (April 1998) indicates that the net income per hectare from varlla for
smallholder farms 1s Shs 3,201,750 and Shs 5,120,000 for estate farms Of the farms engaged in
vanilla production, vanilla provided between 35% and 55% of total mcome realized from the
farm There are estimated to be between 2,000 and 5,000 vamulia producers The report estimates
that at least 2,500 men and women n vanilla have been impacted by the IDEA project

Most of the impact studies recognize that there 1s income and employment benefits being realized
through sectors providing services to the NTAE sector, but 1t 1s difficult to quantify There are
multipher impacts obtamned from mput supply, transportation and other services on the domestic
economy

C Speaific Constraints and Areas for Emphasis
1 Priontization of Commodities and Sectors

During the first phase the ADC has more clearly identified and prioritized commodities
according to their potential for growth and the investments m money and human resources
necessary to realize that potential For large commercial firms highest ranking for further
development 1s Cut Flowers (roses 1 particular) There 1s also good potential to expand the
production of flower "cuttings" (chrysanthemum) However, experience during the first
phase has led the ADC team to conclude that fresh fruits and vegetables have the potential to
outperform flowers 1f serious mvestors can be identified Work m this area should also be a
prionity Over the next phase they could achieve a big increase i exports

Cocoa, papain, vanilla and some fruits and vegetables are proven winners for small holders
and the project 1s targeting them for expansion Bananas (both cooking bananas for
local/regional consumption and apple bananas for export), and asparagus, although less
proven, show potential and the ADC will continue working on them

There hasn’t been much success with birds eye chili and other spices yet, although vanilla 1s
doing well, but ADC advisors feel prospects warrant further effort The HV team also sees
enough potential opportumties 1n mvesting 1 pack-houses and juice processing (e g passion
Juice) to warrant further in-depth analysis

Fmally, based on experience 1n the first phase, there are commodities which have proven to
be poor performers and are therefore being de-emphasized The specific commodities and the
reasons for this 1s as follows

- Essential oils, development of this sector 1s difficult There 1s a lack of nterested
mnvestors, production conditions are limiting, and the organization of the sector
requires more effort than the potential payoff would warrant

- Prospects for the development of dried fruits, vegetables and mushrooms mnto viable
commodity chains are poor Due to climatic conditions, it 1s hard to dry fruits and
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vegetables on a large scale, these commodities have been found to have limited
market opportunities and phytosanitary assurances are not possible

- Honey 1s considered to be a low potential crop Supply 1s limited and collection and
processing 1s difficult International demand 1s low for the quality of honey produced
locally

2 Emphasize Floriculture

There 15 a recognized need for more focused support to the floriculture sector There are now
18 flower farms (85 HA) m Uganda and the ADC team feels this can expand to 200 HA
This sub-sector has a large impact on export volume and foreign exchange earnings as well
as mmpact on rural employment (30-40 employees/ha, mamnly women) These farms are seen
as proneers of high-technology type enterprises and their success will have an effect on new
mvestment Special effort needs to be made to keep the floriculture sector moving forward
to achieve 1ts potential and to ensure agamst shding backwards and losing some of what has
been achieved so far

Floriculture 1n general and rose farming in particular 1s becoming more competitive This
emphasizes the need to improve business and production management and variety selection
These factors are becoming mcreasingly crucial for mamtaining competitiveness mn global
markets The HV team should play an increasing role in mmproving the management
capabilities of client firms and developing their capacity to follow and respond to market
shifts in vaneties

Emphasis 1n this sector should be on existing firms that i turn will lead to expansion of their
operations to benefit from economics of scale Locating investors to take over from
“problem firms” 1s also a priority New floriculture opportumties involving different flowers
should be mnvestigated

3 Airfreight and Handling

The availability of airfreight space and nefficiencies 1 cargo handling at the arport are two
important constraints that need to be addressed Regularly scheduled commercial cargo space
1s filling up, especially during peak periods, and there 1s still not enough demand to set up
regular charter cargo flights In addition, there are problems with delivery of commodities at
the airport with mcreasing numbers of exporters "on the tarmac" seeking cargo space This
has resulted 1n some exporters losing consignments Hence, there 1s a need to do some
consolidation of shipments and organization of exporters It 1s recommended that ADC
provide TA to help sort out these two problems Assistance should be provided to analyze
awrfreight options with charter and regularly scheduled flights to help negotiate contracts
which will ensure that adequate cargo space 1s available The project should also provide
assistance 1n analyzing how freight handling at the airport can be done more efficiently,
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looking at options for consolidation of shipments, providing extra storage space in the cold
store area and perhaps the establishment of a pack-house on site

4 Financing

Fmancing 1s still an important constrant to the development of the HV sector and there 1s a
need for the BAF umit to continue to seek new options (see the section on the BAF
component) Both the EU and USAID are mmtiating export finance schernes These may
provide relief to some of the larger exporters But generally, there have been a sufficient
number of defaulters m all the commodity groups and bank scandals to the pomt that the
project (and Uganda 1n general) enters an era of debt aversion

5 Increasing Competitiveness

The high value sector in Uganda has many natural advantages and the sector has the potential
for high payoff But 1t operates in a highly competitive global environment Maintaining
competitiveness requires that the sector be highly dynamic by closely following and
responding to market trends and requirements Ugandan firms and the Ugandan public
institutions that support agribusiness will need increased awareness of and ability to track
WTO regulations, mmporting country regulations, codes of practice, transport issues,
technology changes and lessons being learned in the sector world wide Much of this ability
comes only with maturity in the sector But this learning process can be fostered and
accelerated by the ADC by including 1t 1 1ts management and mformation programs The
Mission can support this effort in 1ts dialogue with the GOU This could include assistance 1n
policy analysis and also providing opportumities for GOU officials to benefit from lessons
learned 1n other countries

The ADC should contmue to address the code of practice on environment, employee welfare
and food safety Increasing HV exports necessarily means increasing reliance on chemical
inputs and the need to handle them properly to insure agamnst negative impacts on the
environment It should msure producers and processors are complying with food safety
standards of their targeted markets and that employees are receiving fair treatment

6 Improved Marketing Information Service
The ADC will need to mntensify 1ts market information systems by increasing ADC capacity
to provide high quality, timely market information to HV clients Price data 1s already

supplied on a weekly basis to clients, but clients and prospective clients are demanding
additional market information and analysis

7 Grants

The ADC should continue using grants to implement specific, relevant and well targeted
research work Costs should be shared with chents to mtroduce technological innovations
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8 Techmcal Assistance

The Project can obtain a high marginal rate of return to increasing Technical Assistance and
the use of Field Officers Implementation of the above recommendations will require the
addition of one expatriate and one local advisor LTTA to the HV component This would
bring the total number to two expatriates and two local advisors One group should devote
their time to work on HV crops that are produced by small-scale farmers (vanilla, cocoa,
papamn, bananas, to a lesser degree chili, ginger) The second group would focus on
Commercial Horticultural production (roses, other cut flowers, cuttings, fruit & vegetables)
and market development

In order to provide adequate support to the Technical Assistants the ADC should also recruit
5 Field Officers (IFOs) that would also be servicing LV activity at the district level

In addition to the four positions described below, the Project should continue to employ a
highly expenienced field advisor to provide additional one-on-one, hands-on TA 1n the field
The project has benefited greatly by the services of the field advisor that was provided by the
APDF Grant to Hortexa His services have enabled ADC to reach many more farmers

D Follow-on Issues and Planning for Second Phase

The range of activities chosen by the ADC are the result of the needs 1dentified via work with
clients during the first phase Overall the types of activities are appropriate and relevant The
ADC will need to continually assess and adjust the emphasis 1t places on specific activities mn
accordance with the payoff that they generate A revised results framework for the contract 1s
found in Section XII of this report This framework provides a better planning structure for
defining the High Value Component’s activities and indicators It does not change the
essential orientation of the component

Based on the progress achieved to date and the positive impact on SO1 goals it would appear
that the Mission would have every reason to continue with the component of the Project into
a second phase The momentum gained should be maintained Projections for continued
growth mn the High Value Sector made by the ADC appear to be reasonable Based on project
estimates of markets and production capacity i Uganda, 1t 1s estimated that key areas of
flonculture, fresh produce, spices and cocoa have the potential to double 1n value of exports
over the next 5 years

One of the important reasons for maintaining continuity and momentum 1n the Project 1s that
agri-business projects are extremely dynamic Creating the formal and nformal systems that
provide the information necessary to guiding interventions 1s the biggest up front investment
that a Project of this nature makes The ADC has invested much m generating and
maintamng the information base that permits 1t to refine 1ts decision making process to make
the optimal use of its resources This approach, as evidenced above, 1s paying off The
Mission needs to fully capitalize on this investment by sticking with the project and helping
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1t move forward with a mmmum of disruption Failure to continue the Project would be a
lost opportumity Failure to mamtain continuity would be wasteful Once the Project
dynamic 1s lost, 1t 1s difficult and costly to recreate Some sectors that are providing payoff
now could lose ground 1if support services are interrupted

Experience gained during the first phase has led to the following general conclusions for
shaping a second phase

- Increase services as much as possible by expanding ADCs ability to provide
specialized assistance to existing firms, promoting their sustamability,

- Continue support for new ventures,

- Contimnue to encourage diversification,

- Furthering commercialization of several well-established Ugandan NTAEs,
- Contmue to promote outgrower participation,

- Concentrate on technology transfer, business development and economic analysis to
attract new investments (essential to realize the potential of the HV NTAE sector),

and,
- Continue technology transfer in the form of one-on-one TA

There 1s a need to concentrate even more on high potential activities and in establishing a
sustainable group of producers and exporters who can establish Uganda as a reputable and
reliable supplier to export markets By the end of the next phase there needs to be in place a
sustamable core group of HV producers and exporters who can mnsure the industry can carry
itself 1n a competitive world There 1s considerable potential to expand HV exports, however
this will require a concerted effort to continue to provide targeted assistance to existing firms
to increase their competitiveness and increase their land and labor productivity They also
need continued effort 1n support of new ventures

The HV team needs to emphasize assistance on crops and clients where competitive
advantage has been demonstrated and market interest 1s high AND de-emphasize low-1mpact
activities without closing the door to new opportumities Some work needs to be placed on
looking for new opportunities, since diversification 1s still important and world markets are
dynamic The ADC will need to determine to what extent efforts directed to sustaming
existing HV NTAE firms are limiting their ability to assist in establishing new firms, and to
determine the right balance 1n thewr support Some HV producers can now stand on their
own, but there are still many who will need continued assistance to survive There 1s also a
segment of clients that have been assisted and the eventual payoffs are too small (or the
opportunity cost of servicing them 1s too great) so they should be weaned from ADC
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assistance

Work with small farmers can have a ligh payoff but it 1s TA intensive and requires
permanent outreach agents stationed 1n the field The abihty to expand HV NTAESs 1s hmited
by field presence, therefore there 1s a need to expand the number of field staff There 1s a
need to better integrate LV and HV assistance to small farmers in order to get more out of
Iimited resources at the district level
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IV.  BUSINESS AND FINANCE COMPONENT
A Description of Activities

The Business and Finance (BAF) component of the project was established to complement
the HV and LV components by providing business related technical assistance to ADC
clients in the areas of business and operating plans, financial mediation and referrals, and
agribusmess traming The BAF office was staffed with one expatriate LTTA and one Local
Adwvisor LTTA until September 1998, when the expatriate’s tour of duty was completed

This component started off with the flawed assumption that banks would change therr current
loan policies that require high levels of collateral and equuity to secure loans, to business
oriented loan practices that would provide credit based on business plans and earning
potential This has had a negative impact on achieving the Project’s goals and continues to
be a stumbling block to the various credit schemes that have been developed for promoting
business development The BAF m collaboration with the LV and HV components has, very
commendably, responded proactively to this situation by cultivating every possible
arrangement to access credit for thewr clients As a result the Project can now look for
potential financing from, the revitalized Export Refinance Scheme and the Export Credit
Guarantee Scheme, the ACDI/VOCA PL-480 Risk Fund, and perhaps eventually the Harvest
Fund They can continue to utilize the Consultants Access Fund (CAF) to provide support to
clients in developing bankable business plans, and they can continue to manage ATAIN to
provide support to distributors and stockists With additional funding, ATAIN has potential
for broad mmpact and rapid payoff

The Project has recognized the obstacles of bankability of chents/ventures in light of a
formal credit system characterized by high equity and quality collateral requirements and
high interest rates As a result, the Project has limited cost-sharing and grant resources to
share nisk It also seeks other avenues for funding for clients such as PL-480, importer
advances, payables credit, etc

The following table gives a brief description of each one of the different funding mechanisms
with which the Project 1s involved
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Business and Financial Linkages Component (BAF)

Sources of NTAE Finance for ADC Chents

Source/Scheme

Access Mechamsm

Beneficiary Chents

Extent to which accessed

1 Normal
commercial bank
credit

Clients assisted with
packaging financing
proposals and
applications, and

All Producers, traders,
exporters, mput dealers

Reasonable success, but
amounts small and for short-
term Commercial collateral
and equity required

mediation with banks
2 ADC-admistered | Credit guarantee to ATAIN distributors of S distributors with a total of
Scheme (ATAIN) input distributors for agri-mputs 106 stockists 100% credit
$96 000 funding by credit sales to rural recovery 1s being achieved
PL-480 for 3 years up | stockists Distributors Need for additional funds to
to 2000 sign ATAIN agreements expand program

with ADC
3 USAID/BOU NTAE exporters with NTAE exporters 3 ADC chents accessed the

Export Refinance
Scheme

export orders /
contracts Short-term
working capital funds
accessed through
commercial banks

(including those who sell
m bulk to relief agencies
eg WFP)

funds The scheme 1s being
restructured for recapitahising
with $5 million It 1s
liquidrty funding with normal
lending procedures but at
lower interest

4 Export Credit
Guarantee Scheme
(USAID/BOU)

Proposal by BOU to
establish credit
guarantee for
commercial bank loans
to non-traditional
exporters (guarantee up
to 75%) Guarantee
fund to be managed by
BOU

NTAE players Both
working capital and
mvestment

Not yet implemented but 1n
advanced stage Commercial
banks use own funds and
lending at normal commercial
bank terms and requirements
Guarantee fund only, no
Liquididty

5 Rusk Fund Scheme
(USAID / PL-480
funding to Coop
Bank

Normal commercial
bank credit procedures
Collateral required
Maximum of § 10,000
per borrower

Players dealing n food
securnity crops (beans,
maize and o1l seed)
mcluding farmers,
traders, processors,
transporters and mput
dealers

6 ADC clients have accessed
funds Still a lot of
bureaucracy with bank (many
applications pending)

Liqud funding (no risk
guarantee)

6 Consultant Access
Fund (CAF) Project
funds for Business
Development

ADC clients access
funding up to $4000 for
consultancy services
provided by local
consultants - cost share
25 75 (Client ADC)

ADC clients

Limited demand at the
beginning but have now
picked up Limited funds
available
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Source/Scheme

Access Mechamsm

Beneficiary Chents

Extent to which accessed

7 Community Based
Marketing System
(CBMS)

Grant to village based
associations with rural
mnput procurement
network

- Rural output traders

- Farmers (receive
premium price on
delivery)

Pilot funding (by USAID) of
US$100,000 Proposal for
additional funds from EU
Stabex funds 1s not yet
approved (ECUI1 2m)

8 Harvest Fund

Proposal for commercial
farm funding (special
funding for NTAE
commercial farmers)

ADC client commercial
farms

Proposal for EU Stabex
financing 1s pending with
Ministry of Finance

9 Foreign loans/lines
of credite g ADB
administered through
UDB under
restructuring

Clients requining large
and long term financing
assisted with business
plans and referred to
ADB

Large investments
requiring long term
finance

1 ADC client (flower and veg
grower) accessed the funds
and | application pending
with ADB

10 Other sources
through APDF
referrals (e g IFC,
PTA Bank FMO)
mvestment funds

A chent referred to
APDF for cost-share
TA APDF mediates for
financing once projects
are deemed viable

Large mvestments
requiring long-term
finance

Good success (especially for
flower growers) Demand for
services still there Some
venture capital

11 EIB ApexII
Financing Scheme

Medium/long-term
financing for private
sector

Large mvestments
requiring long-term
financing

Not accessed Administered
by Deloitte & Touche

12 Other
mechanisms e g
Commodity Exchange
and Warehouse
Receipts System

Proposals to assist
players market their
products and access
short-term credit using
warehouse receipts

All NTAE players
(farmers, traders and
exporters)

- Commodity exchange 1n
final phase of being
implemented

- WRS 1n proposal form

B Progress

As a result of BAF mediation, 18 separate loans have been obtamned for 12 chents from 8
different credit sources (7 banks and 1 commodity trader) The total of the loans obtaned 1s
$2,175,000 Girven the difficulties described above in working with commercial banks, this

1s an outstanding achievement

distributors that serve 106 stockists
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Progress toward the attainment of life of project targets are presented 1n the table below

Table of Project Indicators for BAF Component

Indicator LOP Target Achievement (as % of LOP
at end of 1998) Target
Achieved *
Number of firms assisted 50 34 68
Number of people trained in 750 725 97
agribusiness planning and
management

* Based on 1998 year end project statistics

Commercial banks are still a tough proposition Nevertheless the BAF team has managed to assist
chients 1n getting access to bank loan facilites ADC staff still think there 1s some ment m
contimuing to pursue some proactive banks such as Stanbic, Standard Chartered and Centenary
Bank This 1s warranted given the fact that these banks are now providing credit to ADC chents

C Constraints

Fmancial constramnts are still a major factor in mhibiting the growth of NTAEs These
constraints still need serious attention The BAF component needs to continue efforts to
support HV and LV clients 1n developing sound business plans, management training and in
leveraging commercial and donor assisted funds for its clientele The BAF component will
be most effective by being more systematic (strategic) 1n 1ts approach to assisting clients mn
obtaining loans through facilities which currently exist and 1 searching for new ones There
1s also a need to revise project performance targets to more realistic levels

D Lessons Learned

° Developing good business plans will not necessarily lead to access of financing

. Credit worthiness and limited collateral of clients are major constraints to accessing
financing

o There 1s still a lot that can be done to assist clients 1n accessing credit

o ADC assisted firms are considered by banks to be more credit-worthy

J Good busmess traming, sound business plans and referrals can help, still equity and

collateral are more important consideration for commercial banks
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E Follow-up Issues

The BAF component should take steps to follow-up on

Consultant’s Access Fund The project has been relying on this fund more, especially since
the expatriate LTTA departed The fund was onginally $25,000 under Specialized Activities
— Busmess Development Support and 1s now down to around $7,000 Anticipate using this
more 1n the next phase, and therefore should replenish this account

Export Refinance Scheme (ERS) USAID and IDEA have worked on making this scheme
more accessible for exporters It has the following features

Will increase hiquidity for credit accessible for non-traditional exports (NTEs) The
premuse that commercial banks have sufficient liquudity of ther own has not been
validly tested as a number of borrowers are still turned away

As a specific financial product, the scheme will continue to boost NTAEs

Previous constraints to the success of the scheme, e g, lack of specialised skills on
the part of the lenders and managerial weaknesses of the borrowers will be addressed
through training and TA

Unattractiveness of the scheme to commercial banks because of the low margins
allowed to the banks compared to the high costs of admnistration will also be
addressed

NTAEs, unlike previously, are growing stronger as a result of a number of
mterventions and TA, and have thus improved their creditworthiness

Limitations

The scheme still targets exporters (short-term credit on strength of confirmed export
contracts) Thus other activities down stream do not directly benefit from 1t
Constramts of collateral and equity requirements from the would be borrowers are not
addressed Thus a number of struggling NTAEs would st1ll be shut out

Export Credit Guarantee Fund Scheme (ECGFS) USAID has worked with BOU
getting this scheme 1n place It has the following features
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Guarantee for 75% recovery of commercial bank credit to eligible nontraditional
export borrowers Aimed at making NTEs financing environment favourable/
attractive by providing a lending comfort, by way of credit recovery assurance, to
commercial banks The guarantee reduces the non-recovery risks which has been a
big hindrance to accessing credit, especially for borrowers with inadequate collateral
The premise here 1s that commercial banks have sufficient hquidity to lend to NTEs



How beneficial will the scheme be to NTAEs?

NTAEs with madequate collateral, actually the majority of them do lack the
conventional urban-based collateral required by banks, will have access to bank
credit The guarantee will provide added collateral

The scheme’s eligible purpose 1s extended, includes non-working capital requirements
e g, mvestment in infrastructure such as cold storage, warehouses, pack-houses,
drying and packaging facilities These are critical for mcreased NTEs and yet a few
financing products for them are available in the banks Banks are largely interested in
short-term working capital lending

Extended loan durations makes 1t more attractive to borrowers

Interest rates may drop owing to the reduced default risk and lower costs of recovery

ACDI/'VOCA PL-480 Risk Fund with the Co-op Bank IDEA may be able to access this
fund for production-onented credit for farmers and traders

The component should also consider STTA to support economic analysis of investments 1n
pack-houses and juice processing (e g passion) and general competitiveness analysis

F Next Phase

BAF plans for the next phase should include
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Continue mediation to both HV and LV chients

Continue developing business and operating plans for large, medium and small-scale
producers Large firms can be referred to APDF Medium and small firm business
plans can be done in-house, or with STTA provided by the Project, or with experts
provided by the Consultants Access Fund (CAF) To the extent feasible the CAF
should be favored over bringing in STTA because 1t helps build local capacity
Oversight of business plans can be achieved by the use of the local expert on the
Project

Continue financial mediation for both long-term and short-term financing

Continuing working with ATAIN m input supply support Together with LV and HV,
the BAF component should mnsure expansion of ATAIN for broader outreach and
greater 1mpact

Contimue client assistance 1n record keeping

Continue to assist clients in management of outgrower operations
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Continue pursuit of accessing and leveraging assistance from other activities which
can assist clients in obtammng financial support for their busmnesses (ATAIN,
ACDI/'VOCA PL-480 Risk Fund, APDF, CAF, BUDS, Harvest Fund, Export
Refinance Scheme)

Either through STTA or local consultancies, the BAF component should also assist
ADC 1 establishing a record of farm or firm level data for key export crops ADC 1s
supporting This would include actual figures on cost of production, yields, and
returns so that an assessment can be made on how farmers are actually doing with
specific crops and some comparisons can be made among the various crops which are
bemng promoted The ADC team 1s assuming farmers are behaving rationally, making
money, but the Project needs more evidence and perhaps set some parameters (prices,
vields, production costs) for farm level profitability This should be done m
collaboration with the M&E component

Continue BAF as a Support Unit to the LV and HV Components The umt can
function with the local BAF Specialist and, apart from demand driven STTA, does
not need an expatniate LTTA This frees up TA LOE 1n the overall IDEA Project to
focus on the LV and HV Components



A\ ASSOCIATION STRENGTHENING
A. Description of Activities

As noted m the last evaluation, the assumption underlying this component was basically flawed.
The assumption was that broad-based commodity or group associations could be developed n the
medium term to provide support services, and ensure the continuity of ADC-type services for
NTAEs Although project targets were met, most of the NTAE support associations remain weak
and lack commutment from members It has been noted that 1t 1s only when mdividual firms
become strong that they then can begin to form strong associations Since Uganda 1s still m the
process of bulding strong firms, 1t 1s probably not realistic to expect to establish strong
associations 1n the near term unless they emerge on their own

ADC staff have provided the wide array of NTAE associations with considerable help mn
developing a vision, commodity support and i developing 1deas of services they can provide The
project has put a lot of effort in strengthening these associations without a lot of payoff
Therefore the project should not be preoccupied over the sustamnability of support orgamzations
The project can continue to help associations focus on provision of services where practical and
feasible and support associations as they would do for other chents

B Lessons Learned

. Associations will survive only if beneficiaries benefit permanently from the services
provided. What counts most 1s sustainability of income flows of beneficiaries

o Focussing on nputs (office space, equipment, etc ) 1s not enough and often distracts from
the important tasks like defining mission and the delivery of real services to a membership
base

. There are too many NTAE associations currently m Uganda, the Project could put a lot

mto all these associations and get low or no payoff
C Next Phase

ADC should look to support associations as they would assist other chients Work with them on
specific assignments and activities to help increase what they can offer members

The IDEA Project should as much as possible try to channel assistance through associations as a
way to mcrease the services they provide to members

The ADC team should continue to work with selected grassroots rural based farmers associations
In project areas
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VL.  EDUCATION AND TRAINING COMPONENT

A Description of Activities and Progress
The tramning program has been effectively used to further the goals of the Project Most
tramung has been well targeted and demand-driven The training component 1s a support

function for the entire project Much of 1ts achievement 1s captured via the other components

The Project has far exceeded 1ts targets in providing skills training As seen from the table
below most LOP targets had been exceeded by the end of the fourth project year

Table of Project Indicator for Research, Extension and Education Component

Indicator/Activity LOP Target Quantity/ % of LOP
Value Target *
Achieved

MSc students tramned (number) 6 5 83+
Makerere University departments 3 3 100
assisted (number)

Value of equipment delivered (US$) 180,000 196,000 109
Student internships (number) 60 68 113
NTAE courses (number) 25 140 560
Participants trained (number) 750 13,021 1,736

* Based on progress made in four out of the mitial five-year period

+ One MSc slot was used for alt Ph D program mn Ag Econ in which 10 candidates were
placed and 9 completed all courses

The Makerere Program for short courses m NTAE has been successful and popular with growers
and technmcians Makerere has had difficulty i establishing this on a sustainable basis The MSc
participant tramed m the US and assigned to developing the Agnbusiness program has only
recently been integrated mn to Makerere staff Makerere lacks staff with hands on experience n
agnbusmess and short-term courses depend on outside short-term lecturers provided by the
Project

The intern program has been particularly successful A number of mterns have been placed
permanently with producers after therr mternshup The program is begmmning to create a corps of
Ugandan agribusiness specialists in the NTAE sectors

The US MSc Program has had limited impact m achieving the Project’s goals Out of the four

participants that have completed degrees so far, only one 1s working in an area related to the
project
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The support to the Makerere PhD program i Agricultural Economics has enriched that program
but this activity 1s not directly pertinent to meeting Project goals and draws on scarce management
time

B Next Phase

The project should disengage from umiversity nstitutional building exercises The first phase
has afforded the opportunity to learn what training programs have been directly effective in
supporting the Project’s goals The second phase should concentrate on the traiming activities
that have direct payoff and suspend activities that have less direct impact and/or require high
levels of management time The Project should stick with areas that are unuque to the Project
and won’t be done by other orgamizations Based on this criteria, the support for developing
academic programs should be dropped Other institutions can provide support for this

The second phase should focus on specific, demand-driven, skills oriented tramning Major
areas for consideration under the second phase would be expansion of the intern program to
agricultural colleges, continuation of NTAE short courses and courses specific to technical
needs such as codes of practice and safe use of crop chemicals

The component 1s adequately covered by a local expert Recruitment of an expatnate LTTA
for this component 1s therefore not necessary
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VII. MONITORING AND EVALUATION COMPONENT
A. Description of Activities

The Momtoring and Evaluation (M&E) Component 1s mvolved in

° Routimne reporting on project mputs and outputs

e Collection of impact data through commodity impact assessment studies, socio-economic
and household mmcome data.

. Production of the Agri-Busmess Highlights magazine
° Assisting USAID with reporting requirements (CP, R4s, etc )

The mam challenge this component faces 1s the lack of readily available data on the agncultural
sector Secondary data sources on export data are, however, improving and are fairly reliable on
the HV side (air freight statistics) The ADC 1s seen as a source of HV export data which 1t gets
directly from exporters and air freight figures However, there 1s a tax disincentive to report full
levels of official exports, resulting mn a fair amount of under-reporting

On the LV side, export data 1s not bad on official/formal exports, but a lot of L'V exports pass
through mmformal channels which does not get recorded and mformation 1s patchy at best In
general, household level data 1s not very rehable and there 1s no system m place m Uganda to
collect this type of data. AID agencies (e g WFP) have some data, PL-480 has some data on
mazize, beans, oilseeds and cassava FEWS project assists with precipitation information

The M&E component has undertaken a number of impact studies on selected export commodities
However, they have turned out to erther be mcomplete or inconsistent, making comparisons and
aggregation of data difficult

The BOU mn collaboration with relevant government organs, has established a commuittee on
International Trade Statistics The commttee comprises projects and mstitutions mvolved n
exports and mmports (Ministries of Fiance, Tourism, Trade and Industry, Agriculture, Uganda
Revenue Authority, Uganda Export Promotion Board, Bank of Uganda, ADC, etc) They have
been actively encouraging different stakeholders to contribute toward the streamlining and
mmproving rehability of import and export data. The ADC’s local Monitoring and Evaluation
Specialist 1s on this team This helps to consolidate the pieces of nformation which are bemg
collected and to make some comparisons
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B Achievements

The M&E component s basically good at momtoring project mputs and outputs and achievement
of targets The monitoring system n place {Agribusmess Impact Monitoring Systems (AIMS)} 1s
responsive to performance indicators and USAID reporting requirements

The M&E component responded to the last evaluation recommendation to improve estimates on
household income The component commissioned a number of mmpact studies (covering maize,

beans, flowers, fresh produce, and vamilla) There 1s, however, need to consohdate this
mformation and continue to fill in gaps (see suggestions below)

C Constramts/Opportumties
Secondary data 1s poor, unrehable, especially at the household level Macro level data concerning
low value production, yields and consumption 1s also poor The component should seize all
opportumties to work with other stakeholders to greatly improve data on NTAEs, maize and
beans production, crop forecasts, etc This 1s a far reaching constramt, addressing 1t entirely 1s
beyond the scope of a single project such as IDEA

D Lessons Learned
. Can not rely on secondary data.
o Need to increase coverage and rehiability by working with other stakeholders

. Will need to collect primary data on some of the key commodities the project is providing
assistance on

. Can use export data to provide reasonable estimates for most of the HV export
commodities which go through formal channels

E Follow-up Issues

. Need to improve 1mpact data, mncreasing coverage and filling in gaps

. Need to work with USAID on completing a revised results framework for the Project and
revising indicators to capture more data on Project impact on technology adoption, yields,

production, trade, and household income

. Need to work with the BAF umt in collecting farm management data
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F Next Phase

This component 1s functioning well under the management of a Local Specialist The program
should continue momnitorng and reporting on progress In project mmplementation It should
redefine 1ts impact momtoring program to better capture the impact that the Project 1s having on
achieving SO 1 goals, particularly in the Low Value component (see recommendations below)

The Montoring and Evaluation Umt should continue collaboration with other stakeholders,
including the International Trade Statisics Commuttee (ITSC), PL-480 ACDI team, WFP, UEPB
and FEWS Recommendations on improving impact data monitoring are discussed below

HYV -- Since most HV crops are exported formally, 1t 1s possible to compile export figures from
reliable sources The project has good mformation of the structure of producers in varulla and the
rose mdustries to make estimates on mcome and employment impacts from export figures It 1s
recommended that ADC undertake studies which will provide a sumilar background for the other
key (big impact) export sub-sectors (other cut flowers, fresh produce, papain and cocoa) such that
reliable impact figures can be derived from export figures According to the M&E advisor this 1s
probably not a difficult task for cocoa, papain would probably be reasonable since there 1s only
one major exporter, they would just need to estimate the number of producers, average
yields/production and establish a baseline (the project has some of this information already)
Bananas would be more problematical but could be done 1n some way focusing exclusively on
project areas The main problem with bananas 1s that formal exports may only capture a very
small fraction of total exports since a lot are exported mformally to regional markets Also there
1s not a clear marketing channel for matooke and the majonty of production 1s consumed on the
domestic markets

LV -- Getting rehable impact data on maize and beans 1s also a bit difficult Hence, the M&E
component needs to focus mostly on project areas One recommendation 1s to undertake surveys
m project areas to get profiles on maize and beans producers to get a picture of production
practices, adoption rates and associated yields for different categones of adopters Then by
tracking maize seed purchases by region one could make some estimates regardmng yields and
mcome 1mmpacts The M&E advisor thought this was feasible in most project areas especially
where an input supply and distribution network exists He thought the component could work
with extension agents on a system simular to this

Other recommendations/observations
The project may need to do more spot momtoring of selected border sites during appropnate
seasons to keep up some estimate of informal trade (at least m regard to direction of flow,

commodity mix, seasonality patterns and an estimate of volumes)

USAID may have to live with impact data from project areas (rather than national data) on the LV
side (including bananas) Most of the HV impact indicators can be captured nationally
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The project 1s contributing to important multipher benefits through the purchase of mputs and
support services m the domestic economy To-date attempts to capture this information have not
been successful The ADC team should do some specialized surveys to estimate this impact n
targeted areas
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VIII MANAGEMENT COMPONENT
A Description of Activities and Progress

Management of the ADC has been well executed This 1s evidenced by 1its success m
achieving a high level of impact, high staff morale, efficient execution of tasks, well
executed work planning and reporting, and the creation of a wide array of partnerships to
leverage resources and increase project impact These successes are complemented by the
ADC’s reputation for leadership and techmical excellence among clients, government
agencies and donors

The Management of the ADC englobes a wide range of functions summarized as follows

- Team building and leadership,

- Program oversight,

- Orgamization of technical planmng and reporting,

- Fiancial planming, accounting and voucher submissions,

- Home Office Liaison,

- Logistical Support and Personnel Administration,

- Orgamzation of Steering Commuittee Meetings,

- Techmcal and orgamzational supervision of the Grants Component,

- Representation of the ADC at government, donor, private sector and technical agency
forums,

- Liaison with AID and Participation in Mission Planning Exercises,

- Obtamning AID approvals/concurrence,

- Advisory services to other USATD Projects,

- Information and haison with foreign and local business concerns,

- Oversight of agreements with partner institutions (PVOs, Makerere University,
NARO and Associations),

- Development of mstitutions to assume ADC’s role after the Project

The ADC 1s the victim of 1ts own success which creates an ever-mncreasing load 1n providing
mformation and performing representational, advisory and haison functions As this
continues to increase the Management Component is approaching overload Changes in
USAID’s planning process (reengineering) has also increased the burden on ADC
management time, as have changes m Mission staff with the attendant reassessment of
activities and priorities The COP has addressed the problem of management load by
cultivating local staff to assume mcreased responsibilittes Many of the logistic support
functions have been assumed by a local staff member Local professional staff are being
called upon to assume more representational and haison functions

B Sustainabihity

Development of replacement orgamizations as stipulated in the ongmal COP terms of
reference has proven for a vaniety of reasons non viable as an approach to achieving



sustamability of ADCs services Accordingly less effort 1s being devoted to this function

Sustainability can slowly be achieved 1n the various sectors with mncreases m the number of
successful operations Associations will progress with the increase m number and
competence of firms Many options have been explored to create a sustainable ADC capacity

Local consulting firms lack experience and demand from donor orgamizations for therr
services are high This makes consulting for the private sector less attractive, unless of course
1t 1s donor funded ADC services can only be replaced over time as the local sectors evolve
and more expernienced consultants are generated by these sectors

C Conclusions

The Project design for the second phase needs to consider management load when
developing activities Activities that have a high management cost should be screened out
The ADC wall have to be rigorous m choosmng activities and partners that offer the prospect
of a lugh payoff This means that they will have to be more selective in choosing partners
and not attempt to accommodate too many collaborators This, however, 1s easier said than
done The ADC 1s seen as the center of expertise for agricultural development and as a result,
the Mission counts on the ADC to provide guidance and support to PVOs, NGOs and local
associations The ADC cannot rebuff these partners without damaging relations for both the
ADC and the Mission It 1s suggested that the ADC more rigorously define critenia for
interventions (particularly m the Low Value Component) to screen out partner activities that
are not, by virtue of activity, client or geographic focus, lughly pertinent to increasing market
oriented production

The Chief of Party needs the resources necessary for hiring a professional admimstrative
officer Attempts to recruit locally for admimstrative staff have not worked out The contract
may need mncreased resources to hire expatriate adminustrative staff In the event that the
Grants Component or an equivalent resource 1s assumed under the TA contract, the contract
will need to provide an additional staff member to handle the increased management load
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IX GRANTS MANAGEMENT

The grants element of the IDEA Project was designed to provide operational funding for selected
research and extension activities that supported the goals of the project It works m tandem with
the Agribusmess Development Center (ADC) which provides packaging of grant proposals and
technical oversight to the work carried out under the grants awarded under thus component
Grantees are prequalified by the ADC and are essentially clients of the ADC

The USAID Mission admmsters the grants program Critenia for the grants are established by the
ADC and are based on the relevance of the Grant to the Project’s goals of mcreasing NTAEs
Applications are reviewed by the Project Steering Commuittee Applications that are approved are
forwarded to the USAID Mission for implementation of a Grant Agreement or an implementation
letter depending on the grantee The Mission provides financial oversight and accounting for
grants The amount earmarked for grants under the first 5 years of the Project 1s $3,313,650 The
amount awarded to date 1s $2,224,700 and the amount disbursed 1s $1,215,979 A total of 38
grants/sub-grants have been awarded.

The Tables found m Annex 2 provide a full description of the grants provided to date A list of
cost-sharing activity within the Institutional Contract Specialized Activities 1s also included. A
projection of grant requirements for the second phase has been made

A Progress and Impact on SO1 Objectives

The progress and 1mpact achieved by the Grants program 1s captured under reporting on the High
Value and Low Value components of the Agribusmess Development Centre These components
could not have been fully effective without this resource

B Issues and Recommendations

Many of the smaller grantees are relatively new, fragile, small associations or private firms
which are not geared to the rnigors of grant management and have relatively low
organizational capacity for implementation There are too many grantees that don’t have
sufficient capacity to implement a grant, their performance 1s low and the effort required to
improve 1t would 1mpose a heavy management burden Mission management resources are
shrinking and the capacity to manage this component 1s accordmgly reduced The relatively
large number of grants and the number of grantees with low management capacity make the
Grants Component management intensive Another related 1ssue 1s the disconnection between
technical oversight and financial management The ADC has technical oversight but no
authority over disbursement of funds or ultimate accountability This deprives the ADC of
the leverage 1t needs to get performance

It 1s currently foreseen that approximately 18 grants will need to be made over the rest of the
life of the project Estimated funding total for these 1s $1,200,000
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The ADC has experience 1n operating a smaller pool of funds termed ‘Specialized Activities’
which are included under the mstitutional contract The Project should assess the needs for
small grant resources and shift funds to the TA contract for direct management of this
resource At the same time simpler mechamsms should be found for achieving the same ends
Purchase orders for fixed fee contracts could be explored as an alternative and, direct
purchase of inputs and payment of labor directly by ADC might also be simpler than doing a

grant 1n some cases

The Project has two organizations that receive relatively larger grants and have reasonably
strong grant management capacity These are NARQO and the APDF

NARO The grants to NARO have been particularly useful m providing improved varieties
to the Low Value Component and have provided some support to the High Value Component
n vegetables, bananas and cocoa ADC has provided sound technical and financial oversight
to the NARO Maize and Bean Program Grants Technical management has been done with a
market led perspective of obtamming the varieties desired for the sectors as opposed to an
nstitutional building approach which would place more emphasis on research program
management The time allotted to TA for research oversight 1s too little to permit thus latter
approach Institution building 1s not the purpose of the research support offered by the IDEA
Project This being said, the level of funding for these programs 1s substantial and this level
of mvolvement would ordinarily be accompanied by more TA for advismng on overall
research planning and management IDEA 1s not a research support project and should not
have the burden of funding total research programs or providing program oversight By
hmiting itself to the research outputs that are strictly needed for achieving 1ts outputs the
Project could pay much less for the same result NARO receives support from several donors
and JARCs If the Mission decides that 1t wants to provide support for NARO 1t should do 1t
with an intervention that is especially designed for that purpose

Now that the Project seems to have and adequate array of varieties of maize and beans 1t may
be less dependent on NARO but the research programs will still need support and
collaboration

It 1s recommended that the grant to NARO be phased out and that future work with NARO
be funded via research contracts under the TA contract for very specifically defined needs

APDF The APDF grant has been very productive In collaboration with ADC the grant has
been used to fund sub-grants to provide key techmical services to the ADC clients 1n business
and production management and preparation of busmess plans for credit applications The
second phase of the Project will require similar types of technical services at a fairly high
level The current arrangement has proven satisfactory and should be maintamned It 1s
recommended that the APDF grant be maintained under Mission management and that 1ts
funding level be increased to cover the needs projected to be $400,000 for Phase II of the
Project
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Host Country Counterpart Funds

Under the PROAG (SOAGQG), the Project also receives counterpart contributions from the GOU
through the MTTI which goes directly into a separate account, Developing Export Agriculture
The amount agreed upon with the GOU was USh 1 billion over 5 years These funds are used for
a variety of purposes with concurrence from the ISC  Unfortunately, the amount and frequency
of funding 1s unpredictable

These funds were programmed for support of the following activities

- The Market Information System (USh 160 Million),

- Market Contact Visits to overseas buyers and trade shows (USh 450 Million),
- International Traimng and Conferences ( USh 352 Million),

- IDEA Steering Commuttee ( USh 28 Million)

To date the Project has recerved USh 282,753,000 (about 28% of the agreed amount) Of the
amount received there 1s a balance available of approximately USh 73 Million The payment
of the GOU has been on an wrregular basis  Uncertainty about the availabihity and regularity
by funds forced the Project to cancel the employment of the Market Information Manager
position and cancel subscriptions to market information services Travel to trade shows and
conferences has been curtailed

Given the financial difficulties that the GOU 1s experiencing 1t 1s unlikely that the full GOU
contribution will be forthcoming but 1t 1s crucial for some areas which are admimstratively
difficult to fund from the USAID portion of the grant These are International Travel for
Trade Shows and Conferences and travel and meeting costs of the ISC

Costs for operating the Market Information System could be transferred to the USAID
portion of the grant If possible, within the limits authorized by the TA contract, 1t would be
preferable 1f the Market Information Specialist position be funded under the TA contract
because 1t would put the MIS specialist on equal footing with other local specialists, and the
ADC would not be required to manage employees operatmg under different systems

It 1s therefore recommended that costs of the MIS be transferred to the USAID funded
portion of the Project and that every effort be made to sensitize the GOU to the potential

losses 1 1mpact that may occur by limiting Uganda’s presence m international trade events
and reducing support to the ISC

Annex 3 provides further background information on counterpart contributions
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X OBSERVATIONS AND CONCLUSIONS

Uganda lags far behind many countries 1n Africa in Agricultural Technology During the
seventies and eighties, while many countries were gong through the green revolution and
subsequently, structural adjustment, Uganda was plagued with problems of civil strife and
political instability Wiath the return of political stability m the mineties, Uganda 1s focussing
on development and 1s striving to move forward economically But, 1t 1s restarting from a
low level of capacity mn both the private and the public sector In agriculture, the models for
success 1 the sixties and seventies were based on parastatal schemes These are still the
philosophical reference points for many Ugandans but the technical competence that made
them successful has been lost over time and liberalization has rendered them invalid as a
model for agricultural development

The long period of political turbulence led not only to a loss of ability to plan agrnicultural
programs but a loss of the ability to produce at the farm level There has been a reversion to
subsistence production Cash crops have suffered from lack of sectoral organization and
techmical support Staple crops are largely grown on a subsistence basis  Use of mnputs 1s
low, production 1s mefficient and the surplus that 1s generated for export or off farm
consumption 1s primarily the result of abundant land and favorable rainfall As a result,
production varies widely from year to year

Development of the high value non-traditional agricultural exports, requiring both capital and
know how has suffered from the same problems Much of the capital and managenal talent
left the country m the eighties It 1s only now that a strong private sector capacity In
agnicultural 1s beginning to take form

The question was raised during the evaluation concerming the opportunity of mnvestment 1n
other areas as opposed to IDEA This question goes beyond the scope of the evaluation and
can’t be answered thoroughly without knowing more about the potential of other areas of
mnvestment, be them 1n agniculture or elsewhere But there are some general lessons that one
can gain from the IDEA experience Overall, 1t would seem that Uganda’s comparative
advantage still lies 1n 1ts favorable climate and availability of land and water Its relatively
low level of mstitutional and human resource capacity probably precludes its emulating
experiences in other third world countries where low salaries attract large investments 1n
manufacturing and techmical services Agniculture should logically present the area of
greatest opportunity for increasing exports and household mncome for some time to come
Relatively small mvestments in maize farming or participating in outgrower schemes can
create viable small enterprises and employment at a significant rate

Potential USAID 1nvestments in other sectors will be plagued by the same institutional
weaknesses encountered by the IDEA project There 1s a lack of planning, management and
worker skills m both the public and private sector that seems to be common to all sectors
Investments 1n almost any sector will be confronted by theses same obstacles This is an area
that 1s not easily remedied Formal training can help but overall the only solution 1s for a
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significant number of the workforce to benefit from working in successful and efficient
enterprises and services where they can obtain experience and reference powmnts for sound
practices This can only come with time and going through the slow process of creating
more examples of success

Uganda 1s typical of many countries that have embraced hiberalization It has gone through a
first phase of liberalizing the economy by taking off controls and divesting itself of
enterprises that compete with the private sector It 1s now entering 1n to a more complex
phase of defiming the productive role that the state can play in providmg regulatory services
that enhance the functioning of the private economy

The GOU has been supportive of the IDEA Project and the general government attitude
toward mnovative approaches to development 1s favorable As evidenced by the
Modernmisation Strategy for Agriculture, the government 1s striving to develop new visions
and strategies for economic growth This process will take time before 1t results 1n strategies
that can serve as frameworks to devise policies and regulatory practices There 1s a high turn
over 1n political leadership at the ministerial level and there are few senior technocrats who
can oversee the planning and policy 1ssues of the government Middle level civil servants are
still anchored n the precepts of a state run economy and are either resistant to change or are
hesitant 1n approaching the private sector Nevertheless, this process can be fostered by
assisting the relevant mimstries to learn from experiences m Uganda as well as other
developing countries

IDEA 1s umique m Uganda It 1s probably the only Project that addresses on the ground the
total spectrum of production and marketing functions necessary to increasing the
competitiveness of Ugandan Agriculture It 1s a proving ground for Uganda’s Agricultural
Modernisation Strategy Many of the donors interviewed felt that IDEA 1s contributing
much to the learning process mvolved m designing and implementing agricultural programs
i Ugandan agriculture

The Mission should take full advantage of IDEAs expenience m developing its dialogue with
the GOU and other donors A more systematic review of the lessons learned by IDEA could
serve as a starting point 1 refining the articulation of specific policy constraints that have
broad implications for private sector development The IDEA Project however, should not
be overburdened by refining the policy issues and lessons learned from 1ts implementation
This could be done most successfully by providing outside expertise that has the time to
digest and articulate the lessons learned Some of the areas that warrant more explicit and
systematic documentation and sharing with other partners are

- experiences with credit and financing,

- lessons learned 1n shipping, handling, cargo and cold chains,

- the role of Public services in supporting exports,

- policies favoring private input supply,

- approaches to development of private and public institutional capacity,
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The IDEA Project’s achievements, as well as expectations for the Project, should be judged
with an understanding of the low level of institutional capacity with which the Project 1s
confronted

The project 1s getting a good return on mvestment The Project 1s currently spending
approximately $4 Million per year It 1s making a major contribution to generating exports mn
the range of $30- 40Million per year A large portion of this sum 1s value added to the
Ugandan economy and 1s spread over a large number of beneficiaries There are increasing
amounts of secondary benefits and multiplier effects, which could be added to these primary
benefits

Reasonable planning projections of what the project can achieve 1n exports by the end of the
next phase are m the range of $80 Million Straight line projections based on the rates of
growth achieved n the first phase show that the project could achieve annual exports n
excess of $100 Million However, this rate of growth 1s contingent on continued increased
mvestment m the sector, continued access to credit and reasonably stable markets for the
major commodities such as roses Some payoff to vamilla and cocoa can be achieved by
mmproved production practices of existing plantations and 1mproved post harvest practices
But major increases i these commodities will not be achieved until additional area 1s planted
and comes m to production At least five years will be required before significant export
mcreases can be achieved from expanded area of these two commodities

Many of the Project’s interventions are getting over the more labor intensive “start up” phase
and expansion of these can happen more spontaneously now that successful models are 1
place and more experience has been gained by producers, traders, exporters and banks This
should allow for the project to get more return to its investment in TA The lack of capacity
of consulting firms, associations, and public services require that the Project invest
considerable time m oversight of implementation and momtoring The recommendation that
the Project devote more effort to targeting and momtoring impact will increase TA workload
m the ADC

Some savings can be made in TA time by focussing at higher levels and on activities that
have a high payoff, but TA will continue to be stretched thin and a high payoff can be
achieved by providing for technical assistance resources to the project It’s not advisable to
be over prescriptive n dictating what the project does It needs some latitude to determine
when and how 1t can make the shift to areas of greater opportunity Partnering can help, but
the Project needs to retain a leadership position m the activities with which 1t 1s associated to
guarantee consistency and coherence 1n approach
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XI RECOMMENDATIONS

The LOP of the IDEA Project has automatically been extended to coincide with the Life of
Strategy The Current Strategy Agreement ends mn 2001 and will need to be extended to
cover the extended phase of the contract, which ends 1n June of 2004

Major results can be achueved during the life of the SO1 strategy However, creating a
significant number of sectors that have the expertise to access technology, finance and
markets on an evolving and sustainable basis 1s a long undertaking The work undertaken by
the Project requires a long term strategic framework Ten additional years from the present
would be a reasonable time frame to achieve maturity m most of the commodity sectors in
which the project 1s currently engaged
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It 1s recommended that the Mission review the life of the SO1 strategy to determine
the length of time necessary to achieving major changes in economic sectors that will
result 1n sustainable income ncreases for rural men and women In the opinion of the
evaluators, based on case histories from other countries, and the fledging state of
development in Uganda, another decade 1s a realistic commitment for NTAE
mterventions

Every effort should be made to mamntam project momentum and continuity It 1s
recommended that the IDEA Project be extended at least through 2004 and that
adequate resources be provided to the ADC to fully seize the opportunities offered for
achieving and monitoring impact on increasing Non-traditional Agricultural Exports

With the exception of the grant to APDF, the Mission should phase out the current
USAID managed grants program Resources from the Grants element should be used
for the same purposes but should be managed to the extent feasible by the ADC
Also, to the extent possible, simpler mechanisms such as direct purchase of inputs and
fixed fee contracts for services should be use 1n place of grants

Reorgamze the Agribusmess Development Center around two components, the High
Value and Low Value and transform the other components into support units

Conduct during the next year an analysis to better define populations and markets to
be targeted by the Low Value Component

Redefine the Scope of Work for the ADC (including targets, indicators and outputs)
based on the Results Framework proposed 1n this Evaluation and the findings of the
evaluation

Adjust Momtoring and Evaluation system to track newly defined indicators and
gather impact data
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Keep open opportunities to conduct an analysis of additional commodities and
technologies to target during the second phase

Discontinue support to the NARO Maize and Bean Program and do research contracts
for specifically 1dentified research tasks

The Mission and the ADC should develop a strategy that prioritizes use of credit
resources and concentrates these resources on achieving the most mmportant results
wrrespective of credit management mechanisms

Suspend activities related to public mstitutional support that do not contribute directly
to Project Results

Devote more effort mn the Low Value Sector to developing efficient, quality oriented
production and marketing systems



IDEA PROJECT EXTENSION

SCHEDULE OF ACTIONS REQUIRED

1999 2000
No (AL TION RESPONSIBILITY ) M J S N J F
1{Evaluation SO1, Eval Team
2|Mission review SO1, PPD, DIR, CO
3|Revisions/clarifications S01, Eval Team
4|Action memo 501
5{Mission decision DIR 5/28
6[/CO Adwvises Chemonics on intent to
exercise option, incl requirements co 5/31
7|Chemonics submits response Cll 6/4
8|Chemonics prepares & submits
proposal cli [
9iMission review S01, PPD, DIR, CO
10|Mission negotiates counterpart
contribution with GOU/MTT! S0O1, PPD, DIR, CO
11{Misston prepares SOAG, signed by
GOU SO1, PPD, DIR, CO ]
12]Mission prepares MAARD to extend
project, add additional funds S01, PPD, DIR, CO
13|CO negotiates contract CO, Cli
14|Contract signature CO, Cli 9/30
15]Obhgation of funds CO, DIR 12/31
16|Effective date of extension CO, SQ1, Cll 2/24
17|Commence implementation SO1, Cll 2/24




XII ILLUSTRATIVE RESULTS FRAMEWORK FOR THE IDEA PROJECT

A USAIDs SO1 and Country Strategic Plan

A proposed results framework for the second phase of the IDEA Project 1s shown below The
proposed framework takes mto consideration the USAIDs Country Strategic Plan for Uganda
(FY 1997-2001) The IDEA Project falls under two of the three mamn SO1 components,
namely increase 1n non-traditional agricultural exports and mcreased productivity of selected
food products

The key indicators to measure 1n this regard are volume and value and yields and outputs of
selected NTAE products which are covered by the followmg mtermedhate results

- (IR 1 2) Increased non-traditional agricultural exports

- (IR 1 3) Increased production of food products

- (IR 1 7) Increased adoption of improved production and post harvest technologies
- (IR 1 8) Increased access to markets

Under the Country Strategic Plan, USAID recogmzes that increased non-traditional
agnicultural exports will be achieved by concentrating on yield improvements through
mmproved technologies and seed varieties, diversification through 1dentification of new crops,
and strengthened processing and marketing systems to allow greater access to regional and
international markets

B IDEA Project Results Framework

The key strategies in achieving increased rural mcomes and production, marketing and
exports of selected NTAEs will revolve around mcreased production efficiency, input supply
and utilization, access to markets, increased marketing efficiency, agnicultural processing and
provision of support services to exporters

As seen from the project results framework below, these strategies will be accomplished
through direct mvolvement of the Low and High Value TAs In addition, TAs from the
Business and Finance, Research and Traimng and M&E umts will provide support in the
areas of training, dissemination of research findings, business planning and access to finance
and management for results to ensure that project goal and objectives are being met

With respect to the Results Framework for the Low Value Component, there are three
concerns which should be addressed The first 1s to define the indicators that can be
extrapolated to provide more accurate information on 1mpact on mcome The second 1s to
choose mdicators and targets which will dwrect the shifts in emphasis toward quality
production The third 1s to define indicators that capture results as opposed to process

54



IDEAs goal dictates a strategy based on increasing NTAEs as the optimal way to mncreasing
rural incomes This focus 1s appropriate for the High Value Component because there 1s a
relatively direct relationship between increased HV exports and increased income For the
low value component, imposing an export focus i1s not as appropriate Contributions to
increased mcome for rural men and women can be increased and measured internally within
the Ugandan economy

It 1s recommended that the Project Purpose Statement for the Low Value Sector be modified
to reflect the importance of producing for mternal markets as a means to creasing
household incomes (e g increased rural incomes from trade of commodities n the low value
sector) This modification does not fundamentally change what the project will do It simply
helps rationalize and mmprove the logical framework under which the LV component
mterventions are implemented and judged
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RESULTS FRAMEWORK FOR IDEA PROJECT

INCREASED RURAL HOUSEHOLD
INCOMES FROM SELECTED LV AND HV
COMMODITIES

INCREASED VALUE FROM PRODUCTION AND INCREASED VOLUME AND VALUE OF

MARKETING OF SELECTED LV COMMODITIES BY SELECTED HV EXPORTS
COMMERCIAL AND SMALL SCALE PRODUCERS
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RESULTS FRAMEWORK FOR LOW VALUE COMPONENT

INCREASED RURAL HOUSEHOLD INCOMES
FROM SELECTED LV COMMODITIES

INCREASED VALUE FROM PRODUCTION
AND MARKETING OF SELECTED LV
COMMODITIES BY COMMERCIAL AND
SMALL SCALE PRODUCERS

v ! v

INCREASED USE OF EFFICIENT
PRODUCTION TECHNOLOGIES

\

INCREASED MARKET EFFICIENCY

(leCREASED SUSTAINABILITY
Reduced transportation costs

OF INPUT SUPPLY

cien )

Use of improved crop husbandry ®  Increased number of suppliers, Price premium

Use of improved seed and fertilizers distnbutors and stockists Increased volumes marketed
No of small scale adopter ®  Increased number of farmers Increased incomes

No of emerging commercial farms ®  Increased demand for mputs

No of farms accessing production credit
Increase in output and yields

VETPUUUIRN

Reduction 1n unt costs

/

N

/

.

)

v v v v v v v v v
Generation of Promotion of Functioning Input Seed Multiphed & Market Rural Qutgrower Increased Agnicultural
Efficient Production Efficient Production Supply System Distributed Information Agricultural Imtative Exports Processing
Technologies & Post Harvest System m Marketing Promoted
Technologies No of suppliers No of private sector Operation Systems (RAMS) No of No of exporters
No of research distributors and participants outgrower No of firms
contracts No of technologies stockists MKIS reports No of private schemes Volume &
from external sources Volume and value disseminated sector participants value of Quantity
No of vanetal & Sales volume and of seed multiphed No of producers commodities processed
agronomic trials No of post harvest value of seed and distributed Crop forecast data No of rural exported (both
handling systems in fertihzers & other disseminated buying centres Volume & formal & Value of
No of technology place mputs value of informal) processed
packages developed No of market No of producers commodities products/value
No of field No of firms analysts selling through produced No of firms added
No of new products demonstrations practicing safe use RAMS accessing
measures No of producers exporter finance
Price premium & schemes
No of firms recetved accessing credit
accessing credit
Volume & value
of commodities
marketed

vz
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RESULTS FRAMEWORK FOR HIGH VALUE COMPONENT

INCREASED RURAL HOUSEHOLD INCOMES
FROM SELECTED HV COMMODITIES

l

INCREASED VOLUME AND VALUE OF
SELECTED HV EXPORTS

v

INCREASED CAPACITY OF FIRMS TO RESPOND TO GLOBAL MARKET

REQUIREMENTS

Increase m number of products and markets
Increased efficiency and competitiveness
Increased output of selected HV commodities
Increased export volumes and values

v

v

R

v

v

'

INCREASED CAPACITY OF SECTOR TO PROVIDE
EFFICIENT SUPPORT SERVICES TO EXPORTERS
e Reduced handling and shipping costs
e Increase in use of facilities
e Increase i volume of operation

v

v

v

Efficient Production Increase m Market Quahty Increased Volumes Agricultural Improved Arwrport Consolidation of Export
Technologies Opportunities Improved of Production Processing Handhng System Freight Regulations
Promoted Promoted Favour Increased
MKIS reports No of post harvest No of producers No of private sector Capacity Exports
No of Field demos disseminated handling systems n No of firms participants
place Volume & value of Frequency No of pohicy/
No of Vaneties No of new products commodities Quantity No of handiing regulatory
and markets Price premium processed facilities Destinations interventions
No of Tech recetved No of outgrower
packages No of exporters schemes Value of No of exporters
utihsing info Market share processed using factlitles
Sales value of inputs No of producers products/value
No of exporters No of firms adopting accessng production added
No of Adopters accessing finance code of conduct/safe credit
use measures

|

.

Research Activities

Promotion of Products

No of Research No of trade shows
contracts attended
No of New products No of importers buying

No of Varietal and
agronomic trials

No of Tech
packages

Ugandan produce
No of products

No of producers &
exporters

NF
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AGRIBUSINESS DEVELOPMENT CENTRE PROPOSED ORGANIZATIONAL CHART
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USAID DIRECT ASSISTANCE TO IDEA CLIENTS

Grants to The High Value Crops Component
GRANTEE

UVAN Lid

MAIRYE Estates

MAIRYE Estates

Kasirye Agro-Mixed Farmers

Ziwa Horticultural Exporters Ltd
UAWMPE

Nsimbe Estates

National Agricultural Research Institute
Horticultural Exporters Assocration
Fruit Park Ltd

Uganda National Vanilla Association
NUSPA Shea Butter

Total

Grants To The Low Value Crop Component
GRANTEE

National Agric Research Organization (1996)
National Agric Research Organization (1997)
National Agric Research Organization (1998)
National Agric Research Organization (1998)
Makerere University (FAF)

Uganda National Farmers Asscciation
Multipurpose Training and Employ Association
Seed Multiplication Program

Total
Grand Total

*International Finance Corporation (APDF)
*Sub- Grants From the $350 000 Grant
SUB-GRANTEE

Hortexa

Mellisa Flowers Ltd

MK Flora Ltd

Uga Rose Ltd

Equator Flowers

Commodrity Exports Intemational
Hortexa

Others Pending

Total

Total Grants

COMMODITY
Qil Crops
French Beans
Flowers
Vanilla
Flowers
Mushrooms
Flowers

Fruits & Vegetables
Fruits & Vegetables
Fruits & Vegetables

Vanilla
Shea Butter & Oil

COMMODITY
Maize & Beans
Maize & Beans
Maize & Beans
Maize & Beans

Simsim

Maize

Mawze & Beans
Maize & Beans

Medium/Large Bus

COMMODITY

Fruits & Vegetables

Flowers
Flowers
Flowers
Flowers
Seed Production

Fruits & Vegetables

AWARDED
$40 000
$30 000
$18 000
$28 800
$40 000
$40 700
$40 000

$100 000
$72 000
$54 000
$56 000
$25 000

$544,500

AWARDED
$162 000
$304 000
$286 176
$198 240

$22 000
$11 200
$100 000
$275 000

$1,359,200
$1,903,700
$350 000

AWARDED
$35 000
$35 000
$35 000
$35 000
$30 000
$35 000
$46 000
$70000

$321,000
$2,224,700

DISBURSED
$7 042
$27 150
$6 965
$20 050
$40 000
$37 690
$33 316
$79 626
$55 500
$40 854
[
$0

$348,193
DISBURSED
$159 227
$240 718
$168 516
$29 108

$7 541
$11200
$100 000
$88 542
$805,853
$1,215,979
$61 933

DISBURSED

$61 933
$1,277,912

STATUS

Ended 02/28/99
Ended- 05/31/98
Ended 05/31/98
Ended 06/30/98
Ended- 05/31/98
Ended- 01/01/99
Ended- 06/30/98
Ended 09/30/97
Ending 10/286/99
Ending 04/30/99
TBD

STATUS

Ended 12/31/96
Ended-12/31/97
Ended 03/31/99
Ending 03/31/00
Ended 02/28/99
Ended 12/31/98
Ending- 06/30/99
Continuous

Ending 02/28/00
STATUS

Pending

Pending

Annex 2

DISBURSEMEN"
Reimbursemer
Reimbursemen
Retmbursemen
Reimbursemen
Reimbursemen

Advance
Reimbursemen
Advance
Advance
Reimbursemen
Advance

Cancelled before

disbursec

DISBURSEMENT
Advance
Advance
Advance
Advance
Advance
Advance
Advance

Purchase Order

Advance

DISBURSEMENT
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Annex 2 Contd

ADC SPECIALIZED ACTIVITIES - COST SHARING AGREEMENTS PROJECTED THROUGH 2/24/2000

Uncommitted

Grantee Total Cost Chent Share ADC Share Total Budget Balance
Seed Muitiplication & Distribution Low Value
Mweru Genral K131 20700 10700 10 000
Govinda/Kinnya White Haricot 44 000 22 000 22 000
Buwome Sehe Foster Soyabean 6534 2709 3825
SAFA Maize Bean Extension 12 495 9 495 3000
Miscellaneous 38 000
Total Seed Multiplication & Distribution 76 825 76 490 (335)
HV Research
KARI NTAE Plots 13 000 10 000 3000
HORTEXA Passion Fruit 15 960 6 500 9 460
RECO Industnes Papain 14 320 5740 8 580
J&H Flonculture Summer Flowers 35280 25 280 10000
Nile Roses Bouvardia 48 744 38744 10 000
KARI Banana Programme 33 500
COREC Cocoa Programme 44 000
KARI Vegetable Plots 1 500
Miscellaneous 12 000
Total HV Research 132 040 85 707 (46 333)
LV Market Information
MNS 10 700
Miscellaneous 106 000
Total LV Market Information 116 700 189 508 72 808
HV Market Information
Miscelianeous 125 000
Total HV Market information 125 000 133 389 8 389
Business Development Support
Kingo Women Passton Fruit 8 000
Consultant Access Fund 32 000
IPS French Beans 3740
House of Spices 76 000 44 000 32 000
Miscellaneous 198 000
Total Business Development Support 273740 290 686 16 946
Support to Private Sector Associations
Uganda Flowers Association Show 3060
Uganda Flowers Exporters Association 16 000
HORTEXA 11 000
UNVA Radio Pregramme 6 000
Miscellaneous 24 500
Total Support to Private Sector Associations 60 560 37 472 (23 088)
SPECIALIZED ACTIVITIES TOTALS 784,865 813,252 28,387

é!



IDEA PROJECT Annex 2 cont'd

PROPOSED GRANTS ACTIVITY FOR PHASE II

GRANTEE/ACTIVITY 2000 2001 2002 2003 2004 TOTALS

NARO MAIZE 50 000 40,000 30,000 20,000 5,000 145,000
NARO BEANS 40 000 30 000 20,000 10 000 2000 102,000
NARO HV HORT 10,000 10,000 10,000 10,000 3,000 43 000
NARO BANANA 5,000 5,000 5000 5000 2,000 22,000
NARO COCOA 10 000 10 000 5000 5,000 2000 32,000
UFEA FLOWER VARIETIES 50 000 20 000 20,000 10,000 5,000 105,000
UFEA GREENHOUSES 40 000 10 000 10,000 10 000 5000 75000
HORTEXA PHH 20,000 20,000 10,000 10,000 60 000
HORTEXA PRODUCTION 20 000 20,000 10,000 10,000 60 000
UNVA VANILLA 5000 10,000 5,000 20,000
ENTEBBE AIRPORT 20,000 20 000 10 000 5,000 55,000
LV SEED INDUSTRY 50,000 50,000 40,000 10,000 150,000
LV COMMERCIAL FARMS 50 000 50,000 20 000 10,000 130,000
LV NEW CROPS 20,000 10,000 10,000 1,000 41000
TO BE IDENTIFIED 50 000 50 000 40,000 10,000 10,000 160,000
TOTAL 435 000 350 000 250 000 131 000 34,000 1 200,000
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UNITED STATES AGENCY FOR INTERNATIONAL DEVELOPMENT
USAID/ KAMPALA UGANDA ADDRESS
chzom 2190 féﬁ%?w Uganda

1 ‘9 5RAY 1998

\. .

b

Mr Emmanuel Tumusiime Mutebile

Permanent Secretary/Secratary to the Treasury
Ministry of Finance

Kampala

Dear Mr Tumusiime Mutebile

RE  COUNTERPART FUNDS FOR THE INVESTMENT IN DEVELOPING EXPORT
AGRICULTURE (IDEA) PROJECT

Reference 1s made to 1) a letter from USAID to the Ministry of Trade and
Industry dated November 21, 1997 (attached) and 2) a letter from Ministry of
Trade and Industry to Ministry of Finance dated December 16, 1997 (attached),
in which the issue of erratic and declining host country local currency
contribution from the Government of Uganda (GOU) in support of the USAID
Investment in Developing Export Agriculture {(IDEA) project has been brought to
your attention The USAID Mission i1s concerned that there has been no
response from the Ministry of Finance and as a consequence, the activities of
the IDEA project continue to be compromused by lack of local currency funds

As you are aware, the Investment in Developing Export Agriculture (IDEA)
project 1s being jointly implemented by an agreement between USAID and the
Ministry of Trade and Industry Under the project Grant Agreement signed by
the Government of Uganda (Ministry of Finance) and the United States Agency
for International Development (USAID) on September 28, 1993, the IDEA
project was to receive host country contribution in the equivalent amount of
$1,000,000 or USh 1 billion over 4 years These contributions have been
erratic and considerably short of the amount specified in the agreement For the
two fiscal years 1995/96 and 1996/97, the total GOU contribution has been
USh 151,427,000 or about 30% of the 1st and 2nd year target Moreover, all
GOU counterpart funds received were exhausted as of December 1, 1997 and
no funds have been received for GOU fiscal year 1997/98 As a consequence,
certain critical activities have been jeopardized

This letter i1s to re-emphasize to you that it i1s imperative for the GOU to meet its
obhgations as set out in the agreement Without GOU contributions IDEA will
have to be re-evaluated and activities run the risk of being severely curtailed or

Plot 42 Nakaasero Road Kunipals Telophone (256 041) 235879 242896 241321 244087 Fax (256 041) 233417 233308
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eliminated altogether. Obviously, we sincerely hope that we will be able to
continue all activities and achieve the goals which we have worked together to
identify It is with thus in muind that | am requesting that we meet at your
earliest convenience to discuss how we might mutually resolve this issue

Sincerely,

RN

Donaid B Clark
Mission Director

cc Mr. Ralph Ocan
Permanent Secretary
Ministry of Trade and Industry

*----------



MEMORANDUM

Agribusiness Development Centre (ADC)
Uganda’s Investment 1 Developing Export Agriculture (IDEA) Project

Date October 7, 1997 FO-79
To Ron Stryker COTR ‘7%

P / _—
From Clive Drew, COP % LA /744""
Thru Gaudensia Kenyangi, A/PMS
Subject IDEA Counterpart Funding Negative Impacts

Under the PROAG, dated September 28, 1993, IDEA was to receive host country
contribution 1n the equivalent amount of $1,000,000 over the 1utial 5 year life of the
project, amounting to 4% of USAID’s contribution (other goods and services excluded)
Our host munstry 1s Trade & Industry

The first year of the project commenced 1n February 1995, (after protest of the 1nitial
contract award 1n September 1994 was resolved) but funding had not been appropriated for
the GOU 1994/95 FY Therefore, 1t was agreed between USAID and GOU that IDEA
would receive the equivalent of $250,000 per year over 4 years, commencing in the
1995/96 FY

Contributions have been erratic, of various amounts and considerably short of the agreed
amount For the two fiscal years 1995/96 and 1996/97, the total GOU contribution has been
USh 151,427,000 or about 30% of target Our last remittance was 1n May 1997

We have various commitments/obligations for the current year and these expenditures are
1n excess of any funding within the nstitutional contract

What are some of the impacts of not having this funding

Market Information System The ADC clients have always expressed the need for
accurate and timely market information We responded to this need ana established a
market information office in the ADC that operates with counterpart funding It has a
Market Information Manager, computer with internet hookup and subscription to a number
of trade information sources We produce weekly High Value market reports and Low
Value reports twice a month which are widely circulated to ADC clients who find them
very useful The centre also performs custom market surveys There 1s close collaboration
with the MTI Market News Service, FEWS and UEPB Market information 1s a valuable
service performed by the ADC

Market Contact Visits A large number of international market contact visits and trade
fairs are funded with local currency This provides the opporturuty for Ugandan producers
and exporters to mahke direct contact with overseas buyers, to display their commodities and
to witness quality standards, packaging, phytosanitary standards, shipping and receiving
logistics, product condition on arrival, and what the competition 1s offering This one-on-



one exporter buyer contact 1s very important as a confidence builder Most of these visits
are to Europe, although some have also been made to the PTA region and the Middle East
Commodity groups include fresh produce, flowers and spices We recently sponsored a
joint stand with the Coffee Development Authority at the Royal Show and an extubition at
IFTEX flower show m London (where several of the Ugandan exporters attended at their
own expense)

International Traimng/Conferences Again, the aim 1s to link Ugandan producers and
exporters with mternational entities, since we are dealing with exports 1n a competitive
world Local currency has funded events such as traimng on essential oils and vamlla in
China, the International Consultation on Tropical Fruit (where Uganda was appointed the
Africa region Chairperson), farmer visits to Kenya, etc We have several major traimng
event commitments This includes sponsoring 25 rose managers and interested parties to
Zumbabwe 1n early November and to the Dutch auctions m early December There are also
about 4 other conferences that qualified NTAE clients are normally sponsored each year

IDEA Steering Committee The IDEA Steering Commuttee (ISC) 1s the overall body
providing guidance to the project It comprises 16 private sector and public sector
stakeholders and 1s instrumental 1n steering the project on such matters as geographic and
commodity focus, 1t provides nput to our annual work plans and approves them, 1t
approves USAID grants under IDEA, 1t approves the counterpart funding expenditure
requests, and members provide input during project evaluations The ISC has been actively
mvolved over the life of the project and without funding to facilitate 1t and allow field visits
to project sites/ beneficiaries the ISC would disintegrate

Although counterpart funding to the project 1s less than agreed, and erratic 1n frequency and
amount, 1t 1s a valuable complement to funding provided to IDEA from USAID The funds
can also be utilized 1n an expeditious manner, since they are held in a local bank account,
once received, and ISC approval 1s the only requirement Without funding, all of the above
activities would have to be canceled Without market information, market contact visits,
international exposure and an active steering committee the project would falter There
would be a deterioration 1n stakeholder interest since ADC services would be curtailed,
sense of ownership would be lost and we would become just another donor project, with
Iimited direct assistance to NTAE development The overall loss of morale would
precipitate this decline



MEMORANDUM

Agribusimess Development Centre (ADC)
Uganda’s Investment m Developing Export Agriculture (IDEA) Project

Date November 24 1998 FO-157
To Ron Stryker COTR

From Clive Drew COP

Thru Gaudensia Kenyang1 A/PMS

Subject IDEA Counterpart Funding

I refer to former Memo FO-77 attached hereto which gives a brief account of counterpart
funding under the IDEA project

The PROAG stated there would be the equivalent of $1,000,000 provided by GOU over 4
GOU fiscal years 1995/96, 1996/97, 1997/98 and 1998/99 During the first 2 fiscal years
we recelved USh 151,427,000 then nothing during 1997/98 except for some bridge funding
of USh 29,120,000 from USAID after our appeal to keep some critical programs runmng

In the budget submissions to GOU for FY 1998/99, 1999/00 we requested amounts of USh
405,000 000 and USh 365,000,000 respectively This 1s shown 1 the attached budget
submission Due to the efforts of USAID 1n discussing the matter with the Minustries of
Finance and Tourism, Trade & Industry we have received some funding in 1998/99 To
date, the amount 1s USh 66,666,666 but we have no assurance of when the next release will
be made or the amount (although I heard on the grapevine that it will be about USh
15,000,000 and will be released by Christmas)

The difficulty we have 1s not knowing the amount or timing of releases from GOU, which
makes 1t almost impossible to do any forward planmng The track record shows amounts
are much lesss than requested or what 1s shown in the GOU budget Prior to the recent
releases we had to terminate our market news officer and publication of our regular news
bulletins We had even suspended our IDEA Steering Commuttee (stakeholder) meetings

If we had a mecharusm whereby there was a reasonaCble guarantee that funds would be
available, our programs would be more active, and 1t would supplement what 1s available 1n
the Chemonics institutional contract, and the USAID direct grants 1n support of NTAE
development GOU cannot make any budget guarantees, so what would be 1deal 1s a
mechamsm that would underwrite the budget by making up any GOU shortfall

Over the next 3 years our budget submissions shall remain at $250,000 per year (or their
equivalent 1n USh at the prevailing exchange rate Our assumption 1s that GOU will make
good on about $100,000 per year, leaving a shortfall of $150,000 Anything that USAID
can do to accommodate this shortfall would be appreciated and would allow us to fully
execute our annual work plans



Ministry of Finance
PiP/Development Budget Estimates Form

Budget Head TRADE AND INDUSTRY
Project Code AG51 (A) - 109/CRPS/93
Project Name DEVELOPING EXPORT AGRICULTURE Districts Project Manager
Address
Old ProjCode -
1997/98 Budget 1998/99 Planned 1998/99 Submussion 1999/00 Submission
; oo BT !ﬁf;o v ' Zaial OF
Expenditure
100 - Fixed Assets
CONSTRUCTION AND BUILDINGS
MACHINERY & EQUIPMENT 0 060 0063 0 060 0069 0060 0040
ROADS
TRANSPORT VEHICLES
TRUCKS
CARS/PICKUPS 0080
OTHER FIXED ASSETS
200 Payments to Personnel
211 LONG TERM EXPERTS 1400 1470 1200 1380 1200 1000
221 CONSULTANTS 0620 0651 0570 0655 0570 0200
231 LOCAL SALARIES & WAGES 0180 0189 0230 0 060 0325 0230 0060 0 300 0 060
241 INCENTIVES & ALLOWANCES 0720 0756 0925 0048 1112 0925 0 048 0910 0048
300 - Non Wage Goods and Services 0 000 0000
311 TRAINING 1 000 1050 1410 0150 1771 1410 0150 0 800 0100
321 VEHICLEQO & M 0 060 0063 0085 0025 0123 0085 0025 0090 0025
331 CONSUMABLES 0010 0011 0025 0012 0 041 0025 0012 0030 0012
341 UTILITIES 0050 0053 0095 0 008 0117 0095 0008 0095 0008
391 OTHER GOODS & SERVICES 0750 0788 0900 0052 1087 0900 0052 0935 0052
400 - Taxation 0 000 0 000
411 TAXATION 0016 0016 0 050 0050 0 050 0 060
TOTAL EXPENDITURE 4 850 0016 5108 5 500 0405 6 730 5500 0405 4 480 0 365
Funds Secured 4 850 0016
Funding Gap
FOREX RATE 1050 1150
PRINT DATE 09-Feb-98



GOU CONTRIBUTION TO IDEA PROJECT TO DATE

Date Rec'd 1995 1996 1897 1998 1999
Oct16 85 | 18 750000
28 125 000
Dec 05 85 9 375 000
Jul 09 96 10 547 000
Oct 01 96 5 308 000
Nov 08 96 8 860 000
Jan 06 97 7 077 000
Feb 10 87 17 141,000
Mar 26 97 9 346,000
May 19 97 6 854 000
Jun 05 97 8 225,000
Jun 05 97 11 127 000
Jul 04 97 10 692 000
Oct 01 98 33 333,000
Nov 02, 98 33 333 000
Jan 06 99 16 667 000
Mar 23, 99 32 993 000
May 03 989 15 000 000
56 250 000 | 24 715000 | 70462 000 | 66 666 000 | 64 660 000 | 282,753,000

Balance on account ( Un Recon )

73 554 632

- b1



MEMORANDUM

Agribusiness Development Centre (ADC)
Uganda’s Investment m Developing Export Agriculture IDEA) Project

TO Mr Ron Stryker, SO1 Team Lead/cr 108
FR Clive Drew, Chief of Party /é/&wv

-

THRU Diana Atungire A/PMS
DATE
SUBJ IDEA Counterpart Funding

We hereby request approval for bridge funding Our counterpart funding has been exhausted
with no unmediate relief 1n site Whereas action 1s being taken with Muustries of Trade &
Industry and Finance to address the problem, realistically we cannot expect an immediate
resolution or flow of funds You were certainly able to share the sentiment of the IDEA
Steering Commuttee at the meeting yesterday, and also the important guiding role the ISC plays,

something we would not want to see disintegrate due to lack of funding

Some areas are of critical importance/time sensitive so the following budget represents what
IDEA and 1ts Steering Commuttee consider to be priority funding activities over the next 6

months These items are normally covered with counterpart funds

Bridge funding requirements are shown 1n the attached budget This 1s considered an absolute

bare bones budget, nothing more than a maintenance program

If you can source funding, then payments can be made directly to the Investment i Developing
Export Agriculture account (which 1s the separate counterpart funding account for IDEA) on a

monthly basis, or other arrangements that are most convenent

Obviously we would appreciate any assistance you can 1dentify, given the critical nature of
items such as meeting payroll obligations for the Market Information Manager And we do

cross our fingers that GOU can meet its obligations



IDEA LOCAL (GOU COUNTERPART) CURRENCY BUDGET

Market Information Manager position
6 months @ USh 1 520,000 per month
(December 1997 - May 1998, inclusive)

Field support activities for Peace Corps
Volunteers assisting IDEA
@ USh 1,000,000 per PCV (5 no )

Maintenance support for IDEA supphed
equipment to Makerere Umversity

@ USh 500,000 per month (6 mo )

High priority Trade Fairs & International
Conferences @ USh 3,000,000 each (2 no )

High priority Market Contact visits
@ USh 3,000,000 each (2 no )

TOTAL

USh 9,120,000

USh 5,000,000

USh 3,000,000

USh 6,000,000

Sh_6.000.000

UsSh 29,120,000



Annex 4
IDEA STEERING COMMITTEE (ISC)
MEMBERSHIP ROSTER
ORGANISATION SUBSTANTIVE MEMBER ALTERNATE

Minstry of Tourism, Trade & Nimrod Wamiala Mr JO Ama
Industry Sr Adwvisor

United States Agency for Ron Stryker Gaudensia Kenyang:
International Development (USAID) | SO1 Team

Horticultural Exporters Association
(HORTEXA)

Sam Kibalama-Katumba
Chairman

David Lule
Executive Commuittee

Uganda Gramn Exporters Association
(UGEA)

Mr Sharma
Lira Millers

Uganda National Farmers’
Assocration (UNFA)

Hon Chebet Maikut

Augustine Mwendya
Chief Executive Sec

Uganda Floricultural Association

Harriet G Ssal:

(UFA) Chairperson
Uganda National Vanilla Association | Aga Sekalala Mrs Ida Batwala
(UNVA) Chairman

Uganda Flowers Exporters
Association (UFEA)

Vincent Ssenyonjo
Chairman

Uganda Export Promotion Board
(UEPB)

Robert Rutaag:
Executive Director

Mr Silver Ojakol

Ministry of Agriculture, Animal Daniel Nsubuga-Kikoyo

Industry and Fisheries (MAAIF)

National Agricultural Research Prof Joseph Mukuib1 Dr C Tizikara
Organisation (NARO) Director General

Makerere Unmiversity Faculty of Dr EN Sabuti Dr M W Okot

Agriculture & Forestry

Assoc Prof and Dean

Uganda Investment Authonty (UIA)

Kyoratungye Karamente A
Agnbusiness Investments

Ms Grace Kyokunda

Min of Finance, Planning &
Economic Development

Mrs Florence Kuteesa
Ag Asst Commissioner

Grace Murengezi
Econormist

The United States Peace Corps

Ms Portia Williams
Assoc Drrector

Volunteers i Overseas Cooperative | Daudi Kalusa Amos Mwesigye
Development (VOCA) Country Director, Uganda
IDEA Project Clive Drew, Chief of Party Mark Wood




Annex 5

Uganda IDEA Project External Evaluation
Scope of Work

I Background

The Uganda Investment in Development Export Agriculture (IDEA) project is an mutial five-
year USAID-funded program effort implemented through an mstitutional contract with
Chemonics International Inc  The contract 1s a level-of-effort, estumated cost plus fixed fee
contract In addition to the contract, the IDEA project provides funding for grants 1ssued by the
USAID SO1 office, which have technical oversight by the mstitutional contract The project’s
current dates are February 1995 - February 2000 The institutional contract has a pre-competed
option to extend services for an additional 4 33 years According to the contract, USAID may
decide to extend the PACD to June 23, 2004 or some wntermediate date by amending the
project IDEA’s project purpose 1s to mcrease production and marketing of selected Ugandan
nontraditional agricultural exports (NTAEs) The overall goal 1s to increase mncomes from
selected nontraditional agricultural exports Increasing and diversifying Ugandan NTAEs will
contribute to increased national foreign exchange earmings and increased incomes for male and
female producers, exporters, and others mvolved in NTAE transportation, processing, and
packaging The IDEA project 1s a key component of USAID's SO1 office contributing to the
strategic objective of "increasing rural household incomes"

Section C 7 of the IDEA contract states that USAID and the Contractor will undertake a
detailed review and evaluation of the 5-year contract’s scope of work, budget, etc This 1s to be
done at month 30 and between month 57 and 60 The first evaluation was conducted by USAID
in March of 1997 or month 25 While this current evaluation 1s shightly ahead of schedule (the
project 1s currently in month 46, 1 e December 1998), 1t 1s important to conduct the evaluation
now 1n order for USAID to adequately plan through the period of the Strategic Objective of
2001 or possibly longer Therefore, this evaluation will provide the basis for examining impact
to date, and for estimating the kind of effort as well as the level of effort needed 1n the future
consistent with the Strategic Objective of SO1 The evaluation includes both the mstitutional
contract and non-contract grant activittes  In addition to planning for the needs and/or
adjustments that may be needed within the overall context of the IDEA project, the timing 1s
also particularly important so that an informed decision can be made by the SO1 office
regarding the nstitutional contract option well 1n advance of the expiration of the current 5 year
contract, allowing a smooth transition to occur

Due to the changing economic context in which the project now operates, 1t 1s important to
examune the overall project purpose, its structure and commodity and geographic focus Due to
pertodic poor weather and civil disturbances, food security remains as a major 1ssue in certain
parts of Uganda Uganda’s five year agriculture modermzation plan (a work in progress) calls
for continued emphasis in modermzing the agriculture sector and focusing on increased
commercially oriented production for regional and international nontraditional exports The
draft modernization implementation plan document recently presented to the Consultative Group
recognizes the USAID/IDEA as an important element contributing to the plan In this context,
as well as from USAID's perspective, 1t 1s important that issues of food security and
agricultural diversification, export focus, equity 1ssues, and employment generation are
addressed



Based on the previous evaluation, progress reports and other momutoring of the IDEA project,
USAID/Kampala has evidence that the project 1s making a significant impact, especially at the
purpose level and has largely met or exceeded 1ts objectives The project’s semi-annual reports
chronicle the improvements and results in NTAEs and the Mission regularly uses this
mformation mn 1ts annual reporting requirements (R4) to USAID Washington For this reason,
USAID/Kampala wishes to move the second evaluation forward in time for purposes of
assisting the Mission regarding the strategic question of the relevance and focus of the IDEA
actvity for the future This does not eliminate the need to undertake a retrospective evaluation
Indeed, this independent evaluation of impact covering the period since the last evaluation to
date, 1s especially relevant for determiming what kind of future effort 1s required Thus, this
SOW places a premium on documenting current mmpact, examining mvestments to date in the

commodity focus approach, and strategic development/planmng for the future If the evaluation

team believes justification for the IDEA project exists beyond current end dates, the team will
recommend what elements and level of effort should be included 1n an mstitutional contract and
what elements and level of effort should be outside of contract

II Scope of Work

An external team consisting of two mdividuals will conduct this external project evaluation One

person will be an agriculture economist famihar with food policy and national/regional food
security 1ssues, and agribusiness/diversification/NTAE matters i East Africa and Uganda n
particular A second will be experienced 1n crop production and post harvest
handling/marketing and stakeholder linkages in East Africa Both should have significant prior
experience with similar projects in other developing countries One mdividual will be the team
leader and as such will be ultunately responsible for the timely deliverable of the draft
evaluation and the final evaluation report to USAID

As noted 1 Background Section, the overall tasks are to (1) Evaluate impact to date of the
IDEA project, the contractor and its collaborators/partners, (2) Recommend reasonable and
achievable next steps for the Mission to consider 1n its future programming support, consistent
with the GOU Agriculture Modermzation Plan and with USAID's SO1 objective to increase
household mncome Recommendations should address future competitiveness, emphasis and
level of effort on nontraditional production and marketing of specific commodities for export of
high and low value commodities, (3) Provide economic rationalization that support
recommendations regarding domestic food security, diversification, commercialization of
agriculture, and factors related to equity, women and disadvantaged, household income
generation, foreign exchange earmings, and contribution to GDP  If alternative approaches are
recommended that would increase economic benefit, economic rationalization shall be provided
to support recommendations

The external team must possess a clear understanding of section C, scope of work, of the
Uganda IDEA contract, the grant component of the IDEA project, the context in which the
project operates 1n Uganda, and project accomplishments achieved thus far The team will have
full access to all the documents generated by the Agribusiness Development Center,
unclassified USAID reports, other donor reports, and GOU reports

Apart from meetings with the USAID/Kampala Mission and the ADC/IDEA TAs, the external
teamn will obtamn input from other stakeholders, including the IDEA Steering Commuttee (ISC),
PL-480, Mimnstry of Agriculture Amimal Industry & Fisheries, Mmustry of Trade & Industry,



Uganda Export Promotion Board, National Agricultural Research Orgamzation, FEWS, ADC
clients, and others as required by the team

III Key Tasks
The external evaluation team will address the following specific 1ssues/points

e Examine the progress the contractor has made with the six project components including
accomplishments and outstanding tasks Particular attention will be given to examination of
the commodity focus, the range and mix of commodities with a view to ascertamn the best
mux of key low value food security crops and key high value commodities where maximum
impact and competitive advantage can be achieved over the remamng hfe of project The
commodity analyses should also take mnto account constraints and/or opporturuties related to
business, finance, associations, traming, etc

1 Low Value Commodity Production and Marketing
2 High Value Commodity Production and Marketing
3 Busmness and Finance

4 Strengthening of Associations

5 Education/Traming

6 Project Monttoring and Evaluation

e Examine the current status of the project’ s End-of-Project status (EOPS) indicators

mcluding accomplishments and outstanding tasks

1 Increases in export value and farm gate value of maize and beans as measured by
the indicators 1n the contract and reported by SO1

2 Increases 1n export value of high value commodities as measured by the indicators
1n the contract and reported by SO1

3 At least 40% of high value producers, out growers, hired labor, and exporters
assisted by the project are women

e Identify progress through the grants component of the project and any possible constraints

to project implementation including the social and political climate, management of grants
by the SO1 office, and sustainability factors such as building capacity through grants to
mndigenous commodity associations The grants provision under the project will be
examined, particularly with respect to how to improve upon 1mplementation modalities

o Examine the impact and contribution that the project will have towards the USAID SO1 and

the Mission’s overall Country Strategic Plan

e Identify ways in which the project can assist 1n accomplishing Uganda’s five year

Agriculture Modernization Plan including what kind of continued emphasis should be given
to modernizing the agriculture sector and focusing on increased production for regional and
mternational non-traditional exports

e Recommend any addition or elimination of activities under IDEA’s scope of work that will

1)



better lead to the accomplishment of the Mission's SO1, and Uganda’s five year Agriculture
Modernization Plan goals This may mclude recommending level of effort that USAID
should consider for the next five years or some mtermediate date In addition, this may
include recommending a contract extension keeping 1 mund that such an amendment and
extension, 1s subject to USAID approval and the availability of funds

o Identify the kinds and amount of long term local and expatriate personnel positions and
short term positions, and associated level of effort that USAID should consider for future
programming

® Prepare a results framework 1n sufficient detail for any recommended extended part of the
project

IV  Dehiverables

The external evaluation team will present a draft evaluation report to the USAID SO1 Team
Leader for review which details the findings listed under key tasks in this scope of work
USAID will have two weeks to review the draft evaluation report and provide written feedback
The Evaluation team leader will then have one week to produce a final evaluation report for
delivery to USAID The evaluation team will also make themselves available for an oral
presentation to USAID and to key Government of Uganda officials, as appropriate

V  Level of Effort and Timing of the Assignment

The assignment requires up to three weeks of level of effort for each member of the evaluation
team This level of effort includes time spent within the project office in Kampala, Uganda,
selected field locations, sufficient time to read background materal (list to be provided
separately), write the draft evaluation report, finalize the evaluation report, and make any oral
presentations necessary
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Annex 6
Reference Materials Used During the Evaluation Exercise

A Baseline Survey on Cocoa Production n Selected Districts of Uganda, 1998
ACDI VOCA News Letter September 1998

ADC Commercialisation Bulletin # 16 on Dry Beans

ADC Commercialisation Bulletin #11 on Dnied Fruits

ADC Commercialisation Bulletin # 13 on Papamn

ADC Commercialisation Bulletin # 14 on Geranium Ol

ADC Commercialisation Bulletin # 15 on Maize

Amplified Project Description

Assessment of ADC/IDEA Project’s Impacts on the Promotion of Beans 1n Kasese,
Kibaale and Iganga districts, 1997

Commercial Farmer Reference Manual Management, 1999

Commodity Study for Impact Assessment of ADC/IDEA Project Initiatives on
Passion Fruit, 1997

EOP Status 2004

Farm Gate to Export Market Study of Maize and Beans (Covering the districts of
Kapchorwa, Mbale, Iganga, Masindi, Kasese, Rakai and Masaka)

Final Draft on IDEA and Food Security - January 1999
Final Report on Uganda Country competitiveness Analysis - May 1998

Finance Market Segmentation Sources of Finance for Non-Traditional Agricultural
Export Project in Uganda, 1995

First Annual Plan of Work for IDEA Project, 1995
First Semi-Annual Progress Report April 1 to Sep 30, 1995
Fourth Annual Work Plant for IDEA Project April 1, 1998 to March 31, 1999

Fourth Semi-Annual and End of Second Year Progress Report for IDEA Project,
1996

47
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High Value Non-Traditional Agricultural Export Data Collection in Uganda, 1997
Impact Assessment of Maize and Bean Program, 1998

Maize, Beans and Soyabean Production and Sales Estimates for first season of 1997 -
August 1997

Manual for Traming of Agri-input Dealers, 1997

National Plan to produce and Transfer Postharvest Technologies under the
Postharvest handling and storage project (KARI) in Uganda - November 1998

NTAE Investment Opportunity Forum - March 26, 1998

Marketing of Uganda’s Agricultural Commodities - 30® January 1997

Packing Fresh Produce for Export from Uganda, 1996

Fifth Annual Work Plan for IDEA Project April 1, 1999 to Feb 23, 2000
Proceedings of a Training Workshop on Postharvest Constraints facing Non-
Traditional Agricultural Export Crops for Uganda National Farmers Association
District Coordinators and extension Personnel, 1995

Project Data Sheet

Recommendations for Improved Shea Nut Butter Processing in Northern Uganda
Results Review and Resource Request

Second Semi-Annual Progress Report for IDEA Project, 1996

Semi1 Annual Report for Post harvest Handling and Storage Project (Nov 1, 1997 -
April 30, 1998)

Sixth Semi-Annual/End of Third year Progress Report for IDEA Project, 1998
Socio Economic Baseline Survey (Vol II) 1996

Socio-Economic Baseline Survey (Vol 1) 1996

Statement to the December 1998 Consultative Group Meeting Towards a Sector Wide

Approach m Developing a framework for the Modernisation of Agriculture in
Uganda

The Harvest Hand Concept Paper
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The Appropriateness and Effectiveness of Drama as an Agricultural Extension Tool,
1998

Third Annual Work Plan for IDEA Project April 1, 1997 to March 31, 1998

Tramer’s Manual of a Traming of Tramers Course on Safe and Effective Use of
Agro-Chemicals

Ugaflor ‘98 ‘Consolidating the Uganda Flower Export Industry’
Uganda Agribusiness Highlights Issue No 1to No 8
USAID Country Strategic Plan for Uganda FY 1997 - 2001

USAID/UGANDA Investing in Development Export Agriculture Evaluation Final
Report, 1997
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Annex 7
Evaluators Contacts List

- Hon Manz1 Tumubweinee, Mimster of State for Tourism, Trade and Industry
- S P Kagoda, PS, Munistry of Tounism, Trade and Industry
- Nimrod Wamala, Sr Advisor, Mimistry of Tourism, Trade and Industry

- Professor Joseph Mukubi, Director General of NARO
- Geoffrey Mrema, Executive Secretary, ASARECA

- Silim Nahdy Director, KARI

- Dents Kyetere, NARO Maize Programme Coordinator

- Nimrod Wamiala, IDEA Steering Committee Chairman

- M W Okot, MUFAF, IDEA Steening Commuttee

- David Lule, HORTEXA, IDEA Steening Commuttee

- Robert Rutaagi, UEPB, IDEA Steering Committee

- David Nsubuga-Kikoyo, MAAIF, IDEA Steering Commuttee
- Kyoratungye Karamente, UIA, IDEA Steering Commttee

- Augustine Mwendya, UNFA, IDEA Steening Commuttee

- Vincent Ssenyonjo, UFEA, IDEA Steening Commuttee

- Harriet Ssali, UFA, IDEA Steening Commuttee

- Ida Batwala, UNVA, IDEA Steening Commuttee

- Daudi1 Kaluisa, ACDIYVOCA

- Amos Mwesigye, ACDI/'VOCA

- Bernie Runnebaum, ACDI/VOCA PL-480
- Scott McNiven, ACDI/VOCA PL-480

- Chive Drew COP, IDEA Project

- Mark Wood, LV, IDEA Project

- Martin Wamanala, LV, IDEA Project

- Steve New, HV, IDEA Project

- Kaggwa Umran, HV, IDEA Prgject

- Alphine Kanmanimo, REE, IDEA Project
- Asaph Besigye, BAF, IDEA Project

- Peter Wathum, M&E, IDEA Project

- Joel Mubiru, Acct, IDEA Project

- Terry Bannister, APDF/HORTEXA, IDEA Project
- Barbara Bray, STTA, IDEA Project

- Candace Conrad, Chemonics HO

- Dawn Liben, Mission Director, USAID

- Patrick Fleuret, Deputy Mission Director, USAID
- Denise Rollins, Program Officer/SOS, USAID

- Ron Stryker SO1 Team Leader, USAID

- Gaudensia Kenyangi, SO1 PMS, USAID

- Robert Rose, FEWS
- Andrew Mutengu, FEWS

- Ulysses Acacio, ANEPP/PHH

- Randolph Harms World Bank Resident Rep

- Hans Lillelund, DANIDA Counsellor, Development
- Yves Gillet European Union

- Chnis Van Haught, Dutch Embassy



Elizabeth Bolger, IFCD (Rakar)

Lutaya Yasin, Rakai Farm Supply

Silver, Cooperative Leader Rakai

Bruno Matovu, Kmon: Produce Farm Nakasongola
Mahmood Hudda, Mairye Estates

Bram van Staaldunen, Lili Asha

Hassina Khan, House of Spices

Jim Kava, District Coordinator Rakai

Florence Kata, Harvest International

Sam Kibalama Katumba, HORTEXA Chairman
Dawvid Lule, COSEDA

Alice Onegy, Free-Chem

Tom Op1o, CEI

John Muwanga, Cocoa Development Project
Angello Ndyaguma, Fruits of the Nile

Shaun Fernis, IITA

Roger Kurkby CIAT



