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IX Evaluation Summary 

SUMMARY OF PROJECT EVALUATION 

I. Basic Project Data 

Country: Uganda Total Project Cost: SUS 4,716,000 

FuU Project Nos: UGA/80/C06 Financing: 
UGA/86/015 - UNCDF: 2,415,000 

- UNDP (Budget "A"): 1,716,000 
- UNDP (Budge1 ·r 1996) 1,738,518 

- Government: 585,000 

Project Title: Manufacture of UNCDF 2,222,441 
Agricultural Tools, disbursements at time (through year 
Implements, and of Evaluation: end 1995) 
Farm Machinery 

Sector: Industry Approval date: 14 August 1987 

Sub-sector: Starting Date: February 1993 

Government Ministries of Agri- Completion Date: anticipated 
Executing Agency: culture & Finance January. 1997 

United Nations UNI DO Evaluation Date: October 1996 
Co-operating UNDP 
Agencies: 

II. Background 

A privately owned farm equipment manufacturing and repair workshop was established 
in Soroti in 1967, later being taken over by the Teso Cooperative Union in 1972. This then 
became the Low Cost Farm Equipment Project under the Ministry of Agriculture in 1976. Civil 
unrest severely affected workshop activities from 1979 which le.ad UNCDF and UNIDO to be 
involved in discussing plans with the GoU concerning rehabilitation work. This evencually 
resulted in the formulation of the two project documents (the one concerning UNCDF and rhe 
other, UNDP assistance); these were signed by the three partners in August 1987. 

The Northeastern region of Uganda saw the introduction of mechanised agriculture 
through the employment of draft oxen from early in the 20th century. There is little doubt that 
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the rapid growth in its adoption resulted largely from the cash crop production of cotton. 
However the disturbances which occured in the region from 1979. LOgether with the insurgency 
from 1987 to the early 1990's are estimated to have caused a loss of some 1.2 million head of 
cattle in the North and Northeastern regions of the country (the target area of the project). 

As stability returned to the region. there was cause to reflect upon the origins of the 
project signed in 1987 and which was focused not only on rehabilitating the Soroti based factory, 
but also on manufacturing replacement agricultural implements and spare parts in considerable 
numbers. Revised estimates of production requirements were made during a preparatory study 
by GEMCO in 1990 but doubts as to the true production requirements were expressed in 1991 
during a UNCDF support mission. By this time, the restocking programme of cattle, with 
priority given to young draft oxen, was beginning to become noticeable in the region but it was 
also realised that although stock had disappeared during the troubles, farm implements still 
remained in large quantities, although badly needing repair and spare parts. 

Once the UNIDO sub-rontractor commenced execution of the project in February 1993. 
an Inception Report was prepared which indicated the advisability of (a) manufacturing a plough 
type which was already known locally - called the "Sungura" in this region (b) that the ox can 
and hammer mill to be manufactured be improved versions of those previously manufactured in 
Soroti and (c) that the total cost of equipment list could be reduced whilst still maintaining these 
output targets. 

ID. The Projects 

The UNCDF project UGA/80/C06 was designed to provide funds to rehabilitate and 
equip the factory/workshop in Soroti so as to enable it to expand its manufacturing capacity. 
enhance its management/manufacturing/service capabilities and market its products. 

The UNDP project UGA/86/015 was designed with the same objectives as outlined in 
the previous paragraph but the funds were ro be allocated for ihe technical assistance inputs, 
together with supplementary costs involving items such as mission costs, study tours. transport 
equipment, expendable equipment, etc. 

The executing agency sub-contracted project realisation activities to Hassall & Associates 
who were also associated with Agrisystems (Overseas) Ltd and Kagga and Partners (Uganda). 
The building and civil works were further sub-contracted by Hassall & Associates to Wade 
Adams. The Final Report preceeding reception of this work was undertaken, on behalf of 
UNIDO, by Seka Associates, Kampala. 

The expected outputs of the two projects differ slightly in their respective Project 
Documents. However, as explained in the main body of the repon, the mission supports the 
interpretation currently used by the UNIDO sub-contractor which is as follows: 

'* % ~ 

To regenerate SAIMMCO Ltd and the company's capacity to manufacture agricultural 
machinery, implements and spares, and to develop an engineering service capacity to 
cover regional demand for agro-induscrial repair and maintenance facilities. 
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To establish improved capabilities in design. manufacturing. repair, maintenance and 
quality control. 

To establish a framework for the coordination of improved and integrated development 
of agricultural machinery, implements and spare parts. 

To establish a marketing mechanism which is properly linked back to the manufacturing 
programme of the workshop. 

IV. Purpose of the Evaluation 

The mission was to assess and evaluate the design, implementation and post-project stages 
of the project. This would then enable an assessment of the project's impact on the livelihoods 
of end users of the implements as well as on the plant workers and their households, an 
assessment of plans for privatization of the facility together with an evaluation of the overall 
approach and performance of the project. 

V. Findin&S of the Evaluation Mission 

A. Summary of the results achieved 

The Mission found that the project had overall, successfully attained the major pan of 
the outputs which had been specified in the Projecc Agreemencs. In particular: 

a) SAIMMCO (U) Ltd was incorporated under the Uganda Companies Act on 6 February 
1990. 

b) The SAIMMCO factory building was reconstructed although final hand-over in February 
1995 was IO months behind )chedule. 

c) An appropriate range of machine tools and equipment was judiciously selected or 
rehabilitated, installed, tested and put into operation by July l995. 

d) Raw materials to a total value of USS 326,340 have been purchased eicher locally or 
imported, using investment funds provided by UNCDF. 

e) The first full year of production and service work generated an income of USh 8J.6 
million as from July 1995 to June 1996. This fell short of the projected performance of 
USh 202 million estimated by the UNCDF review mission in 1994. 

f) SAIMMCO have trained staff in designing, modifying ·and developing equipment and the 
product range has been considerably improved through imaginative development and 
production techniques. 

g) The implementation contractor will have supplied some 95 mlm of long term specialists 
and 6 m/m of short term consultants by the project termination date of January 1997. 

h) Intensive on-the-job training has been given by the project specialists although due to the 
delayed hand-over of the building, this training period will only reach 21 months at 
project termination as compared to the 36 months agreed in the PRODOCs. 

i) A marketing strategy has been adopted by SAIMMCO, although this requires further 
measures to be taken concer1ing its implementation. 

j) A functional administrative system has been established at SAIMMCO. 
k) Some progress has been achieved with the privatisation process but several important 

issues still remain to be resolved. 
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B. Assessment of specific aspects of project results 

a) The 10 month delay in hand-over of the reconstructed workshop means that 0nly 2 J 

months of technical assistance will be provided on the shop floor, rather than the 36 
months foreseen in the PRODOCs. 

b) The Mission noted the generally satisfactory performance of the project partners but 
thought project viability should have been more carefully analysed before implementation 
commenced. It also felt that GoU participation could have been improved. 

c) Building costs were over-budget whilst equipment costs were low through careful project 
implementation by the sub-contractor. Investments in raw materials were also under
budget. 

d) The Mission noted various imprecisions in the PRODOCs and also that the potential role 
to be played by the rural artisans (blacksmiths, etc.) was completely ignored. 

e) The SAIMMCO product range is robust, of high quality and well appreciated by the end 
users. Some of the animal d:awn equipment is thought to be too heavy. 

t) The Mission noted low sales levels to individual farmers and felt that future demand 
would be strongly influenced by the requirements of aid organisations. 

g) It was felt that a more aggressive marketing approach was required for the SAIMMCO 
product range and services, particularly towards aid organisations and the agro-processing 
industry. 

h) The Mission noted the satisfactory organisation and management of plant activities as 
demonstrated by the high quality of work undertaken. 

i) The Mission felt that the SAIMMCO staff should be further encouraged to develop their 
own representational structure. 

j) The project was judged to have had a positive impact on the plant employees and their 
families but is was too early to note more than a very limited impact on land use and 
farmer livelihood. Impact in Soroti town was judged to have been more social than 
economic. Project impaci oi. rural women and children was still limited but positive. 

C. Ass~ssment of the project design 

The Mission found the following short-comings in the project design: 

a) The projected performance of SAIMMCO was over-optimistic and failed to present 
alternative scenarios. This later lead to serious doubts concerning project viability and 
even caused a temporary stoppage of investment funding. 

b) No consideration was made at either the design or implementation stages concerning the 
possible needs of the rural artisans in the project area. 

c) There was a clear conflict of interest between the .overall and implied objective to 
alleviate poverty by re-establishing the workshop in Soroti and the eventual decision to 
fully privatise the plant which would imply strictly economic objectives. This matter 
remains to be conveniently resolved. 

d) The project design was vary confusing in considering the original "grant" by UNCDF 
to the GoU as a "loan by the GoU to SAIMMCO. In the light of present privatisation 
plans, the "loan" concept is no longer relevant and measures should merely be taken to 
ensure that the proceeds from eventual privatisation are reinvested in development 
projects within the country and with due consultation with the original investment donors. 
UNDP and UNCDF. 

--~"f-~-~--~-·-·---· 
I 



XIII Evaluation Sunuuar~ 

VI. Recommendations 

Two main groups of recommendations are presented: 

a) Concerning the consolidation of SAIMMCO as a profitable concern and the build-up to 

eventual privatisation: 

i) That the 36 months of technical assistance on the shop floor agreed in the 
PRODOCs be ensured by maintaining the present General Manager in post until 
April 1988. 

ii) That this (and perhaps further) technical assistance could be conveniently arranged 
through a Management Contract and possibly funded by an interested donor. 

iii) That the privatisation process be postponed until termination of the Management 
Contract. 

iv) That the privatisation procedure for SAIMMCO should be studied as a "special 
case" so as to ensure the socio-economic aspects receive due consideration. 

b) Concerning SAIMMCO marketing activities: 

i) That a more aggressive approach is required with improved links to Governmenr 
extension services, particularly those of the MAAIF. 

ii) That reinforced links should be established with the national distributor ::.ciectec 
by SAIMMCO (MAGRJC). 

iii) That continued reinforcement of links be made with the agro-processing industry 
iv) That a follow-up mission be programmed for the Marketing Consultant. 

VII. Policy Implications and Lessons Learnt 

Concerning privatisation and poverty alleviation: 

The Mission notes the conflict of interest when both these objectives are tried to be 
attained simultaneously unless careful project design foresees such an eventuality. 
Unfortunately in the particular ca!ie of this project, full privatisation only became an issue 
after signing the Project Agreements and at an early stage of project implementation. 
Future combination of these same objectives should be carefully planned from the stage 
of initial project planning. 

Concerning the socio-economic impact as related to privatisation of a supply resource: 

Again in the particular case of SAIMMCO, the risk of losing all socio-economic benefits 
attributed to the project is still high precisely because full privatisation was not (indeed 
could not have been) consideree during the project formulation stage. Due :o thi:> 
situation, remedial measures have been suggested ·by the Mission as indica:ed 1r: 
Recommendation a (iv) above. 
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Concerning privatisation and decentralisation: 

The Mission fully supports maintaining the workshop facility in the decentralised location 
of Soroti. However it notes that the privatisation process so far, does not exclude the 
possibility that the location of the workshop be changed. 

Concerning speeific lessons learnt: 

The Mission observed that during project formulation stages, projected performance 
tables, economic calculations and the basic logic behind project proposals should be 
subject to much closer scrutiny before implementation takes place. 

Concerning participatory planning: 

The Mission had few comments to place under this title but suggested that 

i) the SAIMMCO staff be more actively encouraged to develop their own 
representational structure. 

ii) that during formulation and review missions, additional time be spent by staff 
concerned to undertake fuller and more participatory discussions during their 
missions and that this might assist in widening the breadth of projected 
performance levels, such as illustrated by the single scenario included in the 
PRODOCs concerning the present project. 

Vlli. Evaluation Team 

The Evaluation mission team commissioned by UNCDF was made up of Dr John E. 
Ashbumer, Team Leader and Agro-Engineer, Mr Peter Mallow, Industries Analyst and Mr 
Wilfred R. Odogola, Agro-Economist/Technologist. The team was accompanied throughout the 
programme of field visits by Mr Henry Mbaguta, Senior Economist. Ministry of Finance and 
Mr Frank Akena, Senior Agricultural Officer, Ministry of Agriculture, Animal Industry and 
Fisheries. 
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INFORMATION NECESSARY FOR EVALUATION 

OF THE PROJECT 

1 PRESENTATION OF THE PROJECT AS ORIGINALLY DESIGNED 

I. I The country, regional situation and the sector 

Agriculture is the main stay of Uganda's economy. contributing 50-60 % of GDP and 
providing over 80 % of the employment opportunities in the country. Production currently comes 
from an estimated 2.5 million smallholder farm households, 80 % of which have, on average. 
less than 3 hectares each. In the Central and South-Western region of the country. population 
densities are very high and land holdings range between 0.01 - 2 hectares per household. while 
in the f.astem and Northern regions the figures are respectively 4-6 and over 7 hectares per 
household. 

Land tillage throughout the country mainly relies on hand tool technology, principal! y the 
hand-hoe, axe, matchet and sickle. These are owned and exclusively used by over 85 % of the 
farm households and are indeed. the main reason for the low levels of cropped land in Uganda, 
i.e only 4.6 million out of the 17 mi .lion hectares classified as arable land in the country. 
Tractor use contributes less than 0.01 % of the means of mechanisation in the country. previous 
attempts to introduce important numbers of tractors having been generally unsuccessful. 

Animal draft power was introduced as long ago as 1909 in Kumi District to the E.ast of 
the country. Due to the conducive conditions of light soils with flat topography. including 
possession of adequate numbers of suitable draft animals, this technology spread spontaneously 
to the neighbouring districts to the North as well as to the East and South of Ku mi. It soon 
caused rapid increase in the land area under crops and brought about a significant improvement 
to the life of the local population, especially through proceeds from cotton, a crop closely 
associated with the introduction of animal draft technology in the area. It was therefore not by 
accident that in the 1980's, the GoU requested assistance for reconstructing and equipping an 
already existing factory in Soroci for the manufacture of animal drawn implements in this ~rea 
of the country. 

The project document identified the immediate beneficiaries as the 15 districts in the 
Eastern and Northern region of the country with a population of 3,580,000 in 1980. In this area. 
production has been characterised by small holder mixed farming systems. The integration of 
crops and livestock assured a high degree of farm level self-sufficiency with subsistence pro"ided 
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from food crops, milk and meat and cash generated from the sales of cash crops mainly cotton 
and simsim (sesame) and from livestock and their products. The mixed farming system "a~ 
managed so as to maintain soil fertility through simple crop rotation practices as well as through 
the incorporation of manure from the cattle. 

This area has relied heavily upon the use of animal draft power as an integral part of the 
farming system for over 70 years. Unfortunately, this situation was radically altered in 1987 
when most of the livestock was lost during a period of civil strife which resulted in massive 
cattle rustling and unsystematic slaughter. In the Districts of Kumi, Soroti, Lira and Gulu ~lune, 
the total cattle population dropped from an estimated 800,000 head in 1986 to only 56,000 in 
1992 (for full details of these statistics, see Appendix 14). 

1.2 Background to formulation and implementation of the project 

The programme to rehabilitate and equip the Soroti Agril ... ultural Implements and 
Machinery Manufacturing Company (SAIMMCO LTD) commenced activities in February 199.3. 
utilising funds provided through UNCDF, UNDP and the GoU. Two separate Project Documents 
cover the agreements between the GoU and UNCDF (Project No UGA/80/C06) and the GoC 
and UNDP (Project No UGA/86/015). Project implementation is entrusted to UNIDO who have 
sub-contracted field implementation to Hassall and Associates Pty. Ltd through a turnke) 
contract (No 921185). 

The factory in Soroti, formally known as A.H. Engineering Works Ltd, was originall: 
established under private "wnership in 1967 for the manufacture of farm implements wx
ploughs, ox-carts, maize mills), spare parts for ginneries and generaJ engineering services. The 
plant was designed for production of 6,000 ox-ploughs but this target was never reached. In 
1972, the business and premises were nationalised and the plant taken over by the T eso 
Cooperative Union. 

In 1976, the factory, by then known as Engineering Department of Teso Cooperative 
Union, became the Low Cost Farm Equipment Project under the direct control of the Ministry 
of Agriculture. It continued with the manufacture and repairs of animal-drawn and other 
equipment. The diversified product range then included concrete block-making machines and 
custom built steel plated water tanks. Hand tools were manufactured occasionally in small 
batches, including hand hoes, pangas and rakes of local design. Between J 979 and 1989. 
production and service activities of the factory declined drastically during a period of civil unrest 
throughout the region, coupled with a general lack of foreign exchange for importing materials 
and components and sparse government funding for the plant. 

A number of international Missions visited Uganda between 1980 and 1990 in connection 
with possible assistance to the plant. These included: 

* 

* 

A UNIDO rehabilitation and programming mission m January/February 1980 whJCh 
discussed possibilities for rehabilitation of the plant; 

A UNCDF mission undertaken by the contractor Sores Inc. which, in 198 l. studied thc
GoU request for financial support to rehabilitate the plant. The mission recommended 
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that the project should conc:?ntrate on factory rehabilitation and manufacture of existing 
designs of implements rather than on the development of new product designs. 

* A UNCDF mission undertaken by the contractor Polytechna/lnpro in 1985 

In 1990, the "Low Cost" Project became a registered company and its name changed to 
SAIMMCO (U) LTD. The shares in the company are held by the Ministry of Finance (one 
share) and the Ministry of Agriculture Animal Industry and Fisheries (one share). Future 
ownership of SAIMMCO is eventually to be privatised once the company becomes a profitable 
enterprise. 

The main justification for the:: project as described in the project document of 1987. is that 
one of the key impediments to accelerated agricultura.J development in Uganda has been the lack 
of appropriate farm inputs and partic..ularly of implements which allow reduction of drudgery and 
an increase to the productivity of farm labour. With this in view, the project was oriented mainly 
towards producing farm implements. Flexibility was also built into the project design so as to 
enable the provision of engineering services to the local urban and rural populations. Hence. 
universal workshop machinery and tools were selected for the new project. 

The agreements were signed in August 1987. With some elements of insurgency still 
existing in the area, the pick-up momentum of the project proved fairly slow. At the same time. 
UNCDF expressed concern about the project's projected performance and commercial viability. 

In June 1991, a UNCDF Technical Review Mission was undertaken by Roger Shotton. 
The planned production programme was down-scaled by some 50 % and investment costs 
reduced in consequence. It was suggested that in consideration of the projected debt repayment 
capacity of SAIMMCO, the maximum value of the loan to the company should probably not 
exceed US$ 1 to 1.5 million at the most. 

The differences between factory production as proposed in the PRODOC's and that 
proposed by Roger Shotton (which were incorporated into the terms of reference of the UNIDO 
sub-contractor, Hassall Associates) are illustrated in Tables I and 2 below. 

Although project implementation commenced in February 1993, further studies were 
undenaken relating to the project's viability and investment funding was temporarily halted in 
November 1993. A further review mission was undertaken in March 1994 (Bearez and Odeke, 
1994). 

The Be.arez and Odeke Mission made wide-ranging consultations in the project area. 
talking to opinion leaders, extension agents, farmers as well as to a number of NGO's who had 
by then fully resumed work in the area. Cattle restocking efforts to replace some of the 
estimated 1.2 million heads of cattle lost during years of insurgency in north and north-eastern 
Uganda, was taking root both by government. church organisations, NGO·s and more 
importantly by farmers themselve:,. The Smallholder Cotton Rehabilitation Project (SCRP). 
funded by the World Bank had also started. Agricultural production, which had hit a lov. of 10-
15 % of the pre-1987 levels, had indeed picked-up and was steadily on an upward trend. 
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The Bearez and Odeke report was positive on the future prospects and commerc12., 
viability of the factory. Consequently, following the Mission's report, project funding \I.as 
renewed in April 1994. It is planned for termination on 31 January 1997. 

TABLE 1: Planned Production Progranune (Project Agreements, 1987) 

Year and level of implementation l 
Product 

2nd yr (40%) 3rd yr (60%) 4th yr ( l00%) 

Ox ploughs 4,000 6,000 8,000 

Ox-plough shares 12,000 18,000 24,000 

Ox drawn expanding cultivators - - 300 

Sowing implements - - 300 

Groundnuts lifters - - 200 ' 

Ox carts (steel and rubber wheeled) 200 300 500 I 
' 

Hammer mills 30 50 70 
(diesel engine. 10-30 hp) ' 

' 
Hammer mills 20 30 50 
(electric motor. 10-30 hp) 

I 

Production of spare parts 
Repair of worn parts 25 % of capacity in value terms 
Repairs to industry 

TABLE 2: Planned Production Programme (TOR of LlNIDO contractor, 1993) 

I Year and level of implementation 
Product 

2nd yr (40%) 3rd yr (60%) 4th yr ( 1003) 

Ox ploughs 1,600 2,400 4,000 

Ox-plough shares 4,800 7,200 12,000 
I 
I 

Ox carts (steel wheeled) 100 150 250 

Ox carts (rubber wheeled) 100 150 250 

Hammer mills 20 30 50 I 
(various power ranges) ' 

' 

Production of spare parts 
Repair of worn parts 25% of capacity in value terms 
Repairs to industry 

J4ilSA µ 
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1.3 The overall project concept 

The UNCDF project UGA/80/C06 was desig~?d to provide funds to rehabilitate and 
equip the factory/workshop in Soroti so as to enable it to expand its manufacturing capacity. 
enhance its management/manufacturing/service capabilities and market its products. 

The UNDP project UGA/86/015 was designed with the same objectives as outlined in 
the previous paragraph but the funds were to be allocated for the technicaJ assistance inputs. 
together with supplementary costs necessary for successful implementation of the project. These 
included items such as mission costs, study tours, transport equipment, expendable equipment. 
etc. 

The UNCDF agreement committed investment funds in the form of a grant for 
reconstruction of the workshop and to supply machine tools and raw materials. These funds 
would be treated as a loan to SAIMMCO, reimbursable over a 16 year period to a special 
account to be opened at the Uganda Commercial Bank. This debt repayment would then be used 
by the GoU to finance further development projects. subject to approval by UNCDF. 

1.4 Project development objectives 

The long-term objectives of the Government in the Agricultural sector, as stated i11 ' ~ 

UNCDF project document of 1987 are: 

I. To increase agricultural output and productivity; 

2. To encourage structuraJ adjustment: 

3. To save foreign exchange. 

The UNDP project document indicates the following development objectives will b~ 

addressed: 

l. Increased agricultural productivity of farmers and agro-based industries; 

2. Creation of an indigenous capability in the designing and manufacturing of 
agricultural implements and machinery. 

1.5 Project inunediate objectives 

In pursuance of the above development objectives. a number of immediate objectives of 
the project were defined. Whilst the wording differs in the two PRODOCs concerned, that stated 
in the UNCDF project document adequately covers the intended objectives indicated by the two 
agencies. These are as follows: 

>a « + I ::;u:s;; 

l. To expand the manufacturing capacity of the Soroti Agricultural I mplernent:'! 
workshop for the manufacture of agricultural machinery, implements and critical 
spare parts. 

I 
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2. To establish improved capabilities in production management, repair. mainten
ance. quality control and design adaptation. 

3. The establishment of a framework for the coordination of improved and integrated 
development of agricultural machinery, implements and spare parts. 

4. To establish a marketing mechanism including proper feedback into the 
production programme of the workshop. 

1.6 The project inputs 

Following is the schedule of inputs from the parties concerned with the project and as 
stated in the UNCDF and UNDP PRODOCs. 

1.6.1 Government Inputs 

The Government of Uganda was to provide personnel and facilities within the frame work 
of the Soroti factory. 

a. The assignation of 8 national staff for project execution totaJling an input of 282 work 
months. 

b. The existing workshop of the Soroti factory plus additional area for further expansion. 

c. An initial budget, totaJling US$ 585,000, for the maintenance and repair of existing 
machinery and equipment for the Soroti plant until the enterprise becomes able to cover 
these costs from the sale of products. 

This budget was to be composed of the following elements: 

Working capital 
Transfer of existing assets 
Preoperative expenses 

Total 

1.6.2 UNDP Inputs 

USS 
USS 
US$ 

USS 

472,000 
73.000 
40,000 

585,000 

The UNDP inputs covered overall technical assistance funds for project supervision 
together with a Sub-contract A to cover the technical assistance for project implementation. 
These arrangements are summarised below. 

Project support: 

a. A Chief Technical Advisor ( 15 work months). To serve throughout the project duration 
of five years (3 one month visits per year). 
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b. An Administrative Liaison Officer, (36 work months). To be based in Soroti. 

c. Consultant - Civil Engineer (3 months) for monitoring and certifying construction work 
carried out by sub-contractor. To be based in Soroti. 

d. Provision of the support costs for administrative staff, in-country travel, international 
study tours, non-expendable equipment (including one vehicle) and expendable equipment 
(including sample agricultural machinery). 

e. Miscellaneous: operations and maintenance items, books, publications and sundry items. 

Sub-total for project support: US$ 554.000 

Sub-contract A: 

a. Consultancies for project implementation. A total of 11 long or shon term posts were 
envisaged. 

b. Travel costs of consultants within Uganda. 

c. Training of national staff and technicians to include international fellowships and on-the
job training. 

Sub-total for Sub-contract A: USS 982,000 

Grand total for UNDP inputs USS 1,536,000 

1.6.3 UNCDF Inputs 

The financial commitment of UNCDF amounted to a maximum of USS 2,415,000. This 
was made up as follows: 

Sub-contracts (for construction, raw materials & equipment) 
Un-allocated funds (for use only with approval from UNCDF) 
Missions costs (UNCDF formulation/implementation/eval.) 
Agency support cost (overheads on procurement/support) 

Total for UNCDF inputs (maximum) 

1. 7 Implementation arrangements 

US$ 
US$ 
US$ 
US$ 

USS 

1,969,000 
204,000 
67.000 
175,000 

2,415,000 

The UNDP/UNCDF project documents indicated that project implementation was to be 
carried out by an internationally-renowned firm under contract to UNIDO and financed by funds 
from UNCDF and UNDP. The contracting firm (the Hoperations contractor'') was to be 
responsible for all aspects of technical assistance, management and organization of the project 
including construction, equipment selection, procurement and delivery as well as provision of 
raw materials. This constituted Contract A. 
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Civil works were also to be sub-contracted out I Contract B), super. ;~d by :-c.: 
"operations contractor" and monitored by UNDP/UNIDO. Construction included the workshup 
and pre-fabricated housing for the international staff. 

Implementation of activities was to proceed in three phases as follows: 

PHASE I: Preparatory Pha~ 

This phase was planned for the first six months following signature of the proJe.:t 
document. During this phase UNIDO \\ClS to be the principal initiator of activities including 
preparation of tender documents, short listing of prospective consulting firms, tendering, opening 
anc! evaluation of bids and signing contracts with successful bidders for Contract A. This phase 
was to end with the incorporation of the workshop as a parastatal. 

PHASE II: Construction phase 

During this 12 month phase, the operations contractor was to be the main actor. 
preparing detailed architectural plans for reconstruction oi the workshop and arranging for a 
local construction firm to undertake the civil works (Contract 8). The operations contractor 
would also prepare specifications for the equipment required. order. receive and install the 
equipment, identify suppliers of raw materials and arrange for delivery of materiah in 

accordance with the expected production schedule. 

During the construction phase, the operations contractor was also to prepare deta1 led 
plans for management, accounting and operations of the workshop. In addition, the contractor 
was to assist the workshop management during this phase to continue the production programme 
with a view to ensuring successful accomplishment of all contracted and pipe-line production. 

PHASE III: Production phase 

This phase of 48 months would allow the operations contractor co operate under a 
management services contract under the SAIMMCO Board of Directors, the company by then 
having been incorporated under Uganda law as an autonomous company. 

Duties of the operations comracror would include general workshop management and 
tramrng, undertaking design improvements and introduction of new production items in line" Hh 
market demand, and generally initiate all actions required to bring the production schedule to 
full capacity with fully competent and tniined local staff capable of continuing operations at the 
end of the contractor's mandate. 

1.8 Project acth·ities and expected outputs 

I.8.1 Activities 

The UNDP PRODOC lists a total of fourteen activities to be accomplished during the life 
of the project. These accivHies have also been covered, but m lesser detail, in ~e UNCDF 

' ...... "'"'" . .. ' .. 
' 
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PRODOC. They may best be summarised by referring to the aims of the sub-contract eventually 
established between UNIDO and Hassle Associates which are as follows: 

a) Construct and rehabilitate the SAIMMCO factory; 

b) Supply, test, commission and put into operation the machinery and equipment 
required for the Plant; 

c) Supply raw materials and other materials for a 1 year full production of 
agricultural tools, implements and farm machinery, 

d) Supply specialists for the operation and improved production capacity of the 
Plant; 

e) Provide and organize training in Plant operation both at the Plant Site and abroad; 

f) Undertake marketing. planning, administrative and other technical assistance 
responsibilities; 

g) Manage the Plant for a period of 3 years after the initial period of l year. 

I .8.2 Expected outputs 

These activities were designed to produce outputs as described in the two PRODOCs. 
They are summarised in the 7th Progress Report of the UNIDO sub-contractor as follows: 

1) An established institutional framework in the form of a company operating as a 
fully autonomous organisation incorporated under the Uganda Companies Act. 
SAIMMCO will be a company limited by shares. 

2) A completely renovated farm-implements factory at Soroti, including the 
construction of factory premises and the procurement, installation and commis
sioning of equipment, and the procurement of raw materials. 

3) The production system for the first year of operation is aimed at manufacturing 
ox-ploughs, shares, ox-carts and hammer mills. Furthermore, 25% of the total 
capacity in value terms will be used for repair of machine components as well as 
the production of spare pans. The production lay-out will be designed to allow 
a flexible response to changing circumstances in the market. 

4) Research, testing and development facilities will be available at SAIMMCO Ltd 
for use with existing and new products and repair activities. and for the provi:.ion 
of technical assistance to the extension services. 

5) A testing station established at the Soroti region, under a separate project but in 
corporation with SAIMMCO Ltd, in order to test imported as well as locally 

...... ~ ....... ~-~-----...., . .,..,.";7"'""" ... .,,..,,...,,wo,..w"""c11'1.•""'* ""''""· -•-w.,.., '4""""'""':'""'' ""' s+Jl..,. ""' ,,.. •• .,.,*'""'*·=+-"• ""'· .,.,;:~'*""" _ _...,..,.,.. .. ..,,,, ... fi,._,..,...,..., __ _...,., ... ,..,;;::,,._<""™-•..,.,,-, ...,,,ZWZ ....... ..,.__,....,,;A..,.•?,__.,_..,...,...._____..·-

i f 



11 PART A: Project baseline data 
A. I Project Presentation 

manufactured implements and to introduce a product certification system based 
on quality standards. 

6) Establishment of a commercial department of SAIMMCO Ltd whose policy will 
be in line with the development strategy of the Uganda Government. In the 
marketing policy optimum use will be made of existing distribution channels. 
Attention shall be paid to the development of an international market programme 
for SAIMMCO products. 

7) Establishment of an appropriate administrative system, including accounting, 
financial and stock control systems. 

8) SAIMMCO staff trained in manufacturing, management, production design, 
production technology and operations, sales and marketing, administration and 
finance. 

1.9 Implementation responsibilities 

In order to ensure successful implementation of project activities, the following actions 
were to be undertaken by the parties concerned: 

1.9.1 Government responsibilities 

1. Initiate action for incorporation of the workshop as a fully autonomous business 
entity under the Companies Act. 

2. Appoint a Project C00rdinating Committee to function as an interim Board of 
Directors of the Project until the workshop is fully incorporated and until a 
permanent Board of Directors is appointed. 

3. Assist the workshop to open a special project account with the Uganda Commer
cial Bank, Soroti to be operated jointly by the Chief Technical Consultant and the 
National Project Manager. 

4. Continue to pay all salaries and wages of the employees of the workshop during 
an initial period of six months and until incorporation of the workshop. 

5. Contract a consulting company financed from the UNCDF/UNDP grants, to be 
vested with sufficient power and responsibility for daily operations of the 
workshop. 

6. Establish an agreement with the Uganda Commercial Bank (UCB) to open and 
manage a special Loan Account for the workshop, ensuring that no disbursement~ 
would be made without prior consultation and agreement from UNCDF and that 
a reasonable rate of interest be payable on the outstanding debt. 

• PW<+*" '=c r E µa. a :;;w•m« .;,;w::_, •,... 
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7. Review the draft tender documents prepared for Contracts A and B by UNIDO. 
Review the short list of firms and provide comments to U NOP. U NIDO and 
UNCDF. Participate in the evaluation of the bids. 

8. Provide appropriate land in the town of Soroti for the construction of the pre
fabricated houses, together with adequate land for the extension of the factory 
building, immediately to che rear of the existing building. 

9. Facilitate duty free importation of all materials, equipment, vehicles, tools and 
other items procured with project funds. Also facilitate the issuance of visas to 

the international personnel of the contractor. 

10. Upon incorporation of the workshop, arrange to purchase 5850 shares in the 
corporation at the USh equivalent of US $100 per share; 5120 shares wou1d be 
issued for cash and 730 shares for consideration other than cash (against existing 
assets). 

1.9.2 UNCDF responsibilities 

1. The financial commitment of UNCDF to the project amounts to a maximum oi 
US$ 2,415,000 which would cover the costs of only those project inputs specified 
in the Agreement. Disbursements authorizations would commence following the 
receipt, review and approval of a detailed Work Plan. 

2. Review the draft tender documents prepared by UNIDO for Contra~t A, consult 
with Government, UNDP and UNIDO concerning the final short list and 
participate in the OJX:ning and evaluation of bids. 

1.9.3 UNDP responsibilities 

1. The Resident Representative of UNDP in Uganda is the authorized rcpresentati\>e 
of UNCDF in the country. He was to closely follow the progress of the project 
and promptly provide all possible assistance to <he Government and to the project 
to ensure its timely and successful completion. 

2. Review the draft tender documents prepared by UNIDO for Contract A, consult 
with Government, UNCDF and UNIDO concerning the final short list and 
participate in the opening and evaluation of bids. 

1.9.4 UNIDO responsibilities 

l. Assume responsibility for the disbursement of funds allocated to budget line 21.0 I 
of the UNCDF project budget and its subsequent revisions. 

2. Provide UNCDF. with copies to the Government and UNDP. the reports 
indicated in the applicable section of the Project Agreement. 
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3. Assume responsibility for preparing the draft tender documents for Contract A 
and for clearing these documents with Government, UNDP and UNCDF. 
Subsequently, prepare a short-list of firms to undertake Contract A and make 
arrangements for the bid opening and evaluation process. 

4. Identify qualified candidates for the post of Chief Technical Advisor. 

5. Ensure that all invoices presented by the contractor are certified by both the 
Government and the UNIDO Chief Technic.al Adviser prior to payment. 

6. Field the project administrative officer and the local support personnel in a timely 
manner. 

7. Ensure that the contractor provides to all parties concerned and especially to the 
Government and the Uganda Commercial Bank (UCB), the actual costs of all 
construction, raw materials and equipment deli\·ered and installed at the project 
site in order that Government and the UCB are able to establish and manage the 
special loan account for the workshop. 

1.10 Project monitoring and evaluation 

Both the UNCDF as well as the UNDP project documents provide details on procedure~ 
for monitoring project activities and performance. These are summarised below. 

1. Inception report: 

To contain a detailed and definitive work plan for implementation of the project. 

2. Progress reports 

Regular progress reports were to be prepared at 6 monthly intervals. 

3. Audited financial report: 

To contain three sections related to i) fundi11g provided by UNCDF, ii) operations of the 
workshop and iii) certified accounts statements concerning the Loan account at the UCB. 

4. Equipment inventory: 

To be prepared annually and contain lists of all equipment acquired with UNCDF funds. 

5. Final report: 

To review the life of the project. the objectives and the degree to which these v.ere 
attained. 
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6. Tripartite monitorin~ and evaluation: 

PART A: Project baseline data 
A. I Project Presentation 

Monitoring of the project activities were to be carried out through review missions fielded 
for the purpose as well as through regular meetings and discussions between all parties 
concerned (GoU, UNDP, UNCDF and UNIDO). 

Both a mid-term and final evaluation of the project were envisaged. 

1.11 Risks identified at the design and appraisal stages 

Neither the UNDP nor the UNCDF Project Agreements spec.ify risks envisaged during 
project implementation. However, the Evaluation Mission considers the undermentioned risks 
were relevant to successful project implementation in 1987 and later. 

I. The Project was signed in August 1987 when the insurgency was just starting in 
Eastern and Northern parts of the country. This might constrain timely initiation 
of the project. 

2. The loss of livestock through cattle rustling and political strife could reduce the 
demand for animal drawn equipment for which the factory was intended. 

3. The low financial earnings of people in the area could lower the abilil.) uf 
SAIMMCO to market its products effectively. 

4. Employees of the factory are civil servants who are paid according to a 
government wage scale, significantly lower than the private sector: this may 
inhibit worker productivity levels or cause labour dissatisfaction. 

5. By the time SAIMMCO initiated its operations in 1987, the country had large 
stocks of heavily subsidised animal drawn equipment which had come into the 
country through the Agricultural Development Programme under the MAAIF. 
These stocks which still available in che early 1990's, could significantly reduce 
demand for SAIMMCO equipment. 
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2 PROJECT L\IPLEMENTATION RESULTS 

.2.1 Introduction 

PART A: Project baseline data 
A.2 Project Rcsutt5 

A review has already been presented above concerning the proposed project activities and 
ex;-:--:ted outputs (Section 1.8). The TORs of the contracto_r further clarify these matters as 
indicated under i) the Synopsis of the aims of the Contract and ii) The Project Outputs (sec 

UNIDO, 1993). A suitable combination and rationalization of these two lists have been adopted 
in the contractor's Progress Reports in order to present their results and a similar approach is 
used below in order to summarize the facts concerning implementation results. 

2.2 Establishment or SAl1'-1MCO as a company limited by shares 

This was achieved by the GoU on 6 February 1990 when SAIMMCO was incorporated 
under the Uganda Companies Act, one share being held by the Ministry of Agriculture, Animal 
Industry and Fisheries and one share by the Ministry of Finance and Economic Planning. 

2.3 Construction or factory premises 

The detailed survey and design work for the civil works and preparation of the tender 
documents took place during the first few months of project implementation. The three tenders 
offered were opened on 18 June, an assessment carried out and UNIDO approval received to 
proceed. 

Construction of the factory premises commenced after the site had been handed ove~ tll 

the civil works sub-contractor (Wade Adams) on 10 September 1993 and the work v. as 
substantially completed in January 1995. The hand-over of the reconstructed premises to Hassall 
& Associates took place in February 1995. 

2.4 Procurement, installation and commissioning of equipment 

The procurement process was commenced during 1993 but suspended until May 199-L 
The first container arrived on 10 January 1995 and the last on 20 May 1995. Thus most 
equipment was received in time for installation as soon as the reconstructed premises had been 
handed back to the implementation contractor and commissioning was largely completed by the 
time the 5th Progress Report had been submitted on 31 July 1995. lronically. the last item of 
equipment to be received was the forklift truck. 

2.5 Procurement or raw materials 

Raw materials, components and spare parts to a total value of US$ 376,099 or USh 359 
million had been acquired by SAIMMCO at the close of accounts on 30 June 1996. Additional 
local purchases and importations will continue to be arranged as future needs are identified. 
Present raw material stocks include some 5,000 old plough beams purchased from local farmers 
which will be reconditioned and re-used for ploughs produced by the factory. 
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2.6 Production and service work 

PART A: Project baseline data 
A.2 Project Results 

In the first full financial year of plant production (l July 1995 to 30 June 1996), total 
factory income amounced to USh 83.6 million made up as follows: 

Product sales excluding ploughs 
Sale of ploughs 
Sale of spares 
Sale of raw materials 
Service work undertaken 

TOTAL 

5.4 million 
19. 3 million 
6.9 miJlion 
0.1 million 

22: 1 million 

83.6 million 

In order to compare with targets suggested in the project design (see Section 1.2). 
production over the one year period from l August 1995 to 31 July 1996 included the following 
items (see the 6th and 7th Progress Reports): 

Ploughs 
Ox-carts 
Hammer mills 

467 
14 
11 

2. 7 Development of capacity for product design, testing and development 

The designs of several products have been developed and the techniques imparted to 

SAIMMCO staff by on-the-job training (the plough. hammer mill. RHS toolbar. darn scoop. ox 
cart, shea butter press, etc.) A similar approach has been used when undertaking light 
engineering service work. 

Equipment has been tested either in the factory, on farms and occasionally in conjunction 
with the Serere Agricultural and Animal Research Institute (SAARI). 

A full set of scaJed drawings is being produced for aJl produc1 compont..lts by the 
Research and Development Engineer, using the Autosketch computer programme. 

2.8 Supply of specialists for the operation and improved production of the plant 

At the time of the Evaluation, the contractor had supplied or engaged to supply a total 
of some 95 man months (m/m) of long term specialists and about 6 m/m of short term 
specialists, calculated with effect up to 31 January 1997. The positions held and list of personnel 
concerned is detailed in Appendix 5. 

2.9 Provision of training in plant operation 

The provision of training has continued throughout the operational phase of establishing 
factory operations and has been accomplished through on-the-job training of workers at different 
levels. Most of the training of senior engineering staff has been through the establishment of 
close working relationships with the technical assistants during collaborative work in the 
production and quality control processes. On-the-job training is undertaken both by project staff 
as well as by local workshop staff, competent in a particular machine or process. 

-.-........-.,...,___ -· ~ • - -~ ----.........,.._--...,.....~-....__.,. ........ ,..._tt.,,,¢.il!<l0$0>......,:Y:+»?!"'! .. ..,..,....,»..,., -.'f"li ..,.4 ..,._.,,"' "l'l,IQllllJC'PIS. f!l'!W-?""'.0 ,..._.,.:uw""'·""*'"""·"""-""**..,....NOF.(.\+'"'""""'"".,.._""'"''-'"'1!'14'""0ff,...,>="'WWW-• .... '!i=t.,.__,.__.~ 



e ·"''" :ec c c *''· "*'· >. 

17 PART A: Project baseline data 
A.2 Project Results 

Regarding training outside the factory. four staff members ha\'e now been selected for 
short-term, specialist in-country training courses. Topics to be covered will be Fitting. 
Machining, Blacksmithing or Wdding, each participant to undertake one of these courses. 

2.10 Establishment of a marketing mechanism for SAIMMCO 

A marketing strategy was proposed by the marketing consultant in April 1996. This wa~ . 
designed to ~uggest a range of marketing activities which could enable SAIMMCO to reach a 
wider potential customer base. 

One of the major outcomes has been the arrangement agreed with MAGRIC (U) Ltd. 
Kampala who have become the main outlet for SAIMMCO products through MAGRIC's good 
relations with a number of aid-agencies and NGO's involved in agricultural development projects 
at national level. 

2.11 Establishment of an administrative system 

The basic financial administration and stock control systems were developed during 
earlier stages of the project implementation and these have been continually refined according 
to needs. 

As the company accountant resigned in March 1996, SAIMMCO experienced some 
difficulties in being able to prepare the financial accounts for the operational and financial year 
1995-96. Presently, the accountant has not ~n replaced due to lack of qPalified personnel 111 

the area and records are maintained by a book.keeper. 

The SAIMMCO financial statements for 1995-96 were prepared by the short-term 
financial consultant and are reproduced in the 7th Progress Report. 

2.12 Progress achieved with privatization arrangements 

During the Tripartite Review Meeting on 5 October 1994, it was agreed by the parties 
concerned that a privatisation strategy should be prepared for SAIMMCO. 

The privatisation issues are still at a preliminary stage and the Privatisation Unit under 
the Ministry of Finance is preparing to initiate the steps which need co be taken. 

The issue of land ownership is presently being resolved by the District Land Committee 
in Soroti. 

The workshop staff have not yet recei .... ed their letters of appointment from the Ministry 
of Agriculture, Animal Industries and Fisheries. MAAIF has also still to issue the Terms and 
Conditions of Employment for the staff. 

These unsolved issues could lead to further delay to the process of privatisation. 
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PARTB 

PROJECT EVALUATION 

l PROJECT IMPLEMENTATION PERFORMANCE 

1.1 OVERALL PROJECT IMPLEMENTATION PERFORMANCE 

1.1.1 Delivery of inputs specified in the project document 

External project inputs specified in the PRODOCs originated from two sources. 
Firstly, UNCDF provide.d funds destine.d for the reconstruction and equipment of the workshop, 
transport equipment and the construction of three prefabricated houses for the international staff. 
Secondly, UNDP provided funds for technical assistance, administrative support staff, travel on 
official mission, mission costs, training and a certain amount of both non-expendable and 
expendable equipment. Delivery of these inputs was channeUed through UNIDO as executing 
agency who in tum, sub-contracted field execution to HassaJI & Associates on the basis of a 
standard international tendering procedure. 

A project vehicle was procured directly by UNCDF well before project act1v1ues 
commenced which, although providing timely transport when finally needed, meant that the 
vehicle already had some 100,000 km of use and required extensive overhaul at project start-up. 

Project funding appears to have been smoothly arranged during initial activities and 
indeed the sub-contractor working on behalf of UNIDO, initiated work in February 1993 despite 
their contract not being finally signed until July by Hassall & Associates and in Augu<:t 1993 by 
UNIDO. It is felt that this emphasises the dedication to the task shown by the sub~contractor and 
implies encouraging support from the executing agency. 

The first surprise occurred in June 1993 when the former owner of A.H. Engineering 
reappeared and presented a repossession certificate for the site which had been issued by the 
Departed Asian Property Custodian Board. As confirmed national ownership of the site had been 
one of the preconditions for project approval, UNCDF funding for the construction and 
rehabilitation phase of activities was frozen in September 1993 until the matter was legally 
settled by the GoU almost immediately afterwards. The precise timing of this rapid tum of 
events may be summarised as follows: 

IO September 1993 

20 September 1993 

24 September 1993 

< o+ 4WJL4Jk np::q , 44¥,# $, W P¥ilPP!li 

Factory site handed over to Wade Adams, the civil works 
sub-contractor 
UNIDO agree to HassaJI proposal (of 17 September) to halt 
construction activities 
GoU confirm settlement of their ownership of the site 
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Misgivings concerning projected plant performance had already been expressed in the 
July 1991 report by Roger Shotton (importanJ reference documenrs are /isred in Appendix 4 und 
hencefonh will only be referred by author and da1e). This matter was further studied and 
commented upon during the site visit by the UNIDO back-stopping officer in November 1992 
(see Belo, 1992). The Project Inception team fielded by the implementation sub-contractor 
(Hassall & Associates) in March 1993 also suggested a reduction in projected plant output as 
originally indicated in the PRODOCs, together with a corresponding reduction in the production 
equipment which should be procured. 

UNCDF continued to be deeply concerned regarding viability of the project and despite 
settlement of the site ownership question described above, decided to continue the freeze of 
investment funding until the matter could be further clarified. The civil works contractor (Wade 
Adams) was accordingly instructed to halt all activity as from I November 1993. 

The project team spent considerable time in early 1994, supplying information to UNCDF 
which was required for additional financial analysis of the commercial viability of SAIMMCO 
and which directly concerned their contractually agreed investment in the project. UNCDF 
followed up these studies by fielding a specialist mission in March 1994 to further review the 
project's potential viability and its support value to the agricultural industry (see Baerez and 
Odeke, 1994). The positive proposals contained in this report led UNCDF to unfreeze the 
investment funds and civil works eventually recommenced on 3 May 1994. The total stoppage 
period had then been 6 months. 

The Evaluation Mission considers thaJ this hall in civil works and equipment 
procurement has had an important effect on project results: 

An additional cost of some USS 100,000 to the civil works (wiJh a 
con-esponding increase to the UNCDF grant/loan) 
A loss of revenue of some US$ 35,000 to SAJMMCO (which has now 
been repaid as compensaJion to the company through a corresponding 
increase to the UNCDF budget) 
A delay in the build-up to full workshop production of 6 months with a 
con-esponding reduction to the duration of technical assistance to be 
supplied during the production phase. 

On the positive side, the extended curtailment of production activities provided project 
management with the time and opportunity to upgrade the company's administrative procedures 
and systems and to rationalize a situation considered as over-staffing (see Hassall, 3rd Progress 
Report, July 1994, p.2). 

After activities were fully re-initiated in May 1994, the inputs specified in the project 
document appear to have been delivered in a timely and efficient manner, contributing to the 
many successful aspects of project outputs which are mentioned elsewhere in this report. 

The project documents also identify inputs to be supplied b"· the GoU totallin2 t:S$ 
585.000 which cover a working capital of US$ 472,000, a transfer of existing assets valued at 
US$ 73,000 and preoperative expenses of US$ 40,000 (see UNDP PRO DOC, 1987). In the 
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event, MAAIF paid local staff salaries of the then Low Cost Farm Equipment Project from lhe 
date of signing the PRODOC (1987) until the establishment of SAIMMCO (U) Ltd in 1990. 
These salaries continued to be paid by MAAIF until September 1994, complimented by a 
payment of USh 60 million for raw materials made in July 1995. Total GoU inputs through the 
MAAIF from 1990 to 1996 amount to USh 312,875.873 (see Appendix 12 for details of these 
payments). 

A/Jhough ii is difjicu/J to reconcile the agreed inputs with the eventual suppon 
provided by the GoU, the Evaluati.on Mission recognises the importance the 
GoU has altllched to this project and their endeavours through financial inputs 
so as to ensure its successful completion. 

1.1.2 Efficiency and flexibility during implementation by the key actors 

As has already been described in PART A, assistance to the Soroti facility concerning 
production of agricultural implements and equipment was originally considered in early 1980 by 
a UNIDO programming mission. Later in the year. the GoU requested UNCDF to consider 
financing both equipment and raw materials for the facility and UNCDF wntracted Sores Inc. 
to undertake an investigation in 1981 concerning support for the then Low Cost Farm Equipment 
Project of the MAAIF. A techno-economic manufacturing analysis was carried out in 1983-1985 
on behalf of UNIDO and UNDP and these agencies judged the project feasible. Inslability in lhe 
region no doubt delayed project formulation until e\entual signing in August 1987. 

During the insurgency which occurred after the project had finally been formulated and 
agreed, further radical changes took place within the project larget region, notably a dramatic 
reduction in the cattle (and hence, draft oxen) population. Although much on-farm equipment 
may also have disappeared or been sold during this period and until eventual project implementa
tion commenced in 1993, there may have occurred a misjudgment of the estimated equipmem 
needs for the region (see GEMCO, 1990). Early warning of p0ssibly over-optimistic production 
requirements was reported by UNCDF in 1991 (see Shotton, 1991). UNIDO replied to these 
observations following a 1992 field mission by their back-stopping officer (see Belo, 1992) but 
clearly the discussion was never concluded before UNIDO had selected and fielded a suitable 
sub-contractor (Hassall & Associates) for project execution. 

The sub-contractor was on site in February 1993, although their contract was only finally 
~igned 6 months later in July/August 1993. As already reported above in Section B.1.1.1. 
investment financing was suspended in November 1993 pending further review of the project's 
financial viability. 

This leads the Evaluation Mission to obsen·e: 

failure to satisfactorily resolve the issue of project viability before 
implementation commenced (a negative observation) 
rapid response of all key actors (l'.\'CDF, UNDP, U.\'IDO, GoU, Sub
contractor) to commence activities as soon as possible during early 1993 
(a positive obsel1'ation) 
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The Evaluation Mission considers that the extremely short duration of field visits during 
the early appraisal and programming missions (apart from the "GEMCO" mission of 1989) ma~ 
have meant insufficient data could be collected at the time and may have lead to the serious 
doubts concerning project viability which eventually arose. 

The Mission also observes that even since commencemem of project activities in 1993. 
both loca1 and regional conditions continue to change rapidly and continual managemem 
adjustments were, and will continue to be required if the Soroti facility is to become a profitable 
(rather than a "socially benevolent") enterprise. 

The Evaluation Mission fully supports the socio-economic justification for 
maintaining the facility in this imponant agricullural production region. 

1.1.3 Assistance, monitoring and backstopping provided by UNIDO 

UNIDO originally fielded a programming mission back in 1980 which eventually lead. 
in conjunction with similar inputs from UNDP and UNCDF, to the formulation of the respective 
PRODOCS. Regular backstopping and monitoring missions have been fielded by UNIDO 
Headquarters throughout the preparatory and execution phases of the project. 

Upon appointment of the sub-contractor responsible for project execution, local problem~ 
and queries were resolved by direct consultation between the project office in Soroti with the 
UNIDO office in Kampala which was originally staffed by the UNI DO Country Director (UCD 1 

and a Programme Officer. 

In early 1994, the Kampala post of UCO was abolished and project direction came under 
the Nairobi office of UNIDO in Kenva. Routine project assistance today is thus handled by the 
UNIDO Programme Officer. These arrangements have proved satisfactory. One should however. 
mention the early difficulties regarding communication between Kampala and Soroti which w~ 
then almost impossible by telephone. A radio system was installed but this also rarely providec 
optimum communication means. More recently, the telephone link has considerably improved. 
fax communication is regularly used and both SAIMMCO and the UNIDO Programme Officer 
are connected to electronic mail. 

The sub-contractor is supported by regular monitoring and back-stopping visits by the 
Regional Manager from their Head Office in Canberra, Australia. Consultation on major issues 
normally takes place directly between UNIDO, Vienna and the Canberra office of Hassa.11 & 
Associates. 

All these arrangements seem lo have proved satisfactory when consideration is 
given for the communication difficulties already refen-ed to above. 

1.1.4 Logistical and other support provided by UNCDF and UNDP 

The UNCDF Kampala office is staffed by a Programme Officer who handles all local 
matters concerning UNCDF inputs and of course, participates in the Tripartite Reviews (TPR • 
and other important project meetings. Major policy and management discussions and decisions 
are negotiated directly between UNCDF Headquarters, New York and the executing agency. 
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UNIDO Headquarters, Vienna. Pertinent directives are then delivered to the sub-contractor's 
Canberra office. 

These arrangements have normally proved both logical and satisfactory. However one 
might refer again to the events leading up to the stoppage of civil works in 1993/94 described 
in Section 1.1.l above. The early difficulties in communication with the Soroti project site have 
already been highlighted and may have contributed to the field staff in Soroti being taken 
completely by surprise when the directive to stop civil works a second time was eventually 
delivered in late September 1993. 

The Ewduation Mission considers that iJ would have been preferable for tire 
sub-contractor's field staff to have been better infonned of the doubts then 
arising concerning the projecJ's viability as clearly the eventual and ropid 
development of events must have affected morale of all parties concerned. 

Local direct support from UNDP consists mainly of organising the technical assistance 
inputs and settling items such as locaJ daily subsistence allowance payments. The majority of 
other UNCDF and UNDP inputs were channelled through the executing agency (UNIDO) and 
were delivered either directJy or under the terms of reference of the sub-contractor. For locally 
arranged UNDP and UNCDF assistance, there was normally an attempt made by the sub
contractor to forewarn the Kampala office of intended project staff visits from Soroti so as to 
programme administrative matters to be dealt with as speedily and as efficiently as possible. The 
Mission was informed that the UNIDO Programme Officer (the UNDP officer most frequent!) 
concerned) was particularly helpful in this respect. 

This is an important aspect to mention as any time lost dealing with administrative 
matters in Kampala causes increaseo daily subsistence costs which adversely affect the overhead 
costs of SAIMMCO, a company striving to reach a profitable situation. Both UNDP and Gol' 
administrative procedures can be time consuming and the Mission was not surprised to learn thar 
despite the efforts described above, extra days were still lost in Kampala not infrequently. 

1.2 DETAILED ASPECTS OF PROJECT IMPLEMENTATION PERFORMANCE 

1.2.1 Clarity and adequacy of inputs and planning for desired outputs 

Project input funding w<:s to be used for the civil work of reconstruction. equipmenc. 
technical assistance, training, together with incidental expenses associated with execution of the 
project (suppon staff, transport, certain expendable equipment, etc.). Some five and a half years 
passed between signing the project agreement and the start of the execution phase in February 
1993 and so it is hardly surprising that adjustments were needed regarding the nature of some 
of the inputs originally foreseen. The two PRODOCS concerned will be discussed conjointly as 
they cover the same overall objectives. 

The C~CDF PRODOC is relatively concise and lists a total of 15 expected "Outputs". 
In contrast, the UNDP PRODOC 1s much more lengthy and the Appendices are particularly 
difficult to interpret. The essential texts of the standard pans of both documents are almost 
identical. although differences do occur due to the final objectives targeted by these two funding 
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agencies. One must admit that the distinctive roles to be played by each of these donors would 
normally prove difficult to understand without prolonged and detailed study of the PRODOCS 
concerned. The Evaluation Mission is aware that project formulation procedure has undergone 
major changes since 1987 (date of the present agreements) and thus declines to comment further. 

The Project Inception Report ( 1993) provided much clearer guidelines for field activities 
and has in fact formed the basis for the development of the major practical approaches applied 
during the execution phases of the project. Mention should also be made to the very clearly 
written TORs prepared by the executing agency for their sub-contractor (UNIDO, 1993). 

Amongst "Inpu~" outlined in the PRODOCs for the construction Rhase, provision was 
made for constructing three prefabricated houses for project staff in Soroti, an aspecc 
subsequently modified as local housing was found to be available during this interim period. 

The new plant layout had already been planned by consultants before the project 
agreement but in their bid, the eventually successful proposaJ of the present UNIDO sub
contractor (HassaJI & Associates) suggested that cost reductions to the civil works could be 
achieved by using prefabricated roofing materials and the construction of a non-definitive 
structure based on received shipping containers and recovered building materials. Although the 
matter seems to have been discussed further, eventually the sub-contractor undertook to direcc 
the civil works according to their original terms of reference (see Belo, 1992. p.36). 

The Evaluation Mission was ilifonned b:y the sub-contractor thaJ had the 
allernative layout and const.roction method been approved, significant cost 
savings may have been possible during the construction phase. As this would 
have directly affected the eventual total value of the grant/loan, this matter may 
have important implications. 

In the event, of the US$ 655,000 budgeced in the UNCDF PRODOC, total costs for Civil 
Works eventually rose to some US$ 884,000 (see Balance Sheet at 30 June 1996 in 7th Progress 
Repon). Of this amount, some US$ 100,000 of the overspending has already been attributed to 
the stoppage of civil works in November 1993 (see Section l.1.1 above). 

Inputs destined for re-equipping the facility were reviewed in the Project Inception Report 
(1993). The originally planned plant production le .... els described in the PRODOCs had already 
been reviewed by both UNCDF and UNIDO (Shotton, 1991; Belo, 1992). The equipmenc 
proposaJs made during a preparatory mission in 1990 (GEMCO, 1990) were considered 
inappropriate and substantially modified by the Project Inception team. The Inception team 
estimated that savings of some USS 128,840 could be achieved on the equipment budget and 
suggested that these might be better used by purchasing additional raw materials. 

As of mid-1996 when the Production Phase had already been established. total equipmen c 
investment costs had amounted to less than US$ 500.000 (see the SAIMMCO Balance Sheet ac 
30 June 1996 which is annexed to the 7th Progress Report). This had originally been budgeced 
at US$ 693,000 in the UNCDF PRODOC. A summary of these investments is included in 
Appendix 6. 
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The Evaluation Mission concurs in recognising the considerable cost savings 
achieved by the sub-contractor, whilst still ensuring that the plant was equipped 
wilh a versatile and suitably productive range of machine tools and equipmenl. 
Imaginative renovation procedures applied during the rehabilitation of existing 
machinery certainly played a major role in this strategy. 

1.2.2 Identification of project beneficiaries 

The PRODOCS do not specifically highlight project beneficiaries but mention is made 
in the UNDP PRODOC (p.5) of the estimated benefits which should affect 28,000 rural people 
of Northeastern Uganda. Both the UNDP and UNCDF PRODOCS further indicate that the 
project will provide direct employment for 91 workers and management personnel and generate 
income to the rural population of over US$ 3 million per year at full production of the facility. 
Project formulation procedure has fortunately since been considerably improved and so the 
Evaluation Mission declines to comment on this generalised and vague targeting of the project 
beneficiaries. 

The Project Performance Evaluation Reports (PPER) required by UNDP-UNIDO enquire 
(Part IV, Q.5, p. l) as to wwho are or will be rhe beneficiaries ofrhe project?#. The August 1995 
PPER identifies these as: 

Primary producers (farmers) 
Regional agro-industrial enterprises 
Transport industries (for the ox carts) 
Local traders (benefitting from "trade skills" to be imparted by SAIMMCO) 
End users requiring to shell groundnuts more easily 
Agro-industries using the SAIMMCO groundnut roasters 
Institutions and individuals 

The "Marketing Report" included in Appendix 4 of che Seventh Progress Report ( 1996) 
is lucidly written and clearly identifies potential clients for products of the facility and indicates 
which of these might be most successfully targeted. These may be summarised as follows: 

Direct and Distributor saks to Aid-funding agencies 
Direct sales (to farmers and other agricultural clients) 
Direct sales of light engineering services (agricultural, agro-industrial and ocher) 

The Evaluation Mission notes the loose and imprecise identification of targtt 
beneficiaries in the project design bul recognises this was rectified to a 
reasonable extent during the implementation stage. 

An important aspect which never seems to have been considered concerns the potential 
effects of the project on rural artisans wh J may produce either agricultural implement spare parts 
(eg. plough shares, landsides, etc.) or e\'en complete equipment (ploughs, carts. etc. 1. These 
artisans may have stood to benefit from 1.1creased sales of spare parts, may have beer. allowed 
access to special raw materials (eg the boron steel imported by SAIMMCO) and ma:- perhaps 
have benefitted from part of the UNDP funded training incorporated into the PRODOCs. 
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Alternatively, these same artisans might have been put out of a job due to locally 
available, high quality spare parts originating from the Soroti facility and from rhe impossibility 
of marketing their cheap, low quality irnplemenrs and spares in the face of competition of the 
high quality products from SAIMMCO. 

The Evaluation Mission, during their brief field visils, was only able to estimate 
thal the number of such rural artisans who might have been concerned in the 
region is only very small. However, they concur that in order to ensure long 
tenn suslaina/Jilily of mechanised agriculture in the target area (through the use 
of both handtools and draft animal power), their impottance is paramount and 
at least some of their needs should have been taken into consideration during 
the early stages of project fonnulation. 

1.2.3 Institutional an-angements 

The institutional arrangements and the efficiency of inter-institutional arrangements for 
project implementation might, at first hand, seem rather complex. They have already been 
outlined earlier in this Section of the Project Evaluation and in general (see 1.1.2, 1.1.3 and 
1.1.4) ... 

the instiJutionaJ arrangements seem 10 have been satisfactory for what is 
considered overall as a successfully implemented project. 

1.2.4 Project work plans 

Tentative Work Plans were included in both the UNCDF and UNDP PRODOCS. The 
UNCDF plan commences in January 1986 (20 months before the project agreement was signed) 
and extends to 1990. One should record that this plan suggested that the plant could be renovated 
and re-equipped so as to allow commencement of workshop production activities after some 18 
months. The UNDP plan was organised in preparation for the TORs for the Sub-Contract A and 
covers the period January 1988 to 1992. Unfortunately, the plan cannot be readily interpreted 
as the page indicating the production schedule mysteriously transforms into a table of production 
figures, before reverting again to a Work Plan schedule. One is lead to interpret that this plan 
considers that the first year of limited plant production would be Year 2. 

With this rather vague guidance, the Project Inception Team produced a revised Work 
Plan which was both clear and logical. It included a number of ·Milestone" dates which were 
in fact, largely included in the sub-contractor's Contract for service payment purposes. In this 
Work Plan, limited production was scheduled to commence only 12 months after the project 
start-up date (ie. in February 1994). 

During project implementation, the sub-contractor submitted regular updated 6 or 12 
monthly work plans in each of the seven Progress Reports writtl:!n to date. The most important 
change which has occurred during the implementation phase concerns the delay in initiating 
production in the reconstructed plant. 

A total delay to the S'lart-up of plant production of St;Jme 10 months eventually 
occu"ed due i) to the 6 month stoppage of civil works and ii) due to time over-
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rons by the civil works sub-contracror. This has thus reduced the period of 
technical assistance applied on the shop floor by a corresponding amount. The 
Evaluation Mission considers this a most important aspect and emphasises the 
need to maintain the General Manager in post at least until January 1998 and 
preferably to AJlril 1988. 

1.3 ASSESSMENT OF THE PERFOR.l\fANCE OF THE SUB-CONTRACTORS 

1.3.1 The UNIDO sub-contractor appointed ror project implementation 

A 4 year turnkey contract was arranged to cover the period I February 1993 to 3 l 
January 1997 (UNIDO, 1993). Tasks included the following: 

Construction/renovation of the factory premises, 

Supply and installation of equipment, 

Supply of raw materials sufficient for one-year of fuli production, 

Supply of specialists for the operation and improved capability of the factory. 

Provision and organization of training, 

Undertake marketing, planning, administrative and other technical assistance. 

Manage the factory for three years after a one-year construction phase. 

The contract was awarded to Hassall & Associates Pty who formed an association with 
Agrisystems (Overseas) Ltd and Kagga and Partners (Uganda) Ltd. The work programme was 
split amongst the associated companies such that Hassall took charge of project direction and 
management, Agrisystems supplied the Chief Production Engineer and the short term technical 
consultancy inputs and Kagga and Partners acted as the site engineers during the construction 
phase. 

Some changes to the inputs were suggested during project implementation and agreed to 
by the executing agency. For instance, the 12 month post of the Financial and Administrative 
Expert was suppressed but a short term financial consultancy added. Elsewhere, the period of 
expertise provided through the post of Production Engineer was extended from the original 18 
months to a total of 42 months (see Appendix 5). The UNDP (UNIDO) posts of Chief Technical 
Ad ... iser and Administrative Liaison Officer were suppressed (see Section A.1.6.2). 

Referring to the last item in the TORs. due to delays in hand-over of the reconstructed 
premises by the civil works contractor which did not take place until Feb:-uary 1995, workshop 
production could only start up in April 1995. Hence, the total period of shop floor technical 
assistance will only amount to some 21 months by the end of January 1997, the originally 
projected date for project completion. This maner will be referred to again later in this repon. 

It is only appropriate in this section to anempt a global assessment of the ma1or efforts 
which the sub-contractor has made in order 10 successfully achieve the outputs as specified in 
their terms of reference, when the reader also refers to the detailed positive aspects concerning 
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their implementation performance which are mentioned elsewhere in this report. The Evaluation 
Mission understands that the sub-contractor's implementation performance has been favourabh 
recognised by the funding and executing agencies. They also believe that it has been fully 
appreciated by the GoU, even if some differences of opinion have occasionally and inevitably 
occurred. As these are considered minor, they will not be discussed further. 

In conclusion, the E.,aluation Mission would like to note the highly satisfactory 
perfonnance of the sub-contractor during project implementation. 

1.3.2 The sub-contractor appointed for civil works 

Wade Adams were eventually selected as the sub-contractor charged with undertaking the 
civil works and the site was handed over to them on 10 September 1993. As has already been 
described in Section 8.1.1. l, work was then suspended from 1 November 1993 and not 
recommenced until 3 May 1994. The works were scheduled to take a total of 6 months and then~ 
were penalty clauses should additional delays occur. 

For a number of reasons which are fully described in the Final Repon of the UNIDO 
appointed supervisor of the civil works (Seka Associates, 1995), there were indeed unfortunate 
and avoidable additional delays which meant that the site could not be provisionally handed over 
to the project implementation sub-contractor until February 1995. 

The Evaluation .\fission notes tlze resulting reduction in time which the 
implementation sub-contro ... :tor could thus spmd 011 the shop floor i11 the 
rehabilitated faciliJy. This in fact dropped from the planned 36 months shown 
in their TORs doi.·n to only 21 months as to January 1997. 

1.3.3 The supervisor for the civil works 

A local firm was eventually appointed by the executing agency {UNIDO) to undertake 
the task of supervising the civil works. Seka Associates undertook this task. attending regular 
site meetings and eventually preparing their Final Report already referred to above. This task 
appears to have been accomplished with satisfaction to the contracting client. 

1.4 ASSESSMENT OF PRODUCT QUALITY AND APPROPRIATE~ESS 

1.4.1 Product range 

Publicity brochures concerning the product range of SAIMMCO are presented below in 
Appendix 8. They include the 8 inch Sungura plough, the toolbar tillage system, the ox-cart and 
three alternative sizes of hammer mills. Other equipment which has been produced and sold 111 

small quantities include the dam scoop, the diamond spike tooth harrow, the groundnut sheller. 
the groundnut roaster and hand operated oil presses. 

In addition. the company has undertaken light engineering work v.hich has invol\cd 
developing specialist products from sketches. photographs or occasionally from drawings. These 
items include water tanks, well drilling structures, steel moulds for casting concrete road 
culverts, manhole covers. etc. 
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Non-factory products include services for water delivery within Soroti, typing, desktop 
publishing and photocopying services. 

1.4.2 Product design, quality and appropriateness 

Basic pr~uct designs may perhaps be described as •traditionaJ• for Eastern and Southern 
Africa and even parts of anglophone West Africa. The plou.1h desia:n, for instance, is based on 
the curved beam which was mass produced in South Africa from early in the 20th century and 
has been reproduced in a similar form and section in other countries such as Zimbabwe and 
Nigeria. The differences incorporated into the "Sungura• plough are multiple and involve 
detailed aspects which the Mission judge as "innovative-. For instance, the mainly non
functional vertical regulator linkage has been replaced by a very simple adjustment system. the 
support wheel diameter and width has been increased and the adjustment made simpler and dues 
not require the use of a spanner. In addition, the handles have been reinforced and a skid 
provided on one handle to avoid damage during traditional transport dragging the plough along 
the ground without using a sledge or cart (Fig.3 in Appendix 11). A horizontal regulator has 
been provided which although simple, is nowada~1 s judged unnecessary. 

Wearing parts are made from boron steel which tends to last at least four times as long 
as locally available parts which consist either of low quality.imports or are made by the rural 
artisans. One aspect commented upon by several farmers concerns the plough weight. This 
depends heavily upon the section thicknesses used for the product components. A lighter plough 
seems to have a lower overall draft requirement but obviously will a1so be corresponding!) 
weaker. The classic example in Uganda was the last importation of considerable numbers of light 
ploughs from India which have since proved to be grossly under-strength and have been widely 
rejected (even discarded) by the farmers. The "Sungura" plough maintains its reputation for 
robustness, a reputation earned possibly during the 1960's and 1970's and continued today with 
the updated design produced by SAIMMCO. Regarding weight, the Mission judges this "heavy" 
at 45.5 kg and suggests that the weight needs to be reduced by some 10 kg. 

The toolbar tillaa:e system or RHS toolbar (rectangular hollow section) consists of a 
beam welded from two RHS pieces so as to form a bend rather similar to the familiar curved 
beam so well known in the "Sungura" plough. Accessories available include the 8 inch 
mouldboard body, groundnut lifter prongs, a ridger body and a 3 tine cultivator/weeder with 
either reversible points or 30 cm sweeps. A planter will be developed in the near future. Such 
an implement is virtually unknown in Uganda (although small numbers were made for a short 
period by the West Alcoli Cooperative Union, or "WAcu·, in Gulu). It remains to be seen if 
through aid agencies, NGO's and development projects, interest in this implement can eventual I) 
be generated. The implement fitted with a plough weighs 43 kg and with the weeder, 49 kg 
which again is considered too heavy - a maximum weight of some 35 kg would be preferable. 

The hammer mill has also been subjected to design efforts. The screen area has been 
increased by lengthening the wrap to 210". Good balancing is achieved by using jigs during 
manufacture. The sheet metal body is solid, fittings are accurately made so losses are small from 
the mill and the cyclone. Twin hammers made from boron steel are solidly bolted to the anm 
and output is high when compared with mills powered with a similar engine or mowr. 
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The ox cart consists of a 
low-slung box, commonly used in 
East Africa aJthough strangely, 
carts are rarely used in Uganda. 
Although advertised as an ox cart, 
it might be advisable to also offer a 
model with two drawbars suitable 
for hitching to a donkey. Donkeys 
are gradually being introduced 
throughout South Western, South
ern and Eastern Uganda and over 
1,000 are now being used for 
transport purposes (carrying pack 
loads). The SAIMMCO cart would 
be equally suitable for hitching to 
single or pairs of donkeys. 

The cart is characterised by 
having wooden bearings which 
could be replaced by village arti
sans. The box itself is tight fitting 
so as to avoid any losses of loose 
grain. It is normally equipped with 
steel wheels but recycled rims with 
old tyres can also be fined if 
required. 

Although the design is 
considered good and robust, the 
sale price would appear high (see 
Appendix 13) and may place it out 
of reach of most farmers. An 
attempt to reduce production costs 
would merit attention. 

1.4.3 Assessment of other plant activities 

30 PART B: Evaluation 
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Fig. I The SAIMMCO can with capttcity of I ru ... 

Other activities include lieht eneineerin& and repair or manufacture of spare parts. Many 
of these specialist orders require designs to be developed from sketches, photographs or simply 
from ideas of the client. Specialist jobs for reconditioning damaged compon(;.ntS brought in from 
agro-industrial or other clients also require imaginative analysis before a suitable repair method 
can be identified. These jobs still rely heavily upon the specialist experience and knowledge of 
the technical assistants but gradually through on-the-job training, the shop floor staff is gaining 
experience as to how to tackle these specialist orders. 

Several NGO's have requested small-scale processing and other equipment for their 
projects. Examples include a screw press (in this case used for shea butter), a groundnut sheller 
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and a groundnut roaster. SAIMMCO have also made animal drawn dam scoops for eanh moving 
during construction programmes in the rural areas. These designs have usually been based upon 
already proven designs such as tllose publicised by groups involved in what is known generally 
as intermediate or appropriate technology. The product quality of equipment such as this made 
by SAIMMCO has been very well received by the clients. 

1.4.4 Assessment of non-factory production activities 

SAIMMCO is also marketing a number of non-factory services. The first of these is 
available due to the factory having a deep bore-hole well on site, so allowing the sale and 
distribution of clean drinking water to many clients in the town. The water is delivered by a 
SAIMMCO truck fitted with a tank. Secondly. they have a good range of office and computer 
eqt.::pment which is not available elsewhere in Soroti. SAIMMCO is thus able to market services 
such as typing, photocopying and desktop publishing. Thirdly. SAIMMCO have also accepted 
contractual transport services, mainly truck rental. 

1.5 ASSESSMENT OF THE ROLE PLAYED BY THE GoU 

1.S.1 Delivery of inputs 

The delivery of inputs by the GoU has already been described above in Section l. l. l and 
it was observed that this appears to have been generally satisfactory. 

1.5.2 Participation in implementation 

The GoU supplied project personnel for the posts of National Project Director. 
Production Engineer, R&D Engineer and Company Accountant (see Appendix 5). In addwon. 
the two Ministries concerned (Finance and Agriculture) were normally present at the Tripanite 
Reviews. One notes that relatively few site visits were made· by senior officials during project 
implementation. 

A number of aspects leads the Evalualion Mission to consider that Government 
participation could lzave been improved to the benefa of all parties concerned. 

For instance, repeated mention is made in the TPR Minutes to the establishment of a 
Project Advisory Committee (PAC) and yet this has never been accomplished . Perhaps most 
imponant matters were dealt with during the TPR's themselves but if this was indeed the case. 
one wonders why insistence on forming the Committee was reiterated for so long. 

A second aspect merits attention even at this late stage in project execution and concerns 
marketing. It appears that although some aid agencies are now aware of the SAIMMCO product 
range, others are not. For instance the Mission learnt that "Global 2000" may be planning to 
import over 100 "Rumpstad" type ploughs from Tanzania in the near future. These ploughs have 
previously been considered unsuitable for Uganda (see Project Inception Report, 1993). It is felt 
that MAAIF could perhaps have been more dynamic in publicising and in assisting the marketing 
of the SAIMMCO product range and services and also in indicating which types oi ploughs are 
generally preferred in Uganda. 
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A third aspect involved the formulation of the Conditions of Service for the SAIMMCO 
personnel which has taken considerable time and, in the view of the Mission, has gi\.en rise to 
labour dissatisfaction and even temporary work stoppages over the last year. It is understood that 
this matter is now close to solution. 

1.6 ASSF.sSMENT OF THE PLANT POTENTIAL AND ITS PRIV A TIZA TIO~ PLANS 

1.6.1 Market potential and conditions for plant products 

The main justification for the project, as given in the 1987 PRODOCs, is that one of the 
key impediments to accelerated agricultural development in Uganda has been identified as a lack 
of farm inputs and particularly of implements. 

The GoU recognises the important role of the small farmers in the agricultural sector and 
hence the development of the economy through increased productivity of these farmers is an 
essential Government priority. 

Due to the dramatic reduction suffered by the animal population in the 1980's described 
above (see Part A, Section 1.1), a re-stocking programme has been undertaken and is now well 
advanced as shown in the following Table: 

Effect of re-stocking programme on Soroti cattle population: 

1980 
1996 Oct. 
l 996 Dec. est. 

360,000 (original population) 
85,000 (of which 75 % are oxen) 
100,000 (of which 75 % are oxen) 

Soun:~: Disrricr Agri..:ullural Otli.;~. Sorori 

The progress of the re-stocking programme has been slower than originally anticipated 
and stocking levels have only reached aoout ~5 % of the 1980 level in the Soroti area. Priority 
has been given to bringing in oxen and in fact the draft animal population may soon reach 1980 
levels. 

The loss of draft animals had a major impact on the agricultural production in Uganda. 
However, it seems that the loss of implements was much less acute than that of animals and 
although badly in need of repair, ploughs are still available in significant numbers. SAIMMCO 
had tittle difficulty in recuperating some 5,000 old plough beams from the close to Soroti, with 
a view to converting them back into fully operational ploughs. Other equipment (mainly ploughs) 
has been sold locaJJy for scrap or exported across the border to Kenya, although actuaJ quantities 
involved in this trade are difficult to estimate. 

As part of emergency measures. considerable importations of ploughs (perhaps 5,000) 
were made from India through the Agricultural Development Project (ADP) and also perhaps 
3,000 through the Uganda Commercial Bank (UCB). These were sold at prices subsidised both 
within the country of origin and locaJly in Uganda which has cert.a.inly distorted local costs for 
ploughs and has influenced the marketability of the more expensive SAIMMCO model. Although 
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ADP and UCB plough stocks are now exhausted, a secondhand market still exists. There also 
remain stocks of imported shares and some landsides which can still be purchased locally for 
half the price of ones manufactured by SAIMMCO, which is less than the actual material. cost 
for these components. The local blacksmiths also make shares at even lower prices, however 
their quality is generally unsatisfactory. 

The demand for ploughs and spare parts for SAIMMCO ploughs has thus been lower than 
projections described in the PRODOCs. Although there is a clear difference in product quality. 
SAIMMCO producing a far superior product, this has not yet been reflected in their sales figures 
for this type of equipment. 

As the impact oi the restocking programme takes effect and existing low quality 
equipment imported by ADP and UCB falls into a state of disrepair, it is likely that the market 
will again recover. It should be understood however, that the SAIMMCO profit margin on such 
equipment is only marginal at some IO - 15 % . Their prices have beer further in1.:reased by the 
introduction of VAT in July I99n amounting to 17 % which would indicate that additional 
caution should be exercised when projecting future markets. 

The Evaluation Mission considers that sales of agricultural implements directly 
to individualfanners are likely to remain very low in the near to medium future 
and overall demand will be much more strongly influenced by the various aid 
agencies and NGO's operating in the agricultural sector where product qualily 
rather than price is generally considered of paramount importance. 

The project always pianned a diversified production at SAIMMCO and other agricultural 
equipment produced includes animal drawn carts, a spiked tooth harrow, dam scoops and 
hammer mills. Of these. the hamwer mills have the highest cost value and about 40 % of 
revenues between 1 February and 31 July 1996 represented agricultural equipment other than 
ploughs. The main clients have comprised aid agencies and NGO's. reinforcing the vie"' 
highlighted above. It should also be noted here that the sale value of SAIMMCO harnmer mill~ 
still remains well below comparative prices of imported models. 

In order to offer a rough estimation of potential sales of this basic agricultural equipment. 
the Evaluation Mission presents the Table of observations which appears below. It is noted that 
the Mission foresees sales of this type of equipment at levels far below those predicted in the 
PRODOCs and also considerably less than those as revised by the various review missions. The 
sales volumes should be considered as only indicative but it is thought that the order of 
magnitude is reasonably realistic (within a factor of 5 - other predictions are frequently more 
than IO times the levels indicated). 
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Equip- Market limitations Recent Possible 
ment Annual SAlMMCO 

Market market 
(1989-95) share 

Plough Some 8,000 ploughs imported and distributed at 500-3,000 500-1.500 
highly subsidised prices by ADP and UCB 
between 1989 to 1994. 

• 
SAIMMCO model robust but double the price 
of second-hand, poor quality ploughs currently 
on the local market. SAIMMCO profit margin 
on 9loughs low. 

Plough Very cheap but poor quality spares originating Perhaps Perhaps 
spares from ADP and UCB importations still available for for 

at very low prices. Blacksmiths also produce 10,000 1,000 
very cheap spare pans. ploughs plough~ 

SAIMMCO plough spares are costly and rarely 
purchased by individual farmers. They are 
made of highly durable steel (boron steel). 

Carts Rarely used in Uganda (which is surprising). 100-500 100-:00 
(but mainly (but could 

The SAIMMCO model is relati...-ely costly but donated rise 
robust and of gooo quality. A model suitable or well dramatically 
for donkeys should be developed (a cheap subsidised) with 
wooden one is already manufactured in Karam- promotion) 
oja District). 

Tool bars Relatively unknown and not used currently in 10-20 20-40 
Uganda. (but could 

nse 
Marketing this item will require active assist- slow!) 
ance of the agricu:!ur<J extension services. with 

promotion) 

Hammer The SAIMMCO model has proven efficient and 100 10-50 
mills highly competitive in price when compared per ye.ar (however 

with imported models. reported the market 
in the could rise 

The profit margin on hammer mills is inter- early 1990's sharply 
esting to SAIMMCO. with aid 

interven-
tions) 
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The cotton sub-sector is being revitalised mainly through interventions stimulated b: the 
World Bank. The Smallholder Cotton Rehabilitation Project (SCRP) is now completed and the 
much more significant and nationally directed Cotton Subsector Development Project (CSDP) 
is now fully operational. Privatisation and rehabilitation of cotton ginneries constitutes a major 
element of this Programme and SAIMMCO has already established itself as the only service 
company available in Nonheastem Uganda, capable of undertaking complex repair tasks and 
fabricating valuable replacement parts and components for the ginneries. 

Whereas this was originally envi2ged as an activity which would only represent some 
25 % of company revenues, this has already reached some 33 % in 1996. Other agro-industries 
are also likely to expand or be renovated and market prospects seem bright for these ·1ighr 
engineering service" activities. 

Non-factory relate.:! activities of SAIMMCO have demonstrated that with judicious 
management, these may also be marketed within the local environment. Revenues originating 
from photocopying services, desktop publishing, water delivery and truck rental have already 
been mentioned elsewhere in this report. 

1.6.2 As.sessment of the SAIMMCO Marketing Strategy 

A marketing strategy has been progressi...-ely developed by management personnel slnce 
the commencement of project activities. This effort was further reinforced during two short tc!rm 
inputs of a marketing consultant in 1995 which served to clarify the strategy and highlight what 
were considered to be the most crucial aspects. Appendix 16_summarises the major recommen
dations suggested for adoption as the marketing strategy of SAIMMCO during this marketing 
consultancy (see Progress Report No. 7 for the foll report of these missions). 

These marketing recommendaJions are fully endorsed by the Evaluation 
Mission. 

It was observed that several of the key points of the proposed marketing strateg~ had 
already been addressed whilst others remained in suspense at the time of project evaluation. le 
should be appreciated that the actual production of agricultural implements has only has been 
on-going for about I 6 months, most of the earlier effort having been devoted to the reconstruc
tion and re-equipment of the factory. Efforts have also been directed with priority towards on
the-job training of the shop-floor staff. 

It is, however, the opinion of the Evaluation Mission that an increased 
marketing effon will be needed in ordtr to achieve a satisfactory projiJ level 
through an increased sales volume and through achieving consequently lower 
unit overhead costs. 

Some of these issues are highlighted below: 

1.6.2.1 Marketing relationship with J\IAGRlC (l'ganda) Ltd. 

A distribution agreement was made ~tween SAIMMCO and MAGRIC (Karr.;ialaJ 
towards the end of 1995. MAGRIC (the company name, not an acronym) is currently one of the 
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largest distributors of agricultural supplies, including equipment, in Uganda. It was established 
vrivately over 30 years ago by the father of the present owners. 

The Evaluation Mission supports these steps taken to appoint MAGRJC as the main 
dealer in Kampala as this should relieve SAIMMCO of the 111ajor task and expense of their 
marketing function in Kampala and also other areas in Uganda covered by MAGRIC's own 
internal distribution agreements. 

1.6.2.2 Distribution of SAIMMCO leaflets and news letters 

The Mission supports the strategy of distributing leaflets and news letters which was 
already initiated before and during the marketing consultancy. However the Mission remarked 
during its field visits, a total absence of SAIMMCO sales literature at MAAIF offices in 
Entebbe, Tororo and Soroti - indeed these had to be printed specially even at the factory 
premises in Soroti when requested by the evaluation team. No evidence was observed concerning 
the development of a news letter. 

The brochures in question are reproduced below in Appendix 8, however, distribution 
to date appears to have been very limited. As reproduction costs are relatively cheap and impact 
could be considerable if distribution is well targeted, the Evaluation Mission will recommend 
later in this report that this publicity aspect should receive additional emphasis in the immedi:i•e 
future. 

1.6.2.3 Relationships with the ginnery and other agro-processing industries 

Specialist repair and rehabilitation tasks for the cotton processing industry (ginneries) 
involving light engineering have already been undertaken by SAIMMCO. Activities have also 
included the manufacture of small batches of specialist agro-processing equipment including 
presses for shea nuts and small scale processing equipment for groundnuts. 

As the cotton industry also forms an es~ncial component for the re-structuring and 
privatisation process in Uganda. this sector is predicted to develop into an important future 
customer base for SAIMMCO. This view is further supported by the fact that the cotton industry 
has traditionally played a major role in easing access to inputs such as animal drawn ploughs and 
carts to those farmers contracted for the supply of cotton. 

The Evaluation Mission judge il crucial thaJ SAIMMCO continue to develop 
their commercial relationships with the agro-processing industry with particular 
reference to cotton. 

1.6.2.4 The commercial interface of SAIMMCO 

Relatively few individual clients arrive ar the factory site in Soroti to effect direct 
purchases but there is still room to improve the immediate commercial image of the enterprise 
before this modest clientele. Whilst company products are now on display and a price list is 
pinned to the notice board, no publicity leaflets "ere at hand when the Evaluation Mission 
visited, nor were product price lists available for immediate distribution. 
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Whereas a full commercial depanment cannot be justified, there remains 
considerable possibility to impro~·e the current commercial intetface al the plant. 

1.6.2.S Marketing costs and potential engagement of MAAIF assistance 

SAIMMCO remains in the early stage of building up its markets and production 
capabilities. Sales remain low and so there is a need to maintain marketing costs at a lo~ le\-d. 
whilst directing marketing effons towards the key and most potentially accessible client~. 
Management staff are already involved in this effort (without a marketing department having 
been created) but there appears room for additional marketing suppon from the GoU Ministries 
directly concerned, particularly the MAAlF. 

In this vein, the MAAIF could usefully engage its extension staff in assisting in the 
promotion of SAIMMCO products. The Evaluation Mission ·remarked during their field visits 
that farmer awareness of a nationally manufactured range of agricultural implements was scarce 
or even non-existent. One should however modify this observation by comments made by some 
groups having benefitted (or who might potentially benefit later) from SAIMMCO equipment 
supplied through aid agency interventions - various Veterans Associations and the Bukedea 
Women's Struggle Association fall within this category. These groups categorically insisted that 
they preferre.d to use SAIMMCO ploughs, if available. 

MAAIF continues to execute a strong training programme concerning improved utilisation 
of draft animal power (oxen and donkeys). To date, SAIMMCO equipment is not used during 
these courses, nor is it distributed to the Contact Farmers who are later charged with the task 
of multiplication of these training effons. Clearly, a funding problem may constitute a ma3or 
constraint in this respect but such an anomalous situation should not be allowed to remain now 
that SAIMMCO is striving to achieve full profitability and become a marketable asset for 
successful privatization in the near future. 

The fa·alualion Mission thus suppot1s the maintenance of the costs of 
SAIMMCO marketing activities at a low level but will recommend laler in this 
repot1 a more committed invofrement of the MAA/F in iJs marketing effot1s up 
until the privatisation process is accomplished. 

1.6.2.6 A more agg~ive marketing approach towards the aid-agencies and NGO's 

The Mission would like to stress that they feel that emphasis still needs reinforcing 
concerning the approach of SAIMMCO towards taking more aggressive steps to reach the 
various aid agencies and NGO's operating within the country. The appointment of MAGRJC 
(Uganda) Ltd. as their main distributor should be considere.d as only pan of this process (see 
1.6.2.1). Alternative and complementary strategies might usefully be highlighte.d during an 
additional marketing input which the Mission has accordingly placed amongst its recommenda
tions at the end of this report. 
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1.6.2. 7 The price factor 

PART B: Evaluation 
8.1 Implementation Performance 

The effect of the low cost ploughs imported through the ADP and UCB emergency 
interventions have already been fully described above in Section J .6.1. Currenc market values 
of these ploughs now appear to be around USh 50,000. 

The present price of a SAIMMCO plough (including the recently added 17 % VAT) is 
now USh 111,000, which is considerably higher. Despite the superior quality of the SAIMMCO 
plough, it will most probably take some time before the market for ploughs will be adjusted to 
what might be described as "normal" market conditions. 

Individual small farmers are presently having great difficulty in understanding this 
important price difference and only rarely appreciate the vast difference in product quality on 
offer. The Mission was, however, able to interview a significant number of farmers who did 
indeed appreciate product quality and who pledged to buy SAIMMCO products as their future 
needs became apparent. 

The price of the SAAIMMCO cart, a rarely used item of agricultural equipment in 
Uganda, is also relatively high and it is considered that it might be possible to further reduce 
production costs in future. 

The cost and quality of the SAIMMCO hammer mill range is significantly lower than 
models of similar capacity which are currently imported - it is thus highly competitive. 

1.6.3 Assessment of the financial arrangements planned for privatisation 

1.6.3.1 Arrangements made for privatisation 

The 1987 PRODOCs stipulated that the workshop was lo be incorporaled "us u /egul 
corporation including appointment of a corporare &>ard of Direcrors" (UNCDF PRO DOC 
Outputs) and transformed ·ro a legal uuu>nomous emity under rhe Ugandu Company Acr N 

(UNDP PRODOC Activi1ies). 

Privatisation issues were first mentioned more explicitly in the lncepcion Report dated 
31 March 1993. Here it was indicated lp.9 of the Inception Report) chat "SAIMMCO, when 
profitable wilJ be privatised under the Government of Uganda Programme for divestiture of 
publicly owned companies (Category 4) •. 

During the Tripartite Review Meeting held on 5 October I 994, the issue of privatisation 
was again brought to the attention of the partners. At that meeting the actual intentions of 
privatisation were discussed and a proposal regarding a joint venture agreement was brought up 
whereby a privatisation strategy for SAIMMCO was to be planned for completion in 1997. It 
was further agreed that the Project Ad\'isory Committee (PAC) was to include a participation 
of at least 50 % from the private sector (lo date, the PAC has not been fully consututed and has 
never convened - see Section 1.5.2 above). 

During the 1994 TPR, it was agreed chat the GoU should clarify for tl':e SAfMMCO 
management. its plans and objectives concerning privatisation of the factory. Ir was further 
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suggested by UNDP representatives. that the Government should add SAIMMCO to tile 
privatisation priority list and comm~nce all necessary actions related to the privatisation of the 
company. 

The privatisation issues are still at a preliminary stage of realisation. Several phases are 
involved and these have been outlined in the Schedule for Privatisation as agreed upon at the 
October 1996 TPR (see the TPR Minutes in Appendix 9). An eventual handover date of July 
1997 is envi~ed in this schedule. 

The Privatisation Unit, under the Ministry of Finance, is presently accomplishing the 
initial steps necessary in preparation for the eventual bidding process which will follow 
advertising the proposed sale of SAIMMCO. These steps include: 

Preparation of the draft bid documents 

Arrangements for the financial audit of SAIMMCO 

Arrangements for the asset valuation of SAIMMCO 

lt should be mentioned that the Privatisation Unit. when visited by the Evaluation 
Mission, expressed themselves to be very much in favour of introducing an open bidding process 
based on an official advertisement. 

Considerations concerning a proposed privatisation strategy were formulated by the 
Privatisation Consultant and are presented in the 6th and 7th Progress Reports (Hassall, 1996). 
The proposed schedule for this process is reproduced, for reference, in Appendix 17. 

1.6.J.2 Financial arrangements and future conditions for privatisation 

The UNCDF PRODOC indicates that the UNCDF investment finance to cover the 
construction, equipment and raw materials for SAIMMCO should be in the form of a grant to 
the Ministry of Agriculture, channelled through the el(ecuting agency, UNIDO. The Ministry 
should then arrange for the actual physical inputs to the workshop/factory. who would then be 
responsible for repayment of the loan to the Uganda Commercial Bank according to the terms 
and conditions of the loan agreement worked out between the Ministry, the UCB and the factory 
(SAIMMCO). 

The loan conditions were to consist of: 

minimum 5 % interest on the outstanding amount of the loan; 

repayment over a period of not more than 16 years. 

maximum 3 years grace period, presumably staning from the tirst year of 
production. 
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It was further outlined in the project agreement. that the funds generated from the 
repayment of the loan made in Uganda Shillings should be accumulated in a special UCB bank 
account. The funds would then be used later for further development projects proposed by the 
GoU and as approved by UNCDF. 

The 1993 Inception Report indicates that SAIMMCO will be privatised once the company 
becomes a profitable enterprise. · 

This rather complicated mechanism to ensure reimbursement of the grant money to the 
GoU, converting it into an internal loan to SAIMMCO, would now appear to be contrary to the 
original objective of the scheme whereby a fund would be generated so as to finance additional 
and future development projects as approved by UNCDF. Under the present circumstances of 
privatising SAIMMCO in the near future, maintaining the loan concept will merely postpone the 
moment when these funds will be reimbursed and made available for the originally planned 
scheme - in fact full repayment would not be made until after 16 years have passed from the 
pro_iect inception date. 

The Evaluation Mission consider.s that it would be much more wgical, in the 
light of the planned privatisation of SAIMMCO, to envisage the "loan" as 
described in the PRODOCs as reimbur.sable through the cash which will 
actually be generated immediauly the enterprise is sold. It is realised that the 
sale value of SAIMMCO might not reach the original UNCDF gram level but 
al least the funds will then be immediately a1,ailable for reinvestment ill 
det1elopmen1 projects and such use could still be tied to UNCDF approval as 
originally agreed in the PRODOCs. 

It remains to resolve the issue as to how this could conveniently be achieved as 
under present proceedures, all proceeds from the sale of public enterprises in 
Uganada revert to the "Dfrestiture Fund" and the future use of such monies 
would not nonnally be subject to UNCDF approval, being an internal matter for 
consideration only by the GoU. 

This concept for treatment of the anomaly of the "grant" or "loan" has been adopted in 

discussions of the potential for cost recovery (Section 3.3 and 4.2) which appear later in this 
report. The "loan" value will thus now depend mainly upon the present valuation of the company 
assets. 

l.6.4 Assessment of the plant's organization and management 

The organigram of SAIMMCO is presented in Appendix 7. This has remained basically 
unchanged since first presented in the ~nd Progress Report with the main difference being that 
the General Manager is now in overall charge of the plant. At the time of the evaluation. the 
posts of Company Accountant, Foreman. Chargehand-Electrical and Chargehand-Assembly were 
vacant. 
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Management style is very much with a hands on approach with the GM. CPE, PE and 
R&D engineers spending much of their time on the shop floor. both supervising the work and 
providing on-the-job training. 

Work tasks are very varied and only rarely is batch production undertaken in significantly 
large production runs. However, should large orders be received, the plant layout is such that 
important production runs can be readily organised. 

The general organization of machinery on the shop floor has been conceived in ordPr to 
provide maximum flexibility during production. Routine manufacturing and fabrication work 
makes maximum use of templates and jigs which are stored in· the centre of the workshop so that 
they are readily accessible from all comers of the shop floor. 

An inconvenience in the floor design is the central location of the tool and components 
store dictated in the contractor's original terms of reference - this unne ;essarily limits flexibility 
in using the available shop floor ~pace by blocking off the central section. Further problems 
arose due to the original building design in that the roof height was too low, restricting 
ventilation on the shop floor. This has now been partially solved by fitting extractor fans. 

Safety procedures are emphasised by management and the workshop staff are issued with 
safety boots and wear protective clothing as necessary. The accident record of SAIMMCO 1~ 

consequently very satisfactory and only a single major incident has occurred since production 
commenced. 

The basic financial administration and stock control procedures have been gradual!~ 
developed since the early stages of the project, being continually refined as necessary. Record~ 
are maintained both manually and or computers although fully computerised control is still onl~ 
at a relatively early stage of development. 

An aspect which might influence interested parties during the privatisation process 
concerns the general technical level of skills which has now been attained by the shop floor staft". 
The Progress Reports indicate that skills levels have considerably improved and indeed. d 

number of staff have now become very adept at designing and making production templates and 
jigs so as to ease batch production and improve manufacturing quality. 

Much of the plant activities presently involve one-off specialist jobs where design ideas 
brought in by the client have to be translated into practical solutions so as to make the required 
piece of equipment or replacement component. This type of work requires many years or 
experience in order to become fully skilled. There is no doubt that on-the-job training provides 
a relatively shon cut but the Evaluation Mission was informed that in the absence of technical 
assistance on the shop floor (after project termination), much of this specialist work would be 
difficult to tackle. This seems to emphasise that after privatisation, such practical shop floor 
experienced production supervision will continue to be needed. This is certainly nothing unusua; 
and large scale workshops such as this typically have a highly skilled and experienced supen i~oi 
directing shop floor activities on a tull-time basis. 
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Whilst ii was not possible to enter into a detailed analysis of the plam 's 
organisation and management, the Evaluation Mission are pleased to note their 
general satisfaction with the arrangements adopted as demonstrated by the high 
quality of the work undertaken. 

It is noted that some of the workshop activities, particularly the light engineer
ing service work, is heavily dependanl on the technical expertise of the sub
contractor. This might have importanl implications oJter tennination of the 
project and when the privatisation process is completed. 
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2 PROJECT Ll\1PACT: SOCIO-ECONOMIC ANALYSIS 

2.1 LOCALISED L"\lPACT OF SAl.MMCO 

2.1.1 Impact of the plant as a source of employment 

PART B: Evaluation 
B.2 Project Impact 

SAIMMCO presently employs 42 administrative and shop floor staff. The company also 
receives a number of students and currently 10 are working at the plant of which it is expected 
that 4 wilJ be offered employment by SAIMMCO in the near future. In addition, a further 2 
technical and management staff remain direct employees of the MAAIF. 

Salary levels of the two MAAIF staff follow the public service scale and due to seniority 
of the personnel concerned, remuneration is comparatively high. The wages of the direct 
employees of SAIMMCO nave also been related to public service scales but in general they are 
much lower and indeed a source of frequent discussion within the workshop. For the personnel 
currently employed, these salary levels range from a minimum of USh 55,000 to a maximum 
of USh 123,000 per month. The Evaluation Mission was informed that these levels are, in most 
cases, almost double what was paid in early 1994. It is also understood that they are 
commensurate with levels which might be expected in the private sector, although as has already 
been described, SAIMMCO is a unique industry currently operating in the Soroti District. 

When one considers the total annual salary bill for the workshop, it is seen that some 
USh 45 million is injected into the local economy each year, a significant amount for a town the 
size of Soroti where employment opportunities are scarce. 

It was not possible to estimate the average family siz~ of the staff but it is known that 
in this region, families tend to be large and indeed, polygamy is still practised. It might not be 
unreasonable to estimate that an average family size of 10 might be directly benefitted b) a 
family member being employed at the facility, leading to a total of perhaps 500 direct 
beneficiaries at the present time. 

Possible direct impact of the project within these family groups can only be gauged very 
subjectively. Education and health facilities are available in Soroti and hence available to those 
SAIMMCO families li...,;ng in or near the town (the majority of employees). Access to these 
facilities does involved modest cost and one may irnagine that those having gainful employment 
will thus have easier access - a probable positive impact of the project. However in view of what 
are considered relatively low wage levels of the workforce, it is unlikely that this impact is more 
than moderate. 

A number of the staff have been employed at the facility for over 10 years when it "a~ 
still known as the Low Cost Farm Equipment Project. These are the more experienced staff wr.o 
were retained when the workforce was considerably reduced at the start of the present project 
in 1993 - staff positions were then cut from about 90 down to 50. Additional staff have gradually 
been engaged, often bet -:g trainees who have later been offered full time employment dut: tu 
their demonstrated abilities. 
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Regarding gender, one woman works on the shop floor as a skilled machine tool 
operator. A small number of women are also employed in administrative duties (about ~) and 
another woman, external to the workshop, comes in each day to prepare the tea and to sell small 
snacks to the workforce. 

Whereas in strict monetary terms, it is difficult to remark on a major impact due to che 
existence of the workshop, a fundamental aspect to also consider concerns the impact due to the 
training undertaken by me project. There is no doubt that the skilJs level of the workforce ha.5 
been dramatically improved during project execution. This constitutes a highly valuable resource 
in the region of Northeastern Uganda where such skills .are virtually absent outside the 
workshop. Indeed such a resource has significance even at a national level. 

As regards poverty alleviation, the acquisition of technical skills certainly improves the 
"marketability" of the workforce and even in the unlikely event that SAIMMCO should close. 
the staff might be expected to be able to find alternative employment, although they would no 
doubt have to move to more industrial areas of the country. 

This highlights a funher aspect of project impact in that the skilled workforce has been 
encouraged to remain in this agricultural region, a region having little or no engineenn~ 
infrastructure operational at the present time. As such, the plant serves to counteract the 
tendency of urban migration not only of the SAIMMCO workforce but also of other direct :>·1.:: 

indirect beneficiaries as described below. 

2.1.2 Impact of the plant on the surrflunding community 

The water supply available in Soroti is of doubtful quality wherea.5 that obtained from the 
well on the workshop premises, pumped from some 35 metres depth, is certainly potable. An 
important market has been identified for water from this well and there is little doubt that at ka~• 
some of the surrounding community have benefitted. The water is delivered by a smai ! 
SAIMMCO lorry fitted out with a tanker. · 

SAIMMCO have undertaken important service work for locally based enterprises and 
although rather indirect, there is no doubt that there have been benefits for the community. Work 
undertaken concerning agro-processing ec:uipment will be considered below in Section 2.2. 
However other service work, unrelated to agriculture, is also benefitting the community -
construction of water canks, well drilling rigs, moulds for construction of road culvern.. 
machinery and equipment component repairs, etc. can only cause a positive impact, although 
difficult to measure. 

There has been a steady improvement in the availability of some raw materials and 
components in Uganda since start-up of the project and SAIMMCO often avails itself of the local 
marker. Although supplies in Soroti are only very limited, purchases are made elsewhere in th~ 
counlf) (mainly Kampala), so contributing to a gradual build up in trade. Again, benefits cac 
only be highly subjecti' ~ but they are certainly not negative. 

The Evaluation Mission concludes thal there has certainly been an impact bolh 
on the families of the plant employees and on the surrounding communily. 
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Whilst this may only be judged very subjectively and beneficiaries may not even 
be aware of the ben~jils, the impact is certainly positive. 

2.1.3 Management/labour relationships 

When considering organisation and management of the SAIMMCO workforce. it is 
relevant to recall the history of the company which although a private entity when first 
established, had been under the direct control of the MAAIF from 1976 and until the present 
project commenced its implementation phase in 1993. Indeed, a period of only 16 months has 
passe.d when production work has taken place in the renovated premises and attention has been 
directly focused on transforming the workshop into a profitable enterprise. 

Clearly, the necessary change in attitude which must be encouraged in the workforce in 
order to achieve this objective is quite radical and it is only through strong management 
leadership that this may be achieved. 

There is evidence that the workforce had generated an impression amongst themselve~ 
that once the project started. their levels of remuneration would be significantly increased and 
that other fringe benefits might be offered. Although this was obviously an over-optimistic view. 
there has certainly been some disappoimment when these hopes were only partially fulfilled 
(wage levels. although still low, have indeed risen significantly). 

Self-disciplinary maners have also had to be addressed, punctuality, absenteeism and 
work efficiency being the most important. Various measures have been introduced which ha-.i: 
improved the situation but further effon in this sense is still required. Not all measures are 
always understood, perhaps due to the many years spent by the more senior staff in an 
environment of public service. For instance, an incentive scheme was attempted whereby the 
more productive staff received a lO % bonus for their efforts. Rather than causing the hoped for 
incentive to the few, it caused widespread discontent to the remainder who felt "penalised" as 
the bonus had not been awarded to them. The scheme has since been discontinued. 

Neither has it been easy to instill a sense of personal allegiance to the establishment, now 
that the future depends upon the economic viability of the production effort. This is not unusual 
in a large factory, but should eventually be attainable in one the size of SAIMMCO. Again a 
bonus incentive offer serves as a good example: some months ago. a rushed order required 
completion before the end of the Friday afternoon shift and bonuses were offered to complete 
the order on time, even if lhe staff would have to remain shortly after the normal 5 pm end of 
shift. Although production was good throughout the day, the order was still incomplete by the 
deadline but only a handful of staff remained after hours to complete the task. Either the concept 
of allegiance was misunderstood or the staff had other urgent commitmencs elsewhere. 

From the foregoing obsermtions, il is clear to the Evaluation Mission that only 
through strong management may these changes be encouraged. Senior 
management style "·as described as "unusual" to the team, but perhaps il is 
more important to assess whether il has been effective. It is the opinion of the 
team that this indeed has bee11 the case. 
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The workshop staff have been encouraged ;o form a representative srructure amongst 
themselves, both by management and through a letter emitted by the Ministry of Labour and 
Social Affairs. They requested funds for these purposes, a certain amount of time off, sitting 
allowances, together with a room and equipment Such an organisation has so far not been 
formed although they did operate a Worker's Fund amongst themselves for a short period. 
Management have stressed that it is the workforce themselves who must make all necessary 
arrangements, pointing out that the Soroti office of the Ministry of Labour and Social Affair~ 
could provide any assistance deemed necessary. 

In the absence of a representative structure, management have occasionally held open 
discussions with the entire workforce. One such session lasted two days and had the objective 
of carefully explaining the situation of the company's finances. However the feedback of staff 
concerns has not been entirely satisfactory and a recent stoppage took management complecely 
by surprise. This was related to staff worries about compensation payments, letters of 
appointment and conditions of service which will have particular importance in the build up to 
privatisation. In fact the hold-up in these administrative matters is within the MAAIF but that 
this matter caused a stoppage of work is regrettable. 

The Evaluation Mission considers the organisation of a representative structure 
for company Slaff should continue to be encouraged and this, more actively 
than in the past. 

2.2 ~!PACT OF COMPANY PRODllCTS 1-' ~ORTHEASTERN UGA~DA 

2.2.1 Recapitulation of the company product range 

SAIMMCO produce the following products: 

Animal drawn equipment (8 inch plough. universal toolbar, Hon cart. spike tooth 
harrow, dam scoop) 

Small-scale agro-processing equipment (hammer mills, oilseed sc:-ew press. groundnut 
shelJer, groundnut roaster) 

Light engineering services for the agro-processing industry (reconstruction and 
fabrication of components for ginneries) 

Other light engineering services (equipment construction, repajr and rehabilica1ion for 
non-agricultural activities) 

A more detailed description of some of these products has already been presented above 
in Section B.1.4.1 above. 

2.2.2 Identification of the end-use of plant products 

Firstly, it is relevant 10 refer to !he heading of this Section which refers to •Northeastern" 
Uganda. Whereas the small-scale agro-processing ~uipment .and the light engineering :.en. ice~ 
have targeted this region. the animal drawn equipment, although showing limited sales to date, 
has been distributed to many regions of the cour.try and thus has had a potential impact at 
national level . 
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Secondly, the description which follows concerning "end-use" of the company's producb 
has been prepared for the reader who has little knowledge of the agricultural sector. h i~ 

accordingly presented in the form of an "aide memoire" in small type. 

End-use of animal drawn equipment: 

A distinction should first be drawn betw~ what is oltcm called "ox <1quipm~t· and wh1tt is rc:fom:J to 
in lhi" text as "animal drawn equipmau". In Uganda, frcqu~t reforencc: is made: to "ox· cquip~nt ilS this was. 
and continues lo be, the main sou~ of draft animal power uS<ld in the country. It is not. however, exclusive and 
inde«i donkeys have been traditionally used as pack animals for many years in the: Kar.1.moja region in Eastc:m 
Uganda. Over the last duee years they have also been introdl.ICdd to the Southwesrem and Central regions of the 
country with noticeable impact • the donkey population was estimated as over 1.000 when the Evaluation Mission 
enq11ired from the: MAAIF spc.icialist during their visit. 

R~t interventions by the MAAJF to promote an incr .. .ase in total work energy applied to agricuhur.tl 
operations has emphasised the use of draft animals rather than draft oxen. It has been n:cognised for many y.:ars 
that c:nergy available from human resou~ is insufficient in Uganda to exploit the important arable arc:as available 
for production (see Section A.1.1) but which cannot be: cultivated due: to this ddicie0c:y io c:nc:rgy av¥ilabil11y. 
Prc:vious attempts to solve the c:nergy deficit crisis in the: 1960's and 1970's through the use oftra..:tors has only haJ 
su~ oo large scale plantations - the experiment failed completely at the smallholder production level. The GoU. 
through the MAAIF, is now actively c:ocouraging the more widc:spr~d adoption of animal drdft powc:r CADPJ to 
replace: the: previous concept of "ox cultivation· 

Playing on these words and phrasc:s may sec:m 1rrdevant. However. the term "ox cultivation" 1s ~" 

rc:strictive as to be totally unaccc:ptablc in modc:m Uganda. II also has serious 1mpli.::a1ions for the: proJucb ll! 

SAlMMCO which as summarised abO\c:, include: a cart anJ a dam s.:oop which cannt'C c:\c:n bc: dassitieJ a~ 
"cuhivatioo • c::quipmenl. 

\'.'ith this brid forc:word, a surularly hric:f dc:s..:ripllun will be: presc:nted concc::rrung the c:nJ-u.,,i:: (a..:tual or 
potential) of the:: complllly proJui.:t range:: 

Soroll Sungura plough. 8": This is the basic c::quipmc:nt usc:J for opening up lam! prior to sc:c:ding or planting. 

Universal ( RHSl Tool Bar: This consists of what is known as a univc::rsal toolbar to wluch a range:: of a..:cc:ssone~ 
may be attachc:t'. The SAIMMCO model currently includes the following: 8 i.nclJ mouldhoanJ plough tor 
op.ming up the land, wcc::Jer ..:onsisting of 3 lines with eilher reversible points or 30 cm swec:ps (this 1s 
opc:raled between the planted crop rows); groundnut lifter consisting of an inclin<XI rake which rc:placc::s the: 
mouldboard on the: plough body (this raises the: groundnuts from the: soil, invc:rts lhc::m and perfom1s a 
modest cleaning operation in preparation for manual harvesting); ridger (to build up soil around the ro-... 
crop plants and to assist in surl'acc: irrigation or soil .:onsc:rvation mc:asures). A ~ing attachmc:nt for thi., 
toolbar is curn:nlly under devdopmc:nl lal SAIMMCO. II is 10 be not~ that 1h1s type: of «JUipment is almo~t 
completely unknown in Uganda and will rc::quirc: mtensivc: extc:ns1on in1erv.:n11ons to bnog about 1b 
adoption. 

Cart. I-ton capacitr For transport of produce: and llliitenab. The: SAJMMCO mo<lc:I h.as a .smgle drdwbar anJ ,, 
thus suitable for use with a pair of animals (eilhc:r oxen or donkc:ys). A model for usc: with a single: an11nal 

(an ox or a donkc:y) would only require modificatJOn to the drawbar, two drawhar polc:s hc:mg ncxJc:J 
inst.:ad of one:. 

One: 1s tc:mp1e<l to mc:ntion .:an usage: 1:i non·agnculrural wks 1n Wc:s! Atnca -... here Jonke) ~·-.rt- ot1<::11 

undertake urban rc:fuse coll~uun and disposal task:>. Surprisingly. ~arts are rarely used m U gan<la. again 
emphasising the: nc:ed to coordinate: SAIM MCO maric:ting efforts with MAAIF c:xtc:nswn a-.:11v1t1c:s . 
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Spike tooth harrow: This 1s a ·~ondary" tillage implement ("primary" tillage: bt:mg done with a plough). It " 
used to hrc:ak down and ewn-out soil clods after primary tillage to leave the scc<lhed ready for seeding <>r 
planting.his also used in the preparation ofwc:tlam.I nee: fields. ~rforming an additional tasl.; of kvc:lling. 

Dam scoop: This animal drawn scoop may ht: us<!<l in a w1d<! range of soil n.oving <lpcrations for agricultural "r 
rural development activities. It eases th<! <!Xcavation and short distance transport of c:artb <luring th<! 
construction of bunds, roads. dams. de. 

Hammer mills: These are made in vari
ous siz.es according to an engine 
capacity in the range of 15 to 40 
hp. The mills carry a rotor with 
blades (hammers) fixed to the 
periphery which impact the grain 
or agricultural product, shattering 
it and forming a flour. Products 
commonly milled m Uganda 
include maize, cassava chips 
which have already been sun
dried, simsim (sesame), millet, 
sorghum. Milling charges in the 
private ~tor depend on the 
product and are fixed by local 
authorities. There are normally 
three charge ranges: cassava 
chips, dried sweet potato chips 
(lowest); millet or sorghum (per
haps S<!Same too?) (medium 
charge: and pc:rhaps double); 
millet and sorghum (highc!St 
charge and perhaps triple). One 
should note that charges are on a 
volume basis. not weight (basins 
or other locally acceptahk measu
rement re.:eptaclc:s). 

It is worthy to note here that 
mechanical milling is now prac
tised throughout Uganda and the 
manual method using the mortar 
and pestle (so common srill in 
Wc:.sr Africa) is Yirtwil.ly discon
tinuc:d. Village mills are com-
mon. hence the important market 
potential for the SAIMMCO Fig. 2 The SAIMMCO hronmer mill i11sralle<l fu:t1r Soruti 

model. Mill efficiency could 
prove an important markering aspect to highlight in the SAIMMCO modd. 

Groundnut sheller and roaster The sheller is manually operated by a swinging pendulum action. Th<! grounJnu1 
shells containing the: grain are crushed against the screen by the pendulum and the: grain is thus scparatc:J. 
The equipment docs not provide any clean1'lg action and this must later be done eith<!r manually or "1th 
another type of "ckaning" ma..:hm<! - unconunonly u~c:J m Uganda. Th<! roa..,ter was not m:>pc:ctc:J h) the: 
Mission but is used to roast the shdled groundnuts. 
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Li~ht cngin~ring Sl!rvic-=s: The&!! services are very d1\erse and have already b.:cn adcquatdy descn~ ahmc in 

Section 8.1.4.3 and B. l .4.4. 

2.2.J Identification or and impact on benefidaries 

2.2.3.1 Identification of beneficiaries 

The imprecise identification of beneficiaries identified in the original PRODOCs has 
already been remarked upon in Section B.1.2.2 above. For the purposes of this Section. 
discussion will be focused upon the following major groups of beneficiaries: 

Primary producers (farmers) 
Regional agro-industrial enterprises 
Clients for light engineering services 

2.2.3.2 Primary producers (farmers) 

One must first place in perspective the size of the market reached by SAIMMCO during 
the first 16 months of the implementation phase of the project. This has certainly only been 
modest when compared with projections outlined in the PRODOCs and the Inception Report. 
Production over the 12 month period from 1 August 1995 to 31 July 1996 included the following 
agricultural equipment: 

Ploughs 
Ploughs (not assembled) 
Carts 
Hammer mills 
Toolbars, harrows and dam scoops 

August ·95 to July 96 
332 
135 
14 
11 
30 

It has already been observed that the use of animal dra\\-n carts in Uganda is rda1iwly 
low (see Section B.2.2.2). Sales of the SAIMMCO cart perhaps reflect this tendency and one 
must conclude that impact of the locally prcxiuced cart has been minimaJ to date. 

In contrast, Appendix 14 highlights a nationaJ inventory of perhaps 14 7 ,000 animal 
drawn ploughs in 1992. The plough constitutes the basic animaJ drawn implement used in 
Ugandan agriculture and its price and qualicy can form the ready basis for debate in most rural 
communities of the region. Certainly, one should not compare SAIMMCO sales figures with the 
estimated national inventory - such an estimate should only be done in comparison with the 
presenc market. Unfortunately this market size has not been reliably quantified in any references 
made known to the Evaluation Mission and most probably can only be subjectively analysed. 
The present market situation is further described above (Section B.1.6.1 and 8.1.6.2) and it 
remains to comment that: 

The Evaluation Mission observed thaJ the volume of sales of animal drown 
equipmenl over the first 16 months of SAJMMCO production were well below 
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projected targets outlined during the project planning phases. Impact thus 
remains minimal to dale allhough future prospects could become significant. 

2.2.3.3 Regional agro-industriaJ enterprises 

Sales ofSAIMMCO products in this sector have been encouraging. A number of aid 
organisations and NGO's have placed specialist orders and significant work has been undertaken 
concerning light engineering tasks involved in the rehabilitation of ginneries. Specific 
beneficiaries in this context are more fully described in Sections 2.2.3.4 and .5 below. 

2.2.3.4 Clients for light engineering services 

Soroti, being a regional centre and one in which various development agencies have their 
local offices for direction of their regional development programmes. is now developing i11to a 
centre where light engineering services are in high demand. SAlMMCO constitutes the unique 
regional source for high quality engineering inputs required by these rural development projects. 
Whereas light engineering services were originally predicted to represent some 25 3 of plant 
revenues, they are currently running at some 33 % . 

On the one hand, this indicates the importance of the original concept and design of 
SAIMMCO as a flexible production unit. It also reflects the low market share so far achieved 
in the agricultural implement production sector. 

2.2.3.5 Impact achieved through aid agencies and NGO's 

Noting the relative importance of the various SAIMMCO trading activities as brierl~ 
described above and recalling the i111portance attached in the SAIMMCO marketing strategy 10 

outlets for agricultural implement sales through aid agencies and NGO's, the following notes are 
attached concemir.g the Evaluation Mission's observations concerning these clients: 

Aid Agencies and NGO's operating jn Uganda 

Following the end of insurgency in the North and Eastern parts of the country, a large 
number of Aid Agencies have flocked to the region to give a helping hand to the rural 
populations. The main area of their involvement is in various agricultural activities, often 
involving acquisition of agricultural equipment and draf! animals for farmers on loan or 
grant arrangements. The Mission was only able to meet the undermentioned aid agencies 
and NGO's located either in or near to Soroti. They did, however, constitute major 
clients of SAIMMCO and observations concerning the impact of company products will 
be described in greater detail below. 

It should be remarked as an introduction, thal considerable enthusiasm was 
expressed concerning the quality of SAIMMCO products. Furthennore, the 
importance of such a manufacturing and service facility existing in this regioll 
was stressed by all patties concerned. Product costs were not mentioned nor 
were they commented upon during these discussions. 
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Fig. 3 /111erviewi11g vetera11s i11 t/(e field, be11ejiciaries of SAIMMCO pluugh!. o.JJ"ered thruuxh 
World Leami11g i11 Kumi District. 

Specific notes regarding agencies contacted during the Evajuation Mission's field visits: 

World Laming 

Funded by USAID and ~nsiblc for the resettlement of over 4,000 demobilised soldiers (v.:t.:ran~) in 

Kumi, Soroti, Lira and PaJlisa distncts. Ma_1or activitic!S arc in the agricultural sector. In 1996 alone. a 
number of oxt!n Wt!re purcha.~ from the op.::n mark<!! and a total of 100 ox-ploughs and WtXl.l.:r~ \\c:rc: 
purchased from SAIM M CO for distribution to veteran groups basc:<l on the ·matching gr.mt approa..:h • A 
similar number of equipment arc c:ovisage:d for purchase= this year ( 1996197). The NGO also is planning 
to request SAIMMCO to produce several units of a manually operated cassava chipper (devdo~ at 
Namalere Agricultural Enginc.:ring Research Institute) for field ti:sting with their vclenm groups. 

Soroti Catholic Diocesan Developmental Organisation. SOCADIDO 

This is a church organisation involved in assisting farmers through loans to facilitate the pun:ha:-,c of ox.:n 
and ox-ploughs based on the "matching the loan approach". 

Dutch Rural Development Pro1ects m Soro11 and in Lira 

This bi-lateral aid organisation is currently funding two differenl dc::vdopmenl proJe.;b. one: in Sorot1 anJ 
the other in Lira with development budget costs of some: 7 and 6 million US$ rc::s~t1vdy over a tivc:: year 
p.::riod. Most of their activitit!s an:: in the area of agricultural d~velopment and include the provision ot 
loans for the acquisition of both animal draft equipment and oxen to recognised groups of farmers. 
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The T eso Presidential Comnussion 

This was put in place by His Excdlc::ncy the President of Uganda. as a body of indigenous ltcso, charg.:J 
with the task of finding ari end to the insurgency in Teso and there-after resettling the population c..l1splac.:J 
during the war. Thc::y are heavily engagoo in restocking programmes as well as in the provision of ba.-; 1 ~

agricultural equipment to r~Uled persons. Thc:ir main source of ~uipment is SAIMMCO. 

Appropriate Tc!ehnology International, U-Press 

This is partially funded by DANIDA and aims to popularise the u~ of a smallholder manually operaku 
press for the oilso.!d crops. SA£MMCO has assisted this NGO but sales are so far lurutC(L 

2.2.4 Impact on land use and farmer livelihood 

It has been indicated above (Section A.I.I) that of the 17 million ha of land classified 
as "arable" in Uganda, only 4.6 million ha are currently cultivated. These are generalised figures 
but do indicate that Uganda is unique amongst many contrasting African countries in that the 
prime limitation to land exploitation lies in the ability to put available arable land into useful 
production. In other words, the totaJ land area cultivated is more likely to lead be greater farmer 
income than overall crop productivity levels. 

~- 4 Young boys with two pairs of oxen opening up land in Kumi District. 

It is estimated that for opening up of one hectare of land using traditional hand tools in 
Uganda, this would require anywhere between 55-70 work-days of time, depending on the nature 
and condition of the land. This same job may be accomplished in 4-6 days using a single or 
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double pair of oxen, all depending on their size and health status. The land preparation cakncfar 
is time-dependant due to the need 1·0r coincidence of favourable climatic conditions. hence the 
limitation of land area which may be cultivated ~s related to available farm power (from human 
or animal resources - tractors not normally being available). 

The importance accorded by the Gou towards encouraging a return to the use of animal 
draft power (in the traditional Northeastern regions) and towards its adoption in other areas of 
the country (particularly in the South West and Central regions) has already been described in 
Section 8.2.2.2 above. This is very positive regarding potential outlets for SAIMMCO produ~b. 

Section B.J.6.1 has already indicated that draft oxen population levels in Nonheasrern 
Uganda are expected to approach pre-1982 levels in the near future. If this is indeed the case. 
then adequate equipment will be required, amongst which SAIMMCO products should play a 
major role. The actual situation reveals a contrasting reality and few SAIMMCO plough·· and 
other animal drawn implements have been marketed during their first 16 months of production. 
This situation was already disct~ssed above in Section 8.1.6.2. It does, however, have 
implications for assessing the impact of SAIMMCO products in Northeastern Uganda. 

The Evaluation Mission concludes thal, due lo limited sales of agricultural 
implements, project impact on land use in Northeastern Uganda remains limited 
In dale. The potential/or a major impact ho,..·ever remains substantial and could 
ei·entually (in the medium tetm) influence the exploitation of arable land which 
presently remains uncullfrated due partially to a lack of a~·ailable fann power. 
fl is noted that other constraints (instability) still exist in ce11ain areas of the 
North and North East. 

Farmer livelihood results directly from the inputs and income from production achieved. 
The fore-going discussion should have clarified that the impact of SAIMMCO products, and 
hence the project has probably been limited to date. 

There remains, however, considerable potential for a measurable impact of 
SAJMMCO agricu/Jural implement products to Janner livelihood in the medium 
lo long tenn future, product qualiJy supporting this opinion of the ;\.fission. 

2.2.5 Additional "proxy" indicators of project impact 

Renovations of the factory premises were only completed and handed over in February 
1995. The Evaluation Mission therefore considers it too early for the factory to have had 
produced any measuraJle "proxy• indicators for income change amongst the end-users. Never
the-less, a number of positive non-agricultural contributions by the factory were observed which 
have produced indirect benefits in the local Soroti area. These include: 

Renovation of ginneries: 

SAIMMCO contributed to the renovation of the Odokomit ginnery in Lira District. Such 
contribution will indirectly assist the end-users of this facility. This intervention was financed 
with funds invested by GoU and the World Bank which are committed to development projects 
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directed towards the cotton industry (SCRP and CSDP). A total of 36 ginneries nation-wide are 
involved and the potential for SAIMl\fCO involvement and eventual end-user impact remain 
substantial. 

It is opportune here to 
mention other potential competitor 
workshops for this •renovation" 
and "rehabilitation• work for the 
ginneries. UGMA, located at Lug
azi, is a workshop originally con
ceived for servicing the adjacent 
sugar-cane processing machinery in 
the Lugazi refinery. At least two 
similar, heavy and light engineering 
workshops exist and are operational 
in nearby Jinja. Soroti remains 
some 3 hours away by road - Jinja 
and Lugazi are not near to actual 
nor to potential cotton growing 
areas. The potential impact of 
SAIMMCO thus remains substan
tial. 

Non agricultural activities and 
services: 

There is also the "knock
on" effect that has resulted from 
SAIMMCO's undertakings in non
agricultural services in Soroti, such 
as the fabrication of a water tank 
for the hospital, fabrication of 
culvert moulds and man-hole 
covers for road conscruction, etc. , 
for which engineering services 
would otherwise have been difficult 
to acquire in the area. The factory 
is also supplying typing and desk-

Fig. S A mould man1ifactured by SAIMMCO for casting 
concrele road CJ:llt1erts (see in background) 

top publishing facilities, as well as water deliveries to some water deficit areas of the town. 
Most of these services carry an essentially social benefit to the community, the more economic 
aspects being absorbed within the financing costs of each individual project. 

The Evaluation Mission recognises that an impact of a social rather than an 
economic nature has been achieved within Soroti town through some of the 
non-agricu/Jural engineering sert1ice activities. This is judged to lie wilhin tile 
tenns of mandale concerning the objectives for UNCDF funded projects. 
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B.2 Projct·t lmpat·t 

2.2.6 Marketing impact of SA~IMCO products 

SAIMMCO, after its rehabilitation, has only effectively been operating for about 16 
months, and the proposed Marketing Strategy presented in the 7th Progress Report in July 1996 
has not yet been fully implemented. 

Detailed aspects of this marketing strategy have already been fully analysed above in 
Section B.l.6.2 and it remains to summarise the main conclusions regarding the impact of this 
strategy. 

17ie Mission believes that the marketing of SAJMMCO products could be 
improved considerably, both towards the various aid-agencies, NGO's and the 
agro processing industries as well as through the Government and its agricul
tural extension services. 

It was observed by the team, that there still need to be improved links 
established between SAJMMCO and the Government extension services and also 
wilh MAGRIC and its existing marlceting network. 

fig. 6 Mrs Teddy Ocu11g of Madera Village, Soroli Districr, a proud owner of a SAJMMCO plough 

2.2. 7 Project impact on women and children 

Women are the main contributors to agricultural production in Uganda, providing more 
that 75 % of the required farm labour. They contribute the labour for clearing and opening up 
of the land and for planting and sowing. Due to lack of appropriate tools and equipment. the 
work of rural women has become time-consuming, tedious and less productive. Working 
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conditions are extremely difficult especially for working mothers and school-going-age children. 
In addition, the domestic processing of agricultural outputs - particularly maize, millet and 
cassava flours, groundnut shelling, etc. - are also difficult, wasteful and sometimes unhygienic 
with ill effects on health. Therefore, provision of appropriate agricultural implements and simple 
processing and storage equipment, such as currently manufactured by SAIMMCO, will 
contribute towards improving the quality of rural life for the. women of Uganda. 

During the survey by the Mission in several districts in Lhe Eastern Region of Uganda, 
women involvement and participation in using some of Lhe improved equipment from 
SAIMMCO as a means of improving their livelihood, has been remarkable. Instead of using the 
traditional hand-hoe to open-up land, women actively participate in the use of animal drawn 
technology to assist and increase their productivity. In the absence of their male folk, women 
alone or with family workers or children can yoke the oxen, lead them to the field and 
effectively carry out the necessary farm operations: ploughing, weeding, transporting agricultural 
produce, water and fire-wood. The example in question of Mrs Teddy Ocung of Madera Village 
in Soroti District (see Fag.6), who is not only happy but also proud using oxen to improve her 
farm labour and productivity. 

Fig. 7 Some of rhe mentbers of rhe Bukedea Women's Srruggles Assucia1io11 (Kumi Disrrict) whu have 
already acquired I 20 ploughs and who pkm to purchase more i11 the 11ear future. 

In Bukedea County in Kumi District, a group of 840 women, (28 in each of the JO 
parishes of the county), formed themselves into the "Bukedea.Women's Struggles Association". 
based on the use of animal traction for farm production (Fig. 7). Using seed moneys from an 
American NGO (African Development Foundation), the group was able to acquire 480 oxen and 
120 ploughs for their project. Most of the members have had fonnaJ training on the use and care 
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of the animals and equipment and are among the biggest admirers of the SAIMMCO technolog) 
They also own an Indian made oil-press mill. The group has an Agricultural Researcher 2 

Advisor and operates a successful loan .scheme which they are using to expand their act iv tt1e: 

Traditionally in Uganda, women are the ones responsible for the milling and grinding ' 
maize, millet, sorghum and cas:;ava for the household. The UNIDO ·Milling and Marketit 
Study in Selected areas of Uganda·. p.8, (Odogola et. al, see Appendix to 2nd Progress Repc 
of UGA/80/C06 and UGA/86/015), established that to prepare 100 kilograms of the traditior 
composite flour of cassava/millet/sorghum at a ratio of (2: l: l) would take an average housewi 
a total of 35-42 woman-hours, a rather tedious and labour intensive activity. Traditional mi Iii 
of the product would contribute 25-30% of the time. An area where SAIMMCO has contribu1 
to relieving labour on rural women is through the provision of efficient hammer mills which ~ 
be used both in rural and urban areas of the country. Women are the main cuscomers < 
beneficiaries of this technology. 

Besides the women, children also positively participate in the use of animal trac1 
technology for which SAIMMCO has a contribution (see Fig.4). 

Besides the above contributions of SAIMMCO's products to relieving the "orkJoac 
women and children, the factory also employs a number of ladies especially in the .-\dmini 
tion section. There is in fact also already one trained certificate holder in Fitter Machinist V 
employed with the factory, and competing very favourably with the men folk. 

The Evaluation Mission notes a positive impact of the project on the rural life 
of women and children which allhough only limited to dale due to the low sales 
of SAJMMCO products, will be progressively more noticeable as the distribulion 
of company products expands. 



3 PROJECT PREPARATION AND DESIGN 

3.1 Initial project design as related to the needs assessment 

The importance of the use 
of draft animal power in Nonh
eastem Uganda has already been 
fully described in Section A.I.I. 
Although a factory had been estab
lished in the late 1960' s in Soroti, 
producing both ploughs and animal 
drawn carts, this fell into a state of 
disrepair and production virtual I y 
stopped during the 1980's. When 
the first requests were received to 
renovate the premises, a number of 
studies were undertaken by 
UNCDF and UNIDO in order to 
decide how best to re-initiate work
shop production and above all, to 
determine the potential market for 
the agricultural equipment which it 
was proposed to manufacture. 

Estimates of the market for 
ploughs, carts and hammer mills 
were eventually incorporated into 
the project documents and suitable 
production equipment proposed for 
supply to the workshop. The equip
ment selected was such as to permit 
a flexible and diverse production 
programme. 

It is not known how the 
market level was estimated but 
certainly the situation in Uganda 
has alti.:.; .:d radically since the 

Fig. 8 Mr Esalotier Eduku, a blacksmith from Kari11e Sub-Cuu11ry 
with some of his very rudime11tary equipmem 

project was first suggested. Firstly there was a vast reduction in draft oxen available within 
North and Northeastern Uganda. Secondly there were important emergency importations of 
ploughs, carts and hammer mills which, although of poor quality, tended to saturate the market 
immediately prior to starting implementation of the project. Thirdly there is an important cross
border trade with Kenya and significant direct importations made by the private sector. And 
finally there is a limited production of equipment by the rural artisans which seems to have been 
completely ignored . 
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Indeed, the roral blacksmiths and small scale workshops seem never to have 
been referred to in any project documentation made available to the Evaluation 
Mission. 

Early experience of project implementation indicates tha~ the market for the basic range 
of agricultural equipment is presently far less than originally predicted. It is even, to date, much 
less than the revised "grosso modo" estimates made by UNCDF in 1991 and during the more 
detailed UNCDF review mission of 1994. 

The project design is somewhat unusual in that it combines objectives of a social nature 
with those which are purely economic, involving efforts to transform the plant into a folly 
profitable enterprise which may evemually be successfully sold to the private sector. Although 
there are ample justifications for both approaches, conflicts of interest must inevitably occur and 
it is difficult, perhaps even impossible, to fully accomplish both sets of objectives. 

From a social point of view, one sees every justification for locating the plant at Soroti 
in the midst of the rural population targeted by the workshop. One sees the justification for 
equipping the plant as well as possible and so as to enable it to undertake diversified production 
activities and to have the capacity to accommodate large scale orders as and when necessary. 

From a strictJy financial point of view. many of these aspects become more questionahlr. 
One might consider that the workshop is over-equipped. hence carrying insupportably nigh 

equipmem depra.:iation costs in the accounting system. This is particularly acute at the present 
time when most of the equipment is new 'ind hence suffers the highest depreciation cost of all 
(despite the fact that maintenance costs are now at their lowest level). 

From a financial point of view, the Government should certainly sell the factory as soon 
as possible and before further depreciation in the value of the assets takes place. 

The Evaluation Mission hold the jinn view that addiJional technical support 
should be given to further raise le~·els of staff skills, to increase plalll 
productivity and to give SA/MMCO a chance to capture tlze market. Three years 
of shop floor guidance were clearly intended in the original project design 
documents and were maintained in the TOR 's concerning implementatioll by the 
sub-contractor. 

There seems no reason to negate this commitmenl at this final stage of project 
implementalWn. 

From a financial point of view, a potential buyer might be tempted to close the facility 
completely, ship the equipment to Kampala where supplies of raw materials and components are 
more readily available and to set up the workshop at this new central location. Such a move 
might be fully justified if a national market and the important aid agency market was then more 
likely to be fully exploited. 

Such a move was certainly never the intention when UNCDF agreed to supply investment 
funds to re-establish the Soroti facility but the conflict of issues is acute on this point. One might 
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go even further in imagining that the potential buyer of the plant will. in fact. decide to sell off 
part of the machinery and equipment in order to offset investment costs and to re-establish a 
smaller but more cost-effective unit. From an economic point of view, this would appear to be 
a rational decision but would cause dismay to the original investment agencies. 

So how ·realistic or idealistic was the original project design? Should multi-national 
organisations ever attempt to establish enterprises which might eventually be attractive for 
purchase by the private sector, turnkey projects designed to develop production units and 
marketable industries? The private sector, normally, has strictly economic reference poims 1n 
mind when gauging the value of an asset. 

As the privatisation process for SAIMMCO advances, the Evaluation Mission 
was very clearly briefed by both GoV and the multinational agencies invofred 
that the social issues should, and indeed must, be Cf?nsidered during this 
process. 

Does this present a possible avenue along which to guide the privatisation process? Tht: 
conflicts of interest are vast and it is not dear whether this type of situation has been foreseen 
under the Ugandan laws governing the divestiture of public service utilities. The Evaluation 
Mission was given to understand by the Privatisation Unit that such distinctions had not ~n 
made in the past and that the divestiture of SAIMMCO might·follow the model of a similar rice 
production project financed originally by the Chinese in Tororo District. 

The divestiture process might even degenerate into a sequence of events invoh ing: "r;lai:t: 
an advertisement in the newspaper; award the offer ro the highest bidder; place the money in the 
Divestiture Account; pay off the staff; close the file upon completion of this successful 
divestiture•. Such a situation would probably be most unacceptable to the donor agencies 
involved in establishing and executing this project. 

The question thus returns to whether or not, the original project design was "realistK". 
"idealistic• or perhaps the opposite of either of these? 

The Evaluation Mission fully supports the social intentio11s of UNCDF in 
funding the re-installation of a regionally based production facilily for 
agricultural implements, equipped wiJh a diversified range of machine toots 
which would also allow iJ to provide local light engineering service support to 
the surrounding rural areas. 

In view of this stance by the Mission, how may the privatisation issue be best addressed? 
It is noted that a Privatisation Consultant has been engaged with this specific duty in mind and 
no doubt his recommendations will be duly considered, once received. The conflicts of interest 
have been indicated above and, perhaps. a solution must be sought through a "special case" 
divestiture procedure for SAIMMCO. 

Considering that the two share holders in SAIMMCO stock are currently the MAAJF a11d 
the Ministry of Finance, the Mission holds the view that a suitable compromise solution i..:ot;lJ 
be found if this is actively encouraged. The current interest and criticism of the national press 
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noticed by the Evaluation Mission concerning the divestiture of other public utilities during their 
visit, should serve as further encouragement for these concerned parties to analyse this case with 
particular respect concerning the opinions of each of the partners involved in the project. 

The Evaluation Mission concludes that the overall project design was not 
realistic from a commercial poinl of view. It was, howevu, realistic in 
recognising a more social justification for the re-establishment of the workshop 
in Soroti. Jn order to ensure that this aim continues to be maintained over the 
medium to long tenn, ii is suggested that suitable arrangements and condili.ons 
be applied during the privatisation process. 

And finally, the issue of the concept of the "loan" arrangement described in the 
PRODOCs should again be mentioned (see also Section B.l.6.3.2). Although total funds 
invested in SAIMMCO by UNCDF amount to some USh 1,877 million according to the June 
30 1996 Financial Report, in fact the reimbursement total will now depend upon the present 
asset valuation of the company. This amount will almost certainly be much less the the original 
investment but treated in this manner, the money should, in theory at least, become immediately 
available for reimbursement once the company is privatised. 

This change in events was not (indeed could not have been) foreseen in the original 
project design but the solution suggested will serve to preserve the philosophy of the original 
project objectives. 

3.2 Assessment of the technical design of the plant and its equipment 

The physical design of the workshop has already been discussed in Section B. l.6A 
above. It was noted that restrictions were placed on the reconstruction of the workshop layout 
and that certain walls and rooms were to be maintained from the original factory construction. 
This in fact lead both to higher construction costs and to certain inconveniences which only 
became fully apparent upon completion of the building. In retrospect. it might well have been 
better to have given a completely free hand to the sub-contractor to re-arrange the layout and 
redesign the structure according to the final production requirements as outlined in the TOR· s 
of the implementation sub-contractor. Designers of development projects are unlikely also to be 
good civil engineers and thus such an approach might have been more sensible - final designs 
should. of course, have been subject to eventual approval by the funding and executing agencie~. 

The workshop equipment selection was also broadly outlined in the PRODOCs and 
reviewed during the preparation of the Inception Repon. Equipment was selected according to 
the broad objectives outlined in the project agreements and was probably not determined in order 
to establish a profitable enterprise - one suspects that upper-most in ti • .! thinking behind the 
equipment list was the final aim to ensure that an adequate and diversified production of 
agricultural equipment and an appropriate supply of light engineering services. 

This might hardly be surprising, as the concept of con\ening SAIMMCO into a tm11 

suitable for privatisation only came about quite tare during the preparatory and execution pha)cs 
of project implementation. The PRODOC's describe in detail how shares would eventually be 
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purchased by the two GoU Ministries directly concerned - "privatisation" in today·s meaning. 
was not even considered in the original project design. 

And so again, a conflict of interests becomes apparent. On the one hand, to become more 
readily a "profitable" enterprise ready for privatisation, the workshop must be judged "over
equipped" and with a structure which has an excessive asset cost attached to it. From a project 
point of view, the building is adequate and the equipment sufficienc to cover almost any eventual 
regional or even national production requirement. 

A valuable "naJionaJ• engineering asset has thus been established and in this, 
there is no doubt in the opinion of the Evalua!Wn Mission. 

The building in fact. constitutes an excellent example of this conflict of interest as 
stresse.d throughout this Section. A building to house a workshop for a profitable enterprise in 
the private sector should be i) cheap ii) functional iii) 1lexible. The SAIMMCO building has a 
large office area which is only partially used, as management staff spend at least half their time 
on the shop floor undertaking duties of on-the-job training. 

The Conference Room. although of potential use as such or for training purposes, has 
hardly ever been used. Conferences are not normally needed to "sell" products when a 
company does not have a Sales Department. It has been found more convenient to 
undertake training on the shop floor rather than in the "lecture room". 

The workshop interior is well illuminated, the work area now reason':lbly well ventilated 
(there were previous problems due to the low roof and building design dictated in the 
original plans), safety equipment and safety measures have been rigorously installed. 

In contrast, a private sector workshop would incorporate few of these aspects (one need 
only peer into the interiors of the rustic and small workshops immediately adjoining SAIMMCO 
to see the potential differences). 

And so how :.hould one judge the design of this establishment? From a technical poini 
of view, equipment selection has been judicious and even economic - spending was well under 
the budget allocation. The building itself has proved costly to transform into a functional 
structure but this it now is, today. 

From an economic point of vieN and considering the imminent privatisation uf the 
company, the workshop is probably over-equipped for the market which has currently been 
accessed. The building structure is grossly overvalued in the asset evaluation (still to be audited) 
- spending largely exceeded budgetary allowances. The workforce is skilled and well trained: 
however the purchaser will probably be under no obligation to retain the same staff. In 
summary, the amount of the original investment (as represented by the original UNCDF grant 
to the GoU) most probably far exceeds the market value of the establishment. 

The Evaluation MissilJn concludes thaJ the design of the plant and equipme111 
has reasonably salisfied objectives as outlined in the original agreements . 
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Improvements could have been achieved in the building design, had more libe11y 
been accorded to the sub-contractors biddingforimplementalion of the project. 

The present market value of the machinery and equipment now only represents 
a nused" value which will be much less than the original sum invested. 

Furthennore, the Mission observes a clear conflict of interest concerning 
nprivatisation" of an engineering concem when the original project was 
destined towards HaJJevialion of povetty in the rural areas" and towards 
"technical assistance in the agricultural development seaor". Whenas these 
objectives may be considered as having been achieved al the time of eventual 
project tennination, the end results of the privatisation process remain in 
question. This will have an impottant effect on the eventual sustainabiliJy of the 
project interven!Wns unless the additional considerations suggested below are 
adopted. 

3.3 Assessment of the plans for co!.t recovel·y 

The UNCDF and UNDP PRODOC's 1987 outlined a very opt1m1st1c production 
programme which later. was only slightly down·sca.led during an in·depth study commissioned 
by the executing agency (GEMCO, 1990). The basis for thes.e projections has not bt!t!n 
ascertained by the Evaluation Mission and has already been commented upon in Sections 8.3. l 
and B.3.2 above. 

A subsequent field mission by UNCDF suggested a 50 % reduction in the projected 
production programme (Shotton. 1991). This later had an impact on the planned product mix and 
planned production programme and the proposals v.·ere eventually incorporated into the Terms 
of Reference of the "operations sub·contractor" - Hassall & Associates (see UNCDO, 1993). A 
further review mission in 1994 consid~red the project viable and activities were re-initiated 
immediately afterwards (Baerez and Odeke. 1994). 

The revised production programme did have some im.plications on the investment input 
for the rehabilitation of the factory. According to the Project Agreement of 1987, a maximum 
total amounting to US$ I ,969,000 was to be made available to the Ministry of A:;riculture. This 
was to be allocated for construction purposes (US$ 655,000), for equipment (US$ 693,000) and 
for the purchase of raw materials needed for a 12 month production period (US$ 621,000). 

The total investment to date as recorded in the latest financial statements of SAIMMCO 
(30 June 1996 ·see 7th Progress Report) totals a sum of US$ 1,707,080 (I US$= I .JOO UShJ. 
This indicates an unused budget balance of US$ 261.920 (the actual figure is slightly lower. due 
to recent changes in the exchange rate). 

The UNCDF report (Shotton, 1991) had suggested scaling down the equipment 
investment and the present asset value, at cost. is now US$ 496.290. This is leaves a balance 
of US$ 196.710 unspent on the original (1987) budget (Budget A). 
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However, the tixed asset value, al cost. 0( the ci\ ii works totalling USS 884,-tiO 1~ 
considerable higher than the initial budget and re-suits in a negative balance of US$ 229.~)0. 
Around US$ 100,000 of these additional costs were directly attributed to the stoppage or 
investment activities as already described above ::-; Section B. l .1.1. Over-spending is thus about 
uss 130,000 in total. 

The amount invested in raw materials ~ill be the residual value of US$ 326,340 and 
represents an underspending of the original budget by US$ 294,660. The total investment thus 
represents less "raw materials" and "equipment". but far more "buildings" than originall:
foreseen. 

The Evaluation Mission observes 1ha1, despite several changes ha~·ing been 
made lo projected produc1io11 levels of SAIMMCO, the total amount of the 
original investment was only moderotel_r reduced. In parricular, building costs 
are high and raw materials illvestments are considerably under-budget. 111is has 
important implications con'.'erning the amount of the original grant which will 
e~·entually be "recoverable" during the privalisation process. 

The full implications concerning cost rCi.:('\ery possibilities will be discus~ed 111 grc-<1tt"r 
detail in Section B.4.2 below. 

3.4 Assessment of the preparator~· measures for prhatization 

3.4. l ~lanagement and Administration 

The Mission supports the present manage:-nent style of SAIMMCO in tenm of its J1re...:r 
involvement in all design and proriuction act!'· Hies as well as its ability w 111a1ma1n golll! 
communication with the staff mt!mbers. 

The Mission supports the steps \\h1.::- SAI~IMCO 1s taking to establ1~h J rull: 
computerizt!d double-entry book-keeping _,y~te1r.. togerher with stock comrol pro~:edure~ \\ h1~·i1 
will enable the company to monitor and ensur;:- 1imely ordering from suppliers according ll' 

production needs. 

Owing to the resignation of :he comr;..;1y accountant in March 1996. the tin.1111.:1.1: 
statements have been prepared by the short term :"':nanc1al consultant for the period 1995-9ti. Tht' 
company has not yet been successful in recruiting a suitable full-time replacemenr due co .i 1~11.:k 

of suitable local candidates for the post. Presently, the book keeping is maintained b;. the 
SAIMMCO book-keeper who is currently undergoing training concerning a computerized bool-:
keeping system. 

An alternative to employing a full-time.:'- mpany account would be to eng..igr: a ...:P111p.111: 
of accountants to prepare the books ewry 3 11'.-='nths. The ~-fission suppor!'> th1~ managc:nc1~. 
suggestion. 
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3.4.2 Training 

PART B: E\,.:".11i.,11 

B.2 Project 1111pJrt 

The management of SAl~1J\1CO •emarl\s that the dficiency of 1.1.1.1rl\ers is still relat1., :· 
low \\"hich results in a negative effect on the unit production cost of company produ~:) 
However, tlie Evaluation Mission appreciate the efforts already undertaken and planned for ::1c 
future concerning on-the-job training. The Mission concurred in the opinion that this was '.:le 
most effective form of training as demonstrated by the high quality of products produced b) ::le 
company. Such training is panicularly important considering the modem and efficient mach:ie 
tools installed in the workshop and which would not normally be encountered elsewhere in 

Uganda. 

The team believe that continuous on-the-job training of staff members to improw :·<;~ 
skills levels will continue to add to rhe human asset value of the workshop during its prepara::,11~ 
for future privatisation. The Mission \\JS abu pleased to learn that suitable in-depth ~;.. .. )
training courses had been idemifiel' 1n UganJa for shop floor staff - these seem to be li.::·:i;. 
approt->riate for the company. 

The Mission was not convinced that U\e~seas training was neces~ry under the pre~:H 
circumstances. The Mission noted that the ong1nal budget for this 1!crn had been zeni ..::',: 
perhaps it should revert to this figu::. The ;\fission \~Js not 1111presseu by a1te111pt'> tu c.: -,,, 

company staff in corres'."londencc cour<,c~ and is pleased that these effl"'!.S could not he f1.~- ..::· 
pursued. 

3A.3 Plant facilities 

The E\aluation M1s~ion bdie\e~ th.H the r"a.:cury racilnies regardi~::: both the high ye .. _.:, 
of equipment installed. the factory building and the oftice facilities. more than s~Hl\t~ ·:1-: 

requirements for a regionally ba~eJ ..:ngrneering ser\ice unit. They are .:e:-~inly more than "' l' .. il: 
be expected by an intere~!ed 1n\e\tor fro!ll the prr\ate scccor. 

Imescment costs 1111ght en~n be considereJ to ha\e been exaggerated frorn dll e1.:un1..• :111.. 

point of vie"' and when 1..·or1 srderi ng tile panicu lar 1 ssue~ relating to fuw re pri \au sa11011 l. n1..· 

aspeccs have already been more full) discussed above 1n Section 8.3 . .:?. 

3A.~ .\Jission of I he Prh at isat i011 C unsulta111 

The Tri-partite Revre~ l\ke11ng of J Occober 1995 agreed :..-,J.t LJNIDO -.lwtm.: Dt: 

requested co work out a straregy for privacisation of SAIMMCO in .:ollaboracion "m: :nc: 
Privatisation Unit of the Ministr) of Finance and Economic Planning. Troe short term consi.:.:.1n1 
commenced with work in June' l 996 and he indicated the main points which should be 
considered in elaboration of the privatisation strategy for SAIMMCO. The proposed schec;ik 
for the privausation process \~as evenwally moJ1fied and subsequent!~ :i~reed upon dur::·,o: :ik· 

Tri-partilc Rc\iew f\.leeting Llt" l 5 Ocr•iber 199b. The prnallsation '.)Chee ~;e 1~ reproJt11 .. cu x ,,., 
in Appendi\ 17. The tinal repon of !Im m1sSJl>.1 1s e'\pected in rhe ne..:~ future. 

o;oa :+.W4•~·--•..,,, ._..,,, .... ....,.._, .,.,,..,_...,,...,,,..,.. ... ,a.,,c.1,... -f~"'""'"""''nil&I!,..• -""""'".....-~ .. ., ••• :;:c:q:, 
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4 PROJECT RELE\"A~CE AND EFFECTIVE:\ESS 

PART B: Evaluatiu11 
BA Project Effect h l'llt'~s 

4.1 O\·erall assessment of project objecth·es, outputs and achie,·ements 

As an assessment of project objeccivt!s. outputs and achit!vemencs has already been dealt 
with in detail in previous Sections, only a brief recapitulation of the main poims covered \\di 
be indicated below. 

i) The overall project design, in order to achieve the stated objectives, is analysed 
in detail in Section B.3.1 and the two conflicting aims concerning the social and 
economic objectives are placed in contrast and suitably highlighted. 

11ie Mission urges thal those objectives of a more social nalure should 
be panicularlJ considered during the lead up to the pri~alisalion process. 

This observation ha!> procedural implications concerning the Gmc:rn1111.:1H 
divestiture policy as described in this same Secuon. 

ii) The progress of the civil \\orks is described in Section B.1.1.1 and a te111por;1r;. 
halt in activities took place O\ er a period of 6 months. Performance of t11e ~uh
contractor appointed for tile .:1\ ii \.\.Orks 1s described in Section 8. l .3.2 \\her;: 11 
is indicated that eventually the' rc"111..l\ated buildrng~ were only handed O\er .111<.·r 
a total delay of 10 months. 

nzese delays hare had a 11ega1fre effecl 011 projecl achiereme111s to dale. 

iii) A critical des.:ription of the S.-\IMMCO producl range is described 111 St.•ctio11 
B.1.4 and training provided to SAIMMCO staff concerning the devdopmem ,rnd 
production ~1f these products is described in Section 3A.2. 

Assessme11t of these proj''Ct outputs was posilfre. 

iv) An assessment of the pl.tnr's organisation and management was described 111 
Section B. l .6A. 

niis assessment of these achinemt:nls was posilfre. 

v) The important effect of project outputs on the bendic1aries is fully analysed 111 
Section 8.2. 

The impact on beneficiaries has so far been limiled but is judged positfre. 

vi) The progress of restocking draft animals v.1th1n the prn_'ect region was de_,l.'.r:tJL·tl 
111 Section B.1.6.1 wh1d1 also descnbes rhe effe<:t or. :he market potent1;1: illr 

SAIM~ICU prt"lducts . 

. •+:n.,,...;:;e<.i!PA4, ; .. -# BfCQ.Jt?WJ•,:;;.cOA. +.4wL• •, ;:c;o;.:apeucr ·**4¥ 4.cqc *'"'"'+an•·+. ;zy;a; eoe;;44_ . '"""·""'·/··•" 
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ft ~·as noted that, although the restocking programme is now well advanced, 
other factors have influenced and indeed depressed the SAIMMCO market for 
animal drawn equipment. 

vii) The project clearly complies with national devehpmenl objectives of the 
Government as these re/ale to: 

Modernisation of Agriculture (through the promotion of the use of draft animal 
power - see discussion in Section B.2.2.2 ·describing the end use of plant 
products); 

Private Sector Development (as shown by the preparatory measures taken for 
privatisation described in Section B.3.4 and the more detailed plans for cost 
recovery outlined in Section 8.4.2 below) It has already been noted in i) abo' e, 
that in order to satisfy the more social objectives of the project. implications are 
noted concerning the precise divestiture procedure to be undertaken. 

With this brief recall of the evaluation results, the remainder of this Section is dernted 
to analysing the important issue concerning the potential for cost re(O\ery of the prn1ect·-. 1.·api!,li 
investment. 

..i.2 Assessment of the potential for cost recoH•r) 

..i.2.1 Introduction 

Both before and during project i mpkmentation. se\ eral re\ 1 sed scenarios \\ere preparl..'d 
so as to clarify the future 'iabi I icy of the factory. The latest projections of po)sible re,,,enue'> Lind 

1.·osts were presented in the 2nd Progress Report in January 1994, more than a year before the 
rehabilitated factory stanell production (April. 1995). These projections were general!~ 111 li11t' 
\\ith the results of the in depth UNCDF f\.fission prepared later (8aerez and Odd:e. !4Y41 

None of these projections hav...: proved to be in line with the initial performance or 
SAIMMCO where output. in terms of sales revenue over the last 16 months. is signiticantl;. 
lower than all these projections. 

However, the Evaluation .llt-fissio11 realises that only a the relaiively sho11 period 
of opera/ions is so far available for analysis (16 monrhs). 

During the Mission's visit to SAIMMCO, the future financial viability of the factory ,,a., 
discussed with management and a fresh set of revenue and cost projections v.ere prO\ 1ded to tile 
team (see graph of these projections in Appendix 15). 

Based on these new projections. the rvtission :ias analysed in depth. three major scenaril''· 
These mav be summarised as follows: 

Scenario A: Optimistic revenue proJectior.s with 2 options for the number of worker-, 
operating the plant: 

....,. .... ._ ·---•..-JIQ(_..,.,""' .. ·""''·,..., ._..,__....,,_ ... ,..,.. ..... _ ......... "" ... -..... if_..,__,.~.----.,. JW2 IQiQZ);+C, *4 S'ii 
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Scenario B: Moderate reve.we projections with 2 options for the number of worker-, 
operating the plane; 

Scenario C: Pessimistic revenue projections with 2 options for the number of workers 
operating the plant: 

The detailed analyses of these scenarios are attached in Appendix 15. 

4.2.2 Introduction to the analysis 

Firstly, the Profit/Loss Projections included in Appendix 15 are based on the assumption 
that ~he question of the SAIMMCO "loan" be ignored as already fully explained and justitied 
in Section B.1.6.3.2 above. The debt repayment figures thus do not appear in the projectillll'>. 

Secondly, the two separate calculations regarding the output of the company a'> rda1c:J 
to the number of projected workers in the plan. requires further explanation. It was expla111c:ct 
to the Mission. during their visit. that it was planned to expand the workforce in the near fu1ure ~ 
so as to be able to satisfy the expected increase in production dem;rnd wh1.:-h should re'>ult fnin1 
implementing the company policy of mori: active)~ rnarke1ing 1t.'.> producb. 

The two labour considerations adopted in the analysis folkm mana_fement recommenda· 
tions and are labelled I) and 2) for which the des-:ripuon folio\.\ s: 

I) The present Jabour force 1s considered to remain static but through contrnuou-, 
training. will be able to achieve the increased producti\lt~ k\elS CU\ereJ 11' :111.· 
analysis; 

2) The labour force 1s projected to 11h:rease mer rhe .. :oming y~r in orJer co s<111,r~ 

the increa'>ed prod111.:ti\ it) kveh retJuireJ 111 the: pruJection:>. Ob\ iousl). 11!1~ ''iii 
involve an increased labour charge as 1nd1cated 111 the representation of rile 
scenarios. 

4.2.3 Observations concerning lhe scenarios considered 

The scenarios analysed in Appendix 15 and as described above. provide the follm\ lllg 
observations concerning the projected Protit/Loss accounts of SAIMMCO: 

Scenario A: Optimistic revenue projections 

In Scenario A: I, the situation is considered when the number of factory worker'> rc111a111' 
at the present level and production levels are considered as optimistic - they are, howe' er. at 
levels considerably lower than those predicted in the latest review mission undertaken in l 9Y-I 

by Baerez and Odeke (see the graph of comparati\e projected revenues in Appendix 15). 

This scenario indicates that profitabilit) will be achie' ed dunng the Jrd ~e.ir 01 

production (in the year 1997/ l 998) and that losse~ incum:d 111 the early yc<:lrs of produ1.:t1u11 11 1 i: 

be amply offset by profits during Year 5 ( 1990-2000J. 

" Zt 4P.¥l ·;::: 4. P. JJ?l~~@¥ 4 . .42_ WWW@&?!.4.JS.t ¢I #104. .;:z;ca.q;se;w.w<q&QAk Z .z& . t J4iez+ :;yt4i§«lft#W)llJ''"n.Y, ~~~, ·-
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I! is doubtiul !hat these optimistically high production levels could be ~chieved "1U1 .-.-.

present labour force. Increasing the labour force to meet these optimistic production k-.:i~ 

(Scenario A:.2) means that profitability can still be achieved during Year J ana all losses .::.-,o 
paid off during the 5th year of production ( 1990-2000). 

As these optimistic revenue projections are unlikely to be achieveJ in practice. 11 see.l1~ 
more realistic to consider the moderate µrojections included in the following scenario "8" 

Scenario B: Moderate revenue projections 

When assuming the more moderate projections in Scenario 8:1 and 8:2, the projecr~a 
profitability indicates the following: 

(i} If the workforce rema.ns at the same level as today, losses incurred in the earl! \ e.ir~ 
of production will be en~nrually offset by profits during Year 5 ( 1990-2000). 

(ii) By increasing the v.orkforce in Year 2, losse~ will occur until Year 3 ( 1997-'-1~1 J1l: • 

will only be offset by eq:ntual protits accu111ulatc:d up to Year 7 (2001-20021: 

Scenario C: Pessimistic ren~nue projections 

When assuming the pess1111istic projc:ctions for company perfonnance (Scenario'.'> C: I .. ~l: 

C:2), the pro_1ected protitabilit~ uf the factory indicates the following: 

(i) The company will make a loss over the first J years of prouuct1un 1f 1he \.\l)rl\J,>r~,· 

is maintained at the prc:scnt level (C: 1) - the~ lo-;ses wili be eventual I) Lllfsel h\ :r~c 
profits made up to Year 7 t200l-~00~): 

(ii) This scenario is croubling as 1f the labour forl."e 1s increased 10 111ee1 rhe:.~· .,,11 
produ.:-tion le\els. a marginal prptit LJnly appears during Yc-ar 4 and !he lus:-.es 111.:ic~·l; 

during the early years Llf produrnon \~111 only be offsec after 8 years of acll\ 1t!. 

Consideration of the above ProtiL Loss Scenarios concerning SAll\.lMCO suggc-sb :ile 
following commentaries by the Evaluation l\bssion: 

The optimi~ic production alld rHe11ue projectio11s are potentially aJtractfre to 

an investor during the privatisation process, ei·en 1/ it is found necessary to 
increase the number of workers on the shop floor (Scenarios A: l and A:2); 
these projections are still attractive for the moderale revenues projected in 
Scenario B:l where the workforce remains at present day levels. They become 
much less attractive for the remabiing scenarios whereby the workforce is 
increased (Scenario 8:2) or if factory revenues drop to the pessimistic ln·els 
i11dicaied in the examples for Scenarios C:l and C:2. 

It shouid be noted that Profit/Lo)~ Accounts only represent one aspect ul tt1e l:ur~e1i: 

situation and il is important to ~onsider other tinancial indicators. Indeed. further anal:-.1\ .\ .. , 
reques1eJ b: UNCDi during the tinal report preparation stage through .tn c-nwl 111c\),1~.: 

· W4U +fH *l · -'2 Wi?'\'fi\t ti JJ?hi2 tt ( ! (¢ OASQQi.\j itp4 ,,i Q $ . :;c: ucq: $WWW•.·'*~ we= n .• 1 z.waa.:q;zo . '"* :e;z *1'· .... 
I 

i 



70 PART B: [, aluatio11 
BA Project Effectin~m.·-. ... 

received during final preparation N. the draft report. This request was, in fact, outside rh~· 

original TOR's of the Mission b:.ic judged acceptable by the Team in order to reinforce thc 
message of the present report (see the Footnote to Appendix I concerning this amendment). The 
requested analysis is described b..:low. 

4.3 Evaluation of financial indicators 

Appendix 15 also presents che schedule for the financial indicators for the three different 
Scenarios A, B and C already cited in Section B.4.2 above. Based on these scenarios. two 
additional sub-scenarios have been introduced which consider lower values for the present net 
asset values for reasons which are explained in Section B.3.2 above and Section B.S.3.3 below. 
Comparative asset values of USh 1.518 million and USh 1.123 million have been included 111 

the scenarios, for which the calculations are shown in the notes to Appendix 15. 

The financial indicators shown in this analysis ~Appendix 15) are as folio\.\~: 

I) Net Present Value ( NPV) - using a discount rate of 7 % 

2) Internal Rate of Return (IRR) - the "imestor's" or "project" ;x)int Pl \II."'\~ 

3) Internal Rate of Return (lRREll - the "production manager's'" ptl1nt L1i° \le\'. 

4) Internal Rate of Return (IRRE2J - the "shareholders" point of\ ie\' 

5) Pay Back Period - the number of years to pay back the initial mvesuncn! l'llll.t\ 

The NPVs have been calculated based on a cash flow noc considering any JdH -.en 11..: 

either due to the onginal PRODOC concept of a "loan" or due to the investor ha\ 111g !Ll '>c1..·i-. 

credit to acquire SAIMMCO. Should accounting c\entually be made for debt se!\ ice. the :\ii'\, 
will be decreased due ro a reduced \alue in the .rnnual 12asl1 tlO\\ s. 

The calculat1L0 ns are based L'n a I 5 year cash tlm' thereby J'.)su1111ng rh..ir !hi.:' re\ .:11u1..· .11:d 
cost projections remain constant as from the l Orh : ea.r of operation. 

Attached in Appendix 15 dre further nores concerning interpretatzon of tl:c finanL:1;1! 
indicators outlined above. 

The financial indicaJors should not be used alone to de1ennine the commercial 
viabilily of the project, lww~ver the different values culculaled may be regarded 
as providing guidelines for a comparison Letweell the different project scenarios 
illustraled in the Appendix 15. 

4A Observations concerning the financial indicators 

As can be seen from the 3 scenarios presented (Optimistic. A: \toderare B: .111d 
Pessimistic. C). the NPV"s are posnive for cases A and Band thereby comm~rciall: .1...:ct:pt;ihk 
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They are negative and unacceptable for (ase C unless the 1n1llal asset value drops tu L Sh l. ~ ' 
million (see "Comments to the Schedule" :n Appendix 15). 

The calculatirm has been based on a discount rate of 7 3 considering a nationaJ 1ntere-,t 

rate level of 8- l J % and an inflation rate of around 6 % . 

The IRR values caJculated for the different scenarios range from 15 % down to only 5 
%. These show that SAIMMCO can provide either a relatively attractive (15 %) or only a low 
return (5 % ) compared to other investment opportunities. 

The calculated values of IRREI and IRRE2 are different to those of the IRR due to the 
use of other cash flows, plus the introduction of additional equity capital as explained in the 
notes supplied in Appendix 15 for the interpretation of the financial indicators. 

The Pay Back Periods for the various possibili:!es analyS<!d vary from 6 to I J years anJ 
in the different cases indicate either relatively or excessively long periods for repayment of the 
initial investment outlay, all depending upon the different scenarios considered. 

When calculating the sPme of the-,e tinancial indicators. the project loob rclat1\ L"h 
attractive from the investors po1m ol \ 1cv.. 

It is the opinion of tlu .Hission 1/wt 1/ a realistic market m/ue of the preselll 
SAIMMCO assets be estimaJed al a le~·el of USJi J, 123 million (US$ 1 million) 
then for eilher Scenan·o~· A or B, 1he company should proi·e reasobaly attractire 
during the e~·e111ual prfra1isatio11 process. It is much less attractfre for 
acquisition should e1·e11tua/ plant rerenues only rise to the /e1·e/s sho•rn i11 the 
"pessimistic" forecast C. 

' 
1 
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5 CRITICAL ISStES 

5.1 Ensuring prolitability of the enterprise 

PART B: Evaluation 
B.5 Critical lssut'' 

The present project has permitted the re-establishment of an important support service 
industry in North E.astem Uganda, equipped to undertake a wide range of engineering 
construction and repair casks. As such. it is unique in the region and its location in the centre 
of a major agricultural production area which traditionally uses draft animals, was chosen to be 
accessible both to the farmers and the local agro-processing ·industries. Production to date has 
also highlighted a market for engineering services in sectors other than agricultural develop:111.'lll. 
principally rural and urban development programmes. 

During initial project design and the tinal preparations for project execuuon. difticult: 
and uncertainty were encountered in predicting the possible future market for plant product~ 
Although originally conceived to produce important quantities of draft animal eq1•ipment. spare 
parts and hammer mills, che first year of plant production has reveak.J that chis market 1s stili .. 
weak. A number of reasons have been highlighted for this situation (see Section B.1.6) arnong-.: 
which perhaps the most important is the feeble purchasing power of individual farmer:.. 

A number of aid organisarions a:id NGO's are Stn\ ing to redress this situauon. prln 1d111; 

partial grants and credits to recognisec farmer groups. so allowing them more read:- .. ~\.·L·I.'.,., t,· 

agricultural equipment. It seems likel: in the near future that this potential marh.et lti~ 

SAIMMCO products will become incrc .. rnngl~ more important. 

Whilst this aspect of the market for plant sci' il..'.es has proved disappointing 10 dat..:. 1111.: 

market for engineering services has b~n more dynamic and close to the predictions madt'. duri11~ 
tlie latest UNCDF reviev. mission in 199~. However. these specialist services rel! hea\11: upt11~ 
the technical expertise v.ithin the co.npany which has been notably improved through 1nten~1\ ~· 
on-the-job training but v. ill on!·· have recei\ed a total of 21 months of technical assistance 01~ 

the shop floor by the time the proje.:t terminates on JI January 1997 (36 months \\._·re ur1g111..1ll~ 
planned for this vital training component). 

The long term objective of the project is to ensure that a pro ti table enterprise 1 ~ 

established. This clearly relies heavily upon an effecti\e marketing strategy and thi-. ha::. been 
discussed in detail in Section 8.1.6.2. The strategy proposed by the Marketing Consultan1 1~ 

altached in Appendix 16. II is the vie" of the Evaluation Mission 1hat profitability will also rel~ 
on effectively marketing the engineering services of the company and for this reason, the 
Mission considers that additional 1echnical assistance for on-the-job !raining is essential before 
staff will be fully equipped co tackle chis type of work independently. An additional marketing 
consultancy input is also suggested before project termination in order to fol1 1y.1. -up and tin..:-tunc' 
the strategy already proposed. 

Thus, from this point of ~·iew. the .\lission considers that a modest addi1io11al 
project input of tedrnical assistunce wi/l lwn· a slgnifiw11t effec:t 11po11 tilt: final 
results of the project. 
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5.2 Achieving maximum economic benefit 

PART 8: £,:·'-;atiu11 

B.5 Critic<.11 :1isue~ 

Unfortunately, following thi.: measures indicated in Section 5.1 above is not compatible 
with achieving maximum economic benefit fro1r. the project. fl will be re.called that privatisation 
only became part of the overall strategy of the project quite late in the day. The original 
intention was merely to achieve profitability and for the GoU to purchase appropriate numbers 
of shares when this was the case. The situation now and as project termination approaches. 1~ 
quite different and the aspiration is to sell the enterprise to the private sector. 

With this end in view, there is a clear conflict of interest. As has already been explained 
above in Section 8.3.1, maximum economic benefit from the privatisation process will be 
obtained by selling the enterprise as soon as possible and before the assets suffer any addition<tl 
depreciation in value. This will then yield maximum funds for the Divestiture Fund. 

This is clearly the most critical issue to be resolved al the present time a11d the 
Evaluation Mission maintains its stance, as supported by the evidence presented 
throughout this report, t':aI it would be more logical to strive to allain 
profitability al the expense of maximum economic benefll. 

With these points in mind. \Jnous considerations relating 10 the privat1~11011 s1ratcg: \\iii 

now be analysed in grealer de1ail. 

5.3 Consideration of the options for industrial privatization strategies 

5.3. l Introduction 

There are se\eral charac1erist11.:s ot' the present privati~HiLlll pl,ws tor S . .\L\tr-.tcu \\ h1L·i1 
should be noted and duh considen:<l: 

l) SAIMMCO is still at J. rela1ivel:. early operational stage. not : et ha\ 111g re<lL'hed 
a "normal" pro<lL11.:lidn ~ituatwn. 

2) SAif\tMCO has. for th!:! last 16 months. i:!xpericnced low sales figures and has 11p1 

been able to generate any proli1s: 
J) Projected ~Jes tigures seem to be very dependant on an i rKreased marketing 

effon and un a recovery in !he local and nationa.! economy: 
4) SAIMMCO is curre1.tly facing a large outstanding debt (according to the Project 

Agreements) which •nakes it difficult to generate future financial reserves: 
5) SAIMMCO has recently been rehabilitated and the high qualit) of the machrnery 

and equipment installed. together with adequate buildings implies that there will 
be no need for further restructuring or re-equipping of the factory in the medium 
future. 

With these characteris1ics 1n mind. the following issues should be considered in cht: ligtit 
of privatisation . 

.. . . ..... 
. ,. 
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S.J . .:. .\lethods and issue~ concerning Privatisation 

PART B: E\·aluatio11 
8.5 Critical Issue-. 

There exist various options as to how the privatisauon should be carried out and so111c: 
or tnese are summarised bdow, the issues being highlighted with particular reference co the 
situation concerning SAIMMCO: 

1) Public offering; 

2) Private placement; 

3) Level of Government ownership. 

A founh and "interim" option preferred by the faaluation Mission will be described 111 

more detail below in Section 8.5 . .J and concerns postponing the privatisation pro\.:e~' 

temporarily, so permitting ·he workshop to be tirm~y established as a profitable organisation a~ 
originally conceived in the PRODOCs. The icerim measures suggested invo!l.e either a Lea~e 
or preferabl~·. a Management Contract Agreement. 

5.3.2.1 Public offering 

In general. Public offering requires that: 

(i) the company be a sizeable going coni.:ern "1th a reawnabk e<irntng!> r-.:..:on.J ,>r 

po1ential; 

(1i) a compklc dossier of tinai:~'ial. managemem and other information i~ a\JJl,ibk. 

(iii) there is discernible Jiquidi:: in the local marker: and 

(iv) eilher the equity markeb are developed or there 1s some structured mechanJ)lll 111 

reach and .1rtracr the genc;.:l in\'esting publ1'--

The main advantages of publi..: or:·erings are th.11 the~ permit widespread sharelwld111g. 
allow the broader resources of the gen ... ral invest111g publi..: to be targeted. and are norrnalh 
characterized by openness and rransparei . ..:y. 

Where widesprt:4d share ownership is desi~ed. public ottering should be the pret'crreu 
method for privatisation. however. the absence of financial markets in Uganda and tl11.· 
concentration of domestic private capital and 1echnical expertise may not permit a publ1'
offering. 

Presently. there are no appropriate financial market facili1ies in Uganda and hence ill• 

equity market in the sense of a public st<X':k exchange. Ho" ever. consideration regarding :,u.;, 

facilities in Uganda has been going 011 for the last year. and national econom1.: indicator~ ~u._: 
as the rate of inflation (6- 7%) and the le\ el ot interest rate::. 1 8- U % J are favourable i.:011J1tH11h. 

Without strong equity markets. public offerings wili not generate muc:: response unk~, 
mechanisms are devised chat allow the general inve;).ing public to be reached 
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In a public offering, the net worth of the company wiH be taken as a reference value. ::-_· 
may not be determinant since the public as an investor is principally interested in the ean11I~~, 
value of the shares and in possible capital gains. Public offering does not appear ro be a viab,e 
alternative in the case of the privatisation of SAIMMC8. 

ln contrast, when a private placement is envisaged, the net worth of the company 111.a:
become a preponderant element. This will be described below. 

5.3.2.2 Private placement 

In a private placement, the Government selb all or part of its shareholding to a pre
identified single purchaser or group of investors. The transaction cau take various forms su..::h 
as through the direct acquisition by anot!"ier corporate entity or a private placement 1arge1in~ -.: 
specific group of investors. 

The procedures for a pri"ate placement can be handled in a variety of ways and d 

common one is through a full compet!!i\e process involving pre-qualification of bidders an-! • 
another is through direct negotiation '"ith procedures for identifying potential buyer~. 'A he~' 
deciding whether to transfer ownership of the shares. the Government will look ar the purchas1r.=' 
rarty · s general business reputation and activi ries. tinancial strength. record of performa1Ke. c·, 

A privale p/aceme111 is rlze preferred me1/10d i11 rile SAIJIJICO case as IIU! 

company is presently showing "weak" perfonnance and is in need of a strong 
owner(s) ·~·ith relernnt teclznical, fi11ancial, commercial and other expen·ence. 

It may also be the only feasible alternative Ill the absence of a developed equitie~ 1nar\._c: 
and where no mechanism can be develo~d for reaching the general public. 

One of the principal advan!ages of a private placement is that the prospe\.·u1,e owner ;, 
kno'"n in advance and ~.-an be evaluat~d and. if appropriate. selected on the ba')1s ,,f ll1s <ihrli::
to contribute a number ot' benetits .,;uch as management aperllse. technical c:\[k'rtI'>e. 111.ni...:: 
access. etc. 

In addition, the private placement permits all the required flexibility to L'On..:lu<.le speCi<l: 
arrangements with a suitable purchaS<!r. who. despite the present pl:rforrnance or SAIM~lCU. 
might see that a special synergy exists (market share, technology for specia; manufactunn:;'. 
etc.). 

In the particular case of SAIMMCO. and with due respect to the original pro_1n:t 
objectives. it will also be important to ensure that the buyer acquiring SAIMMCO \\Ill nut J,, 
so with a view to dismantling the workshop and to S<:lling off the assets. 

The private placement is alsn a much simpler 1-1rocess in terms of d1s.:·10-.,Lre and oth:

legal requirements. than is a public offering. 

;.s AQP .! lt.St;!C AP,.C44+if 4 'f ,if;: k!QJIYJC!4@.Gfl(q;;;;;:e:cn::: pa A ;;:cwe;csp )Jtt\j ¥ z Q $( , ;cz_Q4i ,:;.,; ¥44% 4 ; . JSf&=t 
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5.3 • .2.3 Level of Go\·ernment ownership 

PART B: E\·aluatio11 
B.5 Critical l.\o;,ue~ 

The issue of lhe future Governmenc participation in lhe management of SAIMJ\tCU ha~ 
still co be decided. However, the Evaluation Mission believe that it is the intention of lhe 
Privatization Unit to suggest a full privatisation of SAIMMCO without Government participalion. 

Often, a partial privatisation with continuing Government shareholdings and participalion. 
is viewed unfavourably by private investors and in general, potential investors will not accept 
more than a relatively low and maximum level of Government shareholdings. 

5.3.3 Pricing of SAIMMCO 

Pricing a share issue is always a difficult matter of judgement, especially when the 
company's shares have not been traded before or where there are no directly comparable 
companies, such as is the case \vith SAIMMCO. 

Several factors may affect the pricing and it is necessary to identify the existence Jnd 
impact of these factors. One is potential market response. a key determinant being particularly ~ 
the level of investor interest and the a\ailability of finan..:ial resources. The profit record 1~ 
another key determinant of the value of ti1e company. 

The practices such as us:ng exact boo!\ values. assessing. the net asset values. cakul<it111~ 
the total investment representing the init1.:I asset value. or discounting historical profits. are nu; 
usually adequate. Other more flexible methods such as disrnunted cash flow techniques .ire :::u:c' 
appropriate since these are based on forecasts of future perfonnance and expectations ~11 ft..turc.· 
earnings and are beuer able to capture the \ariety of different factors that valuation shlwlJ <JJ..c' 
into account. These factors include the face that the value of machinery and buildings should tJJ..c 
into account that this is now to be regaraed as second hand with a considerable discount to che 
initital asset value. This implies that the "realistic" \alue will not be the same as the booJ... net 
asset value. 

5A Lease and ~lanagement Contracts 

5.4.1 Introduction 

A preferred interim measure recommended by the E\'aluation Mission. consists nr' eHllcr 
a Lease or preferably. a Management Contract signed with an appropriate and imeresled Thm.1 
Party (which could be a private investor. a bi-lateral aid agenc~ or an NGO). The 111tricac1e~ ul 
such possible arrangements are described below: 

5.4.2 Lease and Management Contracts 

Both Leases and Management Contracts are arrangements whereby private ~..:tor 

management. technology and/or skills are provided under contract to state owned enterpn~~ nr 
in respect of state-ov..ned assets for an agreed period and -:-ompensation. 

·~·-... j 
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Whilst there is normally no transfer of ownership and thereby no divL_;titure L>f ~lal1.: 

assets. these arrangements can be used to "pri\atise" management and operations and therdH 
possibly increase the efficiency and effective 11se of state assets. 

Although sometimes regarded as an intermediate seep towards full privatisation. kases 
and management contracts are more often uSc!d as temporary measures. for example. to return 
a state owned enterprise to an acceptable level of operational productivity and profitability. 

Leases and management contracts are the principal methods of privatisation of an activity 
in situations where privatisation of the ownership of the assets is not appropriate as an immediate 
solution. However, both offer advantages which may in certain cases make their application 
preferable to other methods of privatisation. The lease may also be used as an intermediate 
solution aimed at making a subsequent sale possible. Similarly. the management contract ma) 
also be an intermediate solution in turning a company around for subsequent privatisation ur 
ownership. 

Unlike in a Lease situation, if a com~ny is merely in need of a short-term injec1iu11 ur 
management and technical assistance to restc•re it to protitabilicy. a Management Co1HraL'l 1111g.h1 
be the appropriate alternative, and the prin..:1pal issue will be the actual reliability. sk.tlh .111d 
seriousness of the Management Contractor. 

5 . .i.3.1 Leasing Contracts 

The private operator kases as~ets L'~ r°Jcll1tie~ O\\.-lled b) the Go\ernrnent anJ u~t:~ tlic:i:. 
to conduct business on its own ac1.:ount. The Lea~e ~ets forth the te~ms and cont;lltlHb L111d-.·; 
which the Lease may operate these assets J.Jld facilities, the compensation that muse be p.11d il' 

the state. and the respective responsibilllies of the parties. The key feature of <1 Le~t~l· 

arrangement is that the Lessee assumes the lull commercial risk for operating the a~set~. 111 
addition co the Lease payment. che Lessee 1s normally obliged to maintain and rep.i1r rile a~~ch 
in use C1r to share in that cost in accordac~-e with an agreed schedule. 

Unlike the Management Contractc•r. which assumes no tinanc;at respon,·bilit) for tile 
company's operations. the Lessee suffers ~irect financial repercussions if it fails to use the lea~etl 
assets or facilities in an efticient ma?rner .ind 10 ensure effective management. 

Under a Lease. the Lessee hires irs personnel. The Lessee may hire existing per~u1111l·· 

and integrate them into its own work force. but in doing so would exercise complere freedll1 
of choice. Under a Management Contra.:-t, 1he ~·onrractor may have wide powers o•er e\1~t111 
personnel, but they would still remain as employees of the company. 

Another distinguishing feature L''.. a Lease is that the Lessee has unfettered control tn, 
the operations of the assets or faci Ii ties. ,, hilsr the Management Contractor has on I: that '"·t11H 1 

and authority specifically granted unde~ 1he contract. 

In leasi'1g assets. the go,ern::~~nc,ov.ncr might rel1e\e itself of 111111:eJ1,.ire r:r'.1n, 
burdens but it has to build sufficient s:::·eguards into the Lease to ensure that a '1ahle .1 ud 11. 
is returned at the end of the Lease. T~1s problem does not exist with a Management Cunt:. 

4M.S: . (4>. . •. • f.. s::• 
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because the asset cwner is financially responsible for the upkeep of the assets during the cu11tra1.:l 

period. 

5.4.3.2 :\fanagemenl Contract 

The Management Contractor assumes responsibility under a rnntract to manage the.> 
comp<lny for compensation. Unlike other arrangements providing for management services or 
technical assistance, the management group is given full management control and the authority 
to manage. 

Whereas the Lessee pays the owner of the assets for the use of the facilities. a 
Management Contractor is paid by the government or by the company itself for its management 
and/or technical assistance. Whilst the contractor might be given extensive managemenr powt>r~ 
c.nd operational control, it has no financial exposure and receives its fee regardle.1>s of the 
profitability of the company. 

The government and presenl owner of the company assets is not relieved of any financiJ .. 
burden and. in fact, takes on a higher short-1erm burden in rhe form of the management fee. Th;: 
advantage of this arrangement is. however, that ownership is retained, a defined degree l': 
conrrol is maintained, and a high level of management and technical assistance is injecred 111:. 1 

rhe company. enhancing its overall efficiency and profitability. 

5..&.3.3 Leases Procedures 

There are no standard procedures for Lease arrangeme111s. and they are therefore b;:< 
discussed by reference to actual cases. The main underlying features are normally tile 1.·011d~., 

of rhe business by the Lessee. 1n 1rs o\.\n name. rhe right w u~e specified faclitt1e~ for a ri,,·, 
period and the obligauon to pay the O\.\ner a fee for use of the production fac1litie~. V<mati,~,, 

may include the level of tinanc1al comnbut1~.1n by the kssee. performance bonds. maintena:.,, 
obligations. duration ere. 

5.4.3.4 Management Contract Procedures 

Several factors will iniluence the design and srructuring of a Management CorEr.1 .. 
::rrangement. A clear agreement must exist on the intended objectives of the manageme111 ni., 

and the degree of authority and cont~ol to be vested in the prospective manager. A Manage111L .. 
Contracr should include three main features: 

I) charges for rhe provision of the management company's personnel in acrnru.11 
with agreed formulae. including a small profit element. 

~) agreement concerning reimbursable costs. and 
3) incentive paymt!nts linked 10 profir.s. production or other appropriate formul .. 

There are no standard term~ tor Management Contracts but if the mana~emetlt (l' ·:" 

makes no investment which it needs tt1 re ... ·o\er l1\er a longer duration. a con1ra..:: cmerin~ 
to five years is con~idered as normal. depending upon the ~cale and comple\I!_\ 0f cl!e 11;,·" 

faced . 
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The Evalualion .\lission suggest thal a .Ha11ageme111 Contract will be the 
most appropriate solution for SAl.U.itCO as a11 intennediale step before 
the pwnned priratisaJio11 takes place. This will enable fulfilme11t of the 
technical and ma11ageme11t assistaflce inputs as originally proposed in the 
Project agreements. 

5.5 Sustainability and replicability of the project 

The sustainability of the project will depend upon the eventual success concerning 
marketing the strategies adopted. This has already been referred to in Section B.1.6 and 8.5.1. 
The workshop cannot be judged sustainable until its future profitability is ensured and 111 rhe 
view of the Evaluation Mission. this also implies chat the presenr ner asser \afue slwulJ be" 
revalued. 

Sustainability will also depend heavil} upon the resulb ul !he" pri\at1sallun pru1.:es~ .uiu 
ttie manner in which this is e\ entually guided. The privatisation srracegy has been analyseu 111 
Seciion B.1.6. and in greater detail in Sections B.3 . .i and 8.5.3. 

Sustainabilily of the project i!; more likely to be ensured, in the opinion of the 
Emlualion Jlission, 1/ a .Ha11agement C 011tract is first arra11ged plior to 
pn.l'alisalion. 

The replicabi\iry of rhe project in the Ugandan ..:ontexr v. ill al'>O depend upon rhe I.'\ c>1ltu;1i 
results of rhe pri\atisat1on proL·ess. The C"Jntlict of 1nceresrs 111 .ichie\ ing prutitabiliry. \\ h1hc .:hL' 
obraining maximum economii..: benefit to rhe GL1l· r"w1n rile tJri,.it:s.acion proce~~- l1a\c '.1.:e: 
described in detaJl in Section B.3.1 and it is the opinion Llf the baluation ~1issiun thac che-,~· 

objec!i\eS nMy not both be a..:-:i..1111plished ~111wltaneL1usly and \\Ith equal sarisfacuon. FrLrn1 th1' 
point of view. It is doubtful if the projecr )i1uuld be 1uJged a~ being "replicable" \\ 1th111 che 
present economic and political climate of the ..:L1un'.~\ 

This negarive obser.at1on must hov.e\ er be placed in ..:L1ntex: as the present report h•t~ 

a!lempted to highlight the man;. positi\'e re~ulrs a..:hte\ed during proJe..:t implemenration. lnlleed. 
the Evaluation \fission considers that tl-ie proJecr has been \er_:.. su..:cessful. The questiL1n LlT 
replicabil1ty will rherefore be referred tn again helL1\\ 111 ~ection 8. 

--~*>~H·~-....... ...__.r.~ ...................... ~.-.~·~~--....... ~µ~·-M-• ........ .._~--,,._~Q-•M-·~·~---~n~ ......... ~~~~~~-~M~,-+-•~· ....... ~~1--~y----A-~~·~-.. ~-~.-~~~ . 
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6. FINDINGS 

6 FINDINGS 

PART B: Evaluarion 
8.6 Finding:-. 

I) The Mission notes that there was a 10 month delay in the projected date for handover lit' 
the reconstructed workshop buildings which has resulted in a reducnon of the time spent 
providing cechr.ical assistance on the shop floor from the 36 months foreseen in thL' 
PRODOCs to a total or only 21 months . .:akula1ed up until :he normal pro1t'L°l 
termination date of 31 January 1997. 

2) The Mission notes the generally satisfactory performance b) all the partners con.:ernt.'ll 
in the project which overall. is felt to have been successful: UNCDF. UNDP. UNIIJO. 
the GoU and the 1 mplemencation contractor. 

However, they consider that when doubts concc-rnrng rhe project's '-:ability con'.inueJ 111 
be expressed, it 1.1. ould ha\ e been preferable to resolve this issue before implementarion 
commenced. As this was not done. it would certainly ha\e bec-n p:-er'erable to maintain 
the implementation contra.:cor fully informed of de\elopments and ro have g1•en pn1n 
warning before the :.:mporary stoppage of invc-stment activities was decided upo11. 

In addition, it wa., noted that GoU participation could have been im;:iroved to the ben~:lit 
ol all parries con .. :erned. 

J) The Mission note' that It :night ha•e been possible to effect cost :.avings in the -.:1\ ii 
works had alternative designs anrl construction methods been ad\.-ipted. The building 
eventually constructed "as over-budget and has resulted in a higher level of the in1!1!;1i 

investment than might otherwi~e have resulted. 

4) The Mission notes that the spending on both c-quipment and raw ;;~aterials was undcr
budget. Savings on equipment spending are mainly altributed to the judicious choice ot 
equipment and innovati'. e renovation procedures undertaken b;. the i mplementatitin 
contractor. 

5) The Mission recorded various imprecisions in the elaboracion or the PRODOCs bur 
recognises that project formulation procedures have undergone major changes since the~l." 
documents were ;:m!pared. 

6) The Mission notes that the ~i!uation ol the rural art1-,.111s 111 the pro =~·t area seems 11~·\.:' 

to have been considered e:ther at the project formulauon or 1111ple:--.entation stage-, 
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B.6 ! ... din:!' 

7) The Mission observed chac the SAIMMCO produ('f range. although based on known..,~,: 
"traditional" designs fr1r chis region. has been subJcXC to development mod1ficat1(1n::, \\h.,: 
has improved produce reliability, quality. efficiency and ease of use. SAIMMCO prodL,'.' 
are well appreciated by those end-users interviewed during the mission. 

8) The Mission noted that sales of agricultural implements by SAIMMCO to individ .. ai 
farmers have so far been disappointing but feels that overall demand will increase in me 
near future, strongly influenced by purchases through aid organisations and NGO's where 
product quality rather than price is generally considered of paramount importance. 

9) The Mission supports the marketing strategy adopted by SAIMMCO but feels a more 
aggressive approach is needed to put it into effect. In particular. it was obser.·ed ;;.i: 

improved links should be est..1blished between SAIMMCO and the Government exte1h•u1~ 
services and also wich MAGRIC (Uganda) Ltd and its existing marketing network. 

10) Because of the importance of the market for SAIMMCO engineering service<; alre,,J, 
experienced during the tirsc 16 momhs of plane operation. the Mission judge'> 1r .:ru, :,, ' 
that the company continues to develo'.1 its Cl1n11nercial relationships wllh the a~~\·

processing industry. 

11) The Mission n0ted the satisfactory organization and management of planr act1\1t:c, ,,, 
demonstrated by the high qua.lily of work under.aken. It noted however that much o· · , 
light engineering '>er.·ice work is still hea1.ily dcpendanl upl'l1 tile technical npl.:'rth 
the sub-contractor. 

Although senior management style had been des.:ribed as "unusual". it had cena1nl: ::icc:
effecti'e in provid;ng strong leadership and ensuring that both safety and work ~talll!"~l'., 
were maintained. 

12) The Mission co11,1Jers that further encouragenienc ~lwuld be gi\ell to SAL\l.\ICU , ,, 
to develop their O\I. n represencational structure 

13) The Mission concludes chat there has certainly been an impact of the project on the ;>1.i: 

employees and their families and also on the surrounli:ng community. Whilst th1~ m.i:. 
only be judged \cry ~ubjectively and beneficiaries may not even be aware of the bencfir:. 
the impact is certainly positive. 

14) The impacl to date on land use and farmer li,e!ihood in the project region remain~ \cr:. 
limited due to •he low level of agricultural implement sales so far achieved. The potent1 ... 
for major impact in the medium term remains substantial and could 111 rl uence : :·, 
exploitation of major pans of the arable land \I. hi ch presently remains unculu" a tell u c. _ 
to a lack of available farm power. 

15) The !'.lission recPgn1ses that an impa(.:, of a ~,x:1al rather man an econo111:,- 11.1tur..: .. 
been achie\ed Ill Sorotl [<lWfl through some- or rhc- lll)ll-a;?ri(LJltural cn~::iecrin; .. 
service activities of SAIMMCO. This is Judged 10 lie within !he terms o! m.tnd.1:,: 
UNCDF funded pro3ects. 

---·~;;;;p,.q;z if. 
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The Mission notes a posit1\e impact of the project on the rural life of women a11 ... 
children which. although limited to date, will be:::ome progressively more noticeable a::
the distribution of SAIMMCO products expands. 

17) The Mission observes a conflict of interest between !he more socially based objectiwc
of locating the plant in Soroti and assisting it to become fully profitable and those of .;. 
strictly economic nature whereby privatisation should be sought as soon as possible ir: 
order to gain maximum value through the sale of plant assets and the comparn 
reputation. 

The Mission supports the more social objectives and was clearly briefed by both the Gol 
and the funding agencies chat this also concurred wich their view. 

18) Supporting efforts to more fully achieve these more socially based objectives an~ 
considering that only 21 months of shop floor technical assistance will have! beer. 
provided up until the projected project terminacion dace, the Mission holds the firm vie\~ , 
chat additional technical support ~hould be given to further raise staff skills leH:b. c, 
increase plant productivity and to give Sr\ll\1MCO a chance to more fully capture ti~~ 

potential markel. This could comeniencly be arranged by detirnr~ a ~tanageme:" 
Contract for an appropriate pc?riod and before che privatisation process is compkced. 

19) The Mission con.,1Jers chat the prn1ecc design was rc:al1:s!k' 111 adequately recognising rh-. 
more socially based jus!lti<.:.won for the re-escabbhmerH of the 1,.1,orkshop 111 Sorot1. i· 
was not realistic 111 expecting thac this could be accomplished whilst simultaneou-,:. 
achieving the h1ghc:st commercial price for the factory through the pri' atisation pnKes:--. 
nor in realimcally provid111g for this prtX'ess. This ts hardly surprising as lu 
privatisation only became an objecti\,,: well after che PRODOCs had already been sig.neJ 

In order co ensur7 that the more socially based objectives are maintained mer Ci'.~ 

medium to long ter111. tt ts suggested that suitable arrange111ents and conditions be appliec.. 
during the ewniut;il pmati~tior process. 

20) The Mission notes that despite v<lnous modifications to projected production levels l': 
SAIMMCO during project preparation and to the equipment and raw materials requireL 
to these ends. rhe total L':"\CDF investme111 as originally pro1ected has only bee:· 
moderately reduced. 

The Mission also notes that the book value of the present asset value. in the light t•'. 

privatisation, hardly reflects current assets: the civil v.orks went O\er-budget and tile' 

equipment, although new. should now be considered as only second-hand. The currer" 
asset value is 1hus probabl) "ell belo\l. the p1esent book. value. 

21) The Mission noted the orig1n;,;Jy pro1ected production re' enues forecast rn tne PRODUl 
and considered th(.' re\rsed p~L1Jections made b~ 1he !994 L NCDF re,te\~ mission. B<t..,-.:~ 

on discussion::. \\llh proJe(:t :11an<1ge111ent .rnd taking a::. .i baseline. the tigure'> obt.1111c, 

during the first year of ful; production. three further (and reduced) scenarios \\e~;: 
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analysed in detail. In the Mission's \icw. these now represent the late<ol "optim1st1L·" 
"moderateft and "pessimistic" revenue iorecasrs. 

22) A total of 6 possibilities have been presemeo !or consideration but the Mission has 
declined to draw any definitive conclusions. It does hou1ever observe that: 

i) The optimistic revenue projections are potentially attractive to an investor durin'' 
the privatisation process, even if it is found necessary to increase the number of 
workers on the shop floor (Scenarios A: I and A:2); 

ii) these projections are still anractive for the moder:-tc re\enues projected in 
Scenario B: I where the workforce remains at present day levels; 

iii) They become less attractive for the remaining scenarios whereby revenues are 
moderate and the workforce is increased (Scenario 8:2) or if factory revenues 
drop to the pessimistic levels indicated in the examples for Scenarios C: I and ' 
C:2. 

23) The Mission was requested to underrake an addll!onal analysis concerning tina111.:1;ti 
indicators. This analysis presents tl1e results from ..i total of 9 poss1bk scenario'>. Th1..'\1..· 
highlight the follo\\.ing aspects. 

i) If "1 realistic market value of the present SAil\tMCO assets be estimated at a k\ci 
of L;Sh l.123 million !USS l million) then for either the Optimistic Scenario .\ 
or the f\toderate Scenario B. the n.1111pa11 y shou Id prove r~sonabl y attra1..·11 \ e 
dunng the eventual privatisalll)fl process. 

ii) It is much less am~ctive tor ac4u1s1110n should e\entual plan• re\enues unly fl\L' 

to the le\ds shown in the "pes~1m1st1c" foreL·a~t C . 
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7. RECOMMENDATIONS 

7 RECO~ENDA TIONS 

Based on the findings indicated in Section 6. the Mission proposes that the following 
recommendations should be duly considered by the partners concerned: 

I) The mission recommends that the more social aspects of the project design should tal\c 
priority for accomplishment ove:- those of a more economic nature and which are mort: 
directly concerned with the financial :nechanism for privatisation. As such. the Miss1l111 , 
proposes the following recomme;.dat1ons: 

i) That the projected J6 mor.ihs of technical assistance on the shop tloor .1s prnpo.., ... ·l: 
in the Project Agreement:>. should be accomplished to the degree JX>Ss1ble. Th.: 
Mission therefore recomnends that the General ~lanager be maintained 111 pt'~' 

at least untd Januar;. J9ws and preferabh until April 1998. 

This additional input imL1hes only a \ery moderate cost and should -.er.e tl' 

further raise the level of staff skills. increase plant productmty and to further 
guide SAIM~fCO toward~ capturing the potential market share which tile !\liss1l111 
judges to exist. 

With such an input. th__. ;econd and fourth 1mrnedia1e pro1c:ct 1.1b_1ec11' e., ur 
"establish111g 1mpro' -:-d --·.c.;1.1h1!1t1es 111 prou;_,.:t1un ;:ianagement. rep.11r. 111,11ntt·n
ance. quality control ar.d design adapt1\.1n" and "estahlish1ng .1 111arl\et1;1~ 

mechanism including prl~;:>er feedback inw the production programme of tile· 
~orkshop" v.ill be more f:;lly accomplished. 

ii) It is recommended that this additional technical a~istance could be convenient!\ 
arranged through a J\·fanagement Contract and could possibly be funded by .in 
interested donor. 

iii) That the privatisation process be postponed unri: after the termination of ct1e 
Management Contract. 

iv) That the pri,atisation ')trJ.:~gy to be e'enru~ly adoJted in 1he ca~e of S:\l~!!\ICU 
be carefully considered as a "special case" Cly Go,~rnment au.i1onue~. It l'i no1c1.: 
that the mission of the ?matisauon Cor.:>ultan: ha.:. not yet exp1reu ,111d rl~.: 

opportunity ~emains :o in~ L1rporate son~e o:· :he ITit're social aspects :-ela1eJ tll u~ .. · 
privatisation issue into t:-:e eventual pnxedure <:.:!opted. It I'> stron~ 1:-- rcco11> 
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mended that those Gol· partners who have been most directly involved in pw ;:..:\ 
implementation to date. be also included in these deliberations. 

2) It is recommende.d that a more aggressive marketing activity be undertaken. In this 
context, the following recommendations should be considered: 

i) Whilst fullv supporting the strategy which has been adopted by SAIMMCO. the 
Mission recommends that improved links be established between the company and 
Government extension services, particularly those of the MAAIF. 

ii) It also recommends that links with the national distributor selected as a panner 
be reinforced and that a suitable and more extensi\e distribution of sales litera1c;re 
be ensured. 

iii) It further recomm..!nds that the company continues to develop its commerdal 
relationships with the agro-processing industry. particularly the cotton sector 

iv) It finally reco111111end::. that a third and tinal 1111ss1on be lffga111sed for :JO\.' 

Markeling Consultant tl1 follow up previou~ v.ork .rnd to tine-tune the marke:.1'~ 
mateg~ presently be.nE put into operation by the l'.ompany. 
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8. POLICY LESSONS LEARNT 

8 POLICY LESSONS LEARNT 

8.1 Privatisation and poverty alleviation 

The present project has highlightt:d the difficulty of achieving success from both a srn.:ial 
and strictly economic point ol ~ iew. Perhaps this might have ~n averted if the full pri' atisation 
process which will eventually be enacted had been foreseen al the time of project formulation. 
As this was not the case. remedial measures have become necessary and form the subject of the 4 

firsc group of Recommendations outlined above. 

The Mission has been requested (see their TOR"s. Appendix I) to balance the priurit1e., 
of privatization and povert) rt!duction in l':-.ICDF funded prn_1ects. The Mission hopes that ,t 

clear distinction has been made during the discussions presented in Section B.3.1 ...._here these 
conflicting issues \I.ere highlighted as they relate to the present project. The l\!1ss11Jn 1.:karl: 
staled that the social issues should be iully considered during the privati-.ation prcx:ess. It \l.t:llt 
on to comment that it fully su~~porred the social :nrentwns of Ul"iCUF in funding tilt: 
reconstruction of this important regionally based production facility in Soro11. 

So why is there a conflict of interest? In the ~1iss11..1n 's vie...._. this ongin.ues fwrn 
attempting to undertake a global "all cases to be included" pri\atisation process "hen in reality. 
each and every case most probably will merit special consideration. Such is the case of chi'> 
project and such is the case of several other public utilities presently being privati~ed 111 Uganda 
and which are the subject of intense (and often highly critical1 rnmment from the llx:al press. 

Clearly, it is not possible to considc>r c-ach and ever~ .:ase of privatisation of a publ11..· 
utility before the process proceeds. HO\\c.'\er. there are several classes of utiltue.., which 1110'>£ 

probably merit special attention. A "project" reconstructed mulu-purpose workshop in a strateg11.: 
agric11ltural development region must surely merit more than casual treatment. Had such a 
situation been envisaged at the time of project formulation, it is likely that a corresponding plan 
of action would have been prepared at that stage. 

8.2 Socio-economic impact as related to the privatisation of a supply resource 

The impact of the present proje.:r a::. vbserved du:-ing tt:e mission has been po..,111ve fw111 
all aspects considered but limited d\le to the low mark.et ~ far reached b~ SAIMMCO 
PrL1spective socio-economic 11npact in the> medium to long ter-:1 1s judged to be ::.1gn1f1cant. 

So what might happen after privatisation has taken place·) One scenario d1scus..,ed 1n the 
Section B.3.1 suggested tha1 under present rules concerning p:-1\at1sati0'1. it does not appe~tr 111 

---......,..,.~ ........ ....,... • .,.,..,,.....,u,_q....,...__,~, . ...,.,_,_,_,, ,..,.,.,,.,,.,,.,...,..,.., ..,., ""· .-,,.-....-...._.,..,..., .,.._ ~'""'' """·-'"'*""'· """' ~-...,....._ ~-~-~-
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be an impossibility that the new owner might dc!cide to dismantle all ~he equipment in ~!~, 
factory. sell off part of 1t. transport the rest to Kampala or JinJa. sell off the old Soroti prenme~ 
and open up a new workshop for an t:ngineering activity which might not even be related to tht: 
agricultural sector. It is not believed tr.at any partner to the present Project Agreement coulc 
ever condone such an e\'entuality but one must ask the question as to whether this possibility fia, 
yet been excluded from the preparatory arrangements made for privatisation. The policy lesson 
which could usefully be learnt i" that this is not the case so far and the Mission suggests thar 
r::!medial measures be considered according to their Recommendation #1 (iv). 

8.3 Privatisation and decentralization 

Full support has already been described for maintaining the workshop facility in Soru!I. 
As such, this permits local access to the important agricultural end-user (the farmer) and .. l~u 
the local agro-industries which are currently also being rehabilitated. 

It has also been implied that during the process of pnvatisation. this "decentralizauun" • 
aspect should be maintained and that any proposal to close and relocate the workshop shoulJ he 
impeded unless overwhelming justification for such an action 1s agreed upon by the partner> ll' 

the project. 

SA Specific lessons learnt 

Perhaps one of the most crucial a;pects which has been ob'>erved during 1111pk111c11t<1t:,11: 
of the present project has been the apparent obse'>sion of re\ 1e~ missions"" 1th produ1.:"t1on (1gur1.> 
related directly to the agricullural sector and more '>pec1fically. to the production uf ,,,. 
cultivation equipment such as ox-plough:. and o.\-carts. togerher \\Ith hammer 111111:>. 

In Section 8.2.2.2. the small prim explains that in today's Uganda. one no longer taJI.,\ 
in terms of "ox-culti vat1on" as the use of donkeys for draft animals is being wide I y. active! y anu 
successfully promoted by the MAAIF. ·:he SAI.Ml\tCO plough 1s totally unsuited for pulling ti: 
donkeys as it is far too heavy for them (45 kg). In contrast. the cart could be of potential 
extensive use. One only has to observe the donkeys pulling carts in many parts of \'v'est Africa 
carrying out refuse disposal tasks in the urban areas to reco:-'l1se the eventual possibilities. Here 
would be a clear social bendit but one which would have nothing to do with agriculture.' 
Donkeys are equally capable of pulling lightweight weeders (again. unfortunately the SAIMf\.1CO 
rnodel is too heavy for them) and are aJ~o used exrensively for sowing groundnuts in Senegal. 

None of these aJ1ernative suggestions could be put into practice in Uganda wi1hout 
intensive support from the agricultural extension services - the important point is that these 
possibilities should not be excluded by the conrinued use of inappropriare terminology which 
refers only to "oxen". 

The manufacture of replacement :>pare parts for ploughs and cans also fe.i~cire-. h1~hl\ 

in the reports of re\iew missions. Yet ;; is just these types of spares which the :ural <trt1,;ir' 
should be trained and encouraged to make to a high quality '>W.ndard and assistt:d m 1l1e ta'>~ t)~ 

an enterprise such as SAIMMCO offering for sale the neces;ary high quality <boron steel l r,t\\ 
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materials. Lamentably. this aspect seems r.e\'er to have been considered throughout the life , 
the project. 

There seems to have been continual worry as to wherher "other light engin~ring 
services" should be maintained at a k\el represenring only 25 % of total project revenues. To 
the Mission, this would appear irrelevant as long as the workshop continues to satisfy tne 
engineering needs of the projecl area. 

So what is the specific lesson learnt? One must recognise that during project planning. 
it is essential to project future activities and revenues for enterprises such as SAIMMCO. 
However, it is suggested that various aiternative scenarios should be presented. so providing a! 
least some basis upon which to eval11ace changing situations as indeed have affected this prn_;e.:r 
to a panicular extent. For instance, who would have predicted a massive emergency importati1.lll 
of ploughs, carts and mills, the very foundation stone of project projections contained 111 t:i.: 

PRODOC's. And yet, 5.uch an eventualit) was completed over-looked. 

Perhaps this constitutes a major ksson which could be learnt from the present experiei;.:-.:. 
Projection tables. economic calculations and the basic logic behind project proposals sht.)uld De 
subject to much closer scrutiny uefore implementation commences. One should avoid at all 1.'l'~t. 
temporarily halting operations w1en in full swing while further rdlection takes place. In · ~c 
present project. this action must have had a severe effect on the inorale of project statr· 

8.5 Participalor)' planning 

This topic is mentH"1ed last of al I a'.) it 1::. raised 111 t11e ~1 iss1011 \ TOR':... It h<ts .ti r1;:.:~ ~ 
been adequately addressed in Section 8.2.1.J where the strong management leadership \A.as r':...::~ 
supported by the MisSil,n. It was also mentioned amongst th.: ~lission 's "Findings" 111 Sec1iu11 

8.6.l that further encl1~Iragement sl10uld be given to SAl~l!\ICO staff to Je\dop their (•,q1 

representational structure. 

It is understood that participator: ;:ilanning is practised during the formulation st<1gc- 11! 

all developmenr projects although ont! might observe that the degrt!t! of participation I'.) l1::-.-n 
variable. What one might comment under this section title is that perhaps a greater degree .rnd 
more lengthy time could have been spent by some of the preparatory and review missions in :he 
field. so as to enable them to undertake iuller and more participatory discussions and that :h1\ 

mighc have assisted in widening the breadth of projected workshop production figures be~ lino 
a single scenario approach. This C(\uld ha\e assisted enormously in the eventual task or assess;ng 
project potential and actual progress. 
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l'GA.'86/015 l'NCDF: 2 A.55.00U 

CNDP: I. 708.UUU 
Government: 585 .000 
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Agricultural Tools. disbursements at (through yie JYY:'\) 
Implements. and time of £,·aluation: 
Farm Machinery 

Sector: Industry Approval date: 1418 l 'i87 

Sub·sector: Starting Date: l99J 

Government Ministries of Agri- Completion Date: anticipated 
Executing Agency: culture & Finance January. 1997 

t: nited Nations l'NIDO Evaluation Date: 17110 I 4% 
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Agencies: 
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PART ONE: GENER'"'L FRA~fEWORK OF THE EV ALVA TION 

I. PROJECT BACKGROUND 

The Ugandan Government (GoU) Revisetl Recovery Programme of the late J980's placed 
special emphasis on rehabilitation of the agricultural sector. The Recovery Programme focused 
on projects in the agricultural sector with direct effect on the rehabilitation and restora11on of !ht' 

sector as a whole. Uganda's economy is heavily dependent on the agricultural sector. accounting 
for nearly all its export earning ... 

Agricultural production in Uganda is chara.:-terized by small-holder mixed farming. Tilt' 
integration of crops and livestock '.!ads to j,mite<l self-sufficiency and/or subsistence prov1Jt.'d · 
from food crops, milk and meat, and cash generated from sale of crops and livestock. The lllL\cd 

farming systems with crop rotations and followir.g periods have served Lo help ma1r1ta111 ~uil 

productivity. 

The Soroti project to manufacture agnculr·~:--al implements has had a lung. h1~1ur~ L1r1:, 
1n 1980, 1he GoU had requested capital ass1si.ince from UNCDF to tinance so111t." e4u1p111en1 .ind 
1mpone:! raw materials for the manufacture ot kv., -cost farms impkments at rhe \\Orkslwp 111 

Soroti. which had originally been established in 1~67 and which had received LJNDP a)s1stan.:e 
during the J970's. The plant received some UNIDO equipment in 1978. and arc\ 1sed pro3cvr 
document for rehabilitation of the Soroti facilit~ was submitted by UNIDO and .1ppro\eJ 111 
principle by the GoU in 1980 In 1981. a U!\CDF mission was tielded to SL1rou. ~d1k11 
recommended rehabililating previc1us plant prLX:::..iction functions. Local disturbances .111Ll 

uncertainty delayed the project through much of the decade, until an Agreement was signed 
!:><!tween UNrDF and the GoU ;;1 1987. Howe\ er. the uncertainty and imtabil11~ of lu,:al 
conditions continued to postpone the projecc. and lhe plant continued to detc:riora1e 

Ar the time the project agreement ~as ~:gned in 1987. an estimated 80 % ot f,tr111 

families possessed only hand tools for tillage purpioses, despite the once-preponderant relian~e 
on draught animal ploughing. Because of the .:~ntral role of small-holder farming to the 
agricultural sector of the econoP1y, increasing the productivity of small-holding farmers was a 
Government priority. GoU plans took into account the direct relationship between plough~ 
through production at Soroti. and to re-eslablish ox stocks in the general project region; these 
stocks had been severeiy depleted, approaching near elimination in many areas. during the late 
J 980's as a result of cattle rustling on a massive s.cale. By the time the project was re-started 
in 1993. however, the region had become more g~1erally peaceful. and the restod.rng uf c.1tlk 
had begun. 

The plant serves thi.: north-eastern area of l ::anda. of \vhich Soroti 1s the pri11c1p<1' t•~1\ 11 

In 1990. the factory became a registered compan; \\-ith shares jointly held by the .\li1mlnt.".., 111 

:\griculcure and Finance; its name was changed to SAIMMCO (U) Limiced (Soroc1 .' gncultural 
Implements and Machinery Manufa.::turing Comp.:o.:1yl. 
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11. THE PROJECT 

The main purpose of the project was to rt. --:itablish the Sorou plant as a manufactur1.:'. 
of low-cost implements for farming. such as ox ploughs. ox carts, hammer mills. and other 
products, regenerating SAIMMCO Ltd. 's capacity to manufacture agricultural machinery. 
implements, and spare parts. and ro develop an engineering service capacity to cover regiona1 
demand for agro-industriaJ production, repair and maintenance facilities. This would be: 
accomplished by assistinr capabilities for design, manufacture, repair. maintenance and qualit: 
control. In addition, these would be a framework for coordinating the integration of product· 
into the market and a marketing mechanism following on and feetiing back into the manuf~11.:tur· 
ing programme of the facility. 

Because the workshop had fallen into such large disuse and disrepair that it could bare!.' 
function, substantial reconstrucri in "as f:lanned. The central workshop and rhree n:'sidenrial 1)[1t 

buildings would be wholly or substantially rebuilt <>nd would be fully equipped with indu~!rl.t: 
tools capable of manufacturing agricultural ma.:hinery. imple.nents and spare parts. 

Implementation of the project was to be carried out by an intanauonal con1rac1111g t1m 
under contract to UNIDO and financed with funds from UNCDF and UNDP. The Firm \~a\ !1 1 

be responsible for all aspects ot technical assistance. management and t'rgan i zation of the pro1L·, · 
including construction. equipment sdecuon and ddivay and for pn)\ 1s1011 of raw 111.·· 1.ih 
Backstopping and administrat1\e -ser.1ces would be tinanced by UNDP w11h "backstopping· ti.\ 

UNIDO; UNUP/UNIDO \l.Ould also provide assistance to the Government for general t"c'r.,1gi1· 
and quality control of tht' L·onrractor .. \ separate conrractur "ould be 11 ired for i:o11strudHHl , ,; 

the three pre-fabrica!l.'d hou -.e., (O be u~ed b~ interna11onal personnt'I. 

The project ag ret:llll.'rH. '>1gnel 1 
1 n 1487. '>!ates the fol llm i ng: 

project benetit·1arie~ \\ere es!1111a1ed <1t "approximately 28.0UU rural 1nhab1t<111t.., 
of north-east llganda during the first rive years and 18.620 per year tht:reafter. 
In addition the \\11r""t1l1p \\ill pro\ 1J..: e111plo) rnem for~ I \\Ur;..c"r., ;md 111<111<1gi.:· 
ment personnel. The prnJe.:r \'.ill generate .idd11io11.il 111t·l1n:t' to tht' rur;li 
population of O\t'r S3m per :-e.u ;11 full produl·tion. The foreign c'\change saving., 
to the country 1s ..:st1matetl .it anrroximardy USS 230.0l'O per .\ear during full 
production". 

- Project Objectives _ 

Development ObjecliH~s: 

I. Increase agricultural output and productivity. 

, 
Encourage stnxtural ... J.1u-.:.11e111s. 

3. Save foreign e\..:h.rn~c:. 
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Immediate Objectives: 

J _ Expand the manufacture of agricultural 1nachinery and implements and cnt:..: 
spare parts in accordance with Government policy and plam for agricul!L:-.-"; 
developmenr. including spare parts for a!!ro-industrial machinery and ~quipme -: _ 

2. Establish improved engineering capacity for accelerated adoption, des1:: ~
production technology and process planning capabilities: and in producc:,1 11 

management, repair, maintenance and quality control. 

3. Establish a marketing mechanism including labor feedback into the producr:,,:1 
programme. 

In addition to these explicit objective.; and for rhe purpose or flu_• final evaluat io11. 

the project shall be considered to have the folh..1v. ing implicit objecriv~~ :nat \\ill Ji~l' 

evaluated: 

I. Improvement of small-hold farm pn._)Juc11on k\els. livelihoods antJ la1~Ll __ ·
practices in north-eastc:rn Uganda: 

J. 

Generation of direct employment 1:'. Slirot1. including genera;-<'11 of empiu\, _ 
management and ad1111ni-;tra11\e skll!~ . .ind: 

Privatization of the plant in a manrer commensurate w11h the ,tbo\e '"111:11. 
project goals". as well a., the ddincu l111111cdiatc Pro1ect ObJc.-:.\t''>. 

Ill. PROJECT STATlS 

Construction of th~ factory prcm1·--.·~ was substantially compkted in Jar. .. ar) I '-14): !1.1 

over (for managcmcrHJ ot" the fa1.:il1t1e~ lll H.t~sall .;.;:J A'>~l1ciate'> took pfa1.:c ;r Februar:- i CJ ... c 

All the v.orkshop equipment has been 111~talkd and all the items ha"e Jccn resteJ ,, .. 
commissioned. Alf items are reportc:d to be fu111.:tiL':-iing at requirc:d ~pccificar;,111. a'> l,11tJ dP .. 

in the tender document'> ar the lllllt' u( pur1.:ll..i'>e. (),.:rail. producuon output k-.eb, ..ire rq)1.ir · _. 
to be in line with the projections given 1n the term., 1.ir" reference for the contra..:ror of~ Ja11u.: - . 

1993, despite the fact that large-scale pro<lu1..·tio11 could not be started odorc: Ap~il 1995. Outp. 
are ahead of those foreseen in 1he Marci! 1 40~ retA-1rt tli l_. NCDF !liar had bc.::i uc,etJ ru _Ill'•: 

the project's financial viability. Production has con.:-encrated on the manufacture of the Sung'..· .. 
2 plough, ox carts, a hammer mill and on improving quality/efficiency to redu.:e costs. Seve:--'• 
new designs for implements have also been developed. 

The project is expected to terrninale oper<.11ons by February 1997, b_\ or at which t11· ,. 
the GoU plans 10 have privatized SAIMMCO. Note rhat final project evaluat1~1 is requested - . 
UNCDF prior to project termir:atioP ·n t)rder that L''"':stand1ng quec,twns regarc:ng pri'<l11zar, 
may s1ill be addressed. 

IV. PLRPOSE Of THE EVALL\TIO:\ 

The purpose of the cvalua1ion 1s 10: 

.Z.1#"¥J7f , ... ,..,.. , Q .( ( $1¥.WS; W\ .UL l •· "4'4fh'P.'At.....,.TJ& 0 2JiQ$ii#W\fh:P: 4*" 
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* Assess the project's imp.Kt on th·~ llvelihl'xxis ot end users of the implements as \I.di .. 
on the plant workers and their households: 

• Assess the plans for pri' atintion of the facility both in terms of plant viability and 

terms of opL;mized impact cm the identi tictl beneficiaries: ano to 

* 

Evaluate the overall approach and performance of the project. 

In order to accomplish this, the consultants will assess and evaluate the following: 

Design stage. 
Assess and evaluate the original design and evolution of the project. identifying .c. 
analyzing the objectives. activities, resources. budget. etc. and evaluating projec1 des1~·. 
in terms of soundness. realism. adequacy. consistency. ere.: 

Implementation stage. 
Evaluate the implementation ot the project in 1er111s of !he ex1en1 IO whrcll 1npu: · 
activities and outputs projected v.-ere ;.11:hie\ ed ;.rnd key factors in attain 1111.:nt · · 

shortcomings; 

Post-project stage. 
Assess the actual and lif...e;:- f...ey i"uture prl1_1el't performance and 1111paL1: a1H.J 111 pan11.:ul.: 
c\ aluate the etfo:ac: or" prl\ a11zat1011 plan'.> .u1d the recom111endatio11:- provided b~ L! :\ l 01 ' 
for the plane's pri•auzauon. upon re\ le\~ of 1he plani's 111:inagcmer11. <"Jm1n1;tr<Hll' 
racilities and impac1 on project tlUJel'tl\es and bendic1ar_;. populations lo datt: 

Formulation of reco111111endat1on., for li!\JCDF 1s a critical evaluation ouh:ome: ftir rh 

reason. rhe final pro1ecr c\ al u.J:10n ""'" llL·,:ur ~1:.·\ aal 111on1hs prior to pro1ec1 tenrn 11.ir1u11 
l•fdt!r that appropriate stratcg1t!~ or JL11011 plans 111.1:- bc Je•eloJXd. 

V. E\'ALt:ATIO:\ \IETHODOLOGY 

The evaluation tt!am ""ii: u1H.h:n.1kc at lca'>r thc folio\\ ing: 

Rc\icw the proJe-Ct riks frnm for111ula11011 to the 1o1th! recent dares. includrng llNCD!
HQ and Field Oftice tiles. Gol: fik'>. tho'>e of LJNIDO including progress report'.>. thlh. 
of Hassall and Associates and an_;. other rekvant parties to the project: 

Briefings by all relc'\ant personnel from CioU. UNCDF. UNDP, L.:NIDO. 

VI ORGANIZATIO:\', CO.\IPOSITIO~ & DURATION OF THE .\USSION 

The mission will be ajorr.r c\alua11on in\ohing UNCDF. UNDP and the GoU M11mtnc-· 
of Finance and of Agriculture. Pnorny will be g1\ell for not less than one rinal evaluation ti:.: 

member to be posted by a Uganoan national \\ nh appropriate experience for the mission T< H<. 
secondary preference will be given co regional nationals. The team will ~ composed ut rln1:~ 

members. Composition. experie::.:e requr red. tasl\s and ti mel ine are shown ;n the fol lov.. 1 ng t.ihi1: 

--·-- ...... ...,.,- ------- - ~--~-,,--...--
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Organization, Composition & Duration of '1is.sion 
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• 

\lission 
memher 

Agro-Engin.xr 

lnu .. i-tr1c, 

Anal~'! 

A~r,1-

E, \ \n\ ~nu ... c 

Rl'4uirt'd 
E'\perience 

Expenc:n..:c: in farm tool 
manufacture:: know
ledge: of Jr.1ughr anilJlOll 
t<ll:hnologi.:"; extc:nsiw 
c:valu..11on cx~ncn,·c, 
induding for UN 
;,1.gc:n,·1c~ dnJ in fat~! 
Afn..:a. 

Finan''"' H' 1ly,1.,: 

marl\cl .1n.JI'.'''': hu-1· 
n~S'.\ n1.tn~tgcn ... :nL 

I.no-. kJ i;c ,,, 

pri \al 1 l~t!I• 'll rlannin~. 

• r,·.1111 L.:aJ..-r. JrJll .1nJ (111.ll 
n.:pt'rt ... 1•,1rJ1uj,llt'11' pn •JtH.:111111 

• £,.1.luah.: ~.:k-.:t111n. 111sl.:1.ll~l1tHL 

maintenance: oi workshop 11.::m• 
• Analyz.:/.:valuah! fun~ion~ 

induJing sp.iri: pans. 
produ•·tion tkx1bility 

• Labt>r cili.:1.::n.:y . .:onJ111om 
anJ l.:il><•r: mln3;:cmcnr 'kills 
lcv..-b 

• JJ.:nt1fy/J,~C'S"\ n:l:.ttivr:- l'.'!\U~!'I ll,f 

prnJlt1.1li"n ,,.\: ,,,.,:111· 

.:"·,,n,1m1"'·:11th.:r un,l .. .h.:l 

• \\',1rL. 'Altll .J::r.11111m1,t l· 1 

;J ... ·1aif~ 1.,-..J/11..·l: 1111j' • .h.: w 
5,,r,1t1 

• R..: .... li:v. .. ; CDF l11,;..1!.n..1t11111 •. d 

1•lh..:r ran.~ J~, .. :um..:nlJ.[1•'11 

•. ..\-.'"-''"' I..h.'1•·r~ r" .. .'rJl1f1Jl.Jlh."1.: 

• A.rul~""' .;\.: r ... ·,:1111111Jt.:11J..1t1•)n' 

:.•r pfl\Jtt/.!;;, H /'i.11!' 

lll..lj'.J.~\.·t:1~11: l.Ji'•''."° ... :.'1 1J.l'liith: .. 

.J; ;..; , ·I •. : .. ; 1, • : • , ~ . ;: ·.,: •l' .. \.· r-. 

I I • .li,, ....... , ... ..,, ... I" ....... "d' ·11:1 .. 

E\kll-J\C ·" ... e\r.:n· 
t"n ... ii:. r.a1nih.u-1c~ '"1th 

a~ro-te1.. hnt 'It '!!Y' ,, ... u~": 
h.i,l.~r·•unJ 111 rur..l 

appr"1"'I c\ .1lua11on: 
kn1w. kJ;;c: 1>f Jrau;;b1 
dn1mal k~·hn<1J11g1c'. 

I 
I 
' 

'.I ....... -4lh.! illlJ'·"- t 

p ~rt 1 •• .-. 1 i..1. rl_' .... 111.J d-11' .. Jl· r ... 

.Jh .• uJ111~ ,•J) rr•l..J\h.li•'Jl 

.iJ...·•IJh .. ' J'f..J .. !J .... : .... oiJ ; .... -'! 

'l!.1 ii\._; ... ·11,!.:" 'It' :' /, •1'1' 

l .. :"'.:111,\ ... ·:; ... (r J,;,: .. :. · 

t'r 0 •1i..·"'·1 .. 1r.it..":=~ 1111f'.Jd .. ,, 

L!tl?! f"'j'Ul.1l1• ;: 

.\ ..... ".,.., unp., .. .-t •i ~ 1 r. • :1.:.. · ·;. 

ll.:'..-flll•l!••c:: Jt'''-'llllll.lll•'Ll 

Jrju::h1 .uwn.u 

..1p;1r.•pn..1t"·1h ... ,, ,1r .. 1r~t"·~-" 
l•t rur.11 ... m,.dl·11 ... Jr.:r ... 

• \\,\'("- '4Jth .ar:fP·\..'l\~Hh.'\.'f h• 

1J.:nltfy .J:-.,c::: .. , 5dri!ll 

lllll'-'d & r<'.l~l"" 
1111p.J •• :t prr\ .Jt 11 alt• 111 ,,, u..:' 

_:,z Ja)'i hnc:ting· 
dc!briding at UNCDF 
HQ; I day Jc:hndin; 
at UNIDO HQ 

• 3 w~ks tidd 

• 2 w«ks rc:port 
•oorJina11on & 

tinaliut1on 

The Government ~ill actively par:icipate 1n the 1111ss1on ac:i\ ities. puuing at the tc .. t. 
disposal a representative qualitied and c\pcrieri..·ed in rhe ;1gro-111dus1ry sector and familiar\' 
the Soroti facility and area: the Government and rek\anc ~t111istrie~ v.ill also provide fuli .i~-
to all appropriate documentation. and may be called upon 10 facilitate field travel. 

.Ph SF 4J?#Z .. tw• ? 



A-8 Appendix I: Terms oi Refercnc 

The UNDP Resident RqJresentativc':-; Office 111 Uganda will asmt the mission and turn1 
it with all available information on the pruJeCt. The office will organize necessarv ml!etmus v.1 - e 
local authorities and will provide log1stical and administrative support as needed and appropria1 
The local project office will provide u.:cess to other appropriate staff based upon a de1erminat11 
of need. who will assist with scheJuling and liai:-;on matters as required. 

The timing of the lll1.>s1on is planned in order to assure that the UNIDO report l 

privatization of the Soroti plant has been finalized ,rnd its recommendations may be assessed f, 
viability and efficacy. as well as from the viewpoint of the project's impact. This report 
expected by early September. The timing of the mission may be altered based upon ti 
availability of the UNIDO report on privatization of the Soroti plant. 

VI. REPORTING 

The mission should dis.:u'>s the main findings and prd11111nary recommendat1u11-, with rn 
:JNDP Resident Representative. with Ministry of Fina"'ce and Ministry of Agriculture utfo.:1.1; 
and with any other concerned Golf officials and project partners. Time should be reser\'eJ .i 

well for discussion of preliminary m1ssi(\n outputs v.1th project beneticiaries. 1nclud1ng allll'11 

rural end-users. The mission 1s not empowered to make any commitments on behalt or UNCDf 
A draft rl!port including a summar;. of findings should be submi:ted within tv.o week., t' 

l.'ompleting the tield e\'alua11on. aJh--.w1ng UNCOF HQ to rern;:w and comment prior Ill r:~. 

debrieting of the evaluation mission .rnd finalizauon of the evalua1ion report. The Jraf1 rep,·~ 
should be :>ubm1tted in 5 .:op1e:-;. plus one eln:tronic copyl!. tu UNCDF to re\ 1ev.. .ii~, 

comment. Upon rece1pr of rhe~e 1.:011;,nenrs. th.: t~;i111 leader v. ii! finalize the report .rnJ pr-.·,,· 
10 bounLI copies and I ek.:1ni111-: .:1.'ti.' ,1( the rin.il c\aluat1on report to UNCDF. 

The report should L·o\er the .:le11k·m~ prc>..cntc>d 1n Pan .-\-2 of the pre~c.>nt TUI< ,t, ",. 

as any other points ur 111 tur111a110:1 Jt•e111ed re!e\ ant and 1mpurtan1 b} the c.'\ .tl u~irur..,. l • 
Governmenr and the L:NDP Resident Repre~entaU\ e are expected to forward tl1e1r l'l)1nme11:'" 
the e"aluat1on report tl1 ll~CDF. t1 _,t'd upon d1x·u)s1ons \l.!th the evaluauon tc>a111 

\II. .\llSSIO~ COSTS & fl'..\'Cl'G 

The co~r ot !he mission will he deb11ed tL1 the liNCDF project budgec. Final pa) 111c>11t : 
the l.'onsultants will not be made until after acct'prance of the mission's final report. with ~\l 
or" the agreed amount upon .. 11:ct'pt ... i.:c uf t11e dr.i:: rin.i.I C:\alua11on report b) UNCDf H<). l , 
consultants may claim requests for re1111bur~emc.>nb: thc~c mu~t be acccmpanicd hy ~IX'-:; , 
re1.:e1pts and itemizatiC1ns for costs 1ncwred. 

IX. APPROACH OF THE E\"ALL..\TIO' REPORT 

The evaluation report should be organized in to ~ect101b. as contained 111 rhe air.k:·, 
· Detailc:J Terms of Reference" th.:: folltm ~: 

..... 'O;' .... .........___ ... ···- -~ •• -· ----~ 

r ~ ™P.Y"'.· ·'"'" - , 
~ ...... _,,,_"'\:;a:<::-._, ... ~._,......_ .. -._. ... 
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Scd1un .-\. parts I and ~. should be a rel-~lrd of tht' facts related to the pro3ecr. 1.\.1 ti: 

refltXting the author's opinions or assessments. 

Opinions and assessmencs of the aut:-:ors should be included in Section !3. 

In addition to these sections, ar. ME·.-aluation Summary" is required to be includ1 
following the provided format. an explanatory page of abbreviations and acronyms utilized 
the report is required, and other attachments such as maps and photographs are appreciated 

ln the evaJuation repor:. the consultants are encouraged to raise ':Ubjecrs relevdIH to 1 

evaluation of the project, its organization. lessons learned, recommendations, etc. The Te.: 
Leader will be provided with the ~uNCDF Evaluation Kit". containing key resources 10 foll< 
the format required as well as providing c.:urrent understanding of UNCDF's approach in teri 
of policy and project emphasi~ 

PART TWO: DETAILED TERMS Of REFERE:\CE 

SECTIO' A: FACTL\L PRESE,T..\ TIO' Of THE l'FOR!\IA TIO~ 'EC£SSAI<~ 
FOR PROJECT EVA LL\ TIO' 

A.I. PRESE~IATIO:°' OF THE PROJECT AS ORIGl.'\ALLY DESIGNED 

(a) the country. regwn anL ">n.'lor. '°"·luding J. su111111ary of the prc-prnjcl. situation 111 · 
project .i:-ea. '>Ollle ll,P.11.: J,11.1 11K!.;ding location. phy-,,ical ('hara"·1erist1c~. th.: ~o, 

economic situation. such .b ernplo_:. :nent. income. proJu-:r •trn le\ el .ind 111a_1or 1xn 1 ;:,· 

facts and e\ents that relate to the pw1ect since its in\.'eplltlll. etc.: 

(b) the lll3Jllf pro.rec! cornpo11e111s of the proJcct"s design. 1111.:luding its O\erall approach ,,; ,. 
pro3ect r<l::onak: 

(c) the projn:-r"s dc\elopment and 11-; 1mmed1ate objectives (noting the distinction bct\\t•t." 
the proj~t's stated Objectives and the objectives as vie\\ed for the purpose of the fir..: 
evaluation): 

(d) project 1n;)l(tS. act11. iues. e\pec!ed outputs. implementauon arrangements .... ·us!'> .'. 
tinanc1ng. pl.i.n of opcrat: ... ,ns and ::1~mJtonng and c\aluanon plan. Including rc:pur: _ 
requ1rem~nts. key perforn~dnu~ or ;:irt1.1ect -.uccess 1r.J1Cator de\elopment and 11wnl!P1 _ 
etc.: 

(e) risks 1dc-:t1fied at the design ano or pro_iect appra1~I -,tages . 

. . ..,... . 
f ZZAP, W9QCJ 

<<U . .t. <.W 
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A.2 PROJECT IMPLE~IF"ITATIO:\'. RESVLTS 

Regarding the implementation Llf the project the te~1111 should as...-nbe the fads th;,it ti ... ·, 

describe the status of the project at the time of !!valuation. Clt!<ir ascriptions of S01.:io-econo1111~ 
impact may be listed in this section, to be explicated in analytical form in Section B. In addition. 
particular attention to the timeliness and efficiency of the delivery of all project inpt•ts, including 
but not limited to financing, technical assistance, planning. physical inputs, activities. operation-.: 

etc. 

These results can be presented in direct relation to the project's objectives; if requ1reJ. 
the consultants may devise an alternative, appropriate system for the presentation of prl;jcl..'t 
outputs as attained to date. Unrler each objective or alternative category. peninent data on ,ii'. 
aspects of project activities - technicaJ. imtitutional, financial, productive, marker. quantifiable 
impact. etc. - s.hould be consider·.:d. The issues should be addressed with factual refere1h...: tu 1'1.: 
mc-thodological priorities in PART ONE-V and PART TWO-Bl, as wdl as additional ...-!ear .u1.! 

attainable projci:t imple111en1a11vn re~ults dec.>med relevJnl by che consultant~. 

SECTIO~ B: E\'AIXATORS ASSESS.\IE~ T OF RESL'LTS ACHIE\ED 

B.J PROJECT l\f Pl t:\IEYfATIO:'\ RESl'LTS 

Assess the proiect' 5 i 111ple111emat1011 pcrr"l1rr11an1.:e as compared [O the orig 1 n.tl plan, .,11,: 

idenrify and e:w;plain any differences ~tv.een these. Analyze all project elemc.>nts. from 11-,~· 

procurement of inputs to ddi\ery. quanrir.~ anJ uulization of outputs. In JJJir1011 .1::" 

specifically. the mi ssinn 11.'Jlll si;quld e\ al uate the fol lov. 111g salient project t'c>aturc.>s. as \~ c:I, .: ' 
any additional feature~ tik' 1111ss:on d..:tcr1111nl.'s u,eful w e\aluation of the project'~ 1111plc111L·1<:.,. 
lion: 

"' 

.. 

The dell\ery of t.'Jl..'h and all :npu!> )pc...-1r'ieJ 111 tile project docu1:1e111. i11~·1LH.J1n~ :1\ 
UNIDO. UNCDF. UNDP and .l~I.' Citi\t:rnmc.>nt 

The responsiveness and flex ibd 1 r y or' c>J.ch key a1..·1L1r and of the project's 111.:rnagenl<.'·111 :, • 
changing condition~ (lf tile prL1Jc.>1.:t. ,.111J the etfr1..·r Lrn dti...-1ent implementauun. 

The responsiveness and appropriateness of Ul\i!DO 111 monitoring and bad~stupp1ng i:1.: 

project. anticipating critical issues. and providing needed assistance and guidance. 

The responsiveness of UNCDf and U NDP in '.:-ie prov1s1on of 1og·st1cal and Ptl1e: 
suppon 'lecessary for proje...-1 i11;;:ikmc>n1at10n. 

Any e\:;;-;nal or or1~111ally unanr.~·;pated r.t<.:tur~ 1h..:.: had ,111 erfr...-r on p:-1.i.re1." '111pk1111.·•" .. 
tion. 

u;;;n1:ss;;;:::;c: Wt¥• w 1444 .w a: 4 &; £44§&$Q.44ii _ () $Qµ 7' :P MN 

/ 
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In addition. the consultants should specifically consider, 

Clarity, adequacy of activities. tnpu1s. budgetary prov1s1ons. and time-tables; 

Wherher beneficiaries and users of rhe t-1roject "'ere identified and how the-.e ·.1. 

originally determined and detined; 

Appropriateness of rhe institutional arrangements and efficacy of incer-inscitu1ir 

arrangements; 

The degree to which workpJans were established and followed and whether rh. 
workplans "ere dfeccively design to directly achieve the outpurs of the project: 

Significant changes occurring in any of t.1e above points during the life of the pro_1e1.: 

Assessment and analysis c• sub-contractors in terms of design. supervision t 

construction: as~ssment of selection processes . .:ind a re' 1ew of the internal capac111 
of firms conrracced for the prlvect; 

Analysis and c\aluation of 1c-.:hnical tS)ues. 1nduding de)1g11 and 4u..i.li1} pf ut::put 
comparison to competing p:·\'lltli..'ts. materials and manufacturing pnxes)e'>. 11i. 
equipment. l.l'.'l'Jl .ind Je-.:~r:. 

The planned and c:\e1..'uted role 1.1f the GoL 111 pwJc.:t 1rnpk111entacion an~ ch.: dd1' ..:~.' 
proJeCt agrei:mr:nr 111;'~lls. inc:uding a comparal!\c .isses~111en1 of che '.iluc llf 1:; ·"111 
project SUPP<-'rt .·,1m111itments .:nd che1r Jctual del1>er). 

Regarding lhc 1'\1..'rall potenti..i: l'f thr: plant and rhr: outlook of lts privar1za!illn pi.i::. rii 
consultants should . .iil:1111g key ~w·:~ :ilcy ma! 1demif!. ~·onsider the following: 

"' 

* 

* 

Assessmem '-'' p.1~r. prest.'11! .md forurt.' market cond1t1t11h for planr proJud ..... .1>:1 

compc:tilion .rnG ~·n111fk't1!1\e::e~-. issue:- and related r".1...-rur; '>llCh ~1~ :mporh. ,;,11111: 

pa:ymr:nts. car:li ,:ru-.:!Ur1..''>. iC-.it1tin c\...-l1.111ge rate-.. ec...· 

Assessment pf r;,e pl<1ni's mar ... .:1111~ plan .• u1J oi" the pl,rnc"~ rr:~ponsi .. enes-. or tlex:h!l1t\ 
in the face of m.;rl...:t nr:eJ, · 

Financial condillllOS anc furure ..:ondi11ons based on spec1ti.: privatization plans. including 
capital cost/loan recover>: 

Analysis of internal organiza::l.111. -,rafting adm1111~trat1on Jnd managemr:nt uf rile :,:.:nr· 

Co, er all ekmc'llh t·o11;;ms1;·,: P.-\RT TWU. A .u;d PART TWO. 8 l'l the "1),:.: .. 1.·\1 

Terms of Ret"cc:nce". 
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B.1 PROJECT lMPACT: socro-Eco:···,"0,llC ANAL \'SIS 

The consultants should assess how the project's achievements have modified pre-pro1.:L"t 

conditions, to what extent and whai wa) s proJC\:t outcomes have affected tht: populauun pt 

beneficiaries. and should compare res:.ilrs a .. hieved to the p.-e.project situation. 

This analytical section on impact will include. but nor be limited to. the following area~. 

• Impact of the pla ••• on the local. regional or national economy. including but not lim1teJ 
to any changes in productivity resulting from manufacture and sale of spare pan .... 
localized or broader economic multiplier effects. as v. .:II as impact on managem I 

capacity; 

• The role of the projecr in rhe local. regional or nacional marker. in terms of the ._·um:nt 
and furure or anticipated c011Ji1!ons: 

The viability of plant under current conditions. and projections for viability under fuH;r,· 
conditions oi privatization. rnanagemem. loan repayment. investment recovery. et..:. 

Further exploration and assessme1;t of the plani"s ob_1ec1i•e-rela1ed 1mpacL'> baseJ l11: :li;i 

nor lir111ced w the points anu ljllc~tron~ -.·o\crcd 111 ~C:L'tion~ B.:'.A ..i11d B.:'.B \: 
c.xplanacron nr' tl11~ anal~rical ">C1.:t1011 l•ll µr,1.1c:c: 1111p.i.:r tollov.s. 

The queS1io1g 011 project impact 011 key beneficiary pvp11lalio11s should not 
be i•ieu:ed by the mission team us either exhaustfre or required in each case. 
They pertain tu areas of impact in which the client has a specific interest, 
prm·ide the Fund with the abilily to make programmatic assessmellls by sector 
or themaJic an'a, and should bt• considered as rele1·ant to the question of 
pn'rati:.a.1,.011 uf the Sorot,. mu1111fact11n·11g facilziy. U1zile a strong effort tu 
proi·ide the Fund l\'itli a sensi: vf project impact in the he/ow-listed areas f)· 
expected. iJ is ulso underswud that nut u/J questiv11:1· of socio-economic impact 
pro1·ided may be reasonably u11s1i·erecl v11 arai/ab/e data, or be considered 
essential to impact assessme11; by the mission cotlsultants, al the same time, 
addilional rn11siderations of :wdo-eco11omfr impacr may be detem1ined by the 
co11sul1anl!i to be of pwticular intei-est to a project impacr study, and should 
be includea. 

B.2.a Localised impacl of the Soroti 'lachiner~ and Tool Shop 

I. The Sorotr :·...i .. :rl1ty ma) r:mplo~ ::~l1ugh v.pr:...er~ <t) llJ\ c s1gnificam ltl1.:al1Leu impact. 1\. · 

d1rec1 11npact 111ul1;~J1c:J b}' !he llou~c:~L•1J ~llt.' l,:· planl worl.:cf) UNCDF r~ 111tc:re-.1eJ 111 u:"· 
1mpac1 llf faccor~ ;;: ':plnymen: llfl [f· .• u11J1t1u1h ,111J l1pp<..•rtu111uc~ fur tht' e111plti!t:c"'· l/1,·.r 

families. and the ~~rrou11d1ng. -.L)lllillt.' .· 

4<¢ P@P.iA 4#1 
41'.'ibtHQi 
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Provide 1he number of workers .:r the plant. the!r gender. pt,s1t1011s. ume e1~'.~'·'''1..'J .1 
income fe\'dS. and the total esu 1n.ite<l number uf huusellt,ld member'> l: ;'t1-.s1h 

demonstrate the role Of plant I 11Cl)llk' in total hl)USChold income. 

Assess,. as determined, the primary areas of dirt:ct 1mpactlimprovement of Ii\ 11 

conditions upon the effected ho1.1seholds, for example: opportunities for chilt;, ~ n. su 
as schooling, employment, health· ability 10 support fami!_. members such as the ag1 
or the unemployed: significant changes in time and labor of spouses of faci!ir~ worker 
etc. 

To what extent can the direct employment opportunities at the Soroti facilit) 
considered a tool for poverty alle\ iation. and how'l 

'"I Border effects O( the plant :ll1 'Ile surrounding l'Oll1111Ul1i!V should alSt) be bnt.'tl 
expressed. including but not limited tu :he following: 

• Have there been .111:. ..:hange::. in ,;omrnunit_! acl"e~s Cli ba'>1..: sel"\ 11.:es :r.u Ill<!_\ h 
attribuled 10 the pl;rnt. for l:"\Jmple. changes 111 ')JnllaC1l1n: 111 at:LCS~ ll) ~t'<.'li11J,1r 

employment related to the plan:: .:11.inges in ..:ommunH: mobilization l:"ffons: c;.'t..'. OverJll 
can !he fac1ory he' "'1id to hav~ .. ·or::ribu1ed in tc;.'rll1'> of c;.'O.:llrllHlllc multiplier effc'<.'b tl1 th, 
livelihood opportw·1t1es of the .:L'l111nun1ty. for ex.1111pk rhwugh food sen k<C"~. ~fwr~. :o" 
rc.>pa1r or mainten.1:1..:e 1;1.:ilitie~ ic!.lled tn '>hop outpub. _1uti~ for traders L)r ;1~ :ni: 1r;uh;)t11 
~e~·wr .. _i 

Ha\e there been ,1:1'cr ettect:. rc:i.::c:J to fa..:tur: output un :he hroader rur...i, .:~·,111L .. ll\ :,1 
e\arnple in tc;.'flli, ,,. produ..:t1t111 L': ::.pare part., that lld\c 1:11prn\c'd lo .. -.d ;'r'xi'.1Ct1\ 1i". t•· 

other s1g1111l .. -.rn: .. : :;.:,:!' .i~ de:,·:-.·· :i.:d·.• 

3. In terin-. lli 111.u·.~::L'11h:111 antl .. :.·,,r. pl.h.:e tht' pro1e'-·t \\;:11111 che O.:llllk'\: ,,1 (:i\Cl>I·, 
;x1l1..:: on part1t:1p.1t1ll11 l:: pam .. ul.ir .2:1~ :n .1dd1t1Li11 !P thc' ,·un,tii:.rnr·~ \re\\~ .1::..: .1.,,,c,,:n<.·1~!' 

report llfl the fol:L'"" in:,: 

E\plorc;.' and <l">.'<_.,, n1,111.1gc1111..·:~: .. ~1pr rt:i.tlllllh .tt tll<.' i,h:111r: H.ni: tht.'rc '."'c-.::; .,1g111r1~·.11. 

:abor gri1..•\an.:<.''>. hO\\ ha\e ;he:,._. bec'n rt''>Ul\c'd .. ' HO\\ ,ifc' l.JLil..'st101b Li:· \t.,lgt:'>. J;t1t:r, 
bendits. ::.afet: .n~J Jtih ::.ccur1:\ .:ddre~~ .. ·tL' . .\re ~·h,111gc~ tP -'lirrent pr;.t....·:: ... ·e-; em 1';tgt.·, 
Jl°ter pn\Jt11.it.1 11;' 

Are the factor: \\L1rl.:ers members of any formal or 1ob-,er.able) infonnai iaoor-111!1.'ft:)k,. 
strucrure. ei1her .... 11hin the t:l111rines of !he facility or in a broader conce'\ll 

Whal are an) 1..·ons1raints to L',CDF"~ ,_>aruc1patt1r:. pol1c: (as currenrl: t.ktineJ1 or 1,. 
participatory f>lltential within r~e pruJcct"s c1..1n1cxt".i Hm .. might these. '-'~ should tht.>, 
have. oeen l)\c.'f\..'llll1t'.

1 
\\· •.• :'·:-re an OOJeCll\t' pt:rpo ... e lvr . .ln) spec::,· partll.'ip.l!W 

.:011-,1ra1nis \t. :1h1:' the conk'\: ·.'oject1\eS or )tr<ik'~\ l,l· the pro1ect'.1 

--...._..--··-·--~· ·--------
-·-~- .......................... ----~ ... --- ... -· -:-....... __ _ 
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B.2.b. End-use Impact of Fam· Implement Production in Northeastern Lganda 

Limited analysis, at best. h&s been done to date or the impact of the produ..:t1on of farm 
tools on the stated population of beneficiaries; small-holding farms of northeastern Uganda. The 
data available that ;nay provide markers for estimation of change.> in local socio-econom1l' 
conditions 1nay be scant. However. in good part through participatory evaluation methods. 
fa~ ... :rs views of project impact may 'Je ascertained. and project impact deduced. Based u;::~·:i 
mission team members' familiarity wich the area and sector, these terms may be amended or 
adapted as appropriate to the mission's needs. 

Where relevant, consideration of the impact of the farm implement plant's privatization 
should be considered - for example. on prices. supply, marketing. etc. 

I. Describe the areas where the farm implements are used. and the populations that ll'>c 

them. What are changes in methods and levels of production for the !arm tool u-,cr~.· 

How are these changes measureJ'! Are they 1,;ore or less significant for d11frrent l'rtiµ 

producers. soil typt!s. land configurations. or other local factors? To v. hat c\lent .irt: till' I 

implements affordable to tanner.,. and among which fanners in particul,t:-' 

.., Iden ti tica1ion of Beneficiaries. 
To what extenl can an)'· income or productivity changes among the ~nt..I ust:r~ he.: 
desegregated among population gmups (Including men/women and by size 1.'r pnmar: u-..L' 
of lands)? Descrihe v·ho the end users are: which farmers can afford the 1111plemt:11h' 
What do they co.)t, based on an a' erage season ·s income'! To what extent ~..!~ the proJcl! 
considered plans co discnbute a1.:1..ess w project benefits. as through pur .. :i1d'>1ng pl.uh. 
loans. group plans. agnculcural cxcens1on1sts' 111,ol,ement. etc'! 

.I. Land use. 
Have arn d1ange'> 111 pr1.xJul'!1\ I!~ leJ co d1ange:. 111 I.ind use - for c\,tlllt.lic..·. ~rop~ .u11.. 

1.:wpprng pa11ern..,.1 L.111J 1.:0ll:>L)l1J;.ition'.J Changes 111 farm labor practice..," .\ny change." 
111 agricultural 111ten..,ifil'..lt1011 rei..!ed to farm tool u-,e'.1 Does this ha\'e an: efrcL'I 011 l.lJh, 

producti" it)'·) 

.i. Farmer ll\elihood and C1.lsh. 
Have income le\ds ch,rngeJ for Che r.m11 1111plc .. 1ent users'! Hov. are :hese cil,u1~e' 

111easure'-P What ..ire thl..'. l1ni...., lk'C\\een µruJu..:ti\ 11: anJ mcomc.' Ha\ e l:~cre bt:en .t11_1 

significant ch.'.!nges in the com!JOSH1011 of agricultural incomes among the end users.' An: 
change in non-farm relative income? Ha• e any observable changes in crop~ raised t•r 
cropping pa1terns. or li\estock IO agriculture ratios. affected incomes? H.i~ there bet:n 
any change in the reliability of incomes among end userc" Have there been an~ 

significant changes 10 yields? What link betwet"n yield and income? For wh.Jr crops 1111ght 

yield change be most nmeworthy. or among which end-user population? Has there been 
any change in oxen or draught animal prices and, or availability? If there -.. n e been .111 \ 

significant changes in yields. ho\1. has this affected the market price~· 1 

5. Additional "prox.y" rndicators fo· incrnne change among end users. 
These may be identitieJ based Llll local knowledge to enhance analys1~ of ecl111\11111L 
1111pact. For e:-1ample. h.i'e th\.'.re been any chailges 111 the use/purchase ,•: .1gncuitur.t! 
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inpucs (re lace to income change). Chan::!es in cash rransfers? Changes in land \·a:_~., 

land sales in areas of end-use. linked in any way co changes in produ1:1iv11y u~ .t)l 

incomes? 

6. Marketing of tools. 
How effecti\'e is the markecir.g of the tools'.' Does the marketing meet nt!eds'.' Is the~;: a1 
link between marketing and extension services. and/or between marketing and ex1enm 
providers? Who sells the implements, how are they purchased? Are chese middl<!-111< 
sales; what is the mark-up? 

7. Women and the Project. 
These questions may be consolidated from among various categories above. Fir~!. an 
women employed directly by the factory? Discuss and assess. Any ancillary/sp1Jiove 
economic activities for women generated b) :he factory's local economic role'.' Wha: h~n, 
been tht! project benefits co women in farm families that purchase the tools'! T ll A fl.i 

extent are women end-users: are there produces produced most su!ted to their neC°C). (l 

can any marker nKhe~ be idemitied'.' Ha:. anytime Sa\ in~ ,11.:crued IO \-1.llllh:n: Ila-. t:· , 11.a 

any effect on pr0<1uct1ve func1ioi1s1 labor pauers. etc'.' 

B.3 PROJECT PREPAR~. TIO'.\ A'.\D OESIG'.\ 

Among the e\aluar:on questions that relate Iv the preparai:~n for and design of lilt' r~·'IC:l.': 

tha! !he consultants determine Ill be 11nportant to the pmJect's rinal evaluation. rh·: tl1l>-' 111; 

should be addressed: 

* 

• 

Initial design. 
Assess che adcqua1..·, \if 1n1t1.1l 1nforma11on 011 the pr111ect .1rea. '>t.'Ctllr. lo":atio11 .• 1pp·,,.,._·J: 
bent'liciary popul.i! 1tlf1 and llt."t'th 1den1i t!l.·at1011 .• u1d tn..: efrel.'l of c .. ,:h .t~'>t:'>.'1lh: . : , •1. 

subsequenc stra1e~tc'> llf !he proJci..'L 

Technical design 

Assess the qual11y .111d apprnpnatt:ne"" Llf !he plan1 des1~:i. I!') inputs. 111ach111c:r!. i,:\t>u<. 

safety. etc. 

Cmt recovery. 

Was. or ho"' '"'a" ... :w.: rct.:l)\t'r\ llf .:-apit;.tl ;:ne,,rmenb pl;rnned: were plan) adeqt;.,: .. : t>r 
reasonable? 

Preparation for pm a11zat1on . 
Assess !he degree 10 \I, h11:h !he proJcC! ha!> been prepar~ for pnvarizatiun. 111 1crn1-, til 

management. adm1n1strat1on. training. f<Kilities. resour..;es. etc. 

Training inputs. 

To what extent did the project an11c1pa1e and provide tr:e 1ra111111g nect·ssary for ~--,,~L· ... : 
implementat:0n anJ ~ustainabtltty·) \\'hat specitic tra1n1r.g produces were 111\:luc.h.J ,r,:,:" 
down as appropna1e for management and labor. To whJ.: extent were skill de11wn,··.d1i 1 

absorbed: 

·· Y,1. lAi ; ¥!C407$¢f!t.Wj¥ IPI i4 * <i- 4 '4 '·* • P p. )Z: th .Pi44'ii\W 4 
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Identify and discuss additional proJe1.:1 Jes1gn issues a~ J.ppropriate to the evJ.lu~l!1u11 

BA PROJECT RELEVA:\CE . .\~D EFFECTIVENESS 

• 

Outputs. 
Com;:>are rhe achievements of rhe pro_1ect co what v.as expected at the ume of it~ 
formulation. and detc; .11111e whr!ther the project has been effective based on those merit~.· 
How well. and to what extent, "'ere! the project's objectives achieved? \\'ere tilt.' 
objectives realistic? Were they consistent? Are they the best merits by which to asses~ 
success, or are there other important measures of success that should be considered .. ' 

Assess the potential for recovery of rhe project's capital investment, the potential 
profitability of the plant with and v. ithout cost recovery assumptions. and for available 
options for cost recO\c:ry of capital imestrnent within the context of specific privatizal1l1n 
methodologies. 

Draught power. 
To what extent has the -,tr~teg;. tor re-11nnx.iu..:11u11 o( o\en to the proJe..:t been '>l11.:..:e~~; •.. 
to what extent anJ 111 v.flat \\d\'> h..i~ :111., haJ an effe~·r un the proje..:t°'> 111arke!'.1 

Val1d11y of proJecr uti1~c11,es. 
Assess the appropn.Heness of the prt>:t.'ct'~ de,doprnt.'nc and immediate ob_iec11'e'> . .1:·, 

lht.' degree.' 10 which the.,e 111.iy he an: ;1patt.'J tu ht.' fultilled after the plant's prnat11.tt1,1 
Assess !he ... -apa1..'llY of th<.: t'll1 1 1ut~ .i.. ·~;c\cJ to 111ee1 the pro_1e..:r's 1111111ediace l'bJt.'1..·t1\ ~·-

Na1ional pola:y. 
Are the results .11tdi111..·J l:ons1stt.'nr ·.~1th national Je,t.'lopment objectl\es·' . .\rt:' tli1..·. 

pt)'>s1ble al!t.>rnat1\t:'\ or impnn:men:, rh.it ~·uuld h;l\r:: been. or still m.iy be. ,ippl11..·l: · 

B.5 CRITICAL ISSLES 

Based on the 1111ss1011·._ tinJmgs .• 111..:.yzc par11.-uLlr tc.i!llrt.'s of che prnJt.'1..'C th.it rel.ill.· "· 
the sustaiuahilit~ or' the pw_1..-~'t anJ 1t'i ll\e~.i!I 1111pa1..·t. In particular. discuss and an,\i_,Le 1''··· -
that relate to the replicahilit~ of the.' proJeC \\1th1n the Ugandan context specifically. <Ulll d' .: 

l!NCDF programrnt.' focu., generally. An .1~nutated list of the issues 111ay he provided. 

A key critical issue 1s an as..;essmeut of the prhatizatiou strategJ. In addit1011 , 
es:....utr.tl points chat the e\aluation teai:1 determines must be considered in any areas nt ti1, 

project's design. 1mpkmentat1on. or approa.:h. provide the tnllowing: 

Examine the legal ..:undiuons of the ~·ountry as the) relate to strategies. opuu11•-. .ir~l: 

support for pnvat1zat1on. and the re:.:rnon of these conditions to the project°'> design 

Based in pan upon ,111,11) '>ls ot ... ·omJ1: ,in-, 111 ti1e factor~ and among the end-use popul,u " 
of small-hold farm1..·r..,. J':l':lc'>'> tl1e re...: 11 .. 1endat1on ~ for pn' at izat1on pruvideu b: l. :\I [)1 

(and/or an~ other sulHCc':lJ pro\ 1J11'.i .111ai~ s1~ rur pllle1111al 1111pa...:t ra1111ti..:al.l•1h .111l: , 
any alternative! re<:l'111111endatio11s ll .. ' 1_·:--;coF 

--...-~.._,,,..,......,.,.:;..,,. ......... ,...i\X\B. -"'!"ft'"'1"'""'1'1"<.,.2m....,.;:;p-;;""f-W.WWW--~W-. ... ___ ,_'""'4~4!4'"'44(0\'l4"'S;"".W"lllQ!!0'9""J'!ll!iD ... "'J'~""""+"'•'"'...,..' ...... ._._"'l""",._'""'..,......,_.,_....,...._~ 
... »• w; t s;w;e •. aq:; -........-
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~),-;.:uss the 1rnplt~ic options in 1ndu~tn,~I ;mvaUhHltHl >trJic~Jc'> (1.c. publJ1..· ''r p 

)t~k 0tknng, stall! si1MI.! retent1l1n. eh:.! 

B.6 Fl\'.DI~GS A!\'.D R~(0\1,'\.1E:\DA TIO:\S 

While the consultants are enc0t.raged and spec11ically requested to provide all k1 
findings and recommendations as they perwined to both the successes and failures of the proJe1. 

rhe findings and recommendations shou!d also include an assessment of the following: 

* 

* 

Key factors and overall likelihood of the plant's privatization rn be able to CO\··- rn 
capital inputs of rhe project; 

An overall as:>essment of the UNIOO ri::port on privatization; 

Evaluators' vie":i. on tlli: UNIOO re1.:0111111e11Jat1ons for the plant. anti ,111\ kl'.)- rl111.;:":> 
and recommendation~ by the con~ultants chat UNCDF sht1uh consider 111 light of rhc\< 
recommendation.;: 

Recommenda1io11) u.· i 1 l..c.'l )- .. :h.111t:1..'> 1n : 1111n..:t a' ,1 re,ult or· .. :hosen rnetlHld llr opt 1or·' ti· -

plant privatization. 

8.7 POLICY LESSO'.\S LEAR'.\EO 

The extraction Pf pt>l:..:y les\Oll\ :1 .. :l;1 ltl impnt\1.C' de-,1gn L'f olher rn1.1ecrs lll !llL· -,..1!:;. 
sector or th~matic area .. i·'d 'huuld rlace ~pcc1.tl emphaw, 1.111 l.:\CDF p0l1ey goal'>. In .1GJi!H•: 
to key lessons that the 1..'\ ;tluat1un te.1111 \\\1ulJ :1kt' Ill hrin~ It' t!~e .mention of ~' NCDF. ;1:<-'.1'' 
.:-on sider the follov. in~· 

Dra\\ apprtlpr· .. ·t- k"•'ll" thar l".ll~ 1~ .. :lp 10 halancc pnoricie~ of pn•ar1zatin11 and 111 ... cr". 
reduction in I \;CDf P'''f"-'l't rd.ltc>d to rile currcnr .... 1,e t'f .111 111dustr1.ii r •. -. " 
pro<luc111g r'Jrn; ;npk:11e11h r1ir .1 nur~cr Pr' ~111all-ht1lJ r.:~ ner .... 

Provide am ke\ leS\Pn" rhat 111.1: help w weigh tlr 10 : 1111\ strareg ic sn1.: 1l 1-en 1;~, in:·. 

impacts on rargcr populatiOon and the pnvar1zarion of '>upply resources. 

Provide any rek\.1111 k'>sons reg.irJ1ng the rclauon betweer~ privacizacion and dcccnt~.d11 
ation: 111 areas Llf parucipation and Jc\elopment strateg~ :111kages (I.e. project 111\r.'> :.· 

national. local. 1.1r UNCDF go;:h and methodologies); and overall in the design .uh: 

implementation t)f support 10 the: privatization of agro-industrial inputs. 

What sixcifo: lessons can be learned 111 the project"\ immediate cunccxt in terms l1! :-ur.i 
development '>Chemes: national ')trateg1cs: Ugandan ,rru(tural adjustment: labor f'>l.ili-\ 

etc".1 

Whal ie,.,t)fl~ ~·.t:~ he ucfl\ 1.:d t"tir 1 :nprP\ emerll l1r rck\ ~HJ....: uf partrcrpatory pl;rnn. ··; ·' · 
1mplemcnl~H1t1r~ .n \lrl11lar pw1c,·t'- 11h.'lud1ng ftir 1ndu~1r .. :l .1:-.')1s1anL'c pro_1ecb".' 
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ADDITION TO TER-\IS Of REFERE:'\CE 

Via an e-mail message from the UNCDF Deputy ExecullH' Secretary dated lb No\.e111th: 
199<:'. the following request was received: 

" .. .I want to stress to you that ''e are anxiously waiting to study 
the financial analysis compon~m of the Evaluation Report ie. a 
clear Net Present Value analysis of this enterpnsc from the point 
of view of the prospective buyer (tinancial NPV) and possibly 
another one from tl1e point of view of the economy. Maybe a ten
ycar analysis. with clear anr,ual net cash tlo"' 1ndica.ted?" 

These aspt:cts have also ,1ee1; included ir. the report and the appropriate tahles are ~lllm 
in Appendix 1.5. 

---~~. ·~---~· -....,.,.__._. ...... ~ ..... ,.,, .. ,.... _ _,,..., ...... - ... -........... - ........ "")Alii!_,,,, • ..,,,.... .................... 4-•-·"""''"'""-.... ¥ -· ~~-~~--..,_-.......... ,_ ............................. ____ . ·~. -··--
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APPE:'\DIX l 

ITINERARY 

Tuesday. Oct 15, 1996 Departure from Quiro. Ecuador (Team Leader) 

Wednesday, October 16 Departure from Copenhagen. Denmark (Industrial Analysu 
Arrival Enreobe (Te.am Leader and l11dustrial Analysl) 

Thursday. Oct 17 (am) Briefing with UNCDF Programme Officer 
Meering wirh UNrDO HQ Backsropping Officer. UNlDO Progr.1-
mm~ Officer. Kampala and National Consultanl (Agw-E-:li,,,,. 
m ist/Technologisl) 

!pm) l\feeung-.. 111 Kamp.:.ia. with various "end-u\er" <tid urga1111,1t1":" 
and the SAIMMCO disrnbutor. MAGRIC 

Fridav. Oct 18 1a1111 Discussions with tf.~ FAO Representatt\e dJHl lml'llng "\ ::!· ., 

UNDP Dc-puty Res1~ent Representat1\ e 

Saturda\. Oct 19 
to 

Sunda \. 0,:1 20 

Tut:sda\. Occ ..,.., 

( r111) DisCUS'>l011 ""Hh !r;c' 1\1.-\AJF COlll<llJ~Slllllt:r r(ir ;\gr ~l 

Encounters and d1~·ussion.., with the Comm1ss1oncr flir ·,•:' 
Produ..:t1011. Oltlcc>r~ frum :"JARO .rnJ :he . .\gnl'tdtur.ti <)Ir --·· 
1An1mal l racr1011J . .\1.-\AIF 

Re' It''-' of dtKu111en·.:rnon. Fnr111ula1wn of work plan tor 1111\,;1 '; 

! .• .. 1 ()1-.1.:U>'>llllh .ti the \I n1>tr_'o ,11 f111;111l.'I:' ,lflJ Econu11111.: Pl.u111:n:c .1 ,, 

\\1th the l· NCDF ai~u UNIDO ProgrJ.111111e Offil.·er> 
< ;•.11 t 01,..:u,s1011 \\1th the Prl\atizatton Untt. .\l1n1str~ uf Fi11.u1cc> 

DisCLJ>'>Jnr \\Ith tile l'ganJa 1\lanufa1.:turt"r'> .·\:-.'io1.:1at1l1111l'.\l.·\1 

1.\;:~ 1 Re\ te" u( dll1.·u:r1c11: ... .r1011 
, ,11;11 K.tmpala · Tororo. C•JIHact v.1111 IJ1,tri..-i :\gn1.·ulwral Utr"i1.:.: 

I O"t:rn1gh1 111 Toror1.'1 

Wednt:sday. Oct ~J 1am1 

I pm I 
V1s11 co farmer~ and rarmt:r groups 1r1 Tororo District 
Tororo - Mbale .. Vis;t MAGRI(' D1st:1b~1or in \lbak 
J\1balc - Kum1 lJ1:.tr:~:. Arrange> \bit ; .. nugrammc: for S • .HurJ.,_1. ~t· 
Uc tuber 
Kum1 - Suroti. P:-.:.1111inar: 111cett:~g '>\1th General \L;·, .. ;,·: 
SAlf\l.\!Cl) Ltd anc -1~1t or" factun ''\t.:il.Jl1t1n-, 
(0H~rn1ght •n Snro: 

? '· IN :q ; J( 415 .,iAN. 
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Thursday. Oct 24 (am> D1~ussions w11h General Manager (GM) and Na11011al Pro 
Director 
D1s.:-us~ions with Shop-floor staff during "tea-break" 
Discussior. with Chief Producuon Engineer 

(pm> Detail.!d discussions concerning plant installations with GM 
Visit to various NGOs and Projects in Soro11 District 
(Ovemighl in Sorou) 

Friday. Oct 25 (am) Field visits to farmers, blacks1niths and mill operators in Sor 
District (2 separate Groups visited differenr farmers) 

(pm) Discussions with Research and Development Engineer. Shop-fl, 
staff {during •tea·break") dild Chargehands 
Closed meeting by EvaJuation Mission (.:veningJ 
(O\erni~ht in Sorl1f;l 

Saturday. Oct 26 <amJ W:-ap-up mcet111g \~1th GM and CPE . .SAIM.MCO Ltd 

Sunday. Oct '27 

l\lond.i.'. Oct 28 

Tuesd..iy. 01.:1 ::_y 

S1.'roti - Kum1. Visit to variou~ farmer group~ .im.l mill oper;1w 
in Kumi lJistn('t 

tpm1 \'1sll to Womc-ns .. \~~0<.:iation. Bukcdea 
K:.;mi - Tl,rorl.1 

1 am J 

(pm I 

\\rap-up meeun~ l'f E\aluat:on :\!1~\1011 
<0,<.'rnight in y,,r,,r,11 

T ... 1r,1ro - i-..:.unp.ii.i 
Prt.'parar:L>ll t)r' Jr.tr'< t.'' .lluar1<1n reporr 

1.11111 \ki:trng \\Jth ::ii: l·,"111111ss1t>11cr fllr Land Rt:Sllt!rl..'l''.l. \l.-\.\11 
Emebbc 

<pm 1 Prtc'paratio11 p; Jr.H'. I:'\ aluatalll rcpllrt 

Wednesday. Oct JO Preparation l'f. drart c\aludt1on rcpon 

Thursday. O('t 31 P:-..,parat1un ,,( Jr;tir t:\aluation repmt 

Frida\.. November D1Sl:usstons '~Hh L'NIDO and UNCDF Programme Offi ... ·cr" 
Prc-paration of draft c:valuat10n report 

Saturday. Nov 2 

Sundav. Nov 3 

Monday. Nm ~ S ~hmi~ <l'll ,,: E\c-~·utt\c' St .. n111ar_:. ,,r· Dra:·: [\alua11u11 Rcf'"'r: · 
..::--1p}lllg (;.... ~istnb.:tion to t'r'fi('1ah tti be :ri' lted tti the- \\ r.q' 
\ ketin~ t)f ~o' c-1~ber 5th 
C,,ntinuatinn \\ 1tr ::'repann~ f,ali:at1on Ri:ptin 

P"hi( W L! 

\!WC . ¥RB. AiJiV<.Pi:;:VWWi:C: ...... "*' 4%0Cit¥Aeo;w WWWPI ... 
%54_ ... t4 %$ W :;:1 p::;zµ W ' ;:m z c;;auu 



Tuc:sday. :'\ov 5 

Wednesda~. Nov 6 

Thursday. Nov 7 

We.dnesday. Nov 13 

Friday. No' 15 

Monday. I':ov 18 to 
Friday No1, :2 

Monday. :-..:01,· 25 

f\.lvnday. D.:>c lJ It) 

Tuesdav. Dec IO 

(am) 
(pm) 

(am) 

(pm) 

; ;uu 
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Continuation with preparing Evaluation Rc:pon 
Wrap-up ~1eeting 

Preparauon of furure work plan by E"aluation Team membc~' 
Final discussions of Evaluation Mission with UNCDF/UNDP 
Depan Entebbe (Team Leader & lndusu i.il Analyst) 

Arrival ac home base of induscrial Analyse (Copenhagen. Deni::J.r, · 
Arrival al home base of Team Leader (Quito, Ecuador) 

Submission of the text modifications and new sections of the <.Ir.: .. 
report by the National Consultant to UNCDF/UNDP. Kampala 

Submission of text moditications by the Industrial Analy::.t d1~c,·' 
by ekctronrc mail co the Team Leader in Quito 
Onward 1ransmission hy lJNCDF. Kampala. of the: text 1110t;::"i,. 

rions and new ')ection) of the draft report prepared by the N.c .1 •: .. 

Cun')uJc,mr. 

Discussions via elecrronic mail w11h ream members 

Co111pkt1011 uf rinJ.I Jr..irt \cr)1011 or E\ .iluat1011 Rl'port :1. 
T cam Lt.\H.kr 

De~pak·h ut till' ri11JI Jr.![t \ c.'r)1t111 pf the E\;du;.ir1u11 Rl..'por: 
1111crna1;011.1l -:ouncr '>cn1-:c Ill UNCDF. Se-. York 

Ddmcr1n~ h_\ Tc,1111 Le.iJcr .11 l J\CDF H<). ,'\n\ ) tirh 1r1• 

.:Pn ri ri .. .:J' 

.\lod1ti..:at1on ot Jrart baludllllfl Report .i~ rt!yu1reJ. 
EnJ u[ ~11,~1011 

;p =<+ .•• = .~ 
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\PPE~OIX 3 

PERSO:\S \JET 

(in chronolvgical order of encounters) 

Evaluation Mission <throueh t:~CDF) 

Peter Mallow. Industries Analyst 
Wilfred Richard Odogola. Agrl''-ecorw11mc/1ei:h11ulogi.'it 
John Ashburner. Agro-engineer. Team Leader 

Appendix 3: Pel"\ons nw 

Officers accompanying field '.~its to s~1n111 ;111d -,urruund111g areas anl• ~hu l.."onrributl.'.d 1lll·:

v1ews to the E"aluation Miss1l1n: 

Henry Mbaguta. Senior Ecorwmist. !\f111:~try of Finan~:e 
!="rank Akena. Senior Agriculr~ral Oftil'er. fkpartmenr Lll Land Resourl.."es. !\IA.-\lf 

Kampala 

fr~srca J..:•t<1kuie-~tukungu. f';,1~ra111me Officer. LiNCDF. Karnp,i!J. 
Paul Tremmel. Programme Orti(ef. U!\100. Kampala 
Emer F. Khan. Senior lndustrtal De-.doprnent OrJil.'.er. Engineer111g Group. Eng111eer111~ .~· 

ln~ustnes BrarKh. lndt.,trial Se1.:tur~ ,rnd En\Jrrllln1ne11tal D1\1S1t111. LINIDO. \'1e1rn.1 
-\ndre" Pnci:hard. General \tanager. )Al/\11\ICO and Pmrel.."I \lanager L:(iA 80 CUh .1:·,: 

li(iA ~b OJ:'i 
John B. Deas. Regional ~l.u~.i~c-r - ·\rn~·<t and South .-\_.,1,1. H<lS'>all 8.: ·\Y~Pl.."1,\ln Pt\ I'" 

Canberra . .-\uscralra 
John l\lagna). ~lanaging Drrc .. :tur. ~L\(iRIC (l!l Ltd. K.11npal.t 
C. Van Vugh:. Fir'>I SeL·rc.:1.!r~. Rtiyal Du1d1 Ernb;i..,.,_\. K.irnpal.1 
William Sal111lm1.L l ountr) l);~c .. :tor. \\,1rld Learning !n,· Ka1111><1l.t 
Eliot !\tasters. l('t)rdinator. Cl)VOL l;ganda (Ctloperat1\t.' Offil.."e for Voluncar:. Organ1z,1t1t• , 

of Ug.rnda) The She,1 Pn)Jt.'L'!. l ir.1 

N.A.L. Lexandt.>r. FAO Reprt.':>t.'lll.tll\1..' F:\UK. k1111p.1l.1 
At.nt.'r N. Syambi. Programme Officer. FAOR 
Colin Smith, Financial Consultant to S.\IMMCO. Agns)Slt.'llls (0\ersca..,) Ltd .. l.K 
Henry Mbaguta. Senior Economist, Ministry of Finance. Kampala 
Aenas Chapinga Chuma. Deputy Residcm Representative. UNDP. Kampala 
David Taliwaku. Commis'>ioncr External .-\1d Coordination. Ministry of Planning and faonP:" .. 

DeveiL'lpment 
John Khabus1. Tt.>am Leader. ?a.rastat;.I \ln1111onng Ln11. \l1r11')tr) t)f F1:ian(e lla1unuhl.' ·. · 

dei:t.'a::-.:J l 
Kerineth Kat;.H_:.eba. lnforma:.c1n Otf1,:~:r. l g.ir Ja \lanufa(!llrer"\ . .\~~tx::auon t l \!.\ 1 

Roger Shotton. UNCDF. Ne\\ York 
Mana S\t!flSS{.)n. Coum:y Or':i..:er. lJNCDF. Nt.>" Ytirl\ 
George Taba~. l1NIDO CDt..:·'.ry D1r~·\.°Jl>r !llf K~n~a .1nLI l'gant.1,1. ~· 1:rl1ll1 

w :;u» ;s; 
>qP ,?<Wt. k 4 j) :::.+f\l!!'Z4$Qi4 4$ PU :Pri\if<4 .Z4 t .. q ~" •r..,.,...., 

i 
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Jap;, ... O. YJle~i Omodin~. Commissioner ti.)r Land Resources. Mini~try l,f Agricul11irt· 
Animal Industry and Fisheries (f\IAAlf ). Entebbe 

Mrs. Sarah ~- Kiyingi. Commissioner for Crop Production and Marketing. MAAIF. Entebbe 
Joel Wange. Agricultural Enf.tneer. Sert>re Ag1 icultural Jnd Animal Research Institute (SAARI 1 

Soroti 
Samuel Okurut, Research Engineer. Agricultural Engineering and Appropriate Technolog:. 

Research Institute (AEA !RI). Namalere. National Agricultural Research Organizat"':
(NARO) 

John Olupor. Agricultural Officer. Animal Traction. MAAIF. Entebbe 
Emmanuel Kayaayo. Agricultural Mechanisation Officer. Animal Traction. MAAJF. Entebbc 

Tororo 

Jo~iiua Nabukre. :\Cling D1~:11,·• .-\gri1..·ul:ural Officer 1DAOJ. Tomro Di~lrict 
Du111inic Om ... )(Jo-Olllge. A S.'iblan! Ag ricul rural Ofli1:er 1 . .\nimal Tractitm J. T ort'ro 01 st rit·t 
Betry H1rya. \drninistrat1Vt' Secretary. Office of the Resident D1stnct Com111bs1onner (RD< 

Tororo District 
Farmer group (about 15 in total). Kaspodo \'1llage. !\.ayoro Pamh. O\ukltru Suh-Count°' 

Tororo District 
Remigio Alu!..~. (\mcact Farrner r"or .-\111111al Tr;h.'!ltHl. Butc.-ha Pan\h. Busia Suh-D1~trit'!. Buk·r· 

Sub-Cl'Unty. Tororo District 
Okama . .-\111.igoro Village . .\1.rncro P,lfl\h. Butt.•ha Suh-Count\. ll1rpn1 IJ1\t~:~·t (f.1rn1~·ri 

Gabriel .-\langa1 . .-\mago .. 1 \'illagc. Toruro lJ1~tr11..·r ( t"armt:r) 

.\fuhamm;u.l . .\l1g.i .·\i;. \gridd1Ur,1i l11~ur.~n1..·c F.trrn :L;1pl: Shop. Ltid; l p _,,, 
Road. \fh,!lt: Tin~ n ( .\!-\( iRI< · ')i~tributPrl 

Andrew Pritchard. Cic:neral ;\fan.1gt:r. SAl\fMCO Ltd 
Cornt:llius Abu. Nallllil.d Pn'Jc1.:t 01rector. UGA SO.Wt> .i11J l1(iA ~61Ul:' 
l\cllh Elliol. Ch1t:'t PniJuL·t1lm Engmc.>c:r. S.-\lt-.1\ICO LrJ 
. .\korimo Doogracious. Research and Oe\elopmcnt Eng.nec:r . .SAl\l\1CU Ltd 
Otim r..t1ke. Chargehand. F1t11ng and \L1Ch1111ng Scc!Jl111. S.-\IJ\lf\ICO Lid 
Olengor G .. Chargehand. Blacksmithing and Welding Scd1on . .SAli\fMCO Leu 
Sam Amunat. Book-keeper. SAIMMCO Ltd 

. \ l.' .... \!.ill ... 

Shop Floor staff. SAIMMCO Ltd 1almos1 dll 1ntef\ lc\\t'd 111 ~mall groups tH line or lit/:, 

member of the E'aluation \!1s~1onJ 
\frs Mary Teddy O(ung. Madera "B" Cell. ~!JJcJo "8 ·. Sl)rur1 D1~tnct (iJ.r111c~1 

Charles Aben. District Excension Col'rd1na10r. St)m11 Dhtr11.:t 
Faustino An~ 'Jmel. F1eh.J Extens1 •n \\ orker. Sorut1 0htrll..'t 

Elias Egaru. An1111al Traction Oftii.:cr. Sornt1 D1:-.rn1..·t 
Okel lo Elepu. Kacine Sub-County. Soroc1 County (farmer) 
\lrs Egonu \1artha. 0111Jra1 Vtll.tgc. Katme Suti-Cur111:" ( farmen 

- ..... -~--~ .... -----· ---· -----~----..._~-~---:-.--------~~--~---~-..... ~ ...... .-.. --~ 
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Esaloticr Eduku. Katine. Katine S...ib-County (blal·ksmithJ 
George Elibat. Arapai Sub-Count~ (farmer> 

Appendh .~: Pt•r,011, 11 

Eboku Augustine, Assistant Manager. Agm:ultural 1Je>elop111t:rll ProJe~t ( .-\.0 P J. So rot 1 

John KajobCi. Projec1 Manager. World Learning Inc .. Soroti 
Miss Liz Adippa. U-Press Project. Soroci 
Father Mobiro, SOCADIDO. Sorori 
Various personnel, Hands in Service, Soroti 
Project Manager, ENEAGO (Road construction Programme}. Soroti (client of SAIMMC01 
Mackay Slesu, Omodoi Village. Asuret Sub-County. Soroti County (farmen 
Mrs Elesu, Omodoi Village, Asuret Sub-County, Soroti County (farmer) 
Stanley Omujal, Asuret Village. Asuret Sub-County. Soroti County (farmerl 
Eriekesi Egau. Omoratok Village. A1iira Sub-County. Serere County (farmer) 

Valdo Odeke. District Agncultura! Extension Coordinator. Kumr District 
Silver Echaal. Assistant Agricultural Ofticer. Kumi Di~trict 
Okeilo Nocklet. Chairman. Le .. 1rn .. rnJ Do. KJchaboi Veteran~ Association 1 r"arnk'rl 

Olupo Alex. Chairman. Ongino Youth Farmers. Kachabm Pamh. Ongino Sub-Cuunt) 1 r.ir.· ~· 

Mill operator. Ongino Lt.'prt>->~ Ccntrt:'. 011g1110 Sub-Count:-
Mrs Margaret Ila.ho rot. Cila1 rpt.>r~l'i1. Bu kedt.'a \\"omen·'> Struggle\ :\ '>'-Ol"rar 1t1:i. Bu 1-.clk.t. i--. . 

Distnct (poten11.il 1.'!11..•nt l'! SAl:\l:\ICU1 
!\!rs Florc:ncc Ek1tL11. '11..·~r<..'t.in. iL'"-1..·J,:.i \\,1m..:11, 'ilrc.::;i<.:, .. \,.,,i. ... i .. tli,,. Buf...:d<.:,1. :-,. 

Discrict 
Members (about I)). Huht.'Jt.'a \\"1.l1JlL'11·~ Stru;gks As'>t\c;,1t1on. Bukcdt.'J. l\:~;m1 D1-.1ri1.·1 

--~--....... ~ .. ...._._ .......... ~ .......... .._. ... _,,_......_..,...._....,,_ _____ .._ __ ..._ _______ ~ 
.,._...._. ~'"""'7...., r ~ . . -..--j-..'*1*W:4Mf> &WifA4 I 4¥< P&UOX J.41;:. 4i!PA tQU& 4PC44 :Zf.A4&G443fb:z;::;s:>4.ec 
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..\PPE~DL\ .J 

PRINCIPAL DOCUMENT r\ TION CO~Sl'LTED 

UNCDF (l 987) Project nocument. UGA/80/C06, signed 14 August 1987 

UNDP (1987) Project Document, l)GA/%/015. signed 14 Augu, ! 1987 

GEM CO (J 990) Preparatory Phase,Jnirial Study for the manufacture of agncultural took 
implements and farm machiner~, Final Report. 30 January 1990 (Draft dated 2'i . .\ugu< 
1989) 

Shotton. Roger (199!) Reporl ofTed11;1\.·al Re,1ew J\lis~ion . .\l.t}-June 1991, J;J!! J4YJ 

J, de M.R. Belo ( 1992) Appraisal of pro3ec1 ~uccess probabiliry. mulripartire revie" lllc.'t'lll~; 

and evaluation of contract proposals, l\11ssion from 16-~0 November lt./9~. u:--;1Dt i 

Vienna. ~ Oc.'\.'ember 199~ (includes Subsramr \ e appraisal of acrual condir lllfl\ for pr( •i ... ·

successtul implementation: Extracts trom the Ma~-Augu~t 1992 Quarteri: Rep\irr 
project "Field med1anization s:~rem~ forpro<lucllon of~untlowerand le~ume~", \:p·_. 
on Multipartite ~keting tlt' l~ '.\\1\e111her i'-N> Reptirt Pn foint l\ket1n~ for ::,.1:.1.1'.:1· 
of Conrract Proro.;.1!s of 19 Nth ember l Ll42 

UNCDF ( 1493) En\ 1rp111nt·ntal Gurue11nc~ tor rhe UNCDF PwJcct Cy\.'lc. Rer".irr prep.11,:lJ ,, . 

Emrrnnmcntai 1< ... .,uurces Ltd· l !\:) ttir U'.\iCDF. Januar\ l'NJ 

UNI DO (I Y'1JJ Contr.i~·t ~o. ')~ l S:" bl.'l\\ct'11 l. :-.:IDO .iml H.i'>~.dl 6.: :\y,uc1ate~ Pt_\ LlJ 1 ,,_::1,~, 

lo July b:- Ha-,.,,111 and 7 Aug,.-· 1 1.NJ ti~ l'NIDUr 

Hassall & Assoc1ace-. 1 :
11Y-f<t1 SecorH.J Prtigre-,., Rcptlr! .\I J.\n'lary J<.)9-l (111cludes BuilJ111~ ,\. 

Ci vii Works T ci:dcr Assessmt':;1 Reptirt and Repon of Prodtll'! Develop1nc111 · pl Pug;,, 
and m1lls1 

Baercz. Hugues and Odel.:e. Ekn (19441 Report un SAIMMCO. Soroti. UgandJ. March i<J'-1.:. 

Hassall & A~SO\.'l<llt''> 1 l'-N4b1 Thrrli P~Li<'.re-,~ Kt'plirt .. \!Jul! lY94 (includes .\Lnult''> .111,l \ ·, 

Rept1rt of 7 Jul~ i '-N-l .111J Rt:,'L':. h~ H.tt'ft'l .1nJ (h.kkcl 

Hassall & A~.,oc:ates 1 l 1N).11 Fuurril t'~, 1 -:n.:-,-. Kqx1n, ; : JJ.;:u.u:- l'-N.'i tinduJe" \1111·.!cl.'' ,1:" 
Meeting of 29 December 199~ ..::;.J TPR of 5th October '.994 and the Fohw.-up \ktt1 _ 

t'f 6 Octobcr , 'N-l 1 

.. : .. , 



A-29 ..\ppendi" .i: Oocument~1tion con-.uh 

Hassall & Associates ( !995b) F1flh Pn1gre~s Report -~I July 194) (includes Procureml'nt 1<01 

I February 1993 to 31 July !'195 ,rnJ Incernn Marketing Report preparl'd h\. 

Marketing Consultant)) 

UNCDF (1995) Poverty Reduction. Particip.Hlon & Local GoH!rnance: The Rok for { JNCD 

August, 1995. 51pp. 

Seka Associates (1995) Building and Civil Works - Final Reporr. September 1995 

Hassall & Associates (1996a) Sixth Progress Report. 31 January 1996 (include~ comp.11 

accounts 1994195 and financial i;r.atement prepared by Financial Consultant. ReH'>l 

Work Programme and Minutes of TPR ot J Occober J995) 

Hassall & Associates (I 996b) Seve111I, hogre~s 1<eport .ind Draft Final Rep1.n1. 31 Juh '.'N 
(includes company accounts 11N5 4t:i and financial scatement prepare:<! h\ F111.1111:1. 

Consultanl and Marke11ng Repor: pr~·~),trcJ b~ .\t.1rJ..i:1111g (\m~ultarHJ 

,...__.a c.qp .,. .zz '·''* ;a&; 
44 • # 4JU¥$SF) '.54WU 4 t SM> ;; ...... 1·- ··--· 
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APPE:'\DIX 5 

LIST OF INTERNATIONAL .-\:\0 NATIO:'\AL PROJECT STAFF 

Technical co-operation personneJ 

Internationally recruited professional project personnel 

II 

Post title Name Entr~ of duty Departure 
(actual or 
estimated /! 

ii 

Long term staff: i! 
'i 

Projecr Direccor John Oca~ Jul\ I 4-.J ·' Contract .... »11plt;>t1l111 :1 
I 

fl ,, 
Project Manager I) S tcwart Barclln Februar\ {403 Mav ll:l94 

ti) J•'1' ·1 HolthlHl'-t: ;>..tay ['-l44 March l'-N:' 
,I 

General f\lanagcr :\ llJ fC\\ Prikh.arL ,\lard1 : ...)l)~ Januan l 4~~ (lHJI 
'· 

prohabl: ! \ l ,, \..~ 

I 
C.\lt:'ilJt:J (l' Jurlt: 

I 1997) 
I 

I I 
Chief Produ .. '!Hlll I) -\11dft:'\\ Prill·h.:rd .-\ugu\t ; 44.; I Februar:- . '""'"'" 
Engineer 111 h:e1th El11P1 

I 
h.:bru.tn 144) Jan".tr\ )'--.J~ 

I 

Short tc:rm ~tafr: I i 
I I Farm Machiner~ D,t\ 1d Hl)pl\11:, J s .\l.ir .. ·:: j1..N; l Y ,\!.trcll ...Jy_; 

\tarketing spcciafot i i 

I ~ :\larch R/D specialist Ltrs-0\c 1011-,-,01; 19-13 19 .\lard1 _-N.l 
·! I 

.::~ Juh !'-193 7 August i·NJ " 
I· 

Marketlllg l<liger Lirnbrc~ 23 fanuaf\ ( '}<.)5 2 Fdirn<tr\ !9'-J) I 

consult.ant 9 f\larch 1995 '27 f\larch : •-N5 

'! 
Financial Colin Smith 

I 
l August 1995 I J weeks tnon-

ti consultant 
! 

.:ontitlll0ll'> I 
! 

i I 

Pnva1Jza1ion ( '11lln S11111h I l June >N<> 77 day:. 111' ··1-I I I ..:onsultant i ' ('l)l1!Jl1ll0ll"-

I 
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Technical co-ope rat ion personnel (cont.) 

~ationally recruited professional projed personnel 

Post title 'a me Entr.) on duty 

Ugandan ox-plough adviser Alphons~ Akou 8 March 1993 
for Project inception Te.am 

Ox-mechanization spec1al1st I Alphom~ Akuu ~4July 1993 

J 

Go\.·ernment project peno1111d 

Post tit le :\'a111l· Ent r~ on dut~ 

;"-;acwn,-J PrL)Jcc: Ct•:-::~"!1u-, .-\1 .t1 Januan ! 9')()~ 
D1 rci:wr 

( ;., .. l:c',IU-. ( >,1111 ' J;rnu.lf'\ ] <NO~ 

R&D Engineer 

Company ...\"·..:L1un
tant 

NOTE: 

I 

D~·,1,,:~ .. "·1pu~ .\i-.,1r111h• / ,,ll\cil1flt.•r !4--1: 

Dul!' o( t' 11l1hl!_, •)//lt'llf , •f s.~ I.it.ti CU ti.I ti Lill/I/CJ c. >Ill/hill_\ 

Departure 

19 Mar~h 1993 

7 Augu~r 1993 

Departurl' 

Rc'>1g11 \l;m:h i wu-:. 

tiuc !Ill'> 1~ ... rill lh·. 

rauficJ ll\ Ciul 
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APPE~DIX 6 

LIST OF ~YEST\fE~TS I~ BUILDr1\'.GS A~D EQUIP\IE~T 

The following list has been taken from the Financial Staternenc as ac JO June 19% 
and represents the calculation of the Loan Account with U NCDF 

Conscru~cion and /:luildin1?s: 

Plane and Mach111av: 
Manufacturing. 
General ull Illy t(>Ob 

Tools for ltlll/ 1ssu111g. room 
Machine~ tt'r cool room 
Tin S1111ct1 

Paint Shl•p 
Tools. die~ ..tnJ _Jig~ 

TOTALS 

Handl11·1):'. .~. ,i intern.ii :r.111";"1rt 
l\!1s~ell•rnt:l'uS e4u1p111en1 
Office ~llu1pmen1 
Ocher 
SUB TUI \i 

GRA:\D TOT\ I. 

. w• "' · ,... • ..,,....,....,..Pl(4**"4 :a:;se.;:;::+ . ; e + .. z ;pc 

VS$ 

660.0..+0 

207. l b5 
-.U.-J3l 
-+-U~.n 

..+5.793 
l 3.626 
J .l. 74 7 

-+-+.2S..+ 
I llJ . .'iht> 
..+ l. 721 

57..J.l.I) 

.l!ti.U'i':I 

1.6!0.~7-' 

L' Sh 

l --J7 .0.1"- I bt'-

..Jl.2b:.57S 
-+2.:W ! .255 
-+3.47).U..+U 
[ :. 944.t>-+.' 

i 3 . Of> I . 2 2 ."\ 

42 .Ot>4. ""X2 
l U.~..+7.l>I'.' 
.N .b.\S.82.' 

)4).Y2U. ;-4 

_;5~_ 1ri .-J:' 

1.877. 7Xo. 9~9 
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APPE:r\DIX 7 

ORGA~IGRA\1 OF SAII\L\ICO 
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SAII\-IMCO SERVICES AND PRODUCT BROCHURES 
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''"l/ 1 1llll }\1fl,j/tf/ff1IJ11111\ 

'•'I/ I \, ,,. I \I I•/ I \I/It I 

SAIMMCOLTD 
··sorotl(U) 

PO BOX 280 
SOR OT I 

,,_ 
\ --:·. 

>I, -~: -
.... ···r l:'-.r 

'x ... 

~ 

·4=:> 

l\1anufacture of A~icultural 
1\1achinery & Implements 

Cieneral Fabrication 

Precision Machining 

1Zchabilitation of Worn 
Machinery & Plant 

'it 045-61363 
Fax 045-61361 
email 1!m(a 1saimmco.uu.imul.com 
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SI' (( 'IHC~JJPN 

Si11µk l'urwv. mouldhoa1 d plough 
Fumm "1dth ~(1(111 
I 1Hk1-hr;1111 i..:ka1;111 ... l· ·I'- i..:111 
l >n:1-all ll ngth I XI 1 i..:111 

\\ l'id11 18 h).! 
I 1•11•t·d ""'vi I" .1111 
\hall' h1111111 ,,,.L·I llaHk11nl 

\l1111ldhu;11d \ ·~·11:1;il p11q111"l' horon Stl'L'I 
1111...11 pl.1k ad111.'>t.tl1k ll1111111ntall) and \lTlli..:all~ 

I ;111d '' l1t·t·I 11 1.·111 di;11lll'tc1. adjustahk hcil!hl 
I l;11Hlk:-. X11111 11~·1,lh 111;1,1.:d v.1th IH1lh1\\. pnfu1atnl ~'"'" 
l ;1llll'\1lk lla1dc11,·d 111111111 steel with i..:ast m fabricated heel 
\1.1.L'\'-lll IL . ._, 

- -.palllll'I 

-plou~·h i..:ha111 
\11a1..l11111..·111~ 111pt1111i;i! ;11 :..·,11;1 i..:ostl 

-1 ld!!l'I h11d\ 
-!.'.ltllll d-11111 \i1L·1 

tJ L\ K \ < I UU ~ I H -.. 

Th1..·\\l'\1'\1( ( , .. \1111~111;1 ,,,_pl1111µhisat0lms11111plemt:ntpopula1 
1,11 111.111\ \1..·;11, "111. : ~·.111.l.111 L11111crs fo1 11" o;pccJ and L"asc of 
\llh.I ;11 II lll 

I Ii, , u111li111.111P111•t .. IJ.i~111·11,·tl. h11r1111 SIL'd .,·J:art' and a h11rm1 stl'd 
,,,,,,,/if/11111,,/ 1·11o.,1111". 11i:1\111111m d111 ability. C\'L'll in ahrnsi\'l' soil'i. 
"h1k 1111.· dn1L'll 111111. 111.111idh11a1d ai.:hievl':-. L'lkl'tin soil 111\'t.:l'>lllll 
and ).!UPd l11111al 111 -1111 1, ·. 11 ;1,h and weeds 

\ 1111, Ii pL11t .1d111.1.ilo\, li.•tli h111111111talh and vt:nicalh 111a~c ... lhr 

SAIMMC'O "Sungu.<1" ox-plough adaptable to draught ;1111111ab 11 1 
varying size~ for plou!!hing under a wide range of soi I cond111u11s !\ t 

the same time. rigid 1.:onstrm:tion ensures that all 1,;omponcnls remain 
properly ali!,!ned for maximum output and minimum draught 

H1ai..:cd steel plllugh handlt:s arc li!ted with hullo\\, p1:1fo1<o1l'd lia1 1d 
l!•ip.., fo111ia\i111um11pcrato1 comfon 

·\llL'rna11h· hudic-.. '" ailahh: fo1 the SAIMf\ICO ··sung.ura·· plough 

-si11):,'.k fum1\~ ridt'.ct 

--;in~le f urro" !,!round-nut lifter 

(;t ARANTEE 

. .\II 1mplc111rnt-. an<l mai..:hinrs produced by SAIMMCO are guaran
tci..·d aµaino;t dch:i:is in wori..manship or materials for a period of ont: 
\ca1 ( 12 i..:ak11da1 months1 lt11m the date of entry into service This 
!!lla1 an Ire,.., hmih:<l tn rqllai..:cment. free of i..:hargc to the customer. of 
r111111111111..·11i-.. H'lllllll·d h• th1..· fat.:tury whid1 illl' found tu hl' dcfr1..·1i\'t: 
i11 111a11..·11al 111 "orhtna11sh1p 

,,, 
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SPECIFJCATION 

11•-dt.1\'.l1 f\\(l-\\l1<:dcd !!Clleral pllfJlOSI.'. e<..1r1 

1. L.:" ·l .111~k 111111 II!'' ~tructure can~·m~ \\heel ;1\h: 

hearni~:· aml dr<i\\-puk attadunent 
\l;:~·l \\\...:l'I" 1·11 u11 di;111h:te1. 10 cm \\itk. 12 sp11kc-. 
\\ 11:. : :11 : : 1..111 \\Ilk with integral \\ddc.:d a\k 
\-. : ._, 1,· 111,\r-, 1d11.il -ll 1 111111 dia1111..:h.:1 ... 11.:cl p1p1..· 

.1111 •11l-11111'1l'l'11.1kd.1cpLiu.:;1ltk "''''lk11 

lil111..l 

I'·,: ' ' 111111 "' I· I I' q 11..· I }( 111 I l 11' ! . 

,~·-· ;,,,, \i,.,h ''Ith :-;o\id sides ;111d l1111µcd 1;11lt.111..· 

1. '' :11 Ill kll!'lh I ~ ~ Ill. h1:1~h1 (I "•" 

1 .... , .... 1;1.1-tl\ '\.1111• 

• 1" ,· ! . ,\ I k 11~·1 It ~ -;, 111 

' .1 1 \\ llltl: \ - 111 

. I; I .r, . . I l', I; , 1111..1..· _' .;, 1..· 111 

\\ ,, . I.: 

I !l\l\.\l !IRl. .... 11< ..... 

I• "\l\1\11 ( ''" ,.1111 .111t•idh L"llllSlntl'lcd\\c\dcd-.;1l'L'llhl\ 
·-. 

, 'Ir , 1..·1111.11 1. li;l\'>I\ lo \\ l11Ll1 .llL' .1lt.1Ll11..·1.\ ll1L 
~-

I, 

I :11, '" :1,·~·1 .1\k \i;.·;11111~s 

.• ~ •• :.1111, ,,.1;1111.· 1illl1:.. 11\ cal11:-thc dt:s1g11 Pl tli1.: i11d1--.11c11!..'ti1 - . 

.. \,_-_ ir· 11111 '' 11.h:rim~attached b~ 1 ~ ..,p\;1,L·1 1 ~It'~·' 

!1: :. 111111 \\ 1dc huhs. thus cat~n11L' lur 1t•11!..'l1 . ' 
'I. 

,,:i'.hl\: ·1 i.llll .111d \ ii:;u.~L' lliH.:ks. 

lh1: wheels an: \\ddcd lo 1.6 m long steel tubular axle shafts 
\\ h1d1 run in th1 cc 1•.1irs of SO mm wide impregnated wooden
lil111..I-. 111..·;11111~-.. 1111111111nl ·l'i l"lll ap:111 in lhl· cross chassis ll1c 

\\ L'IL'ht ot thL· l11;i 1.l 1-. tl111s l:alTil!d even I~ across the width of the 
1.. ;11 I 011 111.k k-;11111 ;..", \\ hid1 may be easily replaced when\\ orn 

1 lil' tuhul.n -.1:.::.:I d1 ;i\\ -puk is attached to the cross ch;.issis i11 the 
u.·1111~· ld thL· .. ;it! tliu, pull111~ from the load centre. 

<_; l \I_{ \ " I 11 

\II 1111pk111;.·111 .• 111d 111.1..-l11nc~ pruduceJ by S/\ll'\1MCU an.· 

:--u;1;;1111~:d .1~.111i-;1 d:.:?:i.:t, in workmanship or materials for a 
p,·111 •d 111 ""' " ,11 1 \ ' ,;ii,·11da1 months) frnm the d;1tc 111" ·11tr) 

1111t· -..:.:1' 11.i.: 11.:, ~u;11;inti..:l'. is limited to replacement, fn:l.: ul 

lh.iq'l' II• tl1l· llht·1111l'I. ol rnmponcnts rctumcd to the factor) 

"'"'h .llL' 11 1\\lld ,,. \\,: ddccti,·e in m~terial or workmanship . 

/1 

: .)Ah\1V CU L1D. l ,,,. •• .,,. 1 - . 
I u ~ ; ;:; __ 

,,_,_ ·----; -·-.,.., ,....,,_..,..,.._.....,_ 



'\ 11 i 

~ 
. :' l 

-i - -~I 
~ -. l 

~ ..:; ..: 
I 

ir. v "I' ..,. : -
~ 

,. ~· 
QI ·• -.... 

¥' 

' 

\..) 
·~ '. ;- .. 
/i 

~ 
I 

~ --x ,..., 
~ ;...... -~ -~ --- -- 1 -~ 
.. -

;r, :r --~ 
~ -

~ - c --- - c ., ~ :.r: :.r: -: 
...,,; :r ::.:: '.L 

/ 
.._ ::.:: 

.::::: ...... c - -.. -z - - ~ - ._,.._ 
-- - :.r: :.r: - z 

~ - /_ - -- ::.:: - :r_ .._ 
..:.; -- - - ...... -

0:: - '-..: - :r- r- 1 - - :,..-_ '-

- .r_ - -..· 
/ - ..._ 

~ 

::::: - .... - - - - ::- z 
:r -- - .r - -r 

r - /_ :.r: ::.:: - - .._ 

t""' - -- - ::.:: - :.r: 
..r. - - -u -<:'. ,,__ - - -.. 

?' 
- - - ..._ ::.:: - - -

/ ...... :r - -
;:;i ._, 

.:::::: - :.r: ;.: :? - -- ,. 
1 --- ..._ 

-..; 
...... -... =-- ...... 

Q - -
- - - < ...... - -- - - :.r: - = 

0 ~ - - ? / - - ~ 
...... -= 

-- - - - - --
~ 

- - :...::: -:". - :..-: 
0:: ·.r. 

:,......_ - - ...-: :.r: ..._ 
-

...... - --
::.:: -- ...... --- - - - - - ? -Q... ~ - - ::.:: ...... --:r - ::::: ::.:: --.,,. -= ::.:: -.; .:.::: ::.:: z / --

7-. 
::.:: --

/ / -- --
::.:: 

~ :::: .::::: 

--Q.. 

---- / -~ -/_ :,..... --.r 0 .r 

v 



SPI< ·1 FH. \TIO!' 

( )\-di ,I\\ II :.I 1p S(I ;1pl'I \'. llh provtSHlll lllt );'fll(kJ Jump 

111 ~· 
"'1..·Pop "1dth 61. rm 
"'- P(ll' \ 1dl11lll' (I (Ill.:, di 111 

; 111" l.:1:·,\ \ll dump~·d .111d t:raJL"J 111.1\L't ;.ti 1: · 111!11 

: ; i .1 d, \ \ 1,I ti i t ' ~ , 111 

l~-:pl.h.;..:.ihk thult-u:,, i)l.1J;.· 111 ha1 i~·11~:J !)UJ\11: \\,·~·: 

1· ·1.\.1, .. i1,l.·h11\111 .1· l·.l.1dr1m11v:·. 

• \'., ; .·: 1 :.11..,:.1hlL li.11 ,: \\PuJ h~inJk.., I 11: lu11~· 

)\ ."! ,,\: \\ 1dtli :-;1, L'll\ 

l , I ..., ~ 
II _.: - .i , L.: ll ~ l l _ - 111 

\ \-. 1 '.'Ii: ! I It I.~ 

~. i I ~ R \ ( .1. I' RI s I I< ·~ 

: 1,_ '\:\i\h 1, lb11\ ~1.u1'!' I\ ~1110:\-Jra\\ll ..,1q 1 "L·1;1p-.·r 

dL'\l~'lll'Lj JUI L'arth-lllll\ lllg_ Or>l.!ra\JOnS SUCh JS J1gg111g 

·.: ·11.. :•1111,!·. ;111d 1 i;11111\~' small L·;1rth d;111:· ;ti-.(1 

,, •• 1 .. :i\1111:· "111! 111; .1~:11l·ultural 1(1;1J:--. 

: ; . , , I '"' ' , 1 1 " 11 , i 11'.' .·,, , • 1 ' I ' L\ 1 ti k J b ~ r a 1 s Ill~ th,.. ll a 11 J i--· ·, u 1111 I 
'·' 1J.· .'ll!~ ... Pi! Wk·n full the scoPr slidL·-, (111 1h 

~.1 ..... tl•1. 1111111L't\ I 11 dumr the soil thl' h;11hlk" ~1tL· 

· . , · . , ·,I 1111 l 1 : t Ii-· .., 1.. 1 1 u \ 1 1 :·, I ' u I k d o" c r cent r L' u 111 P t l'- h. 11. I. 1 t " 

't:.1 :•, 1 ·.1\Hll\l11.·1t1!',k\:..'ill\lllL'UlWthL'\lUJ1lll~'', \11\l\I'. 

ros1tion the gar he1wecn thl~ blade and the original ground 
ie, cl alluws a eraded llo\\ of material in a la\'er ahout 

~ . . 

.:;t1111111 tl11ll thu\ kil\'lll~· a smooth. h:vd surfou.: 

The SAi MMCO Dam Scoop is rigid I~' constructed for 
Ju1.1htl11' RL·pl;iL·cahk huron slL'1..:I hlaJ~ anLI ru1111L'l'> 

l;1L·il1t.111: 1na111lL'n;111L·i: a~, Jo th1: l\\o r1..:place;:ahk wotH.kn 
h;mJks 

<;I \I~ \ 'TF F 

:\ l l 1111pkn1l'llh ;ind m;1L11inL·s prodw . .:cd h~ SAi MMC( ) a1 L' 

~ u;1ra11tL'l·d a~;11nst 1.kli:cts in workmanship or materiab for 

~' pl·riuJ ill 111w 'L·;a ( I:. c;.1lcndar months) from the d;1tc of 
L'llll'\ 111111SL'I'11..'l' lh1~ guarantee is limited to replat:l'llll'lll 
I 1 L'L' O I ( h,11 l;'.L' lll \}]L• L'll'·\\ Ull)l.,!f, Of COITipOlll!n\S fl..'lU rth .. 'U lu 

th1.· Lido" "h11.:h ;i: , .. founJ to he dde<.:tive in mater1JI or 
\\ 1lfK111 ~1 ll ";\II\' 

-. ,...._ ..... ' . 
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I SI'!.( IH< \I!()~ 
l 

l 

I ·, 

,ll 

1 k.11· ,1111· 

·,111 .. ~ :11:· 

ha!·1111·:• mill~ j,,, ):!rain crop\ .:a""'" ;1 L'L 

• •11111 ": l1kd -,1L·t:l l111 I Omm .tn·I h;1.L· 

i l1J11/11111.ilt\ ·.pill , ·''"'F lu1 l'il\l' ol lllllllllL'll,111u 

1 111. '''""' 1i\t1:11111 •• tlh h;tla111.:l'dweldnl-.1l'l'l ha111111·:! ,;111tl'I 

... I· 1 •. 11! ~ 1111:1 .1 .. 1111~·t-;1 

i. t 1 ). I l I j I ) . I 

'i ": 1 : ' .. 1 · 1: I.. 

:.-.. 1.1·1· , .. 1. 

: .. ,1· .1• vii ~111111 Rl'i\1 
.1i•'.'11111~· ..,L·;1lnl hall hl·a1111~· 

. .. : \\ 1dtl. lllll'l.'lill "''Ii ~.1 .. 111:· 
l'.tt'll! !;;1111111~·1 t\\11-h11lt r1xit1!! revt:rsihk h1111111 -.ll'cl 
;.:'.I"'' -::; I.·.:••. :.1 .,1,··,·d lC 8111 '>t', 

'. ... 1 I.· .I.\ l1J!1· >11pp11rtl'l\ l11li\\ldtl: 

.I : .. 1 .11 ... ~~.,,·,11.1~ottP1111Jl1 

,, I;, \ \ ... 11 d ~I l'',.' 
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\·11:\"CTES OF TPR OF 16 OCTOBER 1996 
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APPE'.\DIX 9 

~IL'\TTES Of TPR Of 16 OCTOBER 1996 

These Minutes had not been received by the time of finalizing this report but may h~ 
p1aced here when convenient: 
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Last page of Minutes here. 
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I\llINLTES OF \VRAP-CP \IEETING 

OF 5 :\OVE:\IBER 1996 
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APPENDIX 10 

MNVTES OF WRAP-VP :\·IEETl!\G OF 5 ~OVEMBER 1996 

These Minutes had not been received by the time of finalizing this report but Illa~ lh: 

placed here when convenient: 

WP! (4¥.% 4@ti Ji.4C. .. ·A.44 QJK 444 QPQJ4 4•~ M 
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Last page of Wrap-up Meeting Minuies. 
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APPENDIX l l 

PHOTOGRAPHS TAKEN DURING EVALUATION MISSION 

Fig. I The difference bee"'~" the SAlMMCO plough and ... (see Fig. 2 below) 

Fig. 2 .... and a very poorly adjusted plough obserwd in Tororo Distri12t 
(note the irnpossi~ly IO\\ height of tht? handle~) 

·-·---·--------................. .,..,.._.,. ,_.._~_..__~""'M'~_.....,..~~~~~~~-_......,,......,.. .-r~"*V.~:o-;;o--.o(•~-r .... --~ --:-. ~ '1.iti.«.41f41•4t+w:; ... li, •:::: ZUf5_& sss:;: ... t!f¥?4)4StZ .. J '···"'.'f .. U'¢P44 "~ ..... ,.-
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Fig. 3 TraditionaJ method of transport of the plough. The SAIMMCO plough ha-. 
a skid to reduce damage co the plough during rhis type of transpon operarion. 

Fig . .i Although farmers normally Pl':;sess a skdge such as this. ll is not al\o,,ay~ U'>l..'l~ 

for transporting the p:l1ugh to the ;-1eld. Thi.! alternative u~ l,:· a cart is rarely. 
if ever. seen in Uganda. 
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Fig. 5 Guided by the MAAIF Animal Traction Officer for Tororo, Mr Ologe. 
the E\.'aluation Mission intl!n 11!'-" farmers in Tororo District. 

fig. 6 A member of the E\aluation Mission tries his hand at ploughing 

I 
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GOVERNMENT CONTRIBUTION TO SAIM1\11CO 
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APPESDIX 12 

GOVERNMENT CONTRIBUTION TO SAL\-IMCO 

(for the Period 1990 to 1996) 

-
I 

Date Description Amount 

24 Sept 1990 Quarterly release l l,8D.9!6 
01 Dec 1990 Quarterly release 35,352 . .+57 I 

06 Mar 1991 Quarterly release 30,000.000 
17 May 1991 Quanerl y release 26.000.000 
01 Dec 1991 Quarterly release 8,764.500 
17 Mar 1992 Quarterly ~.!lease 10.800.0\JO 
12 Nov 1992 Quarterly release I . 000. 000 
02 Dec 1992 Quarterly release 5.800.000 I 

05 Feb 1993 Quarterly release b. l.+U.UUU :, 
11 Mar 1993 Quarterly release 7 .4 OU. 0<.JU 
23 Mar 1993 Quarterly release l 2 , 2 lU . UOU ~j 
19 May 1993 Quarter! v rell!ase 2.000.W{J ', 

29 May 1993 Quarter! y release lU.26U.Uv<J i 
29 Oct 1993 Quarccrly release 7.l l:'i.OOJ 'I 

I· 

03 Mar 1994 Quarterly relea:.c - ()(){) ()(JU " ). . 11 

11 Apr 1994 Quarter I y release 18.JOO.OOO 
05 May 1994 Qtnrterly release 18.320.000 
23 Jun 1994 Quarterly release 36.600.000 I 
12 Jul 1995 Release for Ra\' Ma1erials 6D.000.001 i 

Sl"B-TOTAL 312,875.873 

(Less) Revenues 
re mi ttc!d co Gol· 

I I TOT AL I I 
312,s1s.s1_, JI 
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SAIMMCO PRODUCT PRICE LIST OCTOBER 1996 
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APPENDIX 13 

SAIMMCO PRODUCT PRICE LIST OCTOBER 1996 

ITEM UNIT NET PRICE SALE PRICE 

SA IMM CO (incl. 17% VA TI 

OX-EQUIPMENT . 
Sungura Ox Plough, 8" I 

! 
95,000 112.000 

RHS Toolbar with Weeder or Plough I 150.UOO 175.000 

- Plough attachment for RHS Toolbar I J5.000 41.000 

- Weeder attachment for RHS Toolbar I 35.000 41.000 

Ox can. I ton capacity J 4-W.000 5 15. 000 

Ox Diamond Spike Tooth Harrow I 150.000 175.000 

Ox Dam Scoop I I 75.000 204.750 

PLOUGH SPARES 

Mouldboard I 15.900 19.000 

Share I 5.200 b.100 

Land side I 4.500 5.JOO 

Handles I 5.000 b.UUU 

Wheel assembly l 11.:WO 13.500 

Wheel Clamp I .1.500 4. !00 

HAMMER MILLS 
! 

Hammer Mill (20 HPl including base I 2.200.000 :.575.000 

but excluding motor/engine 
l 

Hammer Mill including base and I ' 9.800.000 11A10.000 

I 20 HP Diesel engine 

Hammer Mill including base and I 5.000.000 5.850.000 
I 

20 HP Electric Motor 

r 

.\'OTE: Price li.11 pml'ided ro Emltwrion Mi.i<on on JO Ucroher 1996 . 

#41 ¥ •• IG 
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UTILISATION OF ANll\IAL DRAFT PO\VER 

IN UGANDA IN 1986 AND 1992 
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APPE~DIX 1-l 

UTILISATION OF ANIMAL DRAFT POWER IN UGANDA IN 1986 A:'JD 1992 
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Tnui ::H 2674 >ti4 :23 1.._-ll :.;:.- hi4 1~-

Sources: • 
• 
• 

• 

Rc!p11rt 11n U ganJa SJtiunJI C c!nsu:- t(1r Agri.:ulturc! anJ Livc!st< ":k. D~..: i 'N2 
UganJa Distrkts lnri1rm<ttilln HanJ &111k. 1992 . 
0Jug111J W.R. Ak11u :\ . .\tiJra G 0. lhc Stutw 11{ A.11i111ul Dr .. rng/11 P1111{'!' 1· 
Uxundu · Fururl' m·11th 1..J11d Pm.1p1. :" PJrcr rrc,~nt~J at tl1c R~gi11n.il .\(jRU· 
TEC W11rhhPp in H;irJrc. Zimhar·.,.:. 1992 
Fuot nutc! !"): 3 ,_. hllu,.:h1dJs u,;ng ,,r J1r;c'...:t::. hcnditting tr. ·111 .t111111.d ,Ir .. :· 

powc!r in tile! Jistri..:t 
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APPE~DIX 15 

A~ALYSIS OF F~ANCl:\L SCENARIOS FOR SAlMl\tCO 

Comments to the different scenarios used for the calculations 

The graph indicates the three projections of possible company revenues over lhe next eight 
years, based on discussions with project management during the visit of the Evalualion Mission. 
These are also compared 1,1. ith the ;:-r .. .1;L·1. • , used !~: '.~.:- !09..t P~('DF re\·iew mi~o;ion <Raerez 

and Odeke, 1994). 

The three basic scenarios are 

Scenario A: Optimi:)iic revenue projections \dh ~ options for the number of worker\ 
opera!lng in the plant: 

Scenario 8: Moderate revenue projections with :: options for the number of 1.1,.orker, 
operating the plant: 

Scenario C: Pessimistic revenue iJrojections ..... ith :: options for rhe number of 1.1,.orke:-, 
operating lhe plant: 

Six tables of analysis for these scenario., are presenred: 

I) Al: Op1i1111st1..:: re"enue pw_!ectwns v.11h 1:whta111 11u111ba LH \\.Urkt:'r~: 

~) A~: Optimistic revenue pro1ections with in..::reased number of worker~: 
J) BI: Moderate revenue pro.1ecrions with constant number of workers: 
4) B"' · Moderate revenue pro_icctions \\ ith increased number Df ~ urker::.: 
)) C ! : Pessirmsrr..:: re"enur projections with constant number of \~urker~: 
6) C"'· PessimistK re\enue prl1Jections w!!h 1Gcreased number of \\.Orkers. 

There is no assumption for .. -orporate ta.:i; paymencs. 

The revenues are projected for the :·o!lo\-:rlg 8 years. where the tinancial/acrnunring year 1995-
1996 shows the actual figures and is assi,med to be the iirsr "normal" opcrarional •t:'ar. 

a; e; •.. 1. e: c *'•·:wuz41 w\ 
f I (W ; }¥21 •, 10 A#Wt;wm W+•wse;;;4y_;;: ·" .. ..,.... ...... -~ 



SAIMMCO Revenue Projection Scenarios 
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SCENARIO A:l OPTIMISTIC REVENUE PRO.JH'TIONS 

ASSUMPTIONS - THL NlJMBEI< OF WORKERS AKE CONST ANT ASSUMING AN INCREASED WORKER EFFICIENCY 

PIHl.ffCI El> SALES PROGRAMME UGANDA SlllLLINGS MILLION 
-·-· 

ACTIJAL 

l'J'J~-9(1 l'J%-97 llJ97-'J8 1998-99 1999-00 2000-01 2001-02 2002-0J 2003-04 

REVENUE 
FACTORY 81 (J 27S 0 175 0 450 () 500 0 525 0 540.0 550.0 550 0 

NON !·ACTOR Y 17 x s () () 70 () 'J() () I I 0 0 I L.u 0 130.0 135.0 135.0 
Siil\ l<>I 1111 A 325.0 .u~.o ~40.0 (1111.0 645.11 670.0 685.0 685.0 

PROI>. COSTS & O/UEAIJS lXCL INTEREST 
RAW r>-1All-.RIALS <;() ,l I lO (J I 7X 0 21 (1 (} 244 () 258 0 268.0 274 0 274 0 

WA(iFS IX 7 )8 7 :IX 7 38 7 ).; 7 38 7 38 7 38.7 38 7 

SUPPLIES & SLR VI< 'LS 17 0 17 u I 7 O 17 0 17 0 17 0 17 0 17 0 17 0 

MAINTENANCI'. & REPAIR () !) s () 'i () 'i () 10 0 10 0 10 0 10.0 10.0 

CHANGE IN STOCK 0'> lJ) 00 () (J 00 00 00 0.0 0.0 0.0 

DEPRLC I ATION 'J4 ~ 102" 102 <; 74 (1 74 (> b(> 7 66.7 66.7 66 7 

MAN&. Al>MIN SALARY 17 7 17 7 17 7 17 7 17 7 17 7 17.7 17.7 17 7 

FIXH) OVI RllEADS ·12 2 4 ') ') 42 2 42 2 42 2 42 2 42.2 42.2 42 2 
SUB TUI 221A 353.1 .. (}I.I 411.2 444.2 450.3 460.3 466.3 466.3 

---
PROFIT/LOSS I {120.0) {28.1) 43.9 128.8 165.a 194.7 209.7 218.7 218.7 
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SCENARIO A:2 OPTIMISTIC REVENlJE PROJECTIONS 

ASSUtvlPTI< ,NS - THE NUMl:1ER OF WORKERS I Nt'lffASED FROM 19%-1997 BY 100 % 

I' IH ).I H 'l H, s i\ ~'.~~~_!'I{{)(~~~~~ MX ___ ll<;ANDA SlllLUN<;s Mii.LiON ---- - ·---- ---- -- ---·-------··----~-- -----
Al'TlJAI 

l 995-% 19%-97 1997-98 1998-99 1999-00 2000-01 2001-02 2002-03 2003-04 

REVENUE 
I t\( 'T( >Hy 8 i " 2 7t;,, tl I]\ II .J '\tl II '\()() (l 'i~ 'i () 'i40.0 'i so 0 '\<;() 0 

NON I· A<. IOK Y 17 x 5 () l) 7U \I <)() u l I tl 0 1:::0.0 130.0 135 0 135 0 
SUB TOl I 01.4 325.0 .u~.o 5-Hl.O 610.0 645.0 670.0 685.0 685.0 

l'IU>I). ( C)SJS ~~ O/llEAl>S t::\C'L. INTEIU'.ST 
RAW l\1ATFRIALS 'i() ; I rn o I 7X !I 2 I <1 o 244 () 258 () 268.0 274 0 274 0 

WA< il·.S ;x 7 77 ·I Tl ·I 77 ·1 77 4 77 4 77.4 77 4 T' 4 
SI JPl'l .ll·S & SIJ{ VI< T.S I 7 o 17 () 17 () 17 () 17 () 17 u 17 0 17 () 17 (I 

l\1AIN 11-Nt\N( ·1-. & RLl'AIR II I) 
" (J 

'-Ii C, Ii Io O Io o 10 o I U o Io O 

CllAN<il IN STOCK ( ; I) I)) () II II II (I 11 (J () 0 () 00 () () 0 () 

l>EPRITIAll<>N l).l <; 10:2 'i 1112 " 74 (1 74 (> 66 7 66 7 66 7 66 7 

l\1AN ,\ ·\I >l\11N SAi i\R Y 17 7 11 7 17 I I'/ l 17 7 17 7 17 7 17 7 17 7 

l-IXI .D OVLRI !LADS ·L! 2 42 2 -12 2 ·12 2 -t2 2 42 2 42.2 42.2 42 2 
Sllll IOI 221..t 391.8 .09.8 449.9 482.9 .is9.o 499.0 505.0 505.0 

1---------· ------ ----------- ----. - ---· ---· ------
PROFIT/l.OSS I {120.0) {66.8) 5.2 90.1 127.1 156.0 171.0 180.0 180.0 
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SCENAl~IO B: I MOIJ£RAT[ REVtNllE PROJECTIONS 

ASSUMPTIONS - THE NUMBER OF WORKERS ARE CONST ANT ASSUMING AN INCREASED WORKER EFFICIENCY 

l'ROUTTF.D SAL•:s PROGRAMME llGANOA Sllll.UNGS MILLION 
ACTUAi. 

199!'-% 19%-97 1997-98 1998-99 1999-00 2000-0 I 2001-02 2002-03 2003-04 

REVENUE 
FACTORY in 6 21 s 0 3 IS 0 390 0 440 0 465 0 480.0 490.0 490.0 

NON FACTORY 17 8 so 0 70 () 90 () 110 0 120 0 130.0 l35.0 13~ 0 
SUB JOT IOl.4 2<1S.O 38S.O 480.0 550.0 585.0 610.0 625.0 625.0 

PROD. cos·rs & O/llEADS [XCL. INTFREST 
RAW MATEhlAl.S so.\ I 06 0 I 54 0 192 0 220.0 234 0 244.0 250.0 250.0 

WAGES .\8 7 38 7 38 7 38 7 38 7 38 7 38.7 38.7 38.7 

SUPPLIES & SER VICES 17 () 17 () 17 () 17 () 17 0 17 0 l7.0 l7.0 17 0 

MAINTENANCE & REPAIR () ') so 'i (} 'i () 10 0 JO 0 10.0 10.0 lO 0 

CHANGE IN STOCK (_\\) l)) 0 () () () () () 00 00 ') 0 00 00 

DEPREClAllON l)..j <; 102 s Io: 'i 74 Ii 74 (> 66.7 66.7 66.7 66 7 

MAN & l\DMIN SA!.AHY 17 7 17 7 17 7 17 7 17 7 17 7 17.7 17 7 17 7 

FIXED OVER! !EADS 42 2 42 2 42 2 ·12 2 42 2 42 2 42.2 42.2 42 2 
SUB TOT 221.4 329.1 377.1 387.2 420.2 426.3 436.3 442.3 442.J 

PROFIT/LOSS I (120.0) (64.1) 7.9 92.8 129.8 158.7 173.7 182.7 182.7 
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SCENARIO B:2 MODERATE REVENUE PROJECTIONS 

ASSUMPTIONS - THE NUMBEH OF WORKERS INCREASED FROM 1996-l'J97 BY IOO % 

PROJECTED SALES PROGRAMME UGANDA SHILLINGS MILLION 
ACTUAL 
19(J5-% 19%-97 1997-98 1998-99 1999-00 2000-01 2001-02 2002-03 2003-04 

REVENUE 
FACTORY 83 6 215 0 315 0 390.0 440.0 465.0 480.0 490.0 490.0 

NON FA('TORY 17 8 50 0 70 0 90.0 110 0 120 0 130.0 135.0 135.0 

SUB TUI IOIA 265.0 385.0 480.0 550.0 585.0 610.0 625.0 625.0 
PROfl. C\)STS & O/BEADS EXCL. INTF.REST 
RAW MATERIALS 50 .1 106 0 154 u 192 0 220 0 234 0 244.0 250.0 250.0 

WAGES _\8 7 77 4 77 4 77 4 77 4 77 4 774 77.4 77 4 

SUPPLIES & SERVICES 17 () 17 0 17 () 17 0 17 0 17 0 17.0 17.0 17 0 

MAINTENANCE & REPAIR () <) 50 5 () 5 () I 0 0 I 0 0 10.0 10 0 10 0 

< 'HAN<iL IN STOCK ( l 1) \)) () () () () () 0 () () () () 00 00 00 
DEPRU'IATION •).l 'i 102.'i I 02 S 74 11 74 (> ()() 7 66.7 66.7 ()~) 7 

MAN & ADMIN SALARY 17 7 17 7 17 7 l7 7 17 7 17 7 17.7 17.7 17 7 

FIXED OVERHEADS 42 2 42 2 42 2 42 2 42 2 42 2 42.2 42 2 42 2 
SUB TOT 221.4 367.8 415.8 425.9 458.9 465.0 475.0 481.0 481.0 

PROFIT/LOSS I (120.0) {102.8) (30.8) 54.1 91.1 120.0 135.0 144.0 144.0 

~ 

---.J 
N 

;... 
'"O 
'"O 
~ -Q. 
~· 

U1 

::!1 
Q; 
:::i 
f') 

Col 

"' f') 

::! 



-........ 

SCENARIO C: I PESSIMISTIC REVENUE PROJECTIONS 

ASSlJl\tP I IONS -Tiil. NlJMl\LR <JI- WOl<KLHS ARI.< "ONSlAN'I ASSUMING AN INCREASED WORKER EfflCIF.NCY 

PROJECTED SALES PROGRAMME UGANDA SHILLINGS MILLION 
------ ---- ---

A<'TllAI. 

I 9CJ~-% 19%-97 1'197-•)8 1998-99 1999-00 2000-0 I 200 l-02 2002-03 2003-04 

REVENUE 
FACTORY in 6 I .HI 0 2\0 0 HIS 1. 355 0 380.0 390 0 400 0 400.0 

NON FACTORY 17 8 SU 0 70 u JO U 110 0 120.0 130.0 135 0 135.0 
SIJ81'01 101.4 180.0 300.0 395.0 465.0 500.0 520.0 535.0 535.0 

PROll. COSTS & O/HEAOS EXCL. INTEREST 
RAW MATl·.RIALS so .l 72 0 120 () IS8 0 186 0 200 0 208 0 214.0 214.0 

WA<il·S .\8 7 18 7 18 7 .\8 7 18 7 38 7 38.7 38 7 38 7 

SUPPl.IES & SERVICES I 7 O I 7 0 17 () 17 () 17 0 17 0 17.0 17.0 17 0 

MAINTENANCE & REPAIR () 9 s 0 s () s () IU.0 10.0 10.0 10.0 100 

CllAN< ii· IN STOCK ( )\) IJ) () () () () () () () () () () 00 00 0 () 
l>EPRE< 'I ATION lJ4 c; 102 c; 102 c; 74 6 74 6 66 7 66.7 66 7 66 7 

MAN & ADMfN SALARY 17 7 17 7 ,-17 17 7 17 7 17.7 17.7 17.7 17 7 
.... _ - l·IXl·l>«l\'l·Rlll-.Al>S ·l 2 ~ ·12 2 ·12 2 42 2 42 2 42 2 42 2 42 2 42 2 

SUL! TOT 221A 295.1 J.O.t 353.2 386.2 392.3 400.3 406.3 406.3 
-- --------------

PROFIT/LOSS I (120.0) (115.1} (43.1} 41.8 78.8 107.7 119.7 128.7 128.7 
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SCENAIUO C:2 PESSIMISTIC' H.EVENllE PRO.JECTIONS 

ASSUMPTIONS - THE NUMBER OF WORKERS INCREASED FROM ICJ'JC1-l91J7 BY IOO % 

PRO.JF:CTEI> SALES PROGRAMME UGANDA SHILLINGS MILLION 
---·--·--· -·- _._. ---- -- -··------

A< 'TUAI. 

1995-96 1996-97 1997-98 1998-99 1999-00 2000-01 2001-02 2002-03 2003-04 
REVENUE 
FACTORY in u 130 0 230 0 305 0 355 0 380.0 390.0 400.0 400 0 

NON r ACTOR Y I 7 8 SU 0 70 0 90 0 110 0 120 0 130.0 135.0 135.0 
SUB TOT 101.4 180.0 300.0 395.0 465.0 500.0 520.0 535.0 535.0 

PROD. COSTS & OIHEAOS EXCL. INTF.IU.ST 
l{AW MATFRIAl.S so ' 72 () 120 () I SX o I 8<1 0 200 0 208.0 214.0 214 () 

WA<iLS lX 7 "/J ·I 1 I ·I 11 ·I T/4 77 4 77.4 774 77 ·I 
Slll'Pl.11'.S & SERVWES 17 () 17 () 110 17 0 17 0 17 0 17.0 17.0 17 () 

MA!NTFNANCl-. & REPAIR f) 1) 5 () ~ () s () 10 0 10 () 10.0 10.0 I 0 0 

CllAN( ii: IN STO{'K ( l'J IJ) () () t) () 00 00 00 00 00 00 
DEPRL:C I ATION IJ4 " 102 5 I 02 " 74 (1 74 6 66 7 66.7 66.7 66 7 

MAN & ADMIN SAi.ARY 17 7 17 7 17 7 17 7 17 7 17 7 17.7 17 7 17 7 

FIXFI) OVUUll:ADS 42 2 42 2 ·12 2 42 2 42 2 42 2 42.2 42.2 42 2 
SUU TUI 221.4 333.8 381.8 391.9 424.9 431.0 439.0 445.0 445.0 

-·-

PROFIT/LOSS I (120.0} (153.8} (81.8} 3.1 40.1 69.0 81.0 90.0 90.0 
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Comments to the Schedule of Financial Indicators for the Different Scenarios 

The s.·::edule contains the same 3 scenarios used above (Al, BI. CI J representing an opt11111'>t•~ 
a rmxlerate and a pessimistic forecast of the projected revenue and with the costs assuming ..i 

.::onstam number of workers. 

Each scenario .has two sub-scenarios representing a reduced initial investment/asset value. 

The two new initial investment/asset values used for the sub-scenarios are derived as foffuv. ~: 

ASSET ITEMS (Million VSh) Original Scenario Sub-Scenario I Suh-Scenario :! 

Construction & Building 972.80 97'2.80 700.00 
.\fach inery 545.92 5.+5.92 .+2 3 . .+9 
Litial Working Capital 359.06 

TOTAL ASSET VALUE 1.877.78 1518.72 l.l~_\.fl) 

The Net Present Values are calculated us111g a discount rate of 7 '-;: . 

The Discounting Period is 15 ~ears and the revenuc-s and cost are assumed coii_,rant from tilt: ...,1 

;.ear of operation. 

The Pay Back Period indi..:ace~ the 11u111ber nf :e.ir~ It take~ to rt:'p•1: the initial 111\e~t1111.·111 111.' .. 
L'f the proJeCl. 

Interpretation of Financial Rates of Rt'tun1 ust-d for lht' cakulatiom. of f'i11a11dal imlic1t11r,. 

The following Rates of Return have been calculated: 

Internal Rate of R~·turn on Total Investment (!RR). 
Internal Rate of Re-turn on Equity (IRRE 1 ). 
lr'ternal Ratr of Return on Equity ((RRE2l. 

Internal Rate of Return 011 Total I nwst ment (IRR). 

The cash-flow used for .::alculating IRR is ,ts follo-w: 

l) Real initial investment in periO<J I. which is equal to total investment less finanu.11 pr,·· 
production expenditures (interest). 

:> Net cash-flow in period 2, which 1s equal to: 
sales less operating cost 

less increase in working capital 
less increase i11 fixed \.'.ap1tal 
ks:> \.'.Orporate tax 

.') Net cash-flow on yearly basis until last year ol productw:: 

3'Mff4.<W . .ta: *4 #H•;;;oa A¥Aa .·_ .. ws. ' ... , '.?P"?Chs;:s:q;ut 
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A-76 App~ndix 15 fina11cia1 -,ce11arit,, .. 

4) Salvage value of initial fixed 1nvestrnen, plus recovery of working capital. 

The IRR is the relevant criterion for evaluation from the investor·s or from the project"s lNlllt 
of view. and indicates whether the total investment is a success or not. 

Neither the cost of finance nor the depreciation charges have any influence on the gener<lteJ 
cash-flow used for the computation of IRR. 

For our specific case, there is no initial construction period and therefore no real 1111tidi 
investment. Only for computation purposes, the value of the assets of the Company are used 
instead of an initial investment and have no influence on the final result. 

Internal Rate of Return on Equity (IRREI). 

The cash-flow used for calculating IRREI is as follo\I.: 

I) Equity paid in period I. 

2) Net profit in period 2. which is t!qual to: 
sales less variable cost 

less fixt!d cost (including depreciJ.tion) 
less cost of finance 
less corporate tax 

3) Net profit on yearly basis until last ye~r of product1un. 

The IRREI is one of several poss.ble ~·ritcria for c\Jluating the tinan\.'ial attra1..·11vene'' 01 . 

project. which takes the mode of tinance int1..' special a-:counc. It is a concept 'imilar t,1 \\ 1". 

economists call "the rate of profit on proJudil)n" and IRRE I 1s the relevant rate of return 1 r,,, 
the production manager· s point of \ 1ev.. 

Internal Rate of Return on EquitJ (IRRE.:?>. 

The cash-tlow used for calculaung IRRE2 is .i~ folk)\\: 

I) Eqully paid in period I. 

2) Net cash-flow less debt service in pernxl 2. equal to: 
sales less operating cost 

less increase in \"Orking .:apital 
less increase in tixecl capital 
less cost of finance 
less debt repayment 
less corporat.: tax 

3) Net cash-tlow less debt service on yt!~rly basis until last year of production. 

The IRRE2 ts an indicator measuring the :inan-:1dl amacU\t'ness of tile proJt:l.'t r~, .. :: 
shareholders' point of view . 

...,.,...,...,. ................ ,.... . ...., ____ _,,~·-· --..,. ........ -. -------.................. ..,,..,.. ____ .,.__ 
+;+. *1«)4*\PP WC\f,Gi Hf 
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SCHEDULE FOR fL'A~CIAL INDIC.-\ TORS FOR DIFFERE'.'\T SCENARIOS 

NET l'.\iTERNAL INTERNAL INTERNAL PAY 
PRESENT RATE OF RATE OF RATE OF H.-\<.'K 

VALUE RETURN RETURN RETURN PERlU!J 
USh (Million) 

(NPV) (lRR) (IRREIJ (IRRE2J ('i'EARS1 

OPTIMJSI'IC SCENARIO I (A): 

With Initial As~t Value: -343 9 ~ 3 ~ 9 '·< 9 ) L\KS 

USh 1,878 Million 

Ra.iui:c:<l Initial Asset Value -58U l f c; 5 c,c I c ~YE-\!<:-. 
I 

l f l ! 
USh 1.518 M1!hon 

i 
ii 

ii 
Ra.iui:c:d Initial Asset Value -918 15 't 10"' 15 l• ) l: \k:-. " I ( ii 
L:Sh l, 123 \-fllfion I lj 
MODERATE SCE~ARIO ' ' 

I ,, 

(8): : I' 

' I 

I 
W11h lni11af As . .;cl Value -..iCJ ~ :,c I c I ~ t( I IU " 
L'Sh 1.878 Million 

; 
Yl-\k~ I 

I 

I 
Rc:<lui:c:<l !n1liaf As,;ct \';.1f11i: - ~))() 

I 
I.) i:; i '" l) •, q ) f:-\ f{~ 

L'Sh 1.518 M1lfion I 

Rc:Ju..:cJ lnlla1l As,.ct \';1Juc: ! -(> _..i ,_, "'! {t 

I I_; ( - ) ' \ !< ' 
LSh I, 123 Million l 

I 

I 

PESSIMISTIC I 

I 
! 

SCE:\'.ARIO IC): I 

I 
i W11h lnit1al A,,;.:1 Value: I -38U :5 " - :i c~ I; 

L'Sh 1.878 M1l11on I YE.-\l<S 
I 

Rc:Ju..:.:J lnr11al A~,;cl \'aluc i -1..i:i () 6 {>( 11 

L'Sh 1.518 Million ) E \!<~ 

Rc:<lucc:d Initial Asi;.:t Value: +193 9 q 3 'f 9 ';( 9 )f,->,l<:-, 

USh 1.123 Million 

'°ll\ICIA 4P i 
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APPENDIX 16 

MARKETING STRATEGY RECOMl\IENDATIONS 
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APPENDIX 16 

MARKETL~G STRATEGY RECO!\-L\1ENDA TIO'S 

The following recommendations were made by the Marketing Consultant and presented in th.: 
report which is included as an Appendix to the 7th Progress Report. Because of the import;u;; 
implications for the company, they are reproduced below: 

Recc.mmendations 

1) .Based on the conclusions outlined above and detailed in the report, 11 ;) 
recommended that SAIMMCO establish a marketing relationship with MAGRIC 
Uganda Led. through a formal Distribution Agreement which would cover the 
regular SAlivlMCO product line of ox-drawn agricultural impkments to be ~ulu 
through the MAGRIC network of rural dealers and also direct from the t~11.:tur:. ~ 

~) Secondly, it is recommended that SAIMMCO further de\dop. through 1b ,; 
house desk-top publishing fa.:1lity. the series of leaflets and newsletters in1t1.11L'l: 
during this mission. for d1mibu1ion both through MAGRIC's Jir\.'.1..'t ill«. 

programme and through a parallei direct mail programme to be cs1abl1~l11:,: h. 

SAIMMCO 

J) Thirdly. 111s recommended tn.H S . .\l!\l/\ICO de\ek'P a close n::lat1l111sl11p \qtn :: ' 

ginnery industry both for the sen ices which SAl/\IMCO is uniquely L·aµ.ibk ,.: 
providing in ginnery rd1ahilua1ion and for the sake of the pos~ible 111tlue11L·._· ;: , 
ginnenes m;ty ha\e in marketing agm.:ultural 1111pie111e111s a11w11g ..:0111ra..:1 gi"ll'-' .:1, 

..+) Fourthly. it 1s nxommended that SAIMMCO de\elop a commer..:1.ll 111tc:rl.k..: 
through the employment of a sales clerk. or "shop-keeper" 10 l1andle \.ik' 

enquiries. process orders and look after customers at the factory. Plans tu L
0 ll:1\..::· 

the small room at the rear ot the entrance hall as a sales counter area ~11ould tic· 

carried ou: immediately a'1d suitable signs should be provided to better identi J~ 
the SAIMf\.tCO premises '.'f1d to direct customers. 

5) Finally. ;c 1s recommended that the other aspc.:ts of business rnanagernc::' 
mentioned in Para. 2.12 above should be examined in the context ot the ~rnnu.i 
analysis and presentation of the company accounts for eventual discussion .11 11;,· 

next tri-partite review meeting. 

4 h P QJP I , ii(Q .::p;c ;:;cup LQ!4P 4'¥.A_WZW aer ;; 
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APPENDIX 17 

PRIVATISATION CALE1'1DAR 
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APPE!\DIX 17 

PR\' A TISA TIO~ CALENDAR 

The following calendar for the pmatisation of SAIMMCO wa<. prepared by the Privatisa11l1:· 
Cu11.)ultant and has been agreed and approved at the Tri-partite Review M~ting of 6 October 

1996: 

• ¢.4 •• ;;c ji p ..... 
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The foll<1win!! 1.::-ilenclar for the pri,atisa11(111 of SAll\11\I< '( l was p1l'parcd hy lhe l'ri\alisali1111 
('ow11fla11f ;111;1 h;i<; hl't'll ;i~r<.'l'd :111rl ;ippro\t'd at 1111· fri f'ar!ill' l<c\il''' '·k<'tlllg (If f, <>c111h1.·r 
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