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Why SUSTAIN?

.SUSTAIN represents a successful collaboralive effort between the U.S. food industry and the Agency for
International Development (A.I.D.) to upgrade food processing in developing countries. It provides an ex
cellent model for similar private-public sector joint ventures in health, agriculture and other areas of concern
to developing countries.

Food processing is a major contributor to development. It serves multiple roles. Food processing can in
crease the available food supply by extending the life of perishable food products. It can improve the nutri
tional quality of the diet by making nutritious foods available the year round. It can lead to the growth of
related enterprises in transportation, stor\..~e, distribution and marketing. And, it can produce much needed
foreign exchange by creating value added producls both for export and for internal sub5titution of imported
processed foods.

The U.S. food industry has embraced the concept that freely sharing its expertise and knowlp,dge is of mu
tual benefit to recipient and donor - to the recipient by improving current operations - to the donor by con
tributing to a healthier global future.

How SUSTAIN Works

A.1.0. missions and trade associations in developing countries publicize SUSTAIN's goals and activities.
Executives of U.S. food companies with technical expertise and overall knowledge of the food industry
serve as the SUSTAIN Steering Committee, provid:ng guidance and overseeing activities.

Food related companies in developing countries submit their requests to SUSTAIN through the A.I.D. mit.
sion or adesignated organization in their country. SUSTAIN screens all incoming requests and if necessary
asks for additional ill/ormation. Appropriate U.S. companies are then invited to respond.

Some problems can be readily resolved by providing information. Others require that consultants be sent.
When a consultant is sent, the usual assignment is for one to three weeks. Upon completion of the assign
ment, the consultant prepares a report describing findings and making recommendations. Depending on
need, some consultants may return for follow-up visits to ensure that recommendations have been appro
priately implemented.

SUSTAIN Helps

Requests are diverse. Help may be needed to solve processing problems, to identify equipment needs and
sources of new and used equipment, to train personnel in the use of new equipment and new technologies,
to find new uses for indigenous commodities, to establish or improve quality assurance procedures, to con
trol insects and rodents in food processing plants and to improve plant layouts and materials handling.

In the past, U.S. food companies, large and small, have provided technical a~sistanC8 in the form of infor
mation, consultants and training to food processors in Africa, Asia, Latin American and the Caribbean.
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I. INTRODUCTION

Durin, the SUSTAIN March 1993 assessment mission to Ulanda, SUSTAIN volunteer, Dr. John Nelson
(Vice President-Science and Technology, McCormick It Company) in conjunction with the Uganda Manufacturers
Association (UMA) identified needs for technical assistance and training for food processors, government, and
university persoMel. Two of the areas identified were quality assurance/quality control and marketing.
Improvements in the qual ity,' safety, and nutritional value of locally produced foods would help alleviate nutritional
deficiencies and health related problems and promote consumption of safe, nutritious foods by the local population.
Improvements in the quality of locally produced food products and trainina in market research and development
would also help expand market opportunities for these products on local, relional, and international markets. This
should lead to increued sales and economic Irowth, which in turn alleviates poverty.

Dr. John Nelson and Dr. John Troller (Section Head, retired, Procter" Gamble) traveled to Ulanda on
November 6 - 14, 1993 to deliver workshop presentations on quality control/quality assurance and marketina and
to conduct site visits to local organizations and food processors. The itinerary is attached in Appendix III. The
oraanization of the workshop and site visits was a collaborative effort between SUSTAIN and UMA. Over 90 food
professionals participated in the workshops. The participant list is attached in Appendix IV.

D. CONCLUSIONS AND RECOMMENDATIONS

A. Cond......

Our observations of U,andall food products and the conditions under which they are produced and sold led
us to conclude that the quality of nearly every product needs sipificant improvement in order to be competitive
internationally. Currently, the food industry is in its infancy. Processed products are very basic and unsophisticated
and routinely are marketed in small retail establishments. Because of the absence of refri.eration, perishable foods
such as meat and dairy products are purchased by the housewife each day, a time-consumin. task that must
necessarily diven her from other tasks. The lack of quality is one of the principal impediments to the consumption
of safer and easier to obtain and prepare processed foods.

B, ReconunendatJolB

I. It was obvious from opinions expressed durin, the Quality Assurance Workshop that quality was the
responsibility of the U.andan Bureau ofStandards. We explained that in "Western countries" quality factors
affectinl safety or nutrition were usually considered to lie within the purview of the .overnment. Non-safety
quality was determined by the industry itself IIId the consumers willin...s to accept its products. To
illustrate this point, a concentrated effort to improve quality within a specific model industry could be
undenaken. SUSTAIN mi.ht wist by establishin, criteria for this selection. SUSTAIN could provide
volunteers to establish safety and quality control pro.rams-from raw materilJs supply throulh processin.
to packqinl and shelf stability. A quality standard/HACCP manual could be written and appropriate means
of quality could be identified by SUSTAIN volunteers.

2. U,andan food manufacturers should consider producin, value-added products for export. One way to do
this is throu,h the contract manufacture of specific products for international corporations for sale within
the relion. SUSTAIN could facilitate this by helpin, to set up qulJity assurance pro,rams in specific
industries, as well as providinl other technical assistance. Where potential opportunities for contract
manufacturin. (or other business opportunities) arise, SUSTAIN volunteers are often in an unique position
to be able to facilitate communications between these LDC companies and U.S. food companies.

Emphasis on value added products would utilize U.anda's excellent qricultural position, its relative political
stability. and its desire to produce qulJity products to attract entrepreneurs. Thus. forei,n technology is



obtained alona with cash flow and employment with very little investment exposure. Strong quality
proarlDlS in specific industries would help attract interest from foreian food companies.

3. Workshop participants seemed surprised that their counterparts in related industries were encountering the
same problems that they were and that there miaht be ways that they could work toaether to improve the
quality of their products. To facilitate this, we recommend that UMA sponsor an annual food science
conference devoted to quality, packqina, etc. at which university students could present papers and where
food industry persoMel could exchanae information. UMA has proven that it can oraanize endeavors of
this type and would be the loaical aroup to work on this or the Food Science Dept. of Makerere University
miaht attempt this since their students will benefit from the exposure such a conference would provide. A
Pan·African food science conference could also be oraanized. SUSTAIN could usist by providina speakers
that could participate in seminars on specific topics of interest to Uaanda's food industry.

Also, there currently are no Institute of Food Technolo,ists (1FT) affililCe or,anizations in Africa.
SUSTAIN should take the lead in encourqin, and flCUitatin, a U,andan or,anization of this type. The
value of an association with 1FT could be a areat help in improvina the prestiae of the Uaandan food
industry.

4. The cost of marketina seems to be prohibitive. Market data dOlI not exist. CommuniCilion means are
lackina-rolds, telephones, and ineffective Idvenisin, (there is very poor Idvertisin, on television). They
need professional services. Packaain, is poor. The chain of distribution from lDIDuflCtUren to retailers is
not rllChina the villaaes, and there are no marketin, strate,ies in most industries. To promote the products,
retailers need sales trainin,.

c. Next'" 'or 11M

Late SprioaJEarly Summer

Three Day Workshop

Day I .. HACCP shorteourse for food processon and Bureau of Standards

Day 2 •• Development of aeneralized RACCP and quality standards for fish processors (limited to
30 participants from industry and Bureau of Standards)

Day 3 •• Development of aenerllized HACCP and quality standards for fruit and veaetable
processors (limited to 30 participants from industry and Bureau of Standards)

This trip will also include the opportunity for future activity planniol with lovernment officials and
USAID/Kampaia. Suaeated topics are:

• Developin, "orlanic" (pesticide and herbicide free) produce production in Uland.
• Used and donated food processin, equipment identifiCilion and development of an efficient transfer

system to U,anda
• Developinl food standards and food safety standards u part of. cohesive replatory system.

Fall/Early Wi- (!jowl to UMA Trade fair)

Three Day Workshop

Day I - PrlCticai marketin, shorteourse (includin. market research and sensory evaluation)
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Day 2 -- Review marketing and sales presentations at UMA International Trade Show (including
practical sensory evaluation of products)

Day 3 - Discuss experiences of Day 2 and

Morning Session·· Develop Pro Forma marketing plans for industry segments (fish, fmits
and wptables, etc.)

Afternoon Session -- Utilize Export Policy Analysis and Development Unit (EPADU),
Uganda Export Promotion Council (UEpc), and U. S. Department of Agriculture (USDA)
to present market analyses for industry segments

m. WORKSHOP

The format of the workshop included presentations by key officials from various organizations in Uganda,
lectures by Drs. John Troller and John Nelson, a question-and-answer period, group breakout sessions for
discussions, and report back to the plenary session. Since the more than 90 attendees were of diverse bICkgrounds.
and represented a multitude of food processing industry segments, they were divided into four discussion groups
dealing with the followin, food se,ments:

• Group 1 • Dairy, meat, and fish
• Group 2 - Fruit and ve,etables
• Group 3 - Cereals and edible oils
• Group 4 • Su,ar, honey, and spices

Workshop materials prepared by Drs. John Troller and John Nelson are attached (Appendix V).

The Chairman of first workshop session was Dr. Kllirye-Alemu, Director of the Uganda National Bureau
of Standards. She introduced Mr. Francis Kasiryre, the permanent secretary to the Ministry of Trade and Industry.
He made a presentation which 9111 prepared by the Deputy Minister and included a,ood review of the food situation
in sub-Saharan Africa and the problem in U,anda of serious balance of payments due to overdependence on coffee
prices. Coffee represented 65~ of the bud,et and income in 1993 WII virtually nil. He indicated there 9111 a need
to improve the tradin, environment dlrou,h trainin, and by supporting institutions. He also discussed the personnel
and the need to be aware of environmental contaminants. His position 9111 that food products require strin,ent
quality control and that there is a real opportunity for Uganda. He streued the importance of the National Bureau
of Standards and formulation and promotion of standards as well II qUality.

John Nelson presented an overview of SUSTAIN, and John Troller commented in ,eneral about the need
for quality control and quality IIsurance in the food industries.

Dr. Alemu then mlde a presentation on the Ulanda National Bureau of Standards, which was established
in 1989 bued on the act of 1983. She described the activities of the Bureau of Standards under seven headings,
namely, finance and administration, metrololY, telting and residues, standards and formulations, qUality assurance,
communications, and computer maniliment. 11Ie Bureau cooperates with the Africa Re,ional Organization for
SWldards. To date, they have completed 31 food standards.

Followin, workshop presentations by Drs. John Troller and John Nelson, the participants were divided into
four discussion ,roups dealing with different segments of the food industry. The followin, points were discussed
in these ,roups:
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OroUp 1: Pairy, Meal, and Fish

This Iroup expressed Ireat concern that there is not strict quality control from farm throulh processing for
milk. Small-scale farmers create problems because of unsanitary conditions, lack of coolers, and lack of electricity.

There is a feelinl that consumers have a wronl perception of milk. The national dairy people really do not
have a marketinl department. In addition, distribution is limited to cities and costs are hilh, A sUlgestion was
made to have the City of Kampala provide markee space for Ulandan products.

The meat processors are concerned that there are non-uniform raw materials and the lack of a good variety
and quality of spices. The poor abattoir and trIDSpon for meat were noted, u well a concern about the availability
of lood packllin. material for finished product with the opportunity to have lood Iraphics on the packaging.

In the meat industry, the cost of production of sauslles is very hilh due to the lack of the economy of scale.
Packaainl is a very difficult procurement problem and reachinl the markee is difficult.

The low bacterial requirements on fish dictate that hi,h-quality water be used. There wa a feeling that
standards for water should be proposed.

There is no local market for fish fillets, so expon to the EEC and Australia seems to be the only way to '0.
There is a need to emphaize quality control in the fishinl industry.

OrollR 2: Fnlitl agd Vtptables

In relard to tomato products, there are problems with seaJina of solids and the feelin, thlt the varieties
grown do not hive the deep red color needed for the tomato produeu, Better seeds for better varieties seem to be
an issue. Particularly, the variety for catsup manuflCtUre is not the correct ODe,

Relarding juices, settling of cloud durinl storage seemed a necessity, but there wa a feelin, that this is
a natural happenin. and that consumers need to be educated,

There wa interest in small-scale juice extractors and in makinl wine from fruit, but there wa clear lack
of availability of fermenters,

Participants mentioned the need for solar dryer construction materials and information on the availability of
preservatives.

The comment wa made that since cannin. costs are prohibitive, it is difficult to preserve mushrooms. All
the fruit and veletable manufacturers were concerned about adequate Packllinl materials and the hilh cost of
imponinl pKkaaingllllterials,

It is a buyer's marUl. Consumers hive varied standards. Individual marketers must find out what buyers
want and they need consistent quality identity.

Comments were made about Manka fruit processors. The product is not beina displlyed and they need to
improve their identity,

Bottles are used improperly in the plCkllinl of fruit products. For example, Coca-eoll bottles are used for
non-Coca-Cola products. There seems to be a desperate need for I IIUI mlftufacturin. facility to reduce the cost
of .1111 containers. There is very stiff competition and youlll U.andlft industries need protection.

Funds for research are needed, There are city markets, but bow are manufacturers loin. to exploit naral
markeu? There wu I feelin. that most produeu lICk the proper presentation (lood labels, etc.).
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Grgup 3: Cereals and Edible Oils

This ,roup expressed concern about rice milling. There is a problem with the rubber rolls breaking up and
resultin, in pieces in the finished product.

The comment was made that for maize milling, the material should be as white as possible.

A statement was made that 8S~ of the wheat for use in bakeries is imported. Possibly this could change
to more home-,rown varieties. (See also section on Hot Loaf Bakery visit.)

Comments were made about beer bottle quality and how badly bottles are treated after consumption.

Some concern was expressed over coffee roasters and the need to specify standards for routers and standards
for coffee beans. Contamination of beans with husks is a particular problem.

Due to the unavailability of spare parts, there is a desire to have some .,ency, such as UMA, establish a
pool of spare parts.

There wu ,eDerai ....eement that it is difficult to procure ,oad raw muerials. There should be work done
to lower the taxes on imported chemicals.

The ,roup felt that quality control is not held in hi,h enou,h esteem by the "neral manllers. Quality
control manqers should be brou"'t into pllDt manl,ement communications.

The farmers use polyethylene bllS for a lot of arains, and the moisture content is hi,h. The use of SUMy
sacks would allow water evaporation at a &feater level.

For edible oils, the plastic bottle production is erratic.

For processinl facilities. the cost and availability of electricity are real problems.

There is a lack of ability to train the staff of various processors.

The net wei,ht on blls is not enforced. and there is erroneous information.

It was stated that cereal buyers should set their own standards.

The flour ,rown in the western pan of the country does not produce load blkin, flour. and they need to
impon better varieties of seed.

Gropp 4: Hpney. Spur. agd Spices

There is a ,reat variability in sUlar and honey. Honey is tested only for viscosity. There is concern over
the color of locally produced su,ar. and they sUliested establishin, a central testin, unit for service to the food
industry. They echoed the plea thlt quality control mlD.,ers should hive more SlY in the operation of processing
facilities.

There are too many people in the business. There is a lack of consumer awareness due to the lack of
knowledle of these products. Production is low and prices are hi,h. which malte a poor market.
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pesticides

Some discussions were held throulhout our visit concerning the growing use of pesticides in Uganda.
Durin. the tour. of the Internllional Trade Fair, Drs. Nelson and Troller noticed at least one vendor displayiril
IIIriculturai pesticides and herbicides. They discussed this the next day with Keith Sherper, who sympathized with
their concern re,ardin, the use of these chemicals. Drs. Nelson and Troller indicated thll the UMA milht wish to
emphasize the beneficial aspects of marketin, products from pesticide-free zones. Mr. Sherper IIreed that it would
be very desirable to keep chemicals out of V,lOdan food. This subject came up at leut one more time during the
trip and I,ain durin, the debriefin, with Holly Wise (USAID).

IV. SITE VISITS

food World 1ge1uatrin

Food World 1ge1ustries, established in 1986 or 1987, produces sauslle, saillni, smoked fish, ham, bacon,
and a sauslle similar to bolo,na. They also sell fresh frozen meat cuts, includin, pork chops. It started as a very
small cottale industry and has ,rown but still remains fairly small.

Mr. Kenneth Wadewa, manqer of the plant in Kunpala, explained their product line and provided a plant
tour where he introduced Mr. John An,olio, who is the production lIIIJIIIer.

The plut has , retail shop in front with the manlier's office a short distance behind, and the muuflC1Urin,
facility toward me ba~.\ of the lot. The equipment in the pllDt includes a small sUent cutter. the stuft'er, a Jfigeler,
and a controlled smoke/cook house, which is about 20 cubic ft. In addition, there is an old-fahioned smoke house
across the driveway. Their storlie cold room capability is quite limited althoupadequate for the small size of the
business. They are'ller to expand IDe! inquired about the possibility of ,.in, a biuer cutter, more capacity for
the cooker/smoker.

They have a fairly broad line of products. In their retail shop, they were offerin,a 10. discount for a
purchase of 5 It, or more of total product. Kenneth pointed out that they advenise in the yellow pqes. The shop
manlier, Raymond Otikl, was out of town.

Their customers are clearly upscale, some from the U.S. Embusy, hotels, and other expatriates. Kenneth
explained that they had a load business with Russians who were buyin, meat products to take blCk home to Russia.

Kenneth asked Dr. Nelson about his flCility. Dr. Nelson suuesled increasin, the level of Iiptin,
throu,hout the manufacturin, parts of the facility. They also talked a JreIt deal about the packllin,. the casin"
iiIld ,enin, a better print job on the cain,. and also to print packets. The packets in which they are plCkllin,
sauSlle are pre-sealed on three sides. After the slUslle is pKked into the packets, the fourth side is heat-sealed.
It is a very hilh-inteJfity plCklle. but it doesn't have the ,raphic quality of an upscale product.

Intll'Dllional Trade FUE,rgypda

The trade fair ran from Friday, November 5, throu,h Tuesday. November 9. The fair,rounds on Sunday
were literally mobbed IIICI at 5:30 p.m., the line at the entrance extended at least two lon, blocks. Since a previous
visit to U,anda in April, the fairJfOunds have been expanded extensively. and there were many additional, temporary
booths constructed for the trade fair. A complete Ustin, of exhibitoD is available from the UMA.

There were booths by the U,anda Bureau of Standards and the Export Promotion Council u well as booths
from other nei,hborin, countries. The IUtomobile dealers, the breweries, the dairy, and the U,achik people who
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are raisin. chicks for the poultry industry were 811 represented. Mr.. A.a SekaJaJa had a series of booths in which
he featured vanilla seedlin.s and many a.riculturaJ chemicaJs. There wa a women's are:) where a lot of women's
cooperatives were sellin. crafts and other products. Several brands of catsup and chili sauce were rtisplayed at the
fair. The Mqanjo .rain millers were there in .rand style a were many of the companies that were visited in April.
Jewel of the Nile products a well a the products of the Reco Company from Kuese were on display. Drs. Nelson
and Troller were to visit the Reco plant, but at the last minute Reco opted out. They then chanled directions and
qreed to '0 to Tororo in the northeast to visit three or four facilities.

USAID, Kampala

Drs. Nelson and Troller had a ~~imulatin. meetinl with Bruno Komakec:h, Holly Wise, and Keith Sherper
who briefed them on current projects. Mr, Sherper described some of the new pro.ranu comin. in to the Mission
that are slilhtly different from some of the projects pbainl out. There is still a tremendous interest in non
traditional exports. He mentioned that the papain manufacturinl at Reco Industries was entenainin. some interest
from France.

They talked about the KREPS facility in Maaka and the possibility of brinlinl in used equipment. The
problem shared with the Mission wa that aJthoulh Drs. Nelson and Troller miabt be able to let donations of
equipment, they could not expect the donor t'J pay the containerization and freipt to U,anda. Mr. Sherper stated
that the shipment of used food processin, equipmenf. from the U,S. needs to be mlDlpd carefully and sUliested
that this role milht be filled by SUSTAIN andlor NCBA. As a scuter, he suuesred that a roulb admlte of
shippin, costs be obtained but warned thll intra-re,ional costs (Mombasl to Kampall) were especially hilh.
Throu,hout these discussions, Drs. Nelson and Troller bid the impression that USAID mi.bt consider financial
suppon of at least part of these expenses, althou,b this was not specifically stared.

They discussed SUSTAIN's possible role with the U.anda Bureau of Standards in helpin. them set standards
and conceptualizin. the overall food repiatory system for U.andl. They talked a bit about the dairy industry and
the marketin. infrastructure that was needed. The objectives of SUSTAIN mission durin. this trip, namely, site
visits and seminars on quality assurance/quality control and marketin, were reiter•.

Uganda National Council for Science

Dr, "Zero" M, Nyiira, Executive Secretary of the U.anda National Council for SCience and TechnololY.
explained how U....da was at a crossroads, and that President Moseveni supports tecboololY for development. He
also indicated that the UMA and the Council were linked in common .oa',. He pointed out thal the Council was
the only .overnment alency for science and technololY. Two of the stratqic technolo.ies of interest are
biotechnololY and pac:kllin. techoololY. secondly, he felt that the Council wu set up to promote science and
technololY, to develop I strltelY to implement introduction of science and technololY, and to advise their own
people on the use of science and technololY. He stated that there wa a .rowin. realization thal without science and
technololY, V.anda simply would not develop, and that the development of science was inextricably linked to
industrial .rowth.

Another imponaDt objective of the Council is trunin. and identifyin. the ,aps to be filled and to identify
the needs for the future. They have recently worked with Case Watml, Kulu State, and the University of
California. They also work with the U.andalnvestment Authority to plan the sUltainabilityoftechnololY. They
have. rural teehnololY implementation project and a mechanism for employin. senior research fellows who can be
attached to the Council for temporary duty.

Ygw. NllioQIl Byrgy of Standvds

Drs. Nelson and Troller hid a Vl!ry enjoyable meetin. with Dr. Eve Kuirye-Alemu, the Director of U.anda
National Bureau ofStandards. They discussed product consistency and the need to stress the individual responsibility
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for quality. They discussed four of the major food processin, indu~tries; namely, fish, cereals, juices, and dairy.
They talked about how the averlle consumer in U,anda prefers white flour, but that nutritionally it would be much
better if the consumer could be introduced to a whole ,rain flour. She stated thlt it wu difficult to communicate
the importance of ,oad nutrition and diets when 71 ~ of the female population wu illiterate. Oral presentations by
extension workers, however, have lar,ely solved that problem. Jud,in, from our observations, food appeared to
be widely available, and no outward evidence of malnourishment wu seen at any time durin, the trip.

U,and' Export Promotion Council

Mr. Silver Ojakol explained that U,andl Export Promotion Council (UEPC) is another qency under the
Ministry of Trade and Industry and that they do mllket research and promotion. They provide services that relate
to pricin" packqin" and mIlket requirements and they also offer trainin,.

UPEC wu very active in the UMA's trade fair and they work with the U.K., (Jermany, and Italy and are
vel)' interested in nontraditional exports. Mr. Ojakol pointed out the country hu ,ained in nontraditional exports.
He also mentioned that in the PTA (preferred trede Ilea), they mainly expon pains and pulses whereas to Europe
they Ire exponin, oilseed, fish, fruits, ve,etables, hides and skins. He provided some datl-I990, 1991, and 1992··
showin, that bean exports have ,one down, pulses hive ,one up sli,hdy, cereals hive ,one up slipdy, whereas fish
hu 'alii from about 1.3 million in 1990 up to 3.2 million in 1991 and •.6 million in 1992. Fruits and ve,etables
actually declined from 1990 to 1992. He also pointed out that pack..in, is I real problem for fruits and ve,etables.

Mlkcrore UDiyenitY

Professor William Kyamuhllllire, Actin, Head of the Food SCience Department, explained thlt one of the
hi,hest priorities for the University and the country wu medicine, and that the second priority wu food science.
They have 16 IIIW entrants into the food science proaram, which broupt them to I totll of 86 in all four years of
the prolfllll. Fourteen students will be in fint Ifaduatin, clus this year. He made quite I pitch to the people
attendin, the seminll that these ,rlduates would be Ivailable. He further stated that every attempt should be made
to hire them and keep them in U,andl because of the need for practicai food science.

Drs. Nelson and Troller discussed some of Dr. Kyamuhanlire's expectations for the seminar and learned
a bit about cuuiculum and the textbooks bein, used at the Univenity. They teach from the FAO 111Ono,raph sories,
which is DOt very up to date in its approach to I number of food related subjects. He also mentioned that they need
a new buildin, and Ile hopin, that the Japllllll,ovemment would provide funds. Mr. Kyamuhan,ire said that the
PTA will result in hi,her quality beint produced by the manufacturen in U,andl.

Mr. Kyamuhu.ire is the only faculty member (of seven) that wu present durin, their visit. Two professors
were on sabbatical leave; and when riley retum, Mr. Kyamuhan,ire will leave for NorwlY to be,in work on his
Ph.D. de,r•.

PajD' CgrporMjQD

11Ie Dairy Corporation plant's IV"" intake of milk is about 4,000 liters per day. Production levels are
very euatic with heavier production oc:cuuin, durin, the rainy seuon. This very small factory turns raw milk into
butter, cheese, ice cream, and YOlUn. Fresh butter is made from fresh cream. The dairy also churns sour cream
butter, which is subsequently used to make pee. They use freeze-dried CUINfII to make ch.... Currently, they
produce maribou, cheddar, 'OUdl, and carrick. Durin, the plant tour, they finished the production of several flavors
of ice cream. They have a French ice-cream packer. Their flavors are supplied from Switzerland by APV.

The plant equipment is of very small scale, and this dairy was actually set up u a telChin, and demonstration
unit. It is now functionin, u a commercial producer and seems to be very well m.....ed.
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Raw milk is tested with a resazarin dye reduction technique to make sure that the bacterial load is not too
hi,h. They use hydrometer tests for specitic gravity control. and the cows are generally cross breeds which produce
milk at about 32 delr•• so some water can be added. Their requirement is that butter fat not be less than 3.8%
and lactic acid content not exceed 0.18%. The raw milk is pasteurized. centrifuged. and homo.enized. The
equipment includes tanks from a British supplier and a Danish homogenizer. In order to make sure that the
pateurization is adequate, a one-hour resazarin test and a phosphatue test are conducted on the pasteurized milk.
Pasteurized milk is packllled' in flexible pouches of various sizes.

This tour was conducted by a very knowled.eable man, who .ave a brietin. on dairy business in U.anda.
He indicated that U.anda processes about 80,000 pounds per day, but that there were probably at least 120,000
pounds of milk solids available per day in Uganda. The major problem is that farmers can undercut prices
substantially by sellin. raw milk in the market rather than sellin. it to the dairy. havin. it processed and selling it
back to the consumers. The information was similar to the problems Keith Sherper shared with Dr. Nelson and
Troller the previous day.

OcyduQI A.,gcjes Ltd.

Drs. Nelson and Troller hid a very brief visit at <>Cudun, A.eocies Limited. since the Manllin, Director
wa not available. Ms. Katakwi. who w. in char,e. explained thlt their business wa baically soybean oil
extraction. a1thou,h apparently at times they may have processed sesame (simsim) and peanut. This appeared to be
a small-quantity operation. The personnel hand-sorts the soybeans.

Their processin, facility includes two mills. a tilter press. and a ,rinder for arindin. the soybean clke. The
soybean cake is sold for animal feed. They purchue their labels frnm Kampala. and they source their soybeans
locally. Soybean oil is sold locally in one·liter and three·liter containers and they experience severe price
competition from Kenya.

Oomb. fisbiQ,lgdustrics Ltd.

The facility, located on the shore of Lake Victoria. is quite lar.e and well kept. Mr. B. K. Mani. indicated
that he bad only been with the operation for a few mo.ahs. Since the mlDllin. director wa not available, he did
not have permission to provide a tour of the operation.

Their main product from the lake is Nile perch. They sell frozen fillets to the European market. Mr. Mani
indicated they had customers in Spain. Germany. France. BeI,ium. and Holland. The filletin, il done by hand. but
the fish is skinned with machines. They have. lar.e ice-makin. facility rated at 30 tons per day. 20.000 of which
is block form and 10,000. shaved. They ship reefer containers from Mombaa; it takes 30 hours to .et the
containers to Mambas•.

There was a bit of diffiCUlty competin. with the Kenyan fish producers. He explained that the fishermen
fished almost an 8-hour trip from the Gamba facility whereu when they were ftshin, wa only about 5 hours from
the Kenyan pon.

In answer to John Troller's question on the possibility ofcultivltin. the Nile J'ercb commercially. Mr. Mani
stated that no one in the re,ion hid a~ yet tried to do this. These perch are very lu.e-·IIO k, is the lu.est cau.ht
in recent yeusl

Hot Loaf '.0'
Drs. Nelson and Troller arrived at the Hot Loaf Bakery durin. a very busy time at the plant. They were

hOlted by Mr. Francis Kakuruausi and Mr. MatIIIO Kodawa. a Kenyan. wbo is the Technical Trainin, Manlier for
Hot Loaf. Hot Loaf is the second lu.est baker in U.anda-·Tip Top is the lar,est. The litter hat a semi-eontinuous
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procell whereu Hot Loaf is strictly a batch operation both in putry and brad blkin,. While Tip Top is much
lar,., it currently il operatin, at only 40S of capacity ICCOrdin, to Mr. Kakurup.i. Hot Loaf makes a full line
of bread (some fortified with soy flour) and roll products as well as sweet,oods. They also prodaace deep-fried meat
pies.

The blkin, facility hu a number of different types of mixer., and molt of their buin, i. done in deck
ovens. Flour is obtained from various sources. They buy from U,anda Millin, but hive sipificant "forei,n and
extraneous" mluer problems with their product. Their best impact flours come from Saudi Arabil. Flour from the
EC is of very poor quality, they stared. Soy enrichments are obtained from U,andan suppliers. The level of bakin,
kIIowled,e il quite hip. Mr. Kodlwa is a ,rlduate of the American Institute of Bakin, and is quite knowled,eable
about products and production.

They hive a retail shop in front of the factory that was doiq I very ,ood bUll... about II I.m. nley
really hive I strltelY to take advantqe of the up muleet for sweet products and He doin. very well with wholesale
sales to or.anizations such u the Sheraton Kampala.

Di.trlbutoR buy supplies of bread which they pack in corru.ated containers and resell In shopi or to str.
vendon. Hot Loaf owns only two trueD. It looked lib I Vlr\' eft'eetlve di.tribution system.

EllQni'lpduatriM LUI.

Drs. NellOn and Troller were hOlted by Mr. Cusy M. Bubwi. El,onialndUitries Ltd. wu started just
two yean 110 and currently PfOCllMl tomltOel, chilies, pUlion fruit, papayl, orlllll, and IIIIftIO and 1110 routs
coffoe. The tolllllOel they procell IfIlfown locally and the fumen CID hUY.t u many u four crop... year.
The pUlion fruit is a nllUrai variety and then IfI plenty of seed. availabl.. Tbey.et two cropl per year. They
also produce juice, which they hold in bulk to extend their seasons. The coffee routin. operation il I small facility,
but il in lood shipe, and it was rated at about 80 k, of routin. per ~5 minutel. HI pointed out that they rout both
Arabicus and Robusta coffees.

The orlanization is financed throup EEC Credit at an interest rite of 28S. They are only operatin, at
about lOS of capacity. Obviously, they can expand to three shifts.

Mr. Bukawllisted thr. probltll1l, the first bein. the economy ofscale. Althoup he hu a very nice facility
with a simple process flow, it il not bi. enoulb to really live him tile benefit of lar._ purcbuilll ud continuous
manufaeturinl. The second problem is the COlt of plCklliq_ial, wbich rlpl'lllllll66. of hil total product
COlts. The third is taxation. He feell the tax is oppreuive, especially because of competition with Kenyan
producers, who ue Ible to move product into Ulandl with vinually no additional trlDlportltion cost.

Mr. Bukiwi hu I lot of IOod icleu about marketinl: he talked about usin. radio ud newspaper, stickers
for autos, and hudin. out Clpl. He was especially enthused about the International Trade Fair. They discussed
markelinl and Dr. NellOn suuested some poim-of-sale teebniqua that Mr. BuklWI mi.ht employ in lOme of the
stores in Kampall.

Huon..Mjlleq

Thil manufacturin, facility wu the surprise of the trip. The facility is located in the blCk streets of Tororo.
There is I complete Bubier com mill set up in u fine I desip as you could expect. They hive two Bubier roll
stands and two sifter sections. The capacity is 45 - 50 tons per dly and they can produce three srldes of product.
They hive extensive PlCkinl capability for bllS- they can pICk all size bllS from 2 Ie. up to 100 k•.

Mr. Richard Kobel ia the maupr in Kampall, and he pointed out that thi. operation WIS started in 1987.
It i. currently not fully utilized, but in yean past it was used to I lreateI' extent wben they were supplyiq the army

10



with white corn meal.

This is a beautiful Buhler mill and cleanin, operation. This or,anization could benefit from an exercise in
bUliness planoin, and muketin,.

Sputh Bukodj Coopcraljve UnjQn

The first facility Drs. NelsQn and Troller visited was Qne in which they linned cotton. The manager, who
was very new to the or,uization, explained the ,innin, operation and mentioned that the cotton seed was taken to
the extra:tion plant which was about 6 kin further south. They processed cotton seed and sunflower, but that with
the wet weather bein,late this seuon, there has not been a lot of cotton harvested as yet. Therefore, there was no
seed for processin,.

Mr. Stephen Wue, who is a trained chemist and a mathematics instructor, provided a tour of the extraction
facility. It was quite obvious that the plant had not been run for some time. This was a facility built by SMET, an
Eut German orlanization from Mlldeber,. It is bued on old teehnololY with what looked like mostly black iron
reaction vessels. Mr. Ware was lookin, forward to new ownership who is ,oin, to take over the refinery,
rehabilitate it, and start it up qain. The refinery is a lar,e clPacity facility once it is put back into shape.

O,ydl Inytlllllftnt Bon

Mr. Lessud, U,andalnvestlnent Board, described the ,oals of the Board and presented a number of charts
on the pro,resl bein, made. He noted that, historically, the minimum invested has '*n $300,000. The incentives
for investin" in addition to a "si,niftcant" but chan,in, rate of interest, are tax exemption of interest on investments
and the eay repatriation of dividends.

Mr. Lessard noted that members of the Board are chosen for their breadth of interest and experience. and
that he has spent almost 40 years in the American banldn, industry. Thus far, he noted that 550 projects have been
approved for fundin, since the Board's inception. These projects are worth about SI billion in the ..,re,ate. Dr.
Troller asked Mr. Lessard what he considered to be U,anda's biUest problems in developin, its food industry. He
replied unequivocally that poor mUketin, was a sianificant problem that needed to be fixed before anythin, else
could be undertaken.
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SUSTAIN REPORT

INTRODUcnON

The SUSTAIN Program provides access to U. S. expertise in food proc.ssing so as to
improve nutrition in the developing world. Technlcalassistance is provided at no chlrge
by professionals, from U.S finN and Universiti., who donate their time and .xpertise.

Th. SUSTAIN program runs in 38 countri.. in South Am.rica, Asia, Africa and Eastem
Europe. In Uganda, Project SUSTAIN is workins with the Uganda Manufacturers
Association, UMA. Th. UMA will coordinat. SUSTAIN activities with the Uganda
National Bureau of Standard. and the Food Sci.nc. and Technology Department,
Mak....re University.

In Much 1993, Dr John Nelson, Chairpmon Projlct SUSTAIN and Mr. Jerry Brown of the
U. S. Department of Agriculture/USAID cam. to Uganda to u ... the .tate of th.local
food industry and to develop comprehensive action plans for follow-up work. Following
this visit,
• A Product Packaging work.hop wa. h.ld from Augu.t 25 to 26, 1993. The

workshop wu conducted by Mr. Don Undemann, Senior Packasing Ensineer,
Land 0' Lakes, Inc.

• A Quality ControllQuaUty Auurance and Mark.tinS workshop wu h.ld rec.ntly
from November 10 to 11, 1993.

SUSTAIN ACI1VlnES
Nov.mber 6-14, 1993

Dr John Nelson, Senior Vic. Presid.nt SCience and TechnololY' McCormick and
Company, and Dr. John Troller, retired food Miaobiolopt, Proctor and Gambl. were in
Uganda from November 6-14,1993 to conduct a food prOC8lOn' quality control/ quality
assurance and marketing workshop and to discull with individual food processors
principles of Sood marketins practice and quality muranc. in the food proc..sing

industry.

Meelln.

During their visit, Dr Troller and Dr Nelson met with the USAJD Mission Director and
stall and with heads of institutions and representativ•• from or,ani.ltions involved in
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devllopinland promoting qUality and marketing of loeaIIFo-product•. These were the
Director, Ulanda National Council for SCience and Technology, the Actinl Head, Food
Science Ind Technoiosy Department, Makerere University, the EXlcutive Director,
Uganda National Burelu of Standards and an offidal from the Ulanda Export Promotion
Council. These ~eetings and discussions enabled them to find out the capabilities and
resources in place for the promotion of quality and marketing of asro-based food
products.

MeeUnl with, Mr Keith She"er, Director, M. Holly Wile, Chief Development Officer
and Mr Bruno Komakech, Private Sector Advllor, US/.ID MIt.lon, Kampala.

During the meeting, the SUSTA~ telm outlined way. through which Project SUSTAIN
helps food processing industries and possible area. of collaboration ofSUST~with the
food industry in Ulanda. These include:

• Offering technical expertise Ind information to individual/ood processors and to
institutions which are actively involved in food Proceuinl'

• Working with the Ugandl National Bureau of Standard. to develop a Hazard
Analysis and Critical Control Point Prosram (HACCP) for the different sectors
involved in food processing such IS dalry, meat and fish, fruits Ind vegetables,
cereals, among others. Education of farmers on the pesticides in use today, the
banned and restricted pestiddes on food crops.

Some companies have already received technical information throup Projlct SUSTAIN.
This includes information on papain extraction, oruse varieties that will FOW well in E.
Africa, jams and jellies, sour milk handlins, auldelines for purchuins food processing
equipment, amons other••

SUSTAIN draws its expertise and information from hllhly skilled volunteers from U. S.
food proe_ing industries, Universities Ind government orpnilations .uch u the USDA,
food and DruS Administration (FDA), and the Environmental Protection Asency (EPA).
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Me.llnl with Dr. Z. M. NyU..a, DIr.ctor, VI.da Nallonal Council for Science and
T.chnoiOlY

Dr. NyUr. briefed the team on the objectiv.. and functions of the National Coundl for
Science and T~chnology, a governm.nt agency und.r the Ministry of Finance and
Economic Planning.

The role of the Council is to SUid. and coordinate re.arch activit.; JI throughout the
country and to ensure that the limited fund••vail.bl. for r....rch ar. used in the best
w.y possibl. to spearhead the d.v.lopment and w.lfar. of the peopl. in Uganda. The
Council works in close cooperation and coordin.t.. all sci.ntific and technological
act1viti.. of persons, institutioN, secton and other organisation•. Th. Council member.
indude sdentists of eminence in speciaUsed fields of science and technoiosy, offidals from
Ministries, institutioN and organisatioN related to Sci.nce and Technology. The Council
works with .ntrepreneurs, individuals and manufacturen, .nd is an adviser to the
Uganda Investment Authority.

Mft11n1 with Dr. Ev.lyn KIIlrye-Alemu, Executlv. Director, Ulanda National Bureau
of Standard.

Quality Control in the food proc...inl industry should besin with .mphasis on basic
principles of hygiene. These are usually understood by personnel who work on-line in the
company. There is need to emphasise to company executiv.. that no marketing plan will
work when a company produces low quality product•. Company executives also need to
know that quality does not beIin with the end-prodUct but .tarts on-lin•.
Th. followinl are some of the ar.a where aSlistance 11 nIIdId in the differ.nt subsectors
of the food processinl industry:

• Qu.lity assur.nce in the fish processinl indultry, proper factory layout and
sanitary processing tlChniqu... Quality anurane. in th... lrels is mandatory due
to the new EEC resulations in place for countritl exportinl to this region. Most·
fish pl'OClSlld in Ulanda art .xported to the EEC.

• .New product developm.nt in fruit and veg.table PfOClllinl'
• Processing optimisation and grain handling in cer.als Procllllni.
• Milk handlin. between the farm and the factory 10 u to reduce spoillge.

•
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Meetlnl with Mr. Silver Ojakol, Official, Ulanda Export Promotlon Council, UEPC.

Mr. Silver Ojakol, brieled the SUSTAIN team on the activities of the Export Promotion
Council in promoting Uganda's non traditional exports. The Council
conducts marketing research to determine the supply position of the commodities in the
country and looks for markets for available products. UEPC also:

• Provides information on pricing and documentation 01 commodities.

• Establishes market requirements for the various produetJ available lor export

This inlormation is disseminated through the Council bulletin and in seminars and
country wide visits to exporters and potential exporters. The seminars are conducted in
collaboration with organisations such as the Uganda Investment Authority, UIA, the Bank
of Uganda, BOU, among others.

MeeUna with Mr Willlalll Kyamuhanllre, Actina Head, Food Science and TechnoloaY
Department, Makerere Univeralty

During the meeting it was learnt that quality In local industries is difficult to maintain
because most supervisors spend most of their time away from the processing line. This
eventually leads to inelficiency in the company because quality maintenance and other
processing decisions are made by unqualified and inexperienced personnel.

ComplD), Sit. VII'II

Food World Indultn.. Ltd.
Location:
Year of Establishment:
Products:

Plot 48, Sixth Street, Industrial Area, Kampala
1987
Beef and pork products e.g. sausages, ham, bacon

Some of the problems faced by the company include the high COlt of imported sausage
casing~ This greatly increases the cost of the products. The low quality locally produced
packaging material used does not adequately protect the products.

UIIACII
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Daily Corporation
toeadon/Branch office:
Year of Establishment:
Products:

SUSTAIN REPORT

Old Airport Road, Entebbe
1959
Milk, cheese, butter, ice cream and yoghurt.

Milk is delivered from coUlCtion c.ntr. located in louth w.st Usanda. Most farmers,
however, preler to seU their milk directly to consumerl.

Oairy Corporatlon needs to attract more conlumerl. Thil is beeaUN many consumers of
milk believe that the Corporation suppliel reconltituted skimmed milk powder. The
general consumer preference is for fresh, high content milk.

Hot Loaf Bakery, Kampala
Location:
Year of Establishment:
Productl:

Plot 89, Jinja Road, kampala
1986
Bread, cak., pizza, pi., 1IJn00U and other
confectionery

Hot Loaf Bakery makes products tuseted at low, middle and hip income earners. Hot
LoaI il a SrowinS company and hu a biSh demand for itl productl. Product consumption
is, however, limited to town•.

The main problem faced by the company is inconsistent quality and supply 01 wheat flour,
their main raw material.

Ocudunl Asende. Ltd
Location:
Year of Establishment:
Products:

Plot 39, Vithaldu Road, Jinja
1989
Edible oil, soy cake and milled sroundnuts.

The company mainly producelsoybean oil which i. sold in the nearby towns. The
company faces stiff competition from imported oUs, which beeaUN of the lower taxes on
imports, can alford to profitably undercut prices of locally produced oil. Some of the
imported oil also comes into Uganda IS aid and is therefore not taxed. It i. then sold at
low prices. The company imports most 01 its packasins materials from Kenya.
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Gomba Filhlnllndutritl, Ltd.
Location:
Year of Establishment:
Products exported:

SUSTAIN REPORT

Plot 11-19, Nyanza Road, Iinja
1988
Frozen fish fillet, fresh fish and fillet.

The products Ire trlnsported in refriserlted trucks to Momblsa from where they are
shipped to the EEe countries: France, Germany, Holland, Spain and Belgium.

Fishermen prefer to supply fish processors in Kenya who offer more attractive prices for
the raw fish. As I result, Gomba Fishinslndustries Ltd. sometimes faces shortages of raw
fish.

EJpnla Induatriea Ltd
Location:

Year of E.tablishment
Produetl:

Plot 12, Blzllr Street, Tororo; factory: Plot 23 Mbale
Road
1991
Plssion fruit juice Ind squl.h, tomato ketchup,chili
sauce, mineral water and coffee.

Eisonia Industries was established on an EEe funded Une of aedit to create a market for
farmers produce. Production capacity in Ellonia Industries is, however, low. This is due to
stiff competition from chelper imports from Kenyl.

Problems flced by the company include:

• Hip costs of packaSing materials
• High import duty rites hive led to higher production costs.

Poor product promotion and consumer education about locally produced products have
led consumers to prefer imported products, even when their quality may be very low. The
company therefore needs to do educate consumers about its products through advertising
and other product promotion Ictivities.

NalOnltra Millen and Farmed Ltd.
Location: Plot 25/29, Oguti Road, Tororo
Year of Establishment 1986
Products: maize nour and maize bran
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The plant hal a modern maize milling plant; plant equipment was manufactured and
iNta11ed by BUHLER, a German company. Maize is bought from Busoga, Mbale and
Soronko. The milled flour is sold to schools and institutions mainly located in Tororo,
Mbale and linja. The plant has a capacity to mill 40 • SO tons of maizelday. The company,
however, needs to diversify its products and do market research so a. to compete
favourably with small millers who have lower production cOltland therefore have a
cheaper product.

South lakedl Cooperative Unlon.()U Mill
Location: Nagongera, Tororo
Yeu of Establishment: 1988
Products: cotton and sunflower seed 011.

The plant uses machinery and equipment which wu donated by SVEK, a former East
Ciennan company.

Problems faced by the company include the poor quality machin.ry installed in the
company which ha. faced frequent breakdowns and is in poor condition.

The company needs assistance to enable it to improve its operational elliciency to take
advantage of the current high demand for its edible 011. The Oil Mill ha. been leased to
Mural Trading Co. Ltd. in Nakuru for a 5year period.
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QUALITY CONTROUQUALITY ASSURANCE WORKSHOPS
November 10 .11, 1993

A copy of the keynote address by the Deputy Minister of Trade and Industry, and papers
presented by ~r John Troller and Dr John Nelson of Project SUSTAIN, Mr Barnabas
Sekabembe, of EPADU, Mr William Kyamuhangire of Food Science and Technology
Department, Makerere University and Mr William Musinguzi, Uganda National Bureau of
Standards, have been attached in the annexes.

Group Dilcuuioftl
Participants were divided into four groups, accordinl to their sectors: Dairy, Fish and
Meat Processins; Fruit and Veletable Processing; Cereals and Edible Oil Processinl and
SUlar, Honey and Spices. In each group, participants discussed quality control/quality
L .urance and marketing problems affecting their different sub-sectors, and suggested
101utionl to the identified problems.

GROUP 1: DAIRY, FISH AND MEAT PROCESSING SEerORS

Chairman: Dr William Siali, Director, Food SCience Research Institute (FOSRI)
Rapporteur: Mr Olanya Joseph Okwonla

Group mer..~ers observed that it is important for these industries to have adequate
supplies of good quality water. This is because dirty water can be a sourc. of food
contamination in these industries.

The group allO reviewed some of the problems faced by their industria. These hive been
outlined below:

Quality Control/Quality '"uranc.

Problem.

(a) MOlt milk supplied to the dairy industry is produced by small scale farme" who
do not practice hilh standards of hygiene during milking.
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(b) It wa. also observed that there is insullici,nt pre-processed milk storage capacity.
This is due to the limited number of collection and storage plants. As a result, most
mUk produced in distant/remote areas goes bad.

RecommendatioN

(I) The Uganda National Bureau of Standards (UNBS) should set up a national
standard (or water used in the food procelsing industry.

(b) Farmerl .hould be educated on how to ensure good milk handling practices to
minimise contamination of the raw milk.

(c) The Dairy Corporation should repair the cooling plants in its milk collection centres
and also set up cooling plants within easy reach of milk suppliers. This will reduce
spoilage of raw milk. It will also lead to an increalt in the volume of milk supplied
to the Dairy Corporation.

Problem.

(I) Companies making processed meat products receive raw meat of inconsistent
quality. This is because there are no standard slaughter houses in the city where
meat can be graded and thereafter sorted according to its quality.

(b) Ingredients such u spices added to the meat during processing are, dependinl on
their cost and availability, imported from different countries. It is therefore difficult
to maintain a constant and con.i.tent .upply of lood quality spice•. This lead. to
products of inconsistent quality.

(c) Lack of proper meat handlinl techniquel especially during transportation which
often leads to 101. of quality.

(d) Packaging materials produced in Ulanda are of low quality. The packages
th.refor. do not adequately maintain the quality of the products. To prevent
deterioration of the products due to poor packlgins, some companies utilise the
more expenSive imported plckasinl materials. The high cost of pack.1ging

UMACII 9



SUSTAIN REPORT

materials increases the production overheads of these companies which in turn
leads to a reduction in company competitiveness and productivity.

Problem.

(I) Most marketers do not know enough about their products and therefore cannot
promote cheir products well or communicate effectively with their customers.
Consumers therefore do not get to know the range of products available on the
market. For example

(i) Member. observed that although sausages are produced in Uganda, many
consumers of this product prefer to eat import.d sausages which they know
about. This has made it difficult to sell locally produced sausages on the local
market let alone penetrate the more quality demanding and highly
competitive foreign markets.

(ii) Most people in Kampala and other places have a belief that the milk being
sold by the Dairy Corporation is made from reconstituted imported skim
milk powder. Most consumers therefore prefer to buy their milk directly from
the farmers. The consumers believe that this milk is of a higher quality than
that supplied by the Dairy Corporation.

(iii) There also is a general misconception in thil country that our locally produced
foods are inferior to similar products originating from other countries.

Fi.h Proc."in, Sub-"ctor

(a) MOlt fish processors in Uganda today process only fish fillets. The fillets are
exported mainly to the EEC, Australia and the Middle East. Foreign markets,
especially the EEC, demand very high standards which some of the processors find
,very difficult to conform to.
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(a) A Marketing Department wu established i~ the Dairy Corporation only lalt year.
The department is still faced with a lot of problems some of which are
admini.trative. Management is unwilling to spend money on product promotion
activities.

(b) .Due to high production COlts, the price of milk and other milk product. i. high.
!hit has greatly affected sal... Distribution of milk and milk products is Umited to
the dty and the nearby towns. These are the only places where the people can
afford to buy milk.

Recomm.ndations

(a) Companiet .hould budget for product promotion activities, advertising, public
relatiON and personal selling. This will inere... con.um.r aWINne•• of th.ir
product....,d, if good product quality i. maintained, it will eventually lead to
increuecl sal. and profits for the company.

(b) It wu recommended that fI.h proclllOft should look at lon, term invatmenll and
plan not only to product fith fillets, but also aim to produce other filh product•.
Product diversification wUl not only lenerate more revenue for the processors, but
wiD also eNure company .urvival in the long term.

(c) It wu recommended that a special new products market, where new food products
can be introduced on the market, be ~stablished in Kampala. This could reduce the
high co.ts of new product introduction which have to be met by individual
processor•.

CROUP 2: FRUIT AND VEGETABLE PROCESSING

Chairman and Rapporteur: Mr. Wllliam Kyamuhanglrt, Acting Head, Department of
Food Science and TeclmolOlY, Makerer., University.

The group had partidpants from fruit and vegetable proctlsing industries, soft drin1cl
lndLlltries, wine making industries and those planning to invest in this product area. .
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QUIIII)' ControUQu'liI)' Allugnce

Problem.

(a) Tomato ketchup and sauce manufacturers reported on shell darkening of their
.products. Product yields are also found to be low for a given amount of raw
material input.

(b) Manufacturer. allO reported settling and sedimentation in malt processed tropical
fruit juices especially pineapple and passion fruit juices. Consumers usually believe
that the drinks are 01 low quality.

(c) The small scale wine makers indicated that they do not have juice extractors and
fermenters.

(d) Proper packaging materials for processed fruit products, especially glass bottles
and jars are not locally available. Many fruit processors are therefore forced to
import their packaging materials which increases their production costs.

aecommendatioN

(a) The darkening in processed tomato product. could be due to contamination with
iron introduced from the non-stainless steel equipment used in the processing. To
prevent this therefore, manulacturers should use stainless steel equipment for food
processing.

(b) Output in the industry can be inaeued if the tomato variety suitable for ketchup is
used. It was recommended that manufacturers work with on. of the agricu) tura)
research institutes, Xawanda Research Institute and Namulonae Research Institute
to identify the variety of tomatoes suitable for processins. Th. processor can then
contract flrmers to grow it for his company.

(c) Whereas it desirable to keep the fruit juice doud stable Ind effort. should be made
to keep it so usinS Itabilizers, it is important to educate the consumers that settling
of this cloud does n"~ mean spoOlse. This factor can be exploited to the processors
advantase because settlins of the cloud shows that the juice is processed from real
fruit.
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(d) The wint makers were requested to contact the Indian Hilh Commission for low
cost, small scale screw juice extractors manufactured in India which can work very
well with pineapple., and can easily be adapted to Ulanda's conditions. Local
plastics ~anufacturers can be contracted to make containers which can be used a.

, fermenters,

(e) The Ulanda Investment Authority,UIA, and the UMA should encourlge
.ntr.pren.ur. to .stablish a Ila.s manufacturinl plant and other packaging
companill in Ulanda.

Unlike in the put, the market i. now CONumer driven. It wu therefore noted that so a.
to remain competitive, the food prOClllOrs need to adJu.t to the curr.nt demands of the
markets and live consumers what they want.

Probl.m.

(I) Manufacturers reported that some products they produce are not popular. They
therefore incur 10....due to low 111...

(b) Masaka Food ProceslOfI, produe.n of CREPS, a pin.appl. drink, r.ported that
usually consumer. do not let to know that th.lr product ilavailabl. on the market.
This is because their product is not displayed in many Kampala retail outlets. They
also reported that retailers do not adhere to the storale auldelines displayed on the
bottles. This often results in product deterioration.

(e) Botti. 40IIed for packalins Juice, beer and soft drinks a.. rec:yelecl. However, many
consumers use the same bottles for handlinl other products some of which would
be harmful if inillted e.l. paraffin.

(d) Most products are facinlstiff competition from lower priced Imports which may be
of lower quality. This is because of the high taxes imposed by lovernment on
locally manufactured products. '
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CI) Mo.t locally procelsed food products arl poorly presentld due to lack of good
label. and packaging materiall. Allo, the manufacturers do not have technically
capable personnel to develop presentable products.

(f) Food procellor. in Usanda face a senerallack of information on markets and
. available proce.sins technolOSies for their products.

R.comm.ndaUol\I

(I,) Manufacturer••hould invest in marklt r...arch to a.certain the needs and
preferences of tarseted consumers.

(b) Manufacturers should carry out product promotion campaigns to increase public
awareness about their different products, and on how the products should be
handled by retaUers and presented to CONumers. It was noted that the pineapple
product, CREPS, is not properly differentiated from other drink. on the market.
The trade name CREPS and the shape and size of the bottle I. simUar to product.
by other soft drinks manufacturers such IS PEPSI, SCHWEPPES and COKE.

(c) Different sesm.nt. of the market have different nlld•. Marutln .hould identify
these needlso as to tarset this market and position their product so IS to attract the
consumen for which they ue intended.

(d) Botti.. ue mi.UMd blcaUie th.... is no Slu. manulacturins industry in Usanda. In
the short-term, the public should be educated on the huard. which could arise
from mi.use of thIIe bottl.. other than for their .tlpulated products.

(e) It wa. recommended that the indisenou. indu.trl...hould be promoted to
compete favourably with wellestabllshed foreian industrill.

(f) It wu also .uss-ted that In order to be competitive there II need for increased
inv.tment in r......ch and development in the Usandan industries. Joint research
~tw..n Indu.trie. and Research Institution. such a. the Food Science and
Technology Department, Makerere University, should be encoUlased. Industries
could also assist in financing research activities since they are the main beneficiaries
of the reeafch findinp.
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(s) In order to compet. in bil market. lik., the PTA, the Ulandan manufacturer.
should consider loing into joint venture partnership. with IItablished foreign
manufacturer. who have a proven track record.

(h) If they .... to survive in this competitive market, food procllsor. must employ
, technically capable personn.l to produCt quality and presentable products.

(i) Some of the information required by the proc:euors can be obtained from the tJMA
and the UNBS. EPADU, UEPC and the Food Science and Technology Department,
Mak.rer. Univenity also provide information on mulcets, product quality, etc, that
would be of interest to the food Processinl industry.

CROUP 3: CEREALS AND EDIILE OIL PROCESSING

Chairman and Rapporteur: Mr. I.M. Sekabembe of EPADU

Qu,ml CODtmUOu,liLY Ayuran"

Problem.

(a) Chipping of metal roll.rs used during milling contaminate the finished products.

(b) Durinl coff. processins, som. coff. processors instead of pindinl the coffee use
hammers made of material. such as iron, that poison the routed coffee.

(c) Some coffee beaN sold to the processors are adulterated with coff.. husks. The
husks are harmful to human beings.

(d) Maize millers produce pure white flour which hu low nutrient contlnt.

(e) ,About 85911 of the raw materials for bakeries, especially wheat, u. imported. This
wheat is, however, usually found to be of lower quality than the suppliers clai~.

RecollUllendatioftl
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(a) Miller. and grind.rs f.ee a seriou.lade of spares for their machinery. The millers
should order spare parts, through a single purchasing unit or organisation. This
would considerably reduce the costs of the spare parts.

(b) Regulations should be set up to prevent the use of iron rollers and iron hammers
during milling.

(c) UNBS should set up quality standard. for roast coffee and ensure adherence to
them. Coil. buyers should also ensure that they only buy beans of acceptable
qUality.

(d) CONumirs .hould be educated on the advantages of brown maize flour. Millers of
brown flour should inlorm consumers about the nutritive quality 01 their products.

(e) Raw material importerslhould always check their raw m.terial, belore using them
.nd il they are not of the desired quality, should forward their claim lor
compensation Irom the SGS, which issues the verification certificates Irom
suppUer•.

(f) Importers 01 raw m.terials .hould also do bUlin., with reputable comp"lnies so .s
to .void being cheated.

(g) Most food processing industries do not have quality controll.boratories. This is
due to the high cost of equipment and chemic.ls required for use in these
laboratories.

Quality monitoring i. essential in all food industries and management should aim at
est.blishing quality control f.cUiti., however small.

The UMA should seek • reduction in taxes on chemical. that ar. required for use in
quality controll.boratories. This will considerably reduce the costs of these chemic.ls.

The U~BS should start a joumal on quality assurance in the food industry. nus journal
would have articles that would educate consumers .nd food processors about i~sues

related to quality assurance 01 food.
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Mark,tlnl AI "g,I. Ind Edlbl, QU.

Problem.

(I) It hal ~n alleged that the cooking oil imported into the country under the
Agricultural Cooperative Development Intemational (ACDI) PL-480 programme is
killing the edible oil industry in the country.

However, a ltudy carried out to establilh if the edible oU imported under this programme
was kilHng the local edible oil industry found the aU.ation to be false.

(b) There is a lack of suitable packaging for cerea" and unreliable supply of packaging
material. for edible oil in the country.

(c) Unrenable supply and high rata for .llCtridty are railinl the production costs for
industries.

(d) It wu observed that screen printing on containen which 11 cheaper than printing
paper labels is not widely used. There 11 a need therefor. to promote this labelling
which also reduces pirated products on the market.

(e) The soft wheat grown in Fort-Portal (Kabarole OiItriet) hal bien found undesirable
for some baked foods; its nour does not riM enoup. The wheat 11 also very low in
protein content and i. not white enoulh.

R.commendatlons

(I) Cereal buyers should import sisal gunny bags for the farmers to buy. OU producers
should contract r.liable manufacturers to supply them with packagin. materials.

(b) Industr1ellhould be authorilld to seek compenation from the Ulanda Electridty
Board, VEB, for 10.... incurred because of pow.r .heddin•. However,
manufacturers should also be ready for such .ventualiti.. by instamn. standby
generators on sit•.
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(c) Ther. is also anted for the UNBS to iftJist on Will labelled products to ensure that
their origin and manufacturers are known. This will ensure that corrective
measures can be taleen in the event that a product is !- .Ind to be adulterated.

(d) Farmers.should also be encouraged to plant the hard wheat .... strain if it is found
that this wheat variety can thrive in Uganda.

It wu also observ«l that the high tue. impoHd on locally manufactured goods are
makin, Ugandan products uncompetitive on the market, .ncouragll smuggling of
.ch.aper prodUe:tl into the country, and thereby leil.. our young industri... A case in point
i. bread from Kenya which is untaxed while the wheat flour for Uganda-made bread
faees 20il import duty and 20" sales tax.

There i. agr.at nted for member. with common problem. to form sub-leCtor committees
und.r the UMA. Their unified voice and strength will h.lp to solv. problems that beset
many of our industries and will thus help in the developing of a strong and vibrant
manufacturing sector. (N.B. sector subcommittees now exist und.r the UMA to help
members with their unique problems).

GROUP IV: SUGAR, HONEY. SPICES

Chairman: Mr William Musinguzi, Ulanda National Bur.au of Standards
lUpport.ur: Mr John lsodo, Sugar Corporation of Uganda, Lugazi (SCOUL)

(a) Companies have a Quality Assurance Department which i••uppoMd to:

(i) Create quality sy.tems and routiil.. and Nt up quality .tandards
(ii) Control the production prOClll in order to achieve the spedftld quaUty goals.

In local indu.tri., thlll functioNar. performed to varyin, d..- of ..ti.faction. All
group m.mber. agretcl that th.r. ar. no writt.n quality assuranc. guid.lines for
industries hence quality system. and routines ue haphazard.

('0) Quality control activities such as inspection, testin" proc.,s control,
instrumentation among others, are inadequate or in some cases totally lacking,
especially in small and medium sized industries.
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(c) Most companies prefer to bUy the cheapest. raw materials on the market irrespective
of their quality. For products like honey, different varieties are produced at
diff.rent locatioN and hence the honey collected daily i. heterogenous in nature
and of incon.ist.nt quality. The quality of perishable product. such as sugarcane
deteriorates with time after harvlst. Although plant manager. are aware of this,

, they may not be able to use all the raw materials immediately due to problems such
as machine breakdown. In other cases where the raw materials may be of desirable
quality, the procelSing equipment may not be 01 the specification reqUired to
produce a high quality product.

RecollUlllndaUolII

(I) The UNBS should therefor. coordinate with the ChAef Executiv. of the different
industria to work out a quality assurance programme for their industries.
Company Executives would therefore be directly involved in defining the gOils of
the company and the role of the quality control penonnel in the organisation.

(b) C.ntralised t.tinslaboratori. where UIII" pay a f.. for the ."iClt rendered,
should be lltiblilhed.

(c) Plant Manasement should be .ncourased to train Quality <:;ontrol Specialists. The
UNBS will only iSlue quality standards certificates to companies which:

(i) observe strict quality control and
(ii) have qUalified personnel who know about quality and who can also ensure

that corrective measures will be tak.n to ensure proper sanitation procedures
in the industry.
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CONCLUSION

SUSTAIN activities continued to be important events in the tJMA Programme for the
development of the food processing Industry. The SUSTAIN workshops were an
important fora for intercompany interaction and exchange of views by participants.
Durinl the meetinl., presentations and one-on-one consultations, participants were
introduced to better and cheaper methods of packaginl and labellinl. They also lot to
know (some for the first time) about issues such as quality control and marketinl in the
food industry.

Efforts wUl be made to obtain additional fundinl from USAID and local manufacturers to
ensure that the solid foundation laid by SUSTAIN is strengthened. The SUSTAIN Program
wiU in futur., focus on specific sector II'OUpl. Thil il becaule within each sector,
proceuorl face unique problems. The SUSTAIN Programme would therefore be better
abl. to addr. these problems.
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Uganda Manufacturers Association (UMACIS)
Consultancy and Information services Ltd
~. KALJTUNllAOAO '.0.10111''' TIL:.,. 'AX:"""',.,. ICMI'U

DATI: 'JI'O/gJ
................, , ,".' .
.................................................................................
, , ,.., .
t .

Ctar Sir,

RE: QUALITY CONTROlJQUALITY ASSURANa WOIJeSHO., NOVEMIER 10.
11, t," UGANDA INDRNATIQNAL CONDREN(! (INTIE "'MP'Ll

Th. Ulanda Manulactur.r. Auoclatlon, UMA, In collaborltlon with 'roj.ct
SUSTAIN <Shlrin. U. S. TechnololY to Aid In the ImprovIIMnt 01 Nutrition) will
hold a two day Quality Control/Quality Aauranc. and Mlrkltln. worklhop from
Nov.mbtr 10 ·11, 1993 at the U.ana Int.rnatlonal ConltrlftC. C.ntre, lCImpali. Thil
workshop 11th. 1IC0nd in a IIri. of worlhopl which WO be a..1d to addnu arta.
critical to the lood proc,uin, industry in Upnda. The worUh.lre conducted with
the h.lp and technical .xpertllt provld.d by voluntHn from U. So Pood Complnl.
under the SUSTAIN prolrllNn. and Irt lundtcl by th' Unittd Stat.. A,.ncy lor
Internationll D.v,lopm.nt, USAID.

The Quillty Control/Quality Allurlnce worUhop from Nov.mber lOel1, 1993, wiJJ
be conduct.d by Dr. John N.1Ion and Dr. John TroU.,. Dr. N.lton and Dr. Troller
hlv. I lot 01 .xp.ri.nc. in qUility alluranc./quallty controllnd marlcttln. in the
food proc.ninlindustry. Th.y wUl b.lni.t.d by rllOurc. ptnon.lrom the Upnda
Nltional Bur.lu of Stlndlrd., UNBS, the Food Scilnc. Ind Teca.nololY, Mlkerer.
tJniv.nlty and the UMA. .

on" purpose 01 thlll.uer II to invlt. you attend the quaUty control/qulU" auunne.
workla.op in Nov.mber. Plrtleipant. Irt nquirtel to brln. alon...mpl.. 01 their
product., which wlll .nabl, th.m to a.av••om. 01 ta.,ir probl.1N •.• product
pres.ntation and mark.tin. dilcUlltcl and IddrllHcl durin. ta.. worklhop. Bach
participlnt i. requllttd to ply a rt.lltrltion 1ft 01 .hI. 5,000 only to lacUltlt.
preparation. for th' worklhop. 'aym.nt .a.ould be mad. to the UMA Con.ultancy
Ind lnfol'lnllion Strvic. offic. at Plot 10, KaUtuftli Road, IUlGlobi, or to the UNA
Secretlriat Olllel, at the UNA Sl\owlJ'OUftd., LufOlO.

In Iddition your company .... bt,n llitettd lor a factory lit' vllit by the SUSTAIN
Consultants. Thll will .nabl. th.m to know ta.. probl.... your complny fac. in
qUillty aSlurane. and product markttin•.

W. look lorwlrd to workin. eloltly with your compan, 10 u to bnprov. lood
prcJC.ulnlin Ullnda, and ther.fore uri' you to malct the nec_ry Imn••ment. for
Dr N.Lson Ind Dr Troller to your factory on Nov.mber It Ind to
confirm your IvallabUlty to att.nd th' qUllity control/qUiUty lUurlne. workshop in .
November.t the .arllllt opponunity.

Looldn, Iorward to your prompt and lavour.blt r.ponst.

YO~

WUUlm S. Kal,ma, Ph D
DI1IC101



Uganda Manufacturers Association (UMACIS)
Consultancy Ind Information services Ltd
PLOT 10, 1W./TUNIl AOAO '.0.10""3 TIL: ZIlla 'AX:a_,••,ZII'.. ICAWIlAU

DATI: '1/10/9

.................................................................................
·········~· ..••••• •• t ..

•• ••..••••..•••..••••••••• •• ' ••MN•••••••••••.................................................................................
DorSIr,

RE: QUALm CONTROIJQUALm ASSuaANa WOIICSHO., NOYIMIIR 10
JJ 110 YCANQA INDBNAMNAL CQNflBINa CQITB', 'AWAL.t

Th. Ullndl Mlnufactur." Auocil.ion, UMA, In coiliborl.lon wl.h Proj.c.
SUSTArN CShirin. U. S, Technol., '0 Aid in .... ImprovlIMn. 01 Nutrition) will
hold I two dlY QualUy Con.rol/QuaUey .....urlne. Ind Mar••In, worbhop from
Nov.mber 10 -11, 1"3 It .... Upnclllnt.rnational Conltrtnc. Centre, ~m,.lI. Thil
worbhop II the IICOM In a II. 01 wonhopl which IhIU be h.ld to acid... Irtl'
crltlcll to the food proctMin,lndUllry In Upftcll. "'.1 worbhopean conductld with
the h.lp Ind technical ••per.... provldtel by voluntllfn from U. S. 'ood Complnl..
under the SUSTAIN prolrlnun. Ind In handleS by the Unittel Stlt.. AI.ncy lor
Internltlonll Dev.lopm.nt, USAID.

Th. Qullity Control/QuaU.y .....UrIne. worbhop Itom Nov.mber 10-11, 1993, wUl
b. conduettel by Dr. John Nellon and Dr. John TroU". Dr. N.lIon Ind Dr. Troller
have a lot of ••perl.nc. In quality IMurlne./qUility control Ind markltlnl tn the
food proc.uinllndUitry. nty wID bllUi. 4d by rtIOurc. penon. from the U,lndl
Nltionll Bur.lu of Stlndlrd., UNIS, the Food SCI.nc. Ind Technolol)', Maker.r.
Unlv.nlty and the UMA.

Th. purpoll 01 .hIt IIttII' It to Inv'" you Ittend the qutuey control/quaUey IlIUnne.
workshop in Nov.mblr. 'Irticl,.n.. Irt requlrtel to bran,llon, IImplll of th.ir
products, which will .ubl. th.m '0 hlv, .om. of th.lr protil'mI "1 product
pres.ntlUon and INrkttlnl dilculMcllnd Iddnued durlnl .he worklhop.

Elch ,.rtlcl~nt iI nqUtlttd to Ply a nliltrltlon fll 0' .... 5,000 only to IICUitlt.
p"plratlou lor the worbhop. 'IYlMnt .houlcl be mad. to the UMA CONultancy
Ind Informa.lon Slrvle. offIC. It Plot 10, ICaUauftll Road, IUlolabl, or to the UMA
Ster.tlrllt Oflle., at th. UMA Sl\owlfOUncl" Lupp.

W. look lorward to worldn, clollly with your colftplny 10 U to IIftprov. food
proctllln, In Ullndl, Ind .h.nlon uri' you to confirm your IVlillbWey '0 Itt.nd
th. qUlmy con.rol/quility Iuuranc. worklhop In Nov.mber I' the •.,u••
opportunity.

Lookln, forward '0 your prompt anelflvowlblt ....poNt.

y~

WIl1llJft S. ICI.... Ph D
mlan'



APPENDIX I

SUSTAIN Deleription

The pro.1'UII Sluri. U.S. TIC........ 10 Aid In the Impro,...... 01 Nulridan (SUSTAIN) provi" ICC.. 10

V. S. experti. iD food proceuiD, to btlp improve Dutritioa iD tbt dev.lopia. world. TecluUc:aI auiltallCl i.
provided b)' voluateer proftuioaal. from U.S. food compuia, UBiv.nicia, IIId odler orpaiZiliou who doDaIe
Ibeir 1111II aDd experti...

SUSTAIN WII ,raatM I flv••)'.... reDIWAI froID tile U.S. "'laCY for IDtlnlalioaal O.v.lop...t (USAlD) OD
Slple.ber 30. 1991. 'D. pro.1'IIII i. IIIIIIItId UDder • COGpII'IIiv.......1 wida tile Natioaal Cooperative
Buaiaeu Auociltioa (NCBA) aDd rICIiva advice froID • SteeriD. CollllBittll .... up of privile _tor
repnllDtalivlI.

NCBA WII foUDded iD 1916 aDd illllllmblflllip lIIOCiwoa rep'-liD, "-rica'. "',OOOcoopll'lliVI but....
KaoWD ove,... II CLUSA. NCBA worb ov.,... wida ill OWD co-ope. USAID, World 1IIak, UNDP.
aDd olber doDor ..eaci.. 10 pro'" dev.loplIIIDt IIId joial VIGCU,. iD CIIird world.

MID)' beae"l1 eM accr... to die dev.lopia, world tIuoup improv..... iD food pmc-il" From .... ltaDdpoiDl
ofall.vi.ciD. bUDllr aDd impravia. aUlrilioa, food ,......... aMK:b to otrlr. 1111II,. ... food aDd aUlrilioaal
....uil'lllllDlllIId reduc. poIt-blrvtIC food lau.. FroID die ecoaolllie lIIIIdpaia., food"""" provi_ • IIIIIDI
for lac foNi...llcbla.llllliap tbrouIb 'llportiDI val... added PftIc. d,.. ......... come dlli•.
II btl,. mploy_laDd iii IICbDolotical dev.lop.... IIId ... JIOWdI 01 aWed iDduItritr.

SUSTAIN b.l,. improv. food qualll)', .11 produclioa.aDd lower optI'IIial COllI 01 lcICIIIypan .... proc.....
foodl by provid•• IICbllical Uliltlllcl ia porI-buvtIC food 1)'*"" Iacludiq: (I) food 1IItCy, qllllil)', IIId
IIIlitalioa (Ia) food pl'IIIfYllioa lid _ ..... (e) food proctIIia. (d) food f'ortiftca&ioa (.) ,.ke.... (I) IIIIII:tlia.
e,> weuiD. foodI tBd (Ia) ..vi......1aI e.cbDololi••

HOW the Pm..WorM

SUSTAIN ree.iva Nq far .-i..... froID iDdlviduai food co .-.cia iMtilUli... IDII USAID.
Sborl-lInD ItCbllicai i i. proviclld by .......... U.S. P'O ioaalJ wlaD dIIir "-aDd '.perda
10 tilt project. Miuiou l)'picllly aM tD dII'II WttU • cIurIIioa. SUSTAIN CCMII vel COllI.
Colllpllli. or bait orpeip«icw rtqUIIIiq SUSTAIN _tIIace tD COIIIribUII .....,.
UptDJII. Due 10 bud... COIIICIIiIII. prioriI)' i. liv. tD ...... dial CI8 d tllilil)' tD iIIpnw....
Dulrilioaal qualil)'. 1IfeI)'. lid IVIillllWI)' 01 food .... local CCMIIaNiI)'. To till 11I_ patti...., SUSTAIN
coordiDalel III ov...... aclivitill ........ I local 0fIIIIIiJad0a. Tbi. DOt oeIy-hr.~"IorfItCIIDDIoIY
lru.fer, bUI allO faciliCIIII coonIlIIIioII 01 acliviti... coalri.... 10 loa........i·..... --'_1.

SUSTAIN I. abl. to IOlv. aMy "..... by provid•• ialor.aioa dill .Ii Ii ItcIII.icII Ii........ or •
Ib' ·memory- 01 I co..-y. ., PftIbl- CMDOI be IOlytd IbrouP CO"II, SUSTAIN volua...
lilly be ItDI to PftIV- lICiaicai _IUDCI. WorUbopt " c:-. be orpaiJrd to btlp
addre•• food lie"'" i... pI'OIrIa dott DOt fuad pIOduct or ,... acquiIili .

111. pro... pubU_ • quuttrly (SUSTAIN Nota) oa food 1IC IIMt. II i. provldrd fI'Itl. to
over 1900 reeipi.1I ia IlION'" 50 couatritl.

For IlION iafoftllllioa. pl_ wrlll to:

SUSTAIN ........
NllloaaI CoopIndv iDttt AIrociatioa
1401 New York Av , NW, Suitt 1100

WuIIia.... DC 20005-2160
....: (202) 631-6222
Fax: (202) 621-6')26
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BIOIraphies 01 SUSTAIN Volunteers

Jolin Neilan, "'.D. (Biochemistry, Microbiology, University of Minnesota, 1961) is Vice President-Science and

TechnololY of McCormick" Company. He was formerly Director of Research" Development and Vice President

Research" Development with McCormick; Chief Operating Officer with Roman Meal Company; Vice President,

Marketin, " Product Development with American Maize Products Company; Vice President, Research &

Development with Peavey Company; and Department Head, Research" Development with General Mills, Inc. His

areu of expertise include business manllJement, processin, of cereals and lelUmes, and marketin,. Dr. Nelson is

active on numerous professional and advisory groups, includin, the Governor's Conference on the Future of

Maryland A,riculture, the Institute of Food Technolo.ists, and the AACC. He has participated in missions to 8

developin, countries to usess their food industries. He is currently the Chairman for SUSTAIN's Steering

Committee.

J- Troller, "'.D. (BacteriololY, 1962) has spent more than 40 yeus in various aspects of food pracessin" 30

of those at Procter" Gamble (Food Division), first as a research scientist, then as a scientist and manqer in the

Food Product Development Division. Dr. Troller headed a ,roup responsible for the microbiolo,ical safety and

stability of existin, and emer,in, Procter" Gamble food products, and established GMP and safety strate,ies for

all of the company's food sanitation pro,rama. He also consulted with company food scientists and en,ineers on

a variety of saniution, microbiolo.ic, and development-related issues such as raw materills specifications and

procurement, aseptic packllin" oxidative effects, and moisture relations of foods. He hu written two books and

over 40 articles in scientific journals.



APPINDlXm.........,.
VISIT TO UGANDA BY DR. 10HN NELSON AND DR. JOHN TROLLER

NOVEMBER 6 - 14, 1993
PROPOSED PROGRAMME

Arrival of Dr. lohn Troller

Meetin, with USAID Mission Director and staff, at Plot 42 Nakuero Rold

Meetin. with Executive Secretlry, National Council for Science IIId TecbDololY

Meetinl with Executive DireclOr, U,and. Nltional Bureau of Standards

Meetinl with Executive Secretlry, U,and. Export Promotion CouneU

Visit 10 LOlolO Show pounds, Trade Fair

Saturday, Noy.her " 1993

7:55 a.m. Arrival of Dr. John Nelson

11:00 a.m.- 12:00 p.m. Food World Industries, Kampala

12: 15 - I: 15 p.m. Hwan Sun, Fish Processin, Plant, Ntinda

SIIaday, No'...... 7, ._

8:20 a.m.
Meaday, No'.....,._

8:30 - 9:30 a.m.

9:50 - 10:50 a.m..

II: 10 a.m. - 12: 10 p.m.

2:00 - 3:00 p.m.

3:30 - 5:00 p.m.

n-day, No'.... " ._

9:00 a.m. - 10:00 a.m. Dairy Corporation, Entebbe

10:20 a.m. - 11 :20 a.m. Hot Loaf Bakery, Kampala

12:45 p.m. Leave for Ji~.

2:30 - 3:30 p.m. Ocudun, Millen, linjl

4:00 - 5:00 p.m. 'Jamb. Fish Proceuinl PIUlt, Jinjl

W.....-" No'....... 10, 1_

Chairman: Dr. Evelyn Kuirye-Alemu, Director, U,and. Nltional Bureau of

Standards

Meetin. with Jim Dunn, USAID8:00 - 8:30 a.m.

9:00 - 10: 15 a.m.

9:00 - 9:30 a.m.

9:30 - 10: 15 a.m.

10:15 a.m.

10:45 - II: 15 a.m.

11:45 I.m. - 12:45 p.m.

12:45 p.m.

2:00 - 3:30 p.m.

3:30 - 3:45 p.m.

PI,nuy Swion

Keynote Address: Minister of Trade and Industry

Executive Session, Address by Dr. John NellOn lAd Dr. John Troller

Break

Presentation by U,IAdI National Bureau ofStandards, MinistryofTrade and Industry

Introduction, Quality Control/Quality Assurance, Dr. John Troller

Lunch

Quality Control/Quality Assurance, Dr. lohn Troller

Break



QUALITY CONTROL/QUALITY ASSURANCE WORKSHOP
NOVEMBER 10 - II, 1993

PROGRAMME

Group Discussions on QC/QA

Groups will represent the food processing sector in U.anda. Each .roup will have

participants from I,iven food proceuin. sector such u dairy, meat processin., fruit

juice processin., cereals, edible oils, pack.,in, companies, and others.

Break

General Discussion and Review of the Points Raised in the Group Discussions

Closin. and Reception

3:45 • 5:00 p.m. Group Discussions on QC/QA

Groups will represent the food processing sector in Uganda. Each group will have

participants from agiven food processing sector such as dairy, meat processing, fruit

juice processin., cereals, edible oils, pack..in. companies, and others.

5:00·5:30 p.m. General Discussion and Review of the Points Raised in the Group Discussions

Thunday, No.ember 11,1993

Chairman: Mr. Henry Nyakoojo. Executive Secretary, U,anda Export Promotion

Council

Presentation by Food Science and TechnololY Department, Makerere University

Presentation by Expon Policy Analysis and Development Unit, Ministry of Finance

and Economic Plannin.

Product Marketin., Dr. John Nelson

Break

Product Marketin., Dr. John Nelson

Lunch

8:30 • 8:50 a.m.

8:50 • 9: 10 a.m.

3:45 - 3:45 p.m.

3:45 • 5:00 p.m.

9: I . 10:45 a.m.

10:45 - 11: IS a.m.

11:45 a.m.• 12:45 p.m.

12:45 • I :45 p.m.

1:45 • 3:45 p.m.

Friday, No'ember lZ, 1_

9:00 • 10:00 a.m. Food Science and TechnololY Department, Makerere University

10:45 • 11 :45 a.m. Debriefin, with USAID Mission Staff

12:00· 12:45 p.m. Meetin. with UMA Chairman

2:00 p.m. Leave for Tororo

Saturday, No,.._ 13, 1.

8:00 a.m. Depanure of Dr. John Troller

9:00 • 10:00 a.m. EI.onia Industries, Tororo

10:30 - 11 :30 I.m. Nllon,era Millers, Tororo

12:00 - 1:00 p.m. South Bukedi Cooperative Union, Tororo

SUndIy, No'.... 1., 1_
11:25 a.m. Depanur. of Dr. John Nelson



APPINDIX IV .

Participlnt. It the QClQA Ind Mlrk.tln. Work.hop
November 10· tt, 1993

1. Clfttury Bottlinl Co. Ltd
2. Century Bottlinl Co. Ltd
3. Coff. Mark.tinl Board
4. Cralt. 8IZaar(V) Ltd
5. Crown Bottler. Ltd
6. Crown Bottler. Ltd
7. Dliry Corporltion
8. Dliry Corporation
9. Dairy Corporation
10. ElloNllndustri.
11. Export Policy Analysi. and Development Unit
12. Food Pack Ltd
13. Food World Ltd
14. Foods Ie Beveralll Ltd
15. Foods Ie Beverales Ltd
16. Hot LoaIllkery
17. Iftttrfi.h Ltd
18. J.w.l of the Nile
19. Jew.l of the Nil.
20. K.buli Fum.r. and Millers Ltd
21. Kabuli Fumers and Millers Ltd
22. Kakira SUlar Works
23. Kampala Jellitone Suppliers
24. Kenne" (U) Ltd
25. KIVa EnterpriSll (U) Ltd
26. Maddo Seer.tuiat
27. Malanjo Grain Millen Ltd.
28. Mallnjo Grain Millers Ltd
29. Maker.re University
30. Makerere University
31. Maker.re University, Food Science and

Technoiosy Department
32 Masaka Food Processors
33. Medipharm Ltd
34. Meaatrends Ltd
35. Ministry of Agriculture, Animal Industry and

Fisheries
36. MOIMWa Ltd
37. Mr Jam.. Matamball
38. Mr Muhammed Segonga
39. Mulcono Tukolere Wamu Women's Group
40. Mukono Tukolerewlmu Women's Group
41. Mulcwano Industries
42. Musenze Industries Ltd
43. National Agricultural Research Orlanisation

Mr Fred la,.nda
Mr ladru Sabyall
Mr Kar.r. Karulahl
Ms Allen Nsibirwa
Mr lut GI.lnl
Mr P. Bananuka
Mr Murat Chemoiko
Mr N,obi
Mr Con.tlntin. Mike Oyo
Mr Solomon Mudoi
Mr Bunabal Sekabembe
Mr Silv.r OCitti
Mr K.nn.th Wld.wa
Mr David Nkurunziza
Mr Godfrey Samakula
Mr AJoysiu. Kiizl
Ms Joyce Nlma.embe
Mrs Miriam Okiror
M. Flith Miratbe
Mr P. N. I Mwopra
Mr Robert Wambuzi
Mr R. P. Kamant.
Mr Abbl. Kazibw. Musisi
Mr Ok.lIo
Mr ICtphtr Kat.u
Dr M. N. Musolce
Mr Wilson Bahemuka
Mr Patrick ICivumbi
Mr Yu.uf Iyaruhanaa
Ms Harri.t Mudondo
Mr William Kyamuhanlire

M. Milly P.klce
M. Annet Bukirwa
Mr Denil Patrick Okori
Dr Juliet 5entubwe

Mr Mohammed Sekyewa

Ms Dorothy ICalljja
M. Marlu.t N.ubula
Mr Frands Mltovu
Mr Sulaiman MUMnze
Or William Ssall



".NIII·Ltd
45.NI..·Ltd.
46. Nkuruba Wh.at Mills
47. Omolo Mixed Farm Ltd
48. OIIOBuco Enterpri...
49. Mr Patrick lCyoyet.ra
50. p"lnstitute of Caterinl
51. Petlul Ltd
52. F.tlul Ltd
53. Phaben Enterprilll
54. Phaben Enterprilll
55. RIco Indu.tria
56. RICO Industria
57. lola Brol. Ltd
58. Sekabanja Dairy Farm
59. Sino Ulanda Pi.heri..
60. Supr Corporation of Ulanda LUlazl
61. Tamco Milllnlindustry
62. Tamco Milllnlindustry
63. Th...... Winery
66. Twiiza Enterpri...
67. Upnda Brew.rieI
68. Ulanda Brew.rin
69. Ulanda Brew.rieI
10. Ulanda Br.weries Ltd
11. Ulanda Butter Manufacturers Ltd
12. Ulanda Butter Manufacturers Ltd
12. UMA Consultancy and Information Services
13. UMA Consultancy and Information Services
14. UMA Consultancy and Information Services
15. UMA Con.ultancy and Information Services
16. UMA Con.ultancy and Information Services
17. UMA Consultancy and Information Services
18. Ulanda Export Promotion Council
19. Ulanda Grain Millinl Company
SO. Ulanda Grain Millinl Company
81. Ulanda Investment Authority
82. Ulanda National Bureau of Standards
83. Ulanda National Bureau of Standards
84. Wabuyaayu Honey ProceslOn
85. Reco Industries

Mr Rodlers Matsiko
Ms Catherine Bendera
Brother Charle. Alaba
Mr SaUm Okullu
Mr Willy Jitta

M. Grace Ibinlira
Mr Emmanuel Muwanluzi
Mr Godfrey Semakula
Mr Arnold Onlecu
Ms Pherry Onlecu
Mr Philip Rwabwoso
Mr Wilson Baluku
Mr John 8oIco Senyonla
M. Florence Sekabanja
Mr JOieph Okw0ftla Olanya
MrJ.lsodo
Mr Richard Mayirula
Mr John Patrick Nlobi
Ms Theresa Musisi
M. Ruth Tuma
MrA. Acom
Mr F. IC Nyanzi
Mr Okoth P. Potison
Mr E. M. Katorobo
Mr Micha.1 Slimbwa
Mr Robert Sesonja
Mr Wycliff Boon
Ms Sandra Derrick
Mr Dan Kitakule
Ms Sarah ICitakule
Ms Franen NlOnzi
Mr Fred Zake
Mr Henry Nyakoojo
Mr Mo... Wamukota
Mr John Wakikona
Mr Hillary Obonyo
Dr Evelyn ICllirye-Alemu
Mr Willy Musinsuzi
Mr Jam.. Babumba
Mr BakUza

..
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APPENDIX V

Worklhop Ma......

flt UGANDA MANUFACTURERS ASSOClAnON

FOOD PROCESSORS QUALITYCONTROIJQUALITY
ASSURANCE AND MARKETING WORKSHOP

Upnda Intlmalional ConftNnCIc..... lCImpIIL
Novnblr 10-n, 1M3

The UpndI ManuflCtUlWl AIIad._ UMA, .....with .....SUSTAIN
<Shari.. U.s. TechnololY to Aid in the ImproVllNftt 01 Nutritkln) a U. S. buIcI
voluntttr orpnilltion, will hold ahvooday worklhopon quality ClOftIlol, quality
auuranee and product mar""n. from No"mbIr' 10011, I. at the UpndI
InternatioNI ConltrtneeCtntrl.Thisworklhop islundld by the U. S. ApN:v for
IntematloNi Development, U5AJD.

The worlclhop will beconductecl by Dr.JohnNellOn,SeniorViCirr.kIlftt,SdInCl
and TechnolOl)', McCormick and Co.nd Dr. John Troller. They will belllistldby
rc!IOurce penonsfrom IheExport Policy ANlysiland Developnwnt Unit, EPADU,
theUpnda National BurtAuofStlndard..UNBS, theFoodSciInCIandTlChno1olY
Department, Makern Univtnity, II\CI the UMA.

The worklllop wtli add..theIollowinl--

• The Mnital)'clllip,opll'.tkmoffood planllandpldmanuIIcturiIW prlndplll
relati" to their inttar.tion into the food~.. tyIIIm (raw mallriall
ICquilltion, procIIIin., equipment .nd pl.nt dlltp, plCleiPI unltalton,
storap.nd ahlpplns)

• SourctloflPOilipand llfetyriJkI in food productsin Iddltion to the teehniqu•
•v.i1able to arcumvlnt thIIe problems.

• The importanceof quality control in marketinl
The UMA invitel.ll food proctIIOft and interntecl plrticiplftll eo atllnd. 8Ich
plrticiplnt is rtquested to paya "str.tion letof shI. 5,000only. JtIaIstratton wiD
atilt at 8:00 ao 1ft,

For more information and r'fliltrltion, p1_con"':

UMA Con.ultancy.nd Information ServiCII
Plot 10, KalituNi Road, Bugolobl or
Tel: 2361821236141



PlwMtadon on Quality AuurancelQuaJlty Control by Dr. John Troller

I, Quality programs
A.Goall

1. Reduci hazards
2. Reduci spoilagl
3. Maintain nutritional quality
4. DIlivlr a bettlr product
5. Profit

B. How quality obiectlv. ar. met
1. Quality syllem.

a. Total Quality Managem.nt
i. Dllcrlption
ii. Coat.

of poor qualitY0' high quality
Iii. Product advantagea

b. Hazard Anllylil and Critical Control Point programs
i. Definition
iI. Dev.lopmlnt of
iiI.8yllem
Iv. Principii.

2.1809000
3. Thl ..ablilhm.nt quality malntlnanc. program.
4. OIligning quality Into a food product-- from the beginning

II. Food hlZardi

A. TYPlllluuIs
B. Control 0' food hazardl
C. Microorganilm.

1. Signiflcancl 0' mlcroorganilms in foods
D. ConSlQuenc. of 'did quailly programs

1. Spoilagl
2. Economic penaltill
3. Regulatory
4. Moral committm.nt
5. H.alth

E. Sourc. of microorganism. in foodI

II. How w. protect food frOm hlZardi

. A. Principii. of food prlMrYatiOn
1. MiCrobial decompo.ltlon
2. SlIf-decompositlon

B. Hlalth coneern.



1. Foodborne iIInesse. definition
2. Types

a. Infections
b. Intoxications
c. Metabolic food disorders
d. AII.rgi.s from foods

B. Spoilage
C. MethOds of protecting food

1. AllpliI- keeping miCroorganiem. out
2. R.moval of microorganieml
3. Maint.nanc. of anaerobic conditions
4. Nutrition
5. pH
6. High and low temperatur.
7. Dryinglmollture control
8.Chemlcalpr"'~Mwes

9. Irradiation
10. Mechanical d.ruetlon
11. Combinations

D. Keeping microorganisms out of fOod
1. sanitary plant design

a. Siting
b. Layout
c. Conltruetion
d. ExteriOr

2. Floor
3. Walls
4. Roof/ceiling
5. Doors and other openi.
6. sanitary equlpm.nt dllign
7. Cleaning and .nitizMion
8. Worker hygiene

a. Handwuhing
b.OIOV.
c. R.room faciliiti.
d. Hair
e. Clothing
f. Eating
g. P.rsonal habit.

9.P....
a.lnsect.
b. Rodent.
c. Birds

10. Raw materials
•. Lablls for nutrition and safety



11. Packaging
12. Storage
13. Shipping
14. Air control

E. Consum.r input
F. RegulatiOns

Video on sanitary production of a food product



PREVENTING CONTAMINATION

Things to watch for:

Odors

Color chang_turbidity

Texture chang••

Changes in packag. conformation- swelling

Slimes and scums



SOURCES OF MICROORGANISMS IN FOODS

Raw materials

Environment

People

Pests

!
~



TYPES OF FOOD BORNE ILLNESS

Infections

Intoxications

Metabolic food disorder.

Allergies



SIGNIFICANCE OF MICROORGANISMS IN FOOD

1.01.....

2. Spoilage

3. Regulatory

4. Adverse publicity

5.Non~



...

TOTAL QUALI1Y MANAGEMENT
AND THE FOOD INDUSTRY:
WHY Is IT IMPoRTANT?

A disciplined approach to quality
integrates management techniques, existing

improvement effort., and technical tools

William A. Golom.ki

I

c:J THE FIELD OF Ql'AUn' hal,on. throu,h IIver.1
chanles. More than twenty centuri.1 810 ttler. wu •
formal position of inspector durin, ttie buildin, of
the pyramids in E,ypt. and a similar pOlition in the
ceramic shops ot'China. Work walor,anized in terml
ofse\'eralspecial skilll or funetionl. Th••am. il true
of corporations today.

Every organizational function Iik.1 to think of it
self as the indispensable component of the corpor.t.
stratelY, The marketin, function hal the cUltom.r u
its focal point. but so does the quality function. That
makes each important. The finance and .ccountin.
people milht.l:~ut pro~t. stockhold.rs, t.llp.y.rl. or
even asset utilization In the cent.r,

There are a \·ariet)· of stakeholderl in the or••ni
zation. The emphasis placed on e.ch d.pende on
which ones the or,anization believtl are mOlt ellln
tial. But the reality is that all art equ.lly ....nti.l:
suppliers. employees. capital. cUltomerl, and loon. It
is much like asking which part of an airplan. il the
most important-the wingl, the t.i1, th.l.ft .nrin.?
The discussion that ari..s over how the or.aniz.don
should prioritize its impro\·em.nt .fortl i. ultful.lt
drives us to improve more eff.ctivlly.

This article will p'rovide discullion of the foUowin.
three quelitions: \\hat il Total Qu.lity M.nq.m.nt
ITQ~[I? How did we arrive at thIConeept? And why
i" it important?

What" TQM?
TQ~I is a philosophy. a set of concepti, and a col·

leetion of methods for continuoully improvin, or,a
nizations. The improvement is focus.d on cUltomer
satigfaction. process impro\·ement••mploy" partic
ipation and involvement. and a str.te,ic quality ~lan.
There is a linkage between what the lon,·term vllion
of the compan~: is. and how it c.n be supported by
TQ:\1. In some casts. quality. cost. and cUltomer ••t
isfaction are the central issuel for the corporation
around which f\'erythinl else is buil~ ..

There are a variety of other definitions of TQM.

Th. aUlhor it Pr.tid.nl. W,A. Galomlki I: Alloc:illtl. 20 Eat
.Jack.on Bh'd" ChicllJo. IL 60tlOol·:Z:Z08
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Onl Uled by W.A. Golomlki and Auoci.ttl Itates:
"Total Qu.lity Manqlm.nt il a sYlt.m and a
IUlt.in.d improvlm.nt procm for improvin, qual.
ity in eVlrythin. th.t w. do. It il concernld With sat
ilfyin, both int.rnal and Illternal cUltom.rs. But
dati thil m.an .t .ny COlt? No! W. will aim for the
rational.llptct.tionl ofcUltom.n over th.lik.ly UII
of the product or Itrvic•."

Anoth.r d.finition d.vlloped by the Dept. of De·
f.nll st.tll: "Total Qu.lity M.n.,lm.nt is both a
philolophy .nd a Ht of ,uidin, prlncipl.1 that rep·
rlHnt the foundation a a contlnuoUily impro\'ing
or,.niz.tion. TQM il the .pplic.tion of quantitative
m.thodl and human relOurCH to improve: (1) the
m.t.rial.nd ..rvicn Iupplied to an or,aniz.tion. (21
all the proc""1 within an or,.niz.tion. (3) the de·
,rll to which the ntldl of thl cUltom.r arl met. now
and in the future. TQM int••ratll fundam.ntal
manq.m.nt techniquH. Illiltin. improvement ef·
forti. and technical tooll und.r • diaciplin.d ap·
pro.ch focuHd on continuoUi improv.m.nt...

Wh.nlver • n.w conclpt Im.r,lI. the t.nd.ncy is
to lay th.t it il jUlt a relabtlint of old conc.ptl. or it
il lom.thin. th.t the re.der or lilt.ner hu been us·
in, for y.ars. It il IOm.what Iik. readin, a book on
abnormal plycholOlY .nd wond.rin, which of the
many abnormalitill you h.v•. Th.r. uluaUy are el·
.ments of prior appro.ch•• in n.w on••.

Th. reuon for all the int.rnt in TQM is that the
ulual plannin(. bud,.tins. financial. and marketin,
approach.s fail.d in mal!>: or,aniz.donl. The broad·
ened per.pectiv" of T~M h.v. provided new in·
si,hts and lreat practical ben.fttl. On. of the ele·
mentl of T~M il the rol. of Itand.rdl.

• St.adard•• A Itandard il.n lifted upon defi·
nition. measuremintd.vici. ttlt, pr.ctic•. product or
service arrived at by COnltniUl. Standardl are istu.d .
by government.1 JfOupt whOle rllponlibilitiel in·
elude specifyin, how lo~ .n inch iI. and what ,reen
means in a bank of traftic Ii,hts. Th... ,overnmen·
tal,roups include voluntary Uloci.tionl lueh al the
American National Standard. Inltitute. ASTM.
ANSI/ASQC. and Cadell Alim.ntariul.lfyou want to
know the accepted m.thod for tiltin, the sound of
sirens. fat in hot dop, or thl Itrentth of Ihipper car-



toni, th.r. il 8 standard. Standards are alsociated
with the safety of buildinls, hardhats and lafety de· .
vices. Ther, are u.ed to aet.rmine how to sample
•rain or milk from a truckload. They are uHd to de·
termine how to edit 8 book or report. Standards fa·
cilitate domestic and international trade. They are 10
much a part of our IiV'!l that we for,.t about them.
Which WIV does a door open-inward or outward
lind why? \\-'hat does a size eight in one's Ihotl mean?
What about lar,e grade A e,'II?

Currently. there is great Interelt in ISO 9000 in
every indultry. The International Standard. Or,a·
nization (ISO) publilhed 8 stt of standardl, com·
monly ref,rr.d to al "ISO 9000," in 1987. Th.H
standardl, the rtlult of many y.an of work by I.ad·
inr quality profellionals from 27 major indUitriai
countrie., immediately stimulat.d the int.r.st of
quality prof..sionals throu.hout the world. Th.
standards are reviewed every live yean and work hu
started on the 1997 venion. Alon, with th'H stan·
dardl. a serielofstandards. referr.d toal "ISO 10011"
were publish.d for auditin, and r••iltration ofQual.
ity Systeml to an ISO 9000 standara. Th.l. provided
the means of allurin, a purchlHr that a .upplier
would have in place and functionin, aQuality Syst.m
which would a..ure the purchlHr that purchlHd
materials and productl would mHt the purchlHr'l
requirements r••ardless of the country of ori,in.

For people outlide the quality prof'lIion int.nlt
in the standards came from the followin,subltqu.nt
events:

1. The illuin, ofan "edict" by the European Com
munity IECI that companies doin, bUlintll in the
Ee would need relistration to an appropriate ISO
9000 standard to continue to do bUlinel1 th.r. att.r
1992.

2. The belinning of extensive ",iltration of com
panies in the United Kingdom to an ISO 9000 (BS
.5j.50) standard. This started on a smaller scal. in
other countries, but il,rowin, rapidly.

3. The BSI requirement for manufacturen c.rtify
ing products to meet both product standardl and
qualit\· svstem standards.

4.ln the u.s.. many compani•• which an ,.ttin,
registration to an ISO 9000 standard are allO ~uir·
ing their suppliers to obtain r'liltration. Th. D.pt.
of Defense and the Food and Drq Adminittration
I FDA) have expressed the int.nt to UIt th... stan·
dards as a partial bais for auditin, and approvin,
quality systems. Those compani.s which obtained
registration have found that preparin, for ",iltra·
tion hilS led not only to improved quality but illO to
reduced costs.

The ISO 9000 standardl are recorniztd and bein,
implemented in :\orth America. South Am.rica, Eu·
rope. Asia. and Australia. Standardl writin. or.ani·
zations in more than 50 countri'l have publilhtd
technical clones of the ISO 9000 ..rin. El8mplH of
quality standards in various countries ar••iv.n in
Table 1.

• Survival. Be,inning in the 19801 mlny com.,.·
nill in the U.S. bt,an d.v,lopin, and impl.m.ntan.
Quality SYlteml II a means of lurvivin,. Th.y w.r.
losin, busintll bec.use of their inability to compet.
succtllfully on .itherj)rice or quality.

Th. advent of the ISO 9000 standardl and the d••
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"""" ., _try I..,..,•
Unit'" I ..t. ANSI/ASQC Q90
Unlt 1C1nfHm IS 5750
I." C....munlty EN 21000

Germl"y DIN·lSO 9000
"."CI NF·EN 29000.w...... 55-ISO 9000

Auellella AS 3900
C"1ne GilT 10300. I

v.lopm.nt of the ....i.tr.tion proctdurel and IYI·
t.ml addl to the nltd for d.v.lopin, and impl.ment.
in, a ,ood quality lyatem if the company il to survive
throu.h the 1990t and beyond. For thoH companies
doin. bUlintu in Europe, .I~tin, to ..n there
att.r 1992. !"J.iltration to an ISO Itandard il I mUlt.

In the United Kiqdom, the BSI now canl for
mHtin, an Irpropriate BS 5750 ltandard (ISO
90(0), al on. 0 the conditioftl for obtainin, product
c.rtification. ThUl, mHtinr the requirement of the
ISO 9000 Itandard iI important for III" of productl
in the cOnlum.r mukttplaet u well U Hllinr mlt.
riall, compon.nts, and products to manufacturerl.

Within the U.S., a number of compani" which
have obtaintd or intend to obUlin re,iltration to an
ISO Itandard an t.lliq th.ir luppli.n to obtain
re.iltr.tion, "lardltllofthe location ofthe supplier.

• M••,u,ia. Pro" ..., Som. of the most im·
portant parta of lift an the mOlt dUlicult to mealure.
If w. an thinkinr about a vocation u • priellt.
broth.r. nun, rabbi, imam, or minilter, what will that
be lik.? Or, if WI an datiq and thinkin. of ••ning·
marritd, how win the int.neltd lpoUH work out? In
quality. w. ulually take a ditJ'er.nt rout•. W. make
thrH m.uur" of relative p~. Th.y ar.: (l)
How u. w. improviq relativ. to a but period? Thil
il called butlin. m.uunm.nt; (2) Art w. improvin.
u fut u the belt of compttiton? Thil i. called
makinr a competitive compariton; and (3) An w.
doin. u w.1l u the belt in cl., rtlardltu of the in·
dUitry or fi.ld? Thil iI called benchmarkin•. Some
conlider all thrtt benchmarldnr.

On. of the probl.ml in mOlt oflani.ationl il that
th.re are v.ry f.w m.uum of quality. If there 1ft
any at all, th.y art Ulualb' m.uurtl of complaintl,
scrap lev.ll, or rework. Thil iI • n••ativ. way of
lookin, at quality, and it il butd on quality m.a·
!lurementl of outputs, W. would rlth.r have mea·
sures of cUltomer IItilfaction and m.uur...arly
enoulh in a work proctu to prev.nt or minimize
probl.ms.

Qu.lity m.uurtl an of two typtl: thott while an
operation is ,oinr on, and thott atter the .nd ofwork.
If we were to Itart a quality improv.m.nt .ffort now,
on. of the fint thiftll w. would want to do il to iden·
tify varioul output m.uurtl, and mon importantly,
quality m.uurn within proctlltl. Th... startin,
1'1,'.1, are buelin. m.uum. Th.y an m.uurn from
which to Itart tnnd anaIy.il to m.uun pro"..s of
procells outpUtl. W. can allO ha". m.uunl of con·
trollimit Width and patt.ml within the control lim·
its. However, th.re il alwaya a nagin. doubt. Who in



our indultry il doin, I better job on thele lame m•••
su"t? That's why w. want comp.titiv. comparisonl;
Wh.t if w. find that lom.on••11. il doin. b.tter?
Thlt Ihould ,ive UI I ,,,.ter Itnl. of ur,.ncy, and
drive u. to develop bener planl. Th. counterar4u,
ment is that we should alwaYI be Itrivin. tor contln·
UOUI improvem.nt wh.ther comp.titoll ar. drivin,
UI to do 50 or not. .

Therl il Inother pOllibility. Some or.aniz.tion in
anoth,r indultry or fi,ld mi.ht be doin, better than
anyone in an indultry. On. of our competitorl mi,ht
find thil out b.fore w. do, and incorporat. id.al from
that or.anization to achi.v••imilar "Iultl and lur
pall UI. To avoid thil, why not find out who il B.lt
In Clall (BIC) in the other induttry firet, before our
compttitorl do. Thil il call.d benchmllkin,. Bench·
markin, Itudi.. art difficult tor .mlll compani.l.
Trad. Ulociltion. or univ.rtity bUlin.a r...arch
or.aniz.tionl are the belt to conduct luch leudi.l.
Conlultin, compani.., foundationl, and I.r,. corpo
rationl a" oth.r poaibiliti.l.

With performance rlt.leconomically tol.ratin" only
a f.w p.rtl d.fective per million or ev.n billion,
manq.m.nt h.d to chan,•. Th. chan,.. were pri.
m.rily in the .I.ctronict, t.lecommunications, de·
f.n.., and Itrotpac. industriH. Sam. pharmac.uti·
caland food operationt allO ftt into that hi,h·per(or.
manc. cat.,ory and wert improved to th... hi,h
performance ratH in the 19501. Th. tranlition in
conc.pt and 0l'JaniJationllltructurt mov.d from: (1)
inlpection, to (2) quality control, to (3) quality lIIur·
anc•• to (4) continuous improv.m.nt, to (S) total

Arrlvial at the Coacept q~.litr manlJ.m.nt. Some IN a trantition to para·
d~m InnovatIon.

In 1924, Dr. Walter Sh.whart of AT&T introduced Several chan,. in the approach to guality oc.
two important conc.ptl of quality to the world: (1) curred. Th... chan,.. can be tummarized u followl:
Proc",,1 .hould be looked at from the point of view All work thould be vi.wtel u hein,com~d of pro·
of prev.ntin, d.fectl, and not jUlt detectin, th.m, Ceull. Sam. proc.lHllaiJ beeau..ofcompllSity and
and (2) proc:..... have two kindt of cau... of varia· should be limplified. Proc:..... can be brou,ht into a
tion. Theil ar. the random cau... which are due to .tat. of Itatiltical control and th.n be mad. capable
mana,ementactionl, and thelni,nabl.cau...which of meetin, lpecificationl. Ther. can be continuous
are due to operltors or workerl In a prac.". improv.ment in all ~roe...... Small pOUpl, properl~'

Mo.t caul.. are due to d.cilion. mad. by man...· trained, u.in, princlpl.. from sociolOf)' and psychol.
! ment on supplier III.ction, maint.nance, equipm.nt 0IYcan be more .ffectiv. at continuous improvement
! type. process desi,n, product detijft, .mJ)loy.. It· tlian tSpert•. Strat.lic and annual quality improve.

lection, employee trainin" and lead.rthip. Th.1I 10· m.nt plan. are helpful in alipain, quality improve·
called random caull. are what Dr. W. Edwardl m.nt activiti.. with .ach other and the o~lanization
Deming calls common cause. (Demin" 1988). They purpolt. Th. cUltomer d.fin.1 quality. There il no

, account for at least SO'( of bu.in... pracea and op· belt way, but not any way will do. Natiunaland in·
erations problems. Noneth.I..., mOlt man...m.ntl t.m.tional .ffortl have produced ttandardt for a
fanta.ize that the major probl.ml are with first· lin. qUllity man...m.nt IYlt.m which permitt a variety
workers and their motivation. of quality Irlt.mt.

The work of Shewhart and Gear,. Edwardl of A parall. apJ)roach Itarted in the late 19501 with
.-\T&T eventually led to the fi.ld of quality control the t»ook Total Quality Corat,ol (F.iI.nbaum. 1983).
and quality assurance, The.. w.re prof.nional.n,i. Thil WII .xt.ndfd by the Ja,an... to dev.lop com·
neering and mana,em.nt activiti... Official d.fini· pany·wid. qualitf control. hit il called "quality
tions of quality control and quality Uluranc. are control in.v.rythIDfthat we do." It illmanq.m.nt
quoted below lASQC 1987b): sYlt.ml approach to Total Quality Control, but does

Qualit,\ System: 'rh. or.anizationalstructure, reo not have the lOCiai and behavioral science compo
sponsibilities, procedurel, proc....., and rtlOurces nent. that more rec.nt formulationl have.
for implementing quality man.,.ment. The conce9tl of TQM havin, to do with food

Quality Control: The operational techniqutl and products and equipm.nt w.re found in the USDA
acth'ities that are used to fulfill requirem.nt. for pro.ram, Volunt.ry Total Quality Control. I trained
qualit\·. mOlt of the USDA personn.l in m.at and poultry in

Quality .ots,surance: All thOle planned and .ystem· th... conc.ptl.
, atic actions necessary to provide adequate confi·

dence that a product or service will latilfy ,iven I. TQM Durereat?
quality requirements. There Ire many peopl. in compani..who 'aY, ".'v.

been u.in, TQM for yea,.." On careful inv..ti,ation
Tra••itioa to TQM w. find that not to be true. At l.ut one of IIveral el·

Durin, the 19708, quality man.,.ment bec.m. a ementl are milliftl.
vice presidential politlon ..parat. from manuflctur· Amon, the more common ominionl are: (1) Lack
ing or operations. However,· itl main concern wal of a .trategic quality plan and an annual quality im·
with the quality of the productl and ..rvic...old or prov,m.nt plan which cov.rt all products, .ervices,
bou,ht. It became apparent that the Ult of umplin, and int.mal departmentl. A.an lIampl., what's the
planl to protect compani.. WII no lon,er effective. 1992 qu.lity improv.m.nt plan for accountin" for
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raM .nd th. Food Indu,trt' (continu,d)

marketin" and for human rliourclI? (2) Lack ofed·
uCltion and traininc .v.ry y.ar for .ach and ev.ry
.mploy... Thi. includ•• how to id.ntify opportuni·
till for improv,ment, how to di.,nol' them, how to
com. up with solution., how to implement the .olu·
tion. and how to make furth.r improvement•. (3) In·
ad.quat. UI.' of quality mealure. and Itlti.tical .
m.thod. to mealur. pro,,,•• and to m.aure proc.o
control. (4) Lick of objecti.." cUltomer .atilfaction
mealur'l by '1OlI'aphical arta, indultry "oupin. of
CUltom.r•• and by product (I.rvic,) type or ,roup. (5)
Lick of benchmarkin, of all bUlintu proc..... and
product. (servic••) which u. the belt. re.udl.o of
field, and I comparison of l.vel and ,rowth.

C.rtainly 10m. or,aniJations had 10m. TQM con·
cept. in place in tlleir quality lUurance .y.tem•.
However, th... were .tatic .y.t.m. bUtd on con·
formanc. to Ipecification•. That'. not ,oad enou,h.
If th.re i. 1..1 variation within .pecification limlt.,
lubautmbli.. and productl u.ually perform bitter.
Suppli.fI are compared in t.rml of now little varia·
tion th.y have relative to lpecifieation Iimitl.

Hu.an Alpeetl
Eric Baum. the famoUi lOCiai Plycholo,i.t, dil·

eu.... the importance ofdiUatiDi with an or,anin·
tion. By thi. he meane that if th." is a Itron. nelUi
betw..n our penonal dev.lopm.nt ,oil. and valufl
and th••oal. and valufl of the or.anization. the .m·
ployee alBliatli with th.oflanization. How.ver, if
(Iurin. the ritfl of initi.tion to the oflaniJ.tion, the
veteranl Itamp out any vfltit.. of prior IUCCIU or
st.tUl one wi.h.. to .ain u a mult of prior work.
disaffiliation can occur. One then jUit worn in the
or~anization. but dottn't diU.t. with it. If the rite
of lnitiation i. Iupportiv•• nonthnatenin•• or even if
the individual developl him..lf or h.,.,lf. the or,a
nization benefit•.

Individuall who Iffiliate with an or,aniz.tion want
to help it: however. de.ire i. not .nouch. On. of the
concept. that many or,aniz.tions mill iI continuoUi
improvement. AI a rtlult. they con.id.r continuoUi
improvement a part of TQM. ContmuoUi improv,
ment. u a concep-t, hu ..veral.tape: (l) rfCOlllilig
opportunities and probleml. (2) dillllOlin. them, (3)
lindin, solutions, (4) implementintlOlutioDl, (5)
makin, lure they work. and (6) "pe.tint th....tap•.
All of these above require educ.tion, trainin" and
coachin,.

e Human R.laala•• Appro.ell. EmploYH in
volvement and participative man.,ement an the put
was quite different from TQM todly. Employ...
were sometimel broUlht in lor a dilCuuion on a
problem with an elecutive or man...r. Wh.n that
person received the input. of th. ",oup. h. or she
made a decision on what to do. No pow.r ViU
releued. No discuuion amon, equal. took plac•. Th.
joy of impl.m.nt.tion milht have betn d.lll.ted by
the esecutive or man.,er to oth,n than thOll who
,Ive inputs.

Another type of p.rticipation wu tha of Japllle..
quality control circl... In the U.S.• th were em·
~oy" ,roup. at the bottom of th' or,anization.
They usually identifted the probl,m. they wanted to
work on. Upper manq.m.rlt ,ave approval. Emp-Ioy·
HI worked on an .pproved project IIld prfllntH the

III' I\)I.II! 1')11 I" I t)\l \\ill
1"",1,'1, II !II,III. liI',I, ''''1,,1
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propoltd solution to upper mlllifement for approval
to proceed toward. impl.ment.taon. A complaint by
10m. union IlId.fI wu that man...m.nt WII in· ,
valved in too many Ittp'. They. in effect, I.t on both
,idll of the t.ble. Thl weirht of the put kept them
from .m~w.rm.nt. Anoth.r probl.m whIch was
id.ntified by middll man."m.nt wu th.t they had
no rol•. Ev.ntually. in the U.S.• middle manq.ment
killed off quality eircl... They art .till thrivin, in Ja·
pan. A durerlnt form of .mall poup Ictivlty has
emlr.ed in the U.S.

• Til. TQM Approlell. In thil appro.ch, man·
qem.nt contributfl rtIOurc.. and direction, but
dOtl not domin.tt. Smalll'Ou~art encoura,ed to
id.ntify opportunitifl, and dllCuu them with a
cron·functional .tHrin. committee for prioritiza.
tion. Projectl art worked on and implem.nt.d unl••
COiti arl increued. or the" it a nHd for capital II·
penditurfl. Emr.loytfl art empowered and work
within Icc.ptab e JUid.linll.

Recent applic.tlonl h.v. occurnd in lIChools. in
lovlmm.nt. in bUlin.... and in nonprofit or,.niza·
tioDl. Robert Cole. of Berke.ey••tudied Imall,roups
in the U.S.• Swed.n, and Japan. Then were several
"UODI for failure. Amon, the two mo.t important
w." the I.ck of alipment with the .trate,ic plan of
the oflaniJation. and lack of IlIdlflhip skill, within
team•.

Th. fil'lt nud.lOrD•••plan.tion. Support will not
continue for a chlllle PfOCfll unl... the activity or
approach i.-.part of a ,.nerally acce~ted procell or
piOetdure. Team. art able to IUltaan interest and
.urviv. for two or th.... y.an, but th.n die because
of lack of .upport. G.nlral .y.teml theory indicat'l
that .ubly.ttm. which art disjoint from the main
IYltlm will not .urvivi. Th. 1tC0:ad problem il that
of team, wantiDi to be democratic. Dut Itill netdin,
someon. to encourq. cr-.ativity to ftow within the
lUidllinfi d.cided for the team. Teaml can wander
and not Itay on track. Thil i. Hpecially true of teams
of Imowltd.e wurk.n.

Senior manllfment mUit lit the ""lidin, prinei·
pi.." within which peopl. work u indlviduals and in
"OUI)I. But ..tablilhlDl thlm and ~Itin, them
would not have any .tI'tct if the Hnior olBcers do not
show a sUltained int'fllt in them. That i. one w.y to
make lure that they art followed. But even the phra!e
"Iustained intertlt" mitht not 'UI,lIt lufficient di·
rection. It mi,ht '\1I...t I plllive interest rath.r
than involvement. We do not esptCt a mandate. but
rather. diacuoion. in which peopl. art convinced.
Thi, is then followed by what som. people caU "walk
the talk." This mean.d.mon.tr.tin,wh.t you preach
throu,h action.

It il important for thON who man.,. the quality
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effort in companies to try to get those with diverse,
differences to work tOll.th.r lis on. team. Another
goal is to get people to work together as one team
rather than to emphasize their supposed differences
in Itatus.

There are two basic changes in TQM from the hu·
man resources point of view that are new. We are
lookini' for heroic teams and not just emphasizing
individual performance. This has many implications
to performance appraisal and incentive systems.
Secondly. we \'Iew "quality" a", the continuously
l.arnin, organization.

WhyTQM?
Customers are becoming more demanding. com- I

petitors are toueh.r. and there are comp.tine way8
for custom.rs to spend their resourc••. Life is both
emotional and rational. Quality i. a value con,cept in
a soci.ty that hal had difficulty with mortality in
business and government. It is more than a "mother
hood" approach with which no ant! can disagree. It

i conclliv,. of an ideal world in which all works well.
i but is not borin,. Quality is a major raUying forc~ for
I all departments of an organization.
: !'<iot all great ideas in any field are developed in that
I field. So it becomell nfcellary to not only associate
I with thost in your seiment of the food field. but with
: others in thill industry. At times it il of value to see
; what those in other industri.s are doing in QAlQC. At
: the national level I encoura,e you to prepare for the
I Malcolm Baldrige ~ational Quality Award. This is a

comoetition for aUl:.S. industry (Golomski. 1989).
I Fvud qualhy control and assuranc. art noble pro-

fessions. The expansion to TQM will broaden many
professionals who take only a technolo,ical point of
view to quality. ~ot only can QAlQC lead to other
jobs with your organization. but they are worthy ca
reers in themaeh·es. The food indulltry will no 10n,.1'
hove the trust of consumers and inv61tors without
concepts such as those found in TQM.
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I MANAGING THE QUALl'lY MANDATE
"Total quality" is more than a buzzword in the tilht. competitive food marleets oftM 90s.

It takes total commitment-from the top down-to new ways ofmanaging and worllif18 with
employees, suppliers, and customers. TM process can be painful. but as the era ofleveraged

buyouts git'es way to the dawn oftotal quality management, the future belofl8s to those who adapt

Pierce Hollia,.worth
Contributing Editor

~ RECENTLY. A MAoJOR FOOD COM·
pany. still acijustinr after numerous
corporate restructu,;nlfl and divesti.
turel, called hi a hi,h·powered man·
a&rement consultin, ftrm to st.rai,hten
out a f,sterin, problem. The problem
was rooted in the tOOd company's cus·
tomer service department, which was
aptly called "the repair pit." Thill Ii
antdepartment. actually acrawrcom·
posed of more than 500 employees,
h1d trown far too bi, and COItly. The
mana,.ment consultin, firm was
charred with shrinkina, if not elimi
natina, the entire department, and it
was assilrl"ed to work with the repair
pit\; department head.

The result: Predictably. the repair
pit beeame a far more efficient repair
center. but was not eliminated. The
reason: The depaJ'tment had tltosame
volume of repairs '.:0 make.

At this point top manapment aat
the messa,e. Defects and product
quality problems-not the inefltcien·
cies of the repair pit-were the root
cause of'the problem. The script was
therefore changed. and the manap'
ment consultinl flrm broadened its
$COpe to include virtually the entire

or,anization and the way it worked.
Ita mission wall simple. Ifdefects are
eliminated, repairs aren't n.cellary.
And ifrepain are rendered unnece.·
sary. then the repair pit
becom.. a lean. efficient
tune·up shop. This is ex·
actly what happened, and
today the customer ser·
vice department of this
mlQor food company has
just five employees, or
juat 1tN ofit,original size.

This kind ofscenario i.
beina playedout a1ll1C.'1"011
the food industry as com·
panies "apple with ra·
zor-thin marlins and in
tense competitive pres
sure. The process is one
of adaptinr to new and
amah economic realities throulh a
whole-company approach to manq·
ina quality from the II"OWld up with
an .ye totheeu.tomer.lt involvesem
pow.';", employ••, worldnl clOlely
with both suppliers and custome,. to
meet common 1081•• establishin,uni
ve"al quality standards, trackin,
propel. on a reeular and consistent
internal basis, and evaluatinr cus·
tomer satisfaction.

The concept is not new. The most
common term tor the process-Total
Quality Management (TQMl-has
been in circulation for years, popularly
a.lOl.'iawd with quality control lIW'U
W. Edwards Deminr. But the food in·
dUitry hubefn relatively slow to fully
embrace it.

The reuon is simple. TQM means
chanp, ulually fundamental chanp,
and until a company is threatened it
~nds to avoid this kind ofinnovation,
Until now, "the relatively steady rev·
enue and earnin, stream associated
with the food industry p.ven throu,h
difltcult economic time-so hasn't ,;ven

momentum to the kind ofurrency that
other indultries have had to adopt,"
Itat.1 Walter Lovenduski, Group
Prelident. U.S. Operations, for Philip

Crosby and Associates,
the Princeton. N.J.·based
consultinl firm that tack
led the "repair pit,"

"In addition, there is
the misnomer of total
quality manapment be·
in, unnecessary tora com
pany already producin, a
quality product." he says.
In fact, U,S, food compa
nill are acknowled,ed
world leadenin deliverinr
quality food products,
That's not the meaninr of
TQM, however. It refers to
quality across the total

spectrum of operationl, and so the
definition varies from company to
company.

"Total quality manapment is a
se,;es ofbehavion within an o"ani·
zation which insures that all of the
custom,f'IC' requirements are met all
of the time," Lovendusld says. This
.mbraees quality product, as well as
delivery, cost, and .rvice.

Implemeatatioa:
Atoll)' aDd Eeltal)'

"Total quality manlli~ment as de
ftned by more-enli,htened CEOs has
become a broad area. dealin, with
such thinpas process re·en';neerin,.
oJ'lanizational effectiveneu. and even,
the WIY peopleareevaluated and com·
pensated," Lovenduski says. "In that
context. most ofthe ... food industry
is really just pttinlstarted."

He claims that, based on surveys
conducted by his company. no more
than 15'ifoofthe industry hu fully em·
braced TQM al an all-encompassinll
manapment phiIOllOJ)hy. And propo-

/
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the Malcom Baldrip Award for excel.
lence. No award winners have ever
come tram the food Industry.

Arnone the TQM comentones for
Pillsbury ar. inventory control, im·
proved supplier relations, low or no
d.fects, low·eost production, and
clOltrcommunication with retail CUI'
tomen-all .upported by an inte
lI'ated manapment system.

"It has been a ~lar part of our
manaprnent·lev.l dilCUlsion in the
company since about 1986, and it has
manifested itMlf in various different
ways. Today, it'l a recurrinl theme of
continuou. improvement. ,.. a com·
pany, we've come to realile that the
broad umbnlla is aontlnuOUIimprove•
ment of all our busineuprcaues,"

lApley IIYS. "Today we're
workin, at bei,., much
more consumer roculld."

The l.arni,., curv.
has betn steep. When
PiJllbury ftnt bepn the
proees.in the mid·1980s,
total quality discuuions
w.re la..ly an acad.mic
exercise that ran parallel
to, and IIparatAl from, ac
tual manlJlment.

"We ran the bulln••
and then we had total
quality rntetinp. That's
understandin, in your
head and not your I\1t,·

Lepley says. But as the concept took,
root in the head, it was liven aeee••
to th'lUt in key tactical area ofpro·
duetion.

"We realized that there was tre·
mendou. opportunity to streamline
proceuel, make them more COlt ef·
feceive, and operate on shorter cycle
times. With the llvi.,.. generated. we
can ,.invtlt in our brandt in the ar·

Ma.kiD1 tbe Hilbt Move.
For ahandful 01 food companies,

the TQM philolOphy, oR.n operatin,
under a pseudonym, IS well elltab·
lisbed. H.J. Heinz, Kellan, Kraft Gen·
eral Foods, PepsiCo., BSN's Dannon
Co. lIub.ldiary,'Campbell Soup, and
Pillibury all have pr.ams either on
a corporate·wide or diviliClnalscale.

"Total quality man·
apment means that the
entire orranilation hu to
1M itlelf in the context of
deJiveri. muimum prod·
uct quality. That'l quality
with a capital Q." says AI
ClauBi, industry consult·
ant and retired vice presi·
dent and ehiefre_arch of·
fleer for General Foods.
Clauli is the Institute of
Food TechnolCJlista' Presi·
dent·Elect.

"I think the idea
(TQMJ has always been
there, at I.ast for the suc·
cessful food ClDIIIpanies, but

it haln't been prqjected that way. So,
in an attempt to pt a cIon' linkap
with an the elementa mthe busineu
and do a Itill bettAlr job, the ideu of
total quality manapment have been
embraced by food companill, althoUlh
not to the same deane as manufac'
turin, and hilh·tech companies,"
Clausi sayl.

Pillsbury, settlinl
down after ita acquisition
by Britain'IGrandMetro
DOIitan PLC, isamqthe
leaders in implementin,
TQM's n.c"sary link·
apl. "We've had Itops
and startl and rethinkin,
of our stratelY. It's not
like buyin, an inexpen·
sive suit otTthe rack. The
malic to any total quality
prOl"am is determinin,
how to intAllI'lte it with a
winnin, business strat·
elY." saysJoe Lepley, Vice
President, Operations
Quality, for Pinsbury.

"We're beIInninl to pt that cus·
tom ftt for total quality and it feell
pretty lood," Lepley says with a
chuckl•. The Pillsbury processltarted
in the manufacturinl area several
years Il1O. and itaimplementation and
expanlion continue to thil day. A10nr
the way, Lepley lays a manqement
tAlam vilittd companies that have won

-.. •:a.;

~ ...~~,......~ .

was treed from his functional box, It
took stron, leadership from the top
to tirst realize the requirement and
then act on it. After all. the repair pit
manapr saw hig department shrink
by 495 employees.

:, ... ~
'.. "
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nentl such al Lovendulki strelll that
TQM demands a total corporatAl com·
mitment. a process that can cause no
.imall measure of pain.

"Chanie has no constituency, so
companies that have taken the lfUt·
\\Tenchinreteps have dune so becaull
they faced an economic reality which
they couldn't iinore." Lovenduski
says. These iUt wrench·
ing steps normally in·
clude considerable man·
aierilent reorianization.
Often this meanl knock·
ing down orlanizational
walls between depart.
ments or whole busi
nesses and establishin,
freely tlowinr communi·
cation. For many manSI
en the loominr threat of
chanp and uncertainty
outweiihs the perceived
benefits.

"Most food companies
are or,anized function.
allv. so that the tOOd sci·
eniistfproduct development compo·
nellt is a function unto itself. When
you map a new [TQM) procell8 wherein
the customers' requirements are the
tOcus. you'" find that those functions
50metimeg Ifet in the way of a hori
zontal process .low,'· LovendusJd says.

.-\11 this sounds philosophical. In
fact. TQ:\1 is more philosophy than
tactics until it is applied. In the calle
of the repair pit. chanre wasn't poll'
5ible until thl? departmental man.r

.3 'OOD TICMNOLOO,-MAV , i83
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100 manufacturinr plants in the
food and relafAld process industries
to determine which locations and
companies are the best. Its top-rated
facilities included: Campbell Soup
Co., Maxton, N.C.; PepsiCo,'s Frito.
Lay subsidiary, Cua Grande. Ariz.;
H.J. Heinz' Ore-Ida Foods subside
iary, Burley, Idaho; Ken 011'1,

Lancaster, Pa.: and
BSN's Dannon subsid
iary, Minster, Ohio.

These plants ex
t'elled by makinr qual·
ity the relponsibility of
all employees, not a de·
partment, eliminatinr
traditional tint·line su
pernlOl'l and achievinll'
superior customer ser·
vice with inventory lev
ell as low as four days
of supply. A.T.
Kearney's prior study,
conducted in 1987. cited
no food procellinr tildli
tiel for exemplary qual
ity and performance.

"The relults these
sitel are Ichievln, are not due to
short-term efTona 01' til'hter mana·
prial eontrol. We have found that
the belt have reaped most of the
short·term beneftt potential and are
now nalizin,al8COnd wave ofim
provem.nt by foculinl' on lonpr
term. Itratelic improvement initia·
tives," the company's report says.

• Real time quality information
systems that link process, vendor
and customer activities.

"The binest pitfall we've seen in
the total quality approach is I 1011
of focus on business results and
unagressive tarpt settilll,"Windle
says.

A.T. Keamey studied more than

I I I I
f \ \ , \ \... - ••....., ...-.. ....... "'-- ...... ....

~
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Defining the right stuff
• More upper manlllement partici
pation throurh 'total quality coun
cils of key top manaprs.
• Vendor certification prOl1'ams.
• Employee empowerment and
selt~directed work forces that pro
vide employees with asense ofown
ershi ptor product and process qual
ity.

:J BtrAUSE 01" MAJOR ~'1'RIDES OUR·
inr the last nve years. food process
ina facilities have shown consider·
able improvement in overall qual·
ity performance. Thoullh the lood
indll~'" ~til11alrs behind most ma
jore..,. rnamit'acturing'se/ll1lents in
total quality performance. it's on the
ascendancy. according' to II bench·
mark study last con-
ducted in 1990 by the
manarement consultinr
firm A.T. Kearney, based
in Chiclllo.

William Windle, a
Kearney vice president,
says that food companies
are tbcusinl' on the tollow
inlJ key tarret improve·
ment areas, all related to
TQM:
• Better manal'ement
and interration ofvarioUi
lunctions in the supply
chain-ArSttinl' the prod·
uct to market faster and
more efficiently.
• Increasinll' capacity
utilization of plant and
machinery beyond the industry av
eral'e of 501'40.
• Streamlininll' and bolsterinll' the
process ofnew product introductions
by collapsinlJ the lead time ofbottle
neck development processes and re
Cllrri ngo manutacturinll' cycle times.
• Better traininl'and development
of employees at all levels.

!:':ts ot' flew products. ad\'ertisinll. or [in manufacturinrl and total quality
agWf.ossi v£' trade and sales promo- were the same thinll', and that if you
tlOIlS," Lepley says. applied statistics you must be dolnl'

This kine! of coopera- total quality manare-
'Il bel!an to tear down ment. Statistical process

tlle \\ alis bPt\\een opera- control (SPClis a wonder·
liollS and started to build 1'01 technical tool. but it's
blirl~es where salel!l and only one small tactical el·
production could work to· ementofa lJOOd total qual-
l:ethpr in achie\ing stra· ity approach." Lepley
tegic objecti\·es. "The says.
healthy intell"atioll of to· Once in place, how-
tal Quality into everyday ever. the TQM ArSnerated
ways of doing business is considerable success. In a
what was missing in the manuf'acturinll' environ-
tood industry just nve ment, results were rela-
y'ears allo." he observes. tively easy to see and

The hard part was and track. In addition. it had
is understandini the vet to wldelv involve the
scope ot' TQ~1. "The first DuVernele overall manaaement
bump along the road was a miscon· structure of the company. Soon after
ception that statistical proceslcontrol the Grand Met acquisition. and a brief

hiatus in TQM implementation.
Pillsbury's Chief Operatina Officer,

No MaJrom Raldrige
Award wmnerR
ha V(' ('Vf'f COIllf'

from ttw
food industry

Rob Hawthorn. re.kindled the pro
cess. His Ilmple mandate to all opera·
tions: build quality in, take waste out.
and build brands. The current TQM
emphasis is desill'"ed to support thiS
stratelic initiative.

"In the headquarten em';ronment.
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in the prorram i. trained by Campbell
manqement to brin, them into com·
pliance with Campbell.peciftcation.
in the area. of product interrity, 10·
ri.tiel, timinr, and other key details.
"The idea i. to lit mawriall into our
plant nady to UII. not ready to in·
spect," DuVernoi. saYI. "We believe
that the principles of total qualit v

manlllment have lOt to be imbedd..· .
into.v.rythinrwe do, 10it's no lonpr
a department. it's a philOiophy that'!
a part ofour culture."

The payaft'hu bien lilllifteant for
Camp.lI. Its TQM.inlpired philOlO.
phy il a m. contributinr factor be·
hind the company's impnllive 1992
rrowth-eaminp per share jumped
mort than 20~i~ the face of an in· ,
dultry·wid. neeolon.

Pinlbury and Camp.1I represent
the kindof.ndorsement that wm only
add to TQM'. conliderable momen·
tum in the food industry. By the turn
of the century, the fundamentals of
TQM will be imbedded in corporate
manlllment philOIOphy, and aimed
at maJdmilin,corporateperformance.

L) t)(, competitive
and ~urvive into the

ruture we have to
f'mbrau' all theae

rIt·w 100Jtll and
rn~lkt· ch.angt~., . <..

~)(neont.' dSt, wilr

bodyinr more of the t«hniques and
principles, but we don't give it a
name.

The initial move was amonr the
ftnt in the food industry. Campbell
started with employee involvement,
quality circles and an emphasis on
teamwork back in 1980. The next step
wa. adoptinr Deming's 14 points (a
quality control process) in manutlie·
turinr operation•. WWe lOt into sta
ti.tical procell. control and trained our
employ..s in how to implement it. So
when TQM evolved in the mid-1980s,
we were alnady dolnr many parts of
it," DuVemoi••aYI.

The Select Supplier p1'Oll'am rrew
outofthiltnvironment. Each supplier

doina it."
Today TQM principles provide the

framework for new relationships with
m~or retail customen. Workinr with
retailers in pricinr, promotion, and
inventory control helps both sides
maximize profitability and builds reo
lationships.

Campbell Soup Co. has found TQM
val uable in forrinr relation.hip. with
suppliers as well. Its Select Supplier
prorram has renerated cost savin..
of more than 16 million over the put
five yean throurh price reduction.,
fewer required inspections and con·
sumer complaints, and increued pro·
duction efficiency.

The concept is simply: Get it ri,ht
the first time. But Campbell doe.n't
use the term TQM, or any lmHlym,
to describe its manapment philOlO'
phy. "We don't u.. the word any
more," says Franci. DuVernoi.,
Campbell's vice prelidtnt, manufac·
turinr. "It's really embodi.d in what
we do a. a company. TQM i. evolvinr
into more of a company pl'08"am em·

The pl.nt. pM of which was built
in 1989.1..... his beln wry well
rNlntiined. EquiplMflt .,.IW PIfIS Ire
avail..,...

T'- '.cillt•• which el" be
said .. I whole or in ""ar. IU~
SyMlml, ...v.n.b.... of April Itt).

In cae oi i".,..l. we will be
Slid to pIOYlde YOU with a'S min.
vidlo "lie MiS) with a ..""I ewer·
view 01 ... factory and • dIIcritltian of
""..itlilll 5Y1t1m.a,1NY be IlllUlred.

I 111111 111111 III ) I \ N

Plant deli,ned to produce
\ .lrJOU5 fiavOUA oj hilh quality iruit
luice und nectar in Hvpa pack.....

The main ~uipment consilll of:
+Water treatment and storap. Supr.
COllcentrale and premi!c unioadllllind
itorase. Pulp preparation Ind ItO,.
• Minor ingrerlient5. C.ldum and
Yltamlf1~ slora\le • Eisencft 51D1'.
• Maior hatCh blendin, (.. o4f)
• Oeaeralion • ,~ior conti"UOUI
blendl"8 procelsi"8 \2 off) • Minors
addition i2 continUOUS procelll,. unl..1
• J Ullra Heal Treatment iYSIImI with
",Slplie Storqe lanks • Rewmlyslem
• Clea"i", in Pllee I] unitsl
• Packasins J lines \500 - 1000 mil
• Pack'l!i"8 I line (200 • 100 mil
• Case pickers - Co"~evors (easel
+Come~'OA ,pack.."'. Palletiwlion
LLF I +Stretch wr.pper • All auo

(lilted utility equipment <.ir. IlycoI. N2.
C02. iteam, +-\11 Ju_iliary equipment
,lab) • Full\ i1utom,Jled )SiemeM 53.
DiRital V,-\X •.

I,.
,~,..,~ .

". "'; I" 'f.~'.:.......
,." ',. ~ ;"'\ • ,c' ••

manapment procesllfs Ire less de·
flned and less tang;ble (than in the
processina plantl." Lepley says. "The
processes for new, product develop·

ment, for instance, are very hard to
standardize. It's touah work. But we
recoenize that to be competitive and
survive into the future we have to em·
brace all these new idt:u and make
chanps in ourorpnization as quickly
as we can and a. quickly a. the mar·
ket demands, or someone else will be

/~
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1.Geographic localion and other
demographic characteristics of
potential customers

2.Behavioral needs. atIitudes. and how
present and poItniai goods or
services II into aJSIomers'
consumption P*mS

3.Urgency to get need satisfied CIId desire
and willingness to COfI1I&8 and shop

1)-
('---...

AfIeds size of TwgeI madceIs (economic potential)
CIId Plaal (where products should be made
available) and Promotion (where and to whom
toacMdse)

AfIeds PnrUt(design. p;Daging.1erVh or widh
of product line) iIId Promotion (wta poIIftiaI
aJSIomers need n ..to InJwabout lie produd
offering. and...~s should be used)

AfIeds Place (how directly products are dislrilUed
from producer 10 COfISIIIB. how extensively they
are made available. and the level of service needed)
Rt Prim (how IIIJCh potential customers are willing
to pay)
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,- ................... .................-..... Customer needs deBmine company They should be glad we exist•....- - hying to cui costs and bring out
better products

....... I11III11 CoIq)my makes... it can sell Company sells .... it can make

Ra.... To deIennine aJStomer needs «lid To deBmine customer ............ how_I COIq)my is salislying ..... redan if used at all

........ 11.- Focus on loc3ing new opportlIIiIies Focus is on technology and
costadling

........- ....... AaiIicaI objedive Aresidual whales left after all

(aDiIIaI)



TGllIe Mllblill.-...ai.

Hale .. _ cretlil Seen as acustomer service

PnlllICIian ari.......

Seen as anemssarv evil

~

Ra.... ,.......

.......,.....
Tm......................

Designed for customer Seen merely as protection for
conwenience and as aselling 1001 the product

Set with customer requirements Set with production
and costs in mind requirements in mind

seen as acustomer service Seen as an extension of
production CIId storage
activities with emphasis 00
cost minimization


