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Background
The Expansion of the “Building Coffee Farmers Alliances in Uganda” (CFAU) Project followed on from
a previous project that supported 35,000 smallholder coffee producing households in the Robusta
producing districts of Mityana, Mubende, Luwero, Nakaseke, Nakasongola and Bukomansimbi. This
project resulted in significant economic and social development of coffee farming communities. By
addressing critical constraints an enabling environment was established for farmers to develop their
agricultural potential and to participate more prominently in the coffee value chain. Improved
production, better access to services, more efficient marketing options have all contributed to a
major enhancement in the competitiveness of smallholder coffee farmers.
Following this successful project, fully endorsed by the Uganda Coffee Development Authority and
by the District Local Governments, in 2012 it was agreed with the Agribusiness Initiative Trust to
scale up this support in further locations. International Coffee Partners also agreed to participate in
this new initiative. Hence, an additional 10,000 households from Masaka (Masaka + Kalungu) and
8,000 households from Kasese Districts were identified for this expansion. Kasese also represented
the first group of Arabica coffee growing smallholders to be supported by the CFAU project. With
this new expansion the total number of households supported by the CFAU project rose to 53,000.
The experiences gained and lessons learned over the years enabled for a further refinement of the
project approach, focusing on the most successful elements and impact generating activities.
Kasese and Masaka districts are located along the Equator. The former, situated in the west of
Uganda and mostly covered by the Rwenzori Mountains, is one of the 3 main Arabica production
areas in the country. The latter, also in western Uganda and bordering Lake Victoria, is a major
Robusta coffee producing district.
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In both districts, over 80% of the people depend on agriculture for their livelihood. The 3 main
activities are crop production, livestock and fishing.
Coffee smallholders are mainly subsistence farmers trying to make a living from a relatively small
plot of land. Coffee production is rain-fed and processing is mainly sun-dried (natural). In Kasese the
natural Arabicas are known as “Drugar”. Less than 25% of overall production is currently being
washed.

Problem analysis
Smallholders face numerous constraints that severely limit their agricultural development potential.
Extension support is mostly lacking, availability of good planting material is scarce, market access
and market information are limited, access to support services is in general poor and, for the few
farmers that already belong to farmer organizations, there is a lack of capacity and commercial
know-how among leadership and management. As such, production levels remain low at about 400
kg green coffee/ha for Arabica and about 600 Kg green coffee/ha for Robusta.
The fact that most farmers are also not organized in supportive structures further limits
development potential and fosters strong dependencies, predominantly towards middlemen. Most
farmers find themselves trapped in a vicious cycle where they are continuously indebted towards
middlemen and on repayment obtain the lowest possible value for their coffee. Under these
conditions it is impossible for farmers to invest in their coffee production and become more
commercial. As such, the current rural environment does not provide the stimulus and support for
boosting coffee production.
In addition to the above challenges, in Kasese there is also a big food security problem given the
more difficult conditions to grow food crops. Hence, they have a higher dependency on coffee
income also to purchase food.

Objective and Activities of the Intervention
The overall aim of the CFAU project was to improve the living conditions of smallholder coffee
farmers by increasing their income from coffee production in a sustainable way. Project activities
were geared towards a step-by-step improvement of coffee production and of farmer access to
services and to coffee markets. This entailed working on productivity, product quality, processing
and logistics, and commercial empowerment. Comprehensive technical and management capacity
building was provided on the level of the individual farmers as well as on the level of farmer
organizations. The project helped establish business oriented farmer organizations which are
transparent, professionally managed and which provide key services required by the farmers.
Economies of scale are achieved through lower costs of input supply and adequate organization of
the coffee flow.
In Kasese district the project also closely analyzed the potential of adding further value by
introducing washed processing, where farmers have traditionally been producing natural sun dried
Arabica coffee.
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The specific objectives were as follows:
1.

Establish and strengthen two-tiered farmer organizations as transparent and professional
service providers to their farmer members and linking them to the Uganda Coffee Farmers
Alliance.

2.

Enable farmers to significantly improve coffee production and overall farm management in a
sustainable way.

3.

Enhance coffee quality through improved practices and management.

4.

Improve overall marketing performance of farmer organizations through value addition and
affiliation with an Apex Organization that provides efficient linkages with service providers
and markets (exporters, international roasters).

5.

Improve gender relations in the farming households so that both women and men equitably
participate in business planning and benefit from coffee production.

To achieve the above-mentioned objectives, the following project activities were envisaged:
 Sensitizing farmers about the project and mobilizing them for active participation
 Establishment of Producer Organizations
- Leadership selection and training
- Lead Farmer selection and training in aspects of production, quality improvement and
marketing
- Establishment and training of selected demo plot host farmers
 Establishment of Depot Committees
- Leadership selection and training in management, business administration, marketing and
financial management
- Selection of DC Managers and training in value chain processes, bulk marketing and coffee
logistics
- Selection of DC Extensionists and training in good agricultural practices, quality improvement
and development of internal quality control systems
- Establishment of control committees and training in auditing and internal management
controls
- Registering DCs as Companies
- Linking DC Companies to the UCFA for improved access to market and to other support
services
- Through the UCFA establishment of zonal marketing committees
 Establishment of Farmer Field Schools
- Selection of Farmer Field School Facilitators within each DC and training them in participatory
learning methodology
- Selection of FFS host farmers

5

- Establishment of PO clusters for coffee bulking (headed by FFS Facilitators and supported by
PO Lead Farmers)

-

Gender Mainstreaming
Selection of Change Agents
Carrying out couples seminars
Household visits


-

Monitoring
Development of a project database and a baseline survey
Performance and sustainability of POs and DCs
Adoption levels of GAPs
Improvement in yields
Improvements in coffee income (production + value addition)
Improvements in gender relations and equitable participation by women

Planned Outputs/Outcome
The planned outcomes of the project were outlined as follows:
1. Increased incomes of 10,000 coffee growing households in Masaka district and 8000 coffee
growing households in Kasese district by 50%.
2. Increased coffee production and productivity by 50%.
3. At least 520 Producer organizations established in Masaka and Kasese districts by end of the
project.
4. At least 26 Depot Committees established by end of the project in both and Masaka and Kasese.
5. One fully operating Field office in Masaka and one field office in Kasese established by end of
2012.
6. 18,000 coffee farmers in Masaka and Kasese trained in aspects of coffee production and
marketability.
7. At least 1,000 permanent jobs created within the project area and more part time jobs at all
levels of the value chain.
In order to ensure sustainability of the project the following requirements were also highlighted:
1. Providing capacity building in coffee production for its extension staff and for the farmers.
2. Establishing a reliable market for coffee through linkages to end market buyers.
3. The premium price paid for quality coffee will be a motivation for farmers to continue producing
the crops as well as expand acreage.
4. Practicing Farming as a business will strengthen farmers’ entrepreneurial skills in their farming
activities.
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Realized Outputs/Outcomes
The project has resulted in significant improvements in both, farmers’ and farmer organizations’
performance and in the establishment of an enabling environment that promotes agricultural
production and household development. Farmer organizations, even though not fully sustainable
yet, are already providing a number of key services which are necessary for engaging in coffee
production in a more commercial manner. Farmers have on average increased their yields by 77% in
Masaka1 and by 116% in Kasese and are achieving 17% and 21% respectively additional value by
marketing their coffee directly to exporters through their farmer organizations. A gender
intervention has been effective in promoting joint planning and decision making within households,
and in increasing the participation of women in trainings and in the management and leadership of
farmer organizations.

Objective 1
Establish and strengthen two-tiered farmer organizations as transparent and professional service
providers to their farmer members and linking them to the Uganda Coffee Farmers Alliance.
The CFAU organizational development approach is based on a 3 tier model as shown in the table
below. Farmer organizations are developed from grass-root level and are driven by the farmers
themselves. As such it is a bottom-up approach where the role of project staff is to provide
guidance, capacity building and supervision.
Organizational Development Levels and Functions

1

When mentioning Masaka in this report, it is understood that it also includes Kalungu.

7

The structure is fully farmer owned as shown below; two representatives from each PO form the DC
Council from which the DC Management is elected. One representative from each DC (usually the
Chairman) is a member of the General Assembly from which the UCFA Board of Directors is elected.
The Board appoints the executive management.

During the 4 year period 17,881 households joined the project and, with support and guidance by
project staff, organized themselves in 619 Producer Organizations and 26 Depot Committees as
shown in table below.
Registered Households
Project Location

POs

DCs
Men

Women

Total Registered
Households

Masaka

311

16

6,380

3,489

9,869

Kasese

308

10

5,793

2,219

8,012

Total

619

26

12,173

5,708

17,881

Further to the registered households in each PO and DC there are also non-registered participating
households. Even though these are difficult to quantify we estimate that approx. 15% of
participating households have not registered. Hence the total number of households benefitting
from the project should be higher than indicated in the table above.
The training on organizational development focused on: leadership selection, development of
constitutions, roles and responsibilities of leadership/management positions, record keeping,
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financial management, business planning, coffee logistics and marketing. These trainings were
repeated several times as frequent leadership changes took place in most DCs. This is still happening
in some organizations. However, this is a positive indication that farmer organizations are maturing
and that farmers are striving to be better served by their organizations; the younger farmers being
more dynamic and demanding and the older farmers being more cautious that the problems of lack
of accountability and mismanagement that used to be rife in the old Cooperatives, and that were
also the main cause for their collapse, do not repeat themselves.
Further to the need for repeated trainings for the new entrants in leadership positions, capacity
building activities have also been ongoing to further support the sustainable development of these
organizations. Nevertheless, key areas where further support is still required today are governance,
internal controls and access to finance.
All 16 new Depot Committees are in the process of registering as Companies Limited by Guarantee
and all are official members of the Apex Organization Uganda Coffee Farmers Alliance (UCFA). For
this they have signed a contract which confirms their adherence to the UCFA code of conduct. The
Chairman of each DC is also a member of the UCFA General Assembly. The 619 POs have registered
as Community based Organizations at sub-county and/or district level.
Further to the leadership structure, each of the 26 Depot Committees has elected 3 “Control
Committees”: Business & Marketing Committee, Finance Committee and Disciplinary Committee.
These control committees have been introduced to improve transparency and internal controls by
involving more individuals in the decision making process. Further to this, on a yearly basis each DC
elects 2 member farmers that are trained in basic audit procedures to join audit teams that carry out
audits of all the DCs. These audits are usually carried out after the main coffee marketing season as
this is the best time to review books and records, and hence performance and accountability. Audit
findings and results are then discussed in open meetings that the DCs hold under the supervision of
Field Officers.
Audits were carried out in all 26 DCs in Kasese and Masaka. Even though there have been constant
improvements, one of the most common outcomes of the audits is the need to further improve
record keeping and accountability. Some audit findings have also highlighted poor performance of
key members of management and leadership. This has called for the replacement of a number of DC
leaders and for retraining. However, replacing leaders can be a lengthy process, in some cases it has
taken several months, hence change is not immediate.
For a faster uptake of good DC management practices 35 leaders from Kasese DCs participated to a
trip to Mityana to visit and to meet with the management of much more advanced DCs. In this case
it was Nabumbugu Coffee Farmers Company. The focus was on company development and general
organization administration. In our projects we strongly support such exchanges between individuals
from different locations as they can significantly learn from each other’s experiences. Leadership
that has been managing DCs for several years can provide a lot of advice to the ones that are just
starting out.
Village Saving and Loan Associations have been introduced into the project at a later stage but have
proven to be extremely effective for strengthening participation of members, especially to Farmer
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Field School sessions where they are usually conducted. They help farmers in resolving pressing cash
problems, thereby reducing their dependency on middlemen. In Kasese a total of 35 VSLAs have
been established with total savings of about UGX 58M. In Masaka 86 VSLAs have been established to
date with a total saving of about UGX 206M.
Going forward it is planned to encourage and support all POs to establish a VSLA as part of their
Farmer Field School.

Objective 2
Enable farmers to significantly improve coffee production and overall farm management in a
sustainable way.
The development of a farmer based extension system concentrated mainly on the establishment of
Farmer Field Schools and demonstration plots. In Masaka the extension structure includes 311
Farmer Field Schools (FFS), 36 demonstration plots, 16 DC Extensionists, 49 FFS Facilitators and 311
Lead Farmers. In Kasese 308 FFSs, 53 demonstration plots, 10 DC Extensionists, 42 FFS Facilitators
and 308 Lead Farmers. All have been active in providing training on Good Agricultural Practices.
The total number of training contacts during the project period is 236,608 of which 129,072 in
Kasese and 107,536 in Masaka. Trainings are conducted on Organizational Development (OD),
Business Development, Agronomy and Farmer Field School Sessions. They are conducted by HRNS
staff, Lead Farmers at PO level, DC Extensionists at DC level, Farmer Field School Facilitators, and
occasional external trainers on specific topics.
Training attendances in MASAKA

Training attendances in KASESE

Year

OD

BUSINESS

AGRONOMY

FFS

OD

BUSINESS

AGRONOMY

FFS

2012

6,094

-

4,810

-

7,632

-

-

-

2013

3,317

360

1,080

1,492

432

825

9,130

15,887

2014
2015
2016

3,136

-

12,178

19,270

4,410

1,075

14,318

19,794

male

3,191

1,714

7,010

13,910

3,379

1,237

5,682

11,296

female

1,230

1,257

5,209

9,857

1,893

537

3,982

9,068

male

2,100

720

909

3,763

5,077

367

2,336

3,230

967

472

703

2,787

2,710

298

1,934

2,543

20,035

4,523

31,899

51,079

25,533

4,339

37,382

61,818

female
TOTAL

107,536

129,072

As FFS sessions also mainly cover Good Agricultural Practices, the total number of training contacts
for agronomy trainings can be taken as 82,978 for Masaka and 99,200 for Kasese. In Kasese FFS
sessions started in October 2013, while in Masaka in January 2014.
Trainings conducted on Agronomy focused mainly on GAPs such as weed control, pest & disease
management, soil & water conservation, pruning & stumping, fertilizer application, shade
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management, trenching, pesticide use, harvesting techniques and quality improvement. In Kasese
there was a stronger focus on erosion control due to the steep slopes on most of the farms.
Monthly Farmer Field School sessions need further strengthening as currently less than half of the
PO members attend on a regular basis. The introduction of Village Savings and Loans Association
(VSLA) has strongly encouraged participation but to date only about 20% of the FFSs have
established a VSLA.
In terms of improvements in the adoption of Good Agricultural Practices (GAP) these are still
relatively low indicating that adoption is a lengthy process, especially with regards to practices that
require a financial investment. Farmers are initially also hesitant to engage in rejuvenation practices
such as pruning and stumping as they are concerned about the initial reduction in production,
especially in Kasese where the dependence on coffee is higher. Hence, this is a gradual process
which takes several years. Nevertheless, in a recent survey the following adoption levels of Good
Agricultural Practices have been observed:

More than half of the farmers in both regions are applying proper weeding practices; more than 20%
of the farmers are de-suckering and conducting Integrated Pest and Disease Management practices.
In Masaka approximately 30% of the farmers are applying organic manure and almost 20% are
applying inorganic fertilizers. In Kasese practices which require financial investments (inorganic
fertilizers, mulch and manure) are done by less than 20% of the farmers.
In general 62% of the farmers in Kasese and 63% of the farmers in Masaka have adopted at least 3
GAPs. Even with fertilizer applications still at very low levels there has already been a substantial
increase in yields: by 77% in Masaka (Robusta production) and by 116% in Kasese (Arabica
production), i.e. to 1.06 MT/Ha in Masaka and to 0.86 MT/Ha in Kasese.
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Masaka (Robusta)
Kasese (Arabica)

Conventional
production
Kg/Ha FAQ
600

Increased
production
Kg/Ha FAQ
1,060

% Increase

400

865

116.2%

76.7%

This production per Ha, however, is still relatively low compared to some of the higher producing
origins such a Vietnam where the national average production for Robusta is 2.5 MT/Ha and Brazil
where the national average production for Arabica is 1,6 MT/Ha, indicating that there is still
significant room for further improvement.
The application of fertilizers would certainly further boost production but access to finance needs to
be first addressed to enable farmers to invest in inputs. However, further to increasing production,
it will be very important to also enhance the resilience of the coffee trees to the effects of climate
change which are becoming more prominent every year. All farmers are currently emphasizing this
in all meetings. Even though the adoption of GAPs already contributes to addressing climate change,
further specific adaptation practices need to be identified, tested, evaluated and rolled out if
effective. For this a specific climate change adaptation intervention would be required.
38 Demonstration plots in Masaka and 53 demonstration plots in Kasese were established and most
GAPs implemented. However, whereas demo plots have been important for demonstrating the
effect of good agricultural practices and inputs to the farmers, it has been a challenge to get demo
holders to keep records.
8 Farmer owned coffee nurseries have been established; 4 in Masaka and 4 in Kasese. The 4 in
Masaka all have mother gardens of “coffee wilt disease” resistant varieties. However, due to the
limited availability of CWD resistant material only 3,097 seedlings were obtained from coffee
research for the establishment of these CWD resistant mother gardens. Even though the objective
was for farmers to acquire seedlings directly from these nurseries, the main buyer has become the
Uganda Coffee Development Authority for their coffee replanting campaign which distributes
seedlings to farmers for free. In fact, over the 4 project years, the UCDA has distributed 800,000
seedlings in Masaka and 367,207 seedlings in Kasese. The farmer organizations have served as an
ideal distribution channels for seedlings, hence the willingness of the UCDA to make use of the POs
and DCs for reaching large number of farmers. However, nursery operators have all complained
about the severe delays with which they have been paid, making it difficult for them to re-invest into
additional production.

Objective 3
Enhance coffee quality through improved practices and management.
All POs and DCs have implemented an internal quality control system. This was the result of training
by project Field Officers and by the Uganda Coffee Development Authority through the UCFA.
Further to this they also received quality testing equipment which includes a moisture meter, a
sample huller and sample screens. With this equipment they are able to measure hulling outturns
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and screen sizes which are key determinants for value addition. With the strict quality control
system in place only deliveries from farmers that match the required standards are accepted for
bulking. These standards include mainly moisture content not above 13% and clean coffee not
showing mold formation which would indicate poor drying and storage.
As a result of the better quality and of direct access to exporters, farmers in Masaka and Kasese are
achieving significant additional value for their coffees as shown in the table below:
Average Farm
gate Price

Average DC Price
to farmers

% Difference

UGX/KG

UGX/KG

Masaka (FAQ)

3,454

4,053

17.3%

Kasese (Drugar)

4,299

5,204

21.1%

Kasese (Wugar)

5,641

6,350

12.6%

The value addition for Wugar should have been higher but, as centralized wet processing was done
for the first time, there were issues regarding coordination and low volumes. With further
experience and larger volumes value addition will definitely increase. In fact, a study conducted by
the Africa Coffee Academy suggested that there is a strong business case for farmers to engage in
washed production. The following was extracted from the report:
“WUGAR is only 10% of the national total exports [outside the Bugisus] of Arabica coffee. For the last
3 years the quantity of DRUGARs has increased and is averaging 90%. However, over the last 10
years the volumes of WUGARs have been stagnant yet the differential of WUGAR over DRUGAR has
remained approximately US cents 31! In Kasese only 25% of farmers interviewed were involved in
wet coffee processing.
There is a compelling business case for central wet mill processing. The opportunity to earn more by
washing the Arabicas, which are currently naturally processed, is a real one. A straight comparison of
current WUGAR and DRUGAR prices shows a premium of 31 US Cents on average. There is definitely
a cost to wet processing coffee and a study by Technoserve for the sustainable coffee program in
2013 showed that the costs were US$ 0.18/kg. This still leaves a net benefit of US$ 0.13/kg that
would translate to Uganda Shillings 340/kg today a significant net benefit to the farmers.”
To further promote washed processing the project procured 10 motorized pulpers and handed these
to the DCs, one per DC. The initial idea was that these pulpers would be rotated between POs;
however, due to the conditions of the roads and the difficulties in transporting them, each DC has
now identified a location where these pulpers would be stationed. This means that farmers now
have to transport their fresh cherries to these locations to wet process their coffee, however, for
many there still is a serious transportation issue. Therefore, central processing needs to be
addressed further in order enable more farmers to access these central washing stations, perhaps by
establishing more washing stations.
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Exporters in Kampala have willingly paid premiums of about 5-7% for UCFA farmers’ coffee
compared to that from conventional traders as the improved quality (lower moisture content and
higher percentage of sound beans) results in lower processing losses.

Objective 4
Improve overall marketing performance of farmer organizations through value addition and
affiliation with an Apex Organization that provides efficient linkages with service providers and
markets (exporters, international roasters).
Commercial Coordinators and Field Officers have been training DCs on marketing and on coffee
logistics (storage, processing, handling and transporting). Each DC has elected a Marketing Manager
whose primary role is to coordinate all activities related to marketing. This includes collection of
coffee from member POs, quality control, storage, processing and transportation to Kampala. The
Marketing Manager is assisted in mobilizing farmers and in collecting coffee from the POs by the FFS
Facilitators and by the Lead Farmers as these are physically much closer to the farmer. Marketing
Managers earn a commission based on the volume of coffee bulk marketed and profit realized.
984 Farmers (424 women and 524 men) mainly leadership of farmer organizations, Lead Farmers
and FFS Facilitators were trained on marketing issues, on the development of marketing plans and
budgets, and on logistics. Marketing committees between neighboring DC’s have also been
established in order to coordinate sharing of trucks and deliveries to exporters. This is important to
enhance economies of scale.
The Uganda Coffee Farmers Alliance has been instrumental in establishing contacts with Exporters
and in negotiating better rates from processors and transporters. The volumes of green coffee that
have been to date sold by the Depot Committees have been as follows:
Coffee Year

Masaka FAQ

(Oct-Sep)

Robusta Kg

Drugar Kg

2013-2014

140,457

242,079

2014-2015

194,127

278,306

2015-2016

353,340

82,056

27,839

Total

687,924

602,441

27,839

Kasese FAQ
Wugar Kg

The 2016 season is ongoing. Further to the total volumes for Masaka (expansion area under this
project) and Kasese it is also important to look at the overall volume commercialized through the
UCFA (including Mityana, Mubende, Luwero and Bukomansimbi) which by the end of the current
coffee year should surpass 2,200 MT representing the highest volume of coffee sold through the
UCFA to date. The table below shows the increase in coffee volumes sold by the DCs through the
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UCFA over the last 5 years. The volume of coffee is per calendar year rather than by crop year in line
with the financial year of the UCFA.
Coffee sold through the UCFA

2012

2013

2014

2015

2016
(till July)

Kg FAQ
Mityana, Kassanda, Mubende

250,896

655,616

661,974

600,080

1,072,956

Luwero, Nakaseke, Nakasongola

184,843

514,054

389,645

212,832

368,159

Masaka, Kalungu, Bukomansimbi

204,545

254,158

191,292

265,579

461,397

127,212

281,319

221,045

Kasese
Total

640,284

1,551,040 1,524,230 1,299,536 1,902,512

As indicated in the above table, Mityana, Kassanda and Mubende, the districts with the more
mature DCs, currently contribute over 50% of the overall volume. This is an indication that the DCs in
the other districts still need to be further strengthened. Maturity comes with leadership experience,
farmers trust in the system and quality of service delivery by the farmer organizations.
Even though this is a gradual increase the UCFA needs to reach about 4,000 MT in order to become
financially sustainable, i.e. to cover its costs through commissions. We strongly believe that volumes
channeled through the DCs and the UCFA will increase significantly once loans from financial
institutions to individual farming households become available. Good progress is being made with
regards to access to finance as collaborations with financial institutions have been ongoing in order
to develop models for smallholder financing.
Two such models have been developed with Opportunity Bank and with Postbank, currently
reaching 24 Depot Committees in Mityana and Mubende. Both models rely on the support of the
Farmer Field School Facilitators and on the recommendations of the leadership of the Depot
Committees. FFS Facilitators contribute to the provision of financial training, having themselves
been trained by the financial institutions, and to verifying that loan demands are in line with the
current production capacities of the farmers. In the case of Opportunity Bank they also capture
farmers’ data required for opening accounts and for assessing loans. Farmer Field School members
also come together in lending groups where they guarantee each other.
Postbank gathers its farmer information from an application that is currently being used by the
management of DCs. This application, developed by SAP, enables tracking of the marketing
performance of individual farmers through the DCs. This information is important for the bank as it
provides an indication of the activity levels of farmers and hence of their eligibility for a loan.
The UCFA carries out a coordinating role at all levels (PO, DC and Bank) and in negotiating favorable
terms of payments, interest rates, alternative risk management options and in developing tripartite
agreements with off-takers. Linkages with DCs in Masaka and in Kasese have also begun but will
need to be strengthened further. Nevertheless, Centenary Bank has been active in Kasese and in
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Masaka providing loans to some DCs and to some farmers: in Kasese 4 DCs (Ibanda, Isule, Kithoma
and Bugoye) accessed UGX 27 million in loans while 114 individual farmers have also accessed
individual loans totaling UGX 149 million to date. In Masaka 2 DCs (Bukinta and Bukule) accessed
UGX 19.7 million for the purchase of inputs. Marketing loans are important to increase delivery
volumes as they enable DCs to pay on delivery and to compete with middlemen who have ready
cash. This is because farmers in these young DCs don’t fully trust the system yet and are
apprehensive to hand over their coffee without a payment. Most of them would rather sell their
coffee at a lower price to middlemen for immediate payment than sell through the DCs at a higher
price with payment after about 1 week. Hence, a lot more focus needs to be given to access to
finance. On the other hand this is also a gradual process for the financial institutions as they need to
see the buildup of a track record by these organizations.

Objective 5
Improve gender relations in the farming households so that both women and men equitably
participate in business planning and benefit from coffee production.
Focus on Gender has been intensive in both Masaka and Kasese. A gender household approach has
been implemented which aims at establishing joint planning and joint decision making within
households and which promotes the participation of women in trainings and in leadership positions
of farmer organizations. The building blocks of this approach are Couple Seminars and Change
Agents. The former is an activity that exposes the existing gender inequalities and that highlights the
importance of household members to work together and share resources. The latter is an activity for
further spreading gender messages and for encouraging households to adopt principles of gender
equality. Change Agents are couples that volunteer to become role models in their communities and
to support other households in adopting the same principles.
As the gender approach is very intensive, and as it started half way through the project, it could only
be implemented in 171 POs out of 308 in Kasese and in 72 POs out of 311 in Masaka. The table
below summarizes the attendances to the various gender activities and the number of active Change
Agents:
Masaka farmer attendances
Year

Couple
Seminars

PO and DC
Leadership
training

2013

Kasese farmer attendances

Change
Agent
Couples

Drama
Shows
(7)

Home
visits

Couple
Seminars

PO and DC
Leadership
training

Change
Agent
Couples

Drama
Shows
(14)

Home
visits

0

0

0

1,473

148

95

0

46

0

0

0

1,090

77

42

0

40

2014

216

2015

1,498

224

22

0

0

1,188

147

24

148

100

2016

964

256

234

314

108

948

541

41

1,383

108

TOTAL

2,678

480

256

314

108

4,699

913

202

1,531

294

Change Agents couples have been trained in making household plans and in sharing household
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activities, work together on the farms, participate in trainings together and contribute equitably in
decision making within the household.
An external-evaluation2 of the gender intervention in Kasese in 2015 has shown that:






Change Agents (especially wives) contribute significantly more to the household than nonChange Agents (wives).
Change Agents invest more into sustainable (coffee) intensification through adoption of
sustainable agronomic practices.
More Change Agent husbands agree to help with household tasks than non-Change Agent
husbands.
Change Agents couples have more balanced control over household income.
Change Agents couples (again, especially wives) report on improved food security.

Further to the above mentioned evaluation, a Change Agents assessment revealed that there have
been improvements in most of their households as shown in the below charts.

Scores above 5 imply a positive assessment and a positive trend, especially considering such a short
period of gender implementation.

Impact realized
Coffee production has increased and farmers that have sold through their Depot Committees have
benefitted from significant additional value. The combination of the two has led to improvements in
incomes as shown on the below table. The computation is on the basis of 1 Ha of coffee.

2

Lecoutere and Jassogne (2016), “We’re in this together: Changing intra-household decision making for more cooperative
smallholder farming”, Working Paper-Institute of Development Policy and Management (University of Antwerp).
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Conventional
production (Kg/Ha)
Middlemen prices
(UGX/Kg)

Income
(UGX/Ha)
Conventional
production (Kg/Ha)
Middlemen prices
(UGX/Kg)

Income
(UGX/Ha)

Masaka
Improved production
600
(Kg/Ha)
DC prices net to farmers
3,454
(UGX/Kg)
Increase in production cost
(UGX/Ha)
Income
2,072,400
(UGX/Ha)
Kasese
Improved production
400
(Kg/Ha)
DC prices net to farmers
4,299
(UGX/Kg)
Increase in production cost
(UGX/Ha)
Income
1,719,600
(UGX/Ha)

% Increase
1,060

76.7

4,053

17.3

343,893
3,952,287

90.7
% Increase

865

116.2

5,204

21.1

63,591
4,437,869

158.1

As the project has been addressing the value chain from production to marketing, more than one
aspect has contributed to the improvement in income. In fact, we can split the income
improvements into 3 components: yield increase, market access and quality improvement. The
latter two are components of value addition. A percentage contribution can be attributed to each as
shown in the graph below.
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However, it is also important to note that even though value addition contributes the lesser amount
to the overall increase in income it is the main motivator for farmers to invest in production. Hence,
it would be difficult to achieve the same improvements in production without also addressing
market access. The use of fertilizers is, however, still very limited in both project locations.
To further strengthen the local extension capacity the UCFA has established teams of farmer experts
in each of its regions of operations. These teams are composed of farmers that have excelled in their
roles for example as DC Chairmen, DC Marketing Managers, Treasurers, FFS Facilitators, etc. They
have been allocated to 4 main thematic areas: Governance, Communication, Financial Management
and Value Addition & Marketing, i.e. the most common areas of weakness of DCs. DCs can now call
upon these experts for assistance when required. This approach of farmer to farmer learning needs
to be developed and strengthened further as it will add to the sustainability of these farmer
organizations.

Explaining the deviation
The results that had been set at the beginning of the project have been met; however, full
sustainability has not yet been achieved as this requires further time and support.
Planned project results/impact
Increased incomes of 10,000 coffee growing
households in Masaka district and 8000 coffee
growing households in Kasese district by 50%.

Accomplishment
For farmers who have started adopting better
agricultural practices and started selling through
their Depot Committees, in Masaka incomes
from coffee production have increased by 91%
while in Kasese by 158%.

Increased coffee production and productivity by
50%.

Coffee yields have increased in Masaka by 77%
and in Kasese by 116% from conventional levels.

At least 520 Producer organizations established
in Masaka and Kasese districts by end of the
project.

A total of 619 Producer Organizations have been
established as follows:
- 311 in Masaka
- 308 in Kasese

At least 26 Depot Committees established by
end of the project in both and Masaka and
Kasese.

A total of 26 Depot Committees have been
established as follows:
- 16 in Masaka
- 10 in Kasese

18,000 coffee farmers in Masaka and Kasese
trained in aspects of coffee production and
marketability.

17,881 registered farmers have been trained in
the use of Good Agricultural Practices (GAP) and
in marketing through the Depot Committees.

At least 1,000 permanent jobs created within
the project area and more part time jobs at all

The project has created 3,342 key positions
(functions) for farmers; however, most of these

19

levels of the value chain.

are still on a voluntary basis:
- 3,095 PO positions (Leadership and Lead
Farmers)
- 247 DC positions (Leadership, DC
Marketing Managers, DC Extensionists
and Farmer Field School Facilitators)

Establishing a reliable market for coffee through
linkages to end market buyers.

Through the Uganda Coffee Farmers Alliance all
DCs have direct access to Exporters in Kampala.
All 26 DCs have already sold directly to
Exporters. The UCFA has effectively promoted its
coffees in the specialty sector through
participation to various specialty coffee events.
A first lot of Kasese coffee has already been sold
to as specialty roaster in Switzerland.

The premium price paid for quality coffee will be
a motivation for farmers to continue producing
the crops as well as expand acreage.

Value addition is the main incentive for farmers
to continue investing in their coffee business.
UCFA coffee is already synonymous with higher
quality.
To date value addition of 17% and of 21% has
already been achieved in Masaka and in Kasese
respectively.

Practicing Farming as a business will strengthen
farmers’ entrepreneurial skills in their farming
activities.

The services offered by the farmer organizations
have created an enabling environment that is
conducive for farmers to further invest in their
coffee production. Farmers have been
empowered and their competitiveness in the
value chain has been significantly enhanced.
Cash crops, such as coffee, are key for changing
the mind-set of farmers to become more
commercially focused.

Encourage the participation of women in project
activities and enhanced equality in household
decision making.

Women participation in trainings reached 38%
while their participation in the leadership of
Depot Committees reached 22% in Kasese and
17% in Masaka. 2,501 households in Kasese and
2,441 households in Masaka have participated
to couple seminars and 202 couples in Kasese
and 256 couples in Masaka have been further
trained as Change Agents.
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Lessons learned
As this was an expansion of a previous project, to a large extent this project reconfirmed the lessons
learned in the previous project. However, it also highlighted a higher dependency on coffee for the
Kasese farmers and hence a higher incidence of early selling. This is mainly due to the less suitable
land for production of food crops.
The main point that needs to be stressed again is that the establishment of farmer organizations is a
long process, especially to reach self-reliance, strong internal controls, strong service delivery
capacity and financial sustainability. From our experience this process takes 7-8 years. The Depot
Committees that have been established in this project are 2-3 years old, hence still in need of
support and capacity building.
Nevertheless the key learnings are the following:
 The 3 tier model (producer organizations, depot committees, and apex) seems appropriate for
service delivery and as a permanent structure. Further to the coffee value chain activities for which
they were established, these structures also serve as key platforms in rural areas for mobilizing
communities and for other development activities.
 Achieving transparency in farmer organizations and trust among members is a gradual process
and very much related to the selection of the right leadership which in itself takes time. Depot
Committees normally hold leadership elections every 2 years, and unless there is serious
missconduct prior to the elections, leadership changes will wait for these elections. From our
experience, from the initial set of elected leadership about one third will be replaced at the first reelection meeting. These changes relate mainly to the higher leadership positions such as the
Chairman and the Treasurer, but frequently also the Marketing Manager. Often it takes at least 2
elections, i.e. at least 4 years, to find the right leadership. Importantly, newly elected people will
have to be trained in their roles and responsibilities as this will not usually be passed on by the
exiting individuals. However, such a transition will be easier if a member of a control committee is
selected (for example a member of the Finance Committee to replace the Treasurer or a member of
the business and marketing committee to replace the Marketing Manager) as they would have
already received training on those specific activities.
 As a result of the above point, farmers take time to develop trust and hence demand to be paid
immediately upon delivery of their coffee to the DCs. For the DCs this is a problem because they
don’t have the funds prior to selling the coffee and, as they are still young, it is equally difficult for
them to obtain loans from financial institutions. On the other hand middlemen, even though they
offer lower prices, have ready cash and hence are able to attract a significantly higher volume. Their
ability to achieve larger volumes, to a large extent, is also as a result of the money lending service
that they offer to the farmers, which the DCs are not able to do. Low volumes of coffee in the initial
years of the DCs means that they are not able to generate sufficient funds through commissions to
cover all their overheads. Hence, financial sustainability is also a gradual process.
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 Farmer Field Schools are an extension approach which is effective, farmer based, innovative and
part of DC service provision. Further to coffee agronomy they also cover marketing, food security,
income diversification and household investments. Basically, any issues of general concern can be
brought up at the FFS meetings. In the CFAU project the FFS approach has been modified in that the
meeting place rotates between the farms of the members. The host will be scored by his peers on
the issues mentioned above. In case of poor performance he/she will be advised on how to improve
and in case of very good performance others will be able to draw input for improving their own
situation.
 Village Savings and Loans Associations (VSLA) are very important in two ways. Firstly they help
farmers in developing a saving culture and in accessing important loans (avoiding borrowing from
middlemen) and secondly, when attached to the FFS sessions, strongly improve the participation to
the FFS meetings.
 Exchange visits are proving to be very effective especially within the UCFA were there are
significantly more advanced DCs and ones that are still fairly young. There is a lot that the latter can
learn from the experiences of the former. Farmer to farmer learning should be further emphasized.
 Farmer training should to be linked with research and a coordinated effort should be established
to address the challenges of enhancing the adoption of GAPs, diversification, food security, climate
change practices, etc. This should entail a flow of information in both directions and on-farm
research.
 All farmers are today reporting about significant changes in weather patterns and about their
difficulty to cope with this. Climate change has indeed become a major problem which, if not
addressed, could seriously impact the livelihoods of the farmers. It is important to join all the efforts
that are being made locally and internationally to find workable solutions which are most suited for
the local conditions. To date there has been too little focus in Uganda on climate change adaptation
and especially in translating research findings into practical solutions for the farmers.
 Increase of income and improvement of livelihood are not always linked. The gender intervention
has helped in this transition. This has led to better household investment decisions and overall
better management of farming activities. Further studies are currently being carried out in Masaka
on the impact of the gender approach, also through a randomized selection of Change Agents.
 Access to finance remains a key bottleneck as middlemen are still able to outcompete the DCs
with regards to cash on delivery and with the ability to provide loans to farmers. However, the delay
in addressing this situation is to a large extent attributable to the financial institutions who are still
apprehensive in lending to smallholder farmers. Most times their requirements are too difficult for
farmers to comply with. Nevertheless the UCFA is continuing to engage with financial institutions to
further develop financing models that are easier to manage for both the lenders and the borrowers.
 Collecting reliable information from the field remains a challenge even with an intensive M&E
system in place. This is mainly due to the lack of record keeping from the side of the farmers which
renders recall data questionable. Nevertheless, data collection and systematic analysis needs to be
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intensified, ideally in cooperation with academic institution. As challenging as it is, it is important to
be able to measure with significant accuracy the impact of such development activities.

Recommendations/Next steps
Our recommendations are closely linked to the learnings mentioned above. The farmer
organizations established through this project are still relatively young and in need of further
support and coaching.
We are currently discussing two further complementary interventions; one addressing coffee
production through a focus on climate change adaptation, as this has become a very serious threat,
and the other addressing service delivery performance of farmer organizations.
Regarding climate change adaptation a strong collaboration will be sought with other organizations,
especially with research organizations and with initiatives that have a main focus on climate change
such as the coffee and climate initiative.
To strengthen the performance of farmer organizations in delivering services to their members the
focus will be on further strengthening governance, internal communication, commercial and
business capacity, access to finance, leadership performance and value addition. Regarding access to
finance a trader-led financing scheme will also be tested.
Gender, being crosscutting, will of course be addressed in both the above two new interventions.
Important learnings will also be shared for the further development of the Ugandan coffee sector.
If these objectives are achieved, the capacity of farmers to cope with climate change and of farmer
organizations to effectively become strong service providers for their members, and to achieve long
term financial sustainability, will be greatly enhanced.
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Annexes
Kasese Project Photos

Motorized pulper and drying facility

Arabica nursery

VSLA Session

Change Agent couple

Farmer Field School session

Producer Organization meeting
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Masaka Project Photos

Robusta nursery

Coffee Wilt Disease resistant mother garden

Depot Committee marketing activity

Depot Committee meeting

Couple Seminar
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