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Executive summary 

 

 
Background 
Since 1995 Sida has financed two phases of 
EPOPA, a program to promote exports of organic 
products from Africa. The first phase of the 
program was evaluated in 2000, and as the concept 
was found viable and cost-effective, Sida decided to 
continue with a second phase. During this phase the 
concept of EPOPA has been further developed, and 
apart from export promotion, the second phase aims 
to create an enabling environment for organic 
agriculture.  
 
Evaluation purpose and methods 
The present evaluation has been commissioned to 
assess progress during the second phase, and in 
particular to provide information on impact in rural 
communities. The evaluation has assessed the 
performance of the exporting companies, their 
capacity to build up an organisation of field 
officers, to introduce internal control systems, and 
to provide advice to farmers. The evaluation also 
addresses management issues and how EPOPA 
relates to Sida’s policies for private sector 
development, trade, environment and rural 
development. In the course of the evaluation, more 
than 100 interviews were completed with farmers, 
exporters, EPOPA management, as well as trade 
organisations, ministries of agriculture, and other 
stakeholders in Uganda and Tanzania.  
 
High impact among farmers 
There is no doubt that the program has had a high 
impact on the farmers that were contracted, 
certified as organic producers, and that later had 
their products sold to the exporting firms.  The 
price increases ranged between 20% and 300%. The 
increase is not only due to EPOPA, but was also a 
result of the increasing competition between 
buyers, and at times also other factors, such as 
changes in world market prices. As most farmers 
depend on one or two cash crops for their monetary 
incomes, the price increases mean significant 
improvements in their livelihoods. In many cases 
the increased incomes were used to build better 
houses, provide better schooling for children, to 
invest in more land, and to buy equipment to 
process the crops. There is a difference between the 
poorest households and the richer, and the former 
seem to live so close to subsistence levels that 
additional incomes do not change expenditure 
patterns, it only means somewhat fuller stomachs.  
 
Higher prices and increased demand improve 
productivity 
The higher incomes to farmer result from three 
parallel processes. First, there is the organic 
premium, which has always been forthcoming. 

Second, the majority of farmers appear to have 
responded to the increased demand by raising 
productivity. The productivity of land has also 
improved because of better farming techniques such 
as; using natural manure, pruning trees and bushes, 
controlled application of natural agents to repel 
plant diseases, and so on. The productivity of 
labour has increased. Many farmers actually 
planted more crops, and thus could produce more in 
a harvest season. As an example, a cashew-nut 
farmer increased the harvest from 1.300 kg to 2.600 
kg per year while at the same time the price 
increased from around 300 TSH per kilo to  700 
TSH per kilo, resulting in a quadruple increase of 
farm income in two years. 
 
High interest among farmers 
The total number of farmers affected by the EPOPA 
programme amount to around 19.000 in Uganda 
and around 7.000 in Tanzania. Each export project 
is supposed to last three years, after which EPOPA 
support comes to an end. But the organic exports 
continue. If the completed projects are included in 
the figures, there would be some 20.000 farmers 
more in Tanzania that could be said to have raised 
their incomes through EPOPA. It is difficult to say 
how many of the roughly 26.000 farmers currently 
in one of the 15 EPOPA projects that have raised 
their incomes significantly, but the  field visits of 
the evaluation indicate that more than half of them 
have increased production and productivity, and all 
received higher prices. The net effect could be 
increased incomes of some 50% a year, but the 
dollar value would depend on the crops. Spices, 
cashew nuts, and dried fruit seem to generate higher 
incomes than coffee, cotton, sesame seed, and some 
other crops, but as prices change and reflect world 
market trends, it is difficult to ascertain a definite 
figure. 
 
Simple and clear processes explains success 
The evaluation found that the success of EPOPA is 
largely due to its simplicity. It is a clear concept 
that is easy to grasp. It rests on three pillars; 
development of a field organisation by the 
exporters, application of an internal control system, 
and certification.  
 

1. The exporter’s field organisation has been 
built up rapidly and the training provided 
has been effective. Some exporters have 
had problems recruiting competent 
personnel, but these appear to have been 
solved now. One exporter has had a higher 
turnover of personnel, which caused 
delays in contracting and supporting 
farmers.  
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2. The internal control system is made up of 
a grower’s list of registered farmers, a fact 
sheet for each farmer, annual controls, and 
a buyers’ list. The evaluation team saw the 
lists and verified that they were well kept 
and that the information in the control 
system appeared correct.  

3. The certification is necessary to sell the 
products as organic, and this is at present 
done by the Swiss organisation IMO. 
EPOPA’s cost sharing model builds on the 
program subsidising the certification 
during three years, with a lower share each 
year. 

 
To create an enabling environment  
Certification is expensive, and will remain so as 
long as it is done by international organisations. 
The long-run development of organic exports 
requires that the capacity to certify crops as organic 
is developed on the domestic scene. The second 
phase of EPOPA introduced what is called flanking 
activities, namely activities that support the 
institutional infrastructure around organic 
agriculture, such as stakeholder interest groups, 
annual seminars and conferences, training (in 
particular training of certification officers), 
development of guidelines on ethical trade, market 
surveys, etc. These have been useful and have had 
an impact, but they have also been finely calibrated 
so as to encourage and facilitate local processes. 
Compared to many institutional development 
projects in the past, the evaluation found that 
EPOPA has built on commitment and visions from 
people and organisation in Tanzania and Uganda. 
Ownership was and remains with national 
stakeholder groups, which is key to sustainable 
impact from the EPOPA activities.  
 
Effective management and coordination 
EPOPA is a complex program. It has been managed 
by two companies; AgroEco in the Netherlands and 
Grolink in Sweden. The division of labour between 
the companies has worked well. Three factors have 
contributed to effective management; intense 
communication between all partners in the network; 
a clear sense of vision of the program, notable 
among all the staff employed fully or partly; and a 
dedication to the ideal of organic agriculture and 
good farming practices.   
 
Efficiency could be improved 
In spite of high impact and effective management, 
the program has at times been less efficient. The 

targets in terms of farmers to be contracted and 
crops produced have at times fallen short of targets, 
and it has taken longer to get started than expected. 
The project proposals appear optimistic and tend to 
underestimate the time it takes to get started. 
Among the internal procedures that can be 
improved, the evaluation focuses on the methods of 
feasibility studies and risk assessment on the one 
hand, and the methods for impact assessment on the 
other hand.  
 
Limited understanding and support from Sida 
The relationship to Sida has continued to be 
problematic although it is better than during the 
first phase 1995 to 2000. Effective utilization of the 
EPOPA management contracts requires that Sida 
acts to decide on projects and on country level 
interventions. Sida’s decisions have often come 
late. The program has not expanded to as many 
countries as it should have as the decisions to 
allocate funds were not taken. EPOPA is an 
innovative and complex project, integrating 
elements of rural development, trade and private 
sector growth. It requires interaction and 
coordination between INEC, NATUR, regional 
bureaus and field offices. EPOPA has still not been 
fully understood and/or accepted, and hence the 
integration of Sida’s resources and support has not 
been forthcoming. This hampered implementation 
of the second phase and is the main reason why 
some projects are behind schedule.   
 
Nevertheless, the evaluation concludes that EPOPA 
has had a high impact. The success of organic 
farming is replicated by other farmers in the 
villages. The program is in line with Sida’s policies 
in respect of the private sector development as it 
works to develop new markets that can benefit the 
poor. It builds on the private farmers incentives in 
rural communities and is an example of demand led 
growth of productivity and trade. The program can 
feed into Swedish policies around international 
trade, agriculture and environmental issues. The 
evaluation thus recommends that Sida continues to 
support EPOPA up to 2008, that it rapidly expands 
into new countries, and that the newly developed 
project ideas are affirmed so that they can start and 
be completed within the framework of the present 
phase.  
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Chapter 1.  Introduction 
  
 

Background 
The aim of the EPOPA program is to develop exports of organic products from Africa. 
Participating countries get an opportunity to increase and diversify their exports. At the same 
time, the agricultural sector is exposed to innovative and environmentally sound farming 
techniques. EPOPA is a private sector program, developing markets on the local and 
international levels through business, and in doing so it is expected to benefit rural 
communities by increasing agricultural production and smallholder farmers’ incomes.  
 
International trade in organic products is growing rapidly, and there is a parallel and steady 
increase in consumer markets for organic products. In many African countries, as well as in 
other developing countries, agriculture and the industrial processing of agricultural products 
are the major income generating activities. But growth in agricultural trade generally is 
lagging, partly because of the many trade and subsidy programs in both developed and 
developing countries. Organic production is one way for developing countries to access the 
protected markets of Europe and the United States, as well as developed countries of Asia.  
 
Uganda is an example of a country where due to civil war and the collapse of trading 
networks agricultural production became organic by default. Since the mid 1970s, neither 
fertilizers nor pesticides were available and hence farmers had to do without them. Since then 
the markets for organic products have emerged, and it should thus be possible to fetch a 
higher price, as long as the absence of chemical inputs and other environmentally harmful 
practices can be verified. The business idea of EPOPA is to capture this organic premium, to 
assist exporters and farmers to certify that the crops were organically produced, and then to 
increase the incomes. 
 
From the point of view of the farmer, this should in theory increase incomes through three 
parallel processes. The first is the price increase for crops, as the organically produced crops 
usually fetch a price which is some 10% to 20% higher than non-organic production.  The 
second is that the costs of production go down, as the expenditures on fertilizers and 
chemicals decrease. In Tanzania, the prices of pesticides in particular have increased sharply, 
in some instances by more than 300%. Hence, many farmers there have actually not been 
using chemicals in recent years, and thus they have the same opportunities to capture an 
organic premium as the farmers in Uganda. However, organic agriculture can be very 
laboured intense, and farmers may have to increase the amount of manual labour to produce 
the harvest when they shift from non-organic to organic farming. However, in most rural 
settings labour is in more abundant supply than cash, and cash has more ways of use than 
agricultural labour. Farmer’s incomes may also increase as a result of the productivity gains 
that could come out of the training provided through the program. The third process is by the 
increase of productivity which is mainly stimulated by the input from the extension 
component and also by the increased price. 
 
EPOPA starts by identifying a crop where there is a demand for organic products. It proceeds 
to identify exporters and to solicit their interest in getting access to the market for the organic 
products. The exporter should be an already established firm, for example a coffee trading 
company, which sees a competitive advantage in the organic coffee. If the exporter is 
interested in the business proposal, the firm is assisted in setting up a system for buying 
organic products; that is, contracting and certifying farmers, buying the organic crop, and 
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establishing contacts with importers of organic products. This entails an investment in 
capacity within the firms, and in training and supporting farmers, as well as certifying the 
process. Through EPOPA, there is a cost-sharing model, whereby EPOPA contributes to 
training and systems development – a support which is phased out over a period of three to 
four years.  
 
The above mentioned model of working with exporters was developed and tested in the first 
phase of EPOPA. One of the results was that the model works, but that it is necessary to build 
the capacity to certify organic farming locally. At present there are only a few certifying 
organisations globally, and it is hard to make the organic exports commercially viable if the 
certification has to be done from Europe. It is necessary to develop local alternatives. The 
second phase of EPOPA, which started in 2002, therefore supplements the export projects 
with a number of flanking activities that aim to develop an institutional network to support 
organic agriculture – and among such institutions, the function of certification is a priority. 
  
 

Description of the program 
EPOPA is a complex program. Its first objective is to develop trade and exports, but it also 
aims to improve rural livelihoods. In light of the changes outlined above, it also aims for 
institutional development – not in the traditional sense of that word, but in the modern sense 
of changing rules and regulations, advocacy, network and capacity development around 
organic production and trade. EPOPA’s activities are financed through a number of separate 
contracts. 
 
The program is implemented by two collaborating firms; Grolink AB and AgroEco Ltd. 
Grolink is a Swedish consultancy firm specialised in organic agriculture, which, among other 
things, pioneered the development of organic certification in Sweden. AgroEco is a Dutch 
consulting firm, which has worked with trade promotion and agricultural development, 
particularly in organic products. The call for tender specified that the second phase was meant 
to cover a period of six years, from 2002 through 2008. 
 
First, there is a framework agreement to develop the overall program, introduce the concept 
into new countries, and coordinate the different country activities, for example by facilitating 
market access, take part in trade promotion, etc. The framework agreement is financed by 
Sida’s section INEC/NÄR, with funds allocated to that section. The contract covers a period 
of three years (2002.04.01 – 2005.03.31), though the overall time frame of the second phase is 
six years.  
 
Second, there are country programs, whereby a number of export activities as well as flanking 
activities in a particular country are undertaken. The EPOPA country programs are financed 
by funds made available from the Sida field offices of the country in question. Thus, the 
implementation of EPOPA activities is dependent on coordinated decisions from several 
sections of Sida. The country programs are financed for three calendar years (2002 through 
2005).  
 
Third, within a country program, there are a number of separate projects and flanking 
activities. In some cases, the decisions on activities rest with program management. But in 
respect of the major export projects, there is a process whereby Sida is consulted on the idea, 
and then has to approve the full project proposal. In some cases, there were separate decisions 
to make funds available for particular projects under the country programs.  
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In the following, we refer to EPOPA as a program, and we also speak of the full range of 
activities in a country as country programs. We refer to the separate project activities as 
projects, and when we speak of the flanking activities we call them activities, rather than sub-
projects or some similar term. It is quite simple, but if one is not aware of how the words 
program, project and activities are used, it could be quite confusing. The total budget for the 
EPOPA program is around SEK 57 million over a three-year period, made up of the 
framework agreement which totals a little bit less than SEK 15 million plus two country 
programs. The country program in Tanzania has a total budget of SEK 19.5 million, and the 
country program in Uganda has a budget of 24 million SEK. Both are expected to run parallel 
to the framework agreement. In addition one project in Zambia is executed under the EPOPA 
frame.  
 
Approximately 26 000 farmers are presently contracted through the EPOPA program. With an 
average household size of 8 persons this indicates that around 200 000 persons are affected by 
EPOPA in Uganda and Tanzania. 
 

Country Product No of farmers  contracted 
 

Coffee 12 678 
Sesame 4 409 

Vanilla & Cocoa 1.791 
Pineapple 773 

Vanilla N/A 
Dried fruits 42 

Uganda 

Bark cloth 230 
Robusta Coffee 2 500 

Cashew Nuts 229 
Arabica Coffee 1 432 

Canned pineapple 52 
Honey 408 

Tanzania 

Essential oils 1 300 
 
 

  
25 844 

 

 

Purpose of the evaluation 
The purpose of the present evaluation, which is undertaken after two years implementation, is 
to assess to what extent the short and long term objectives of the program are being achieved. 
Furthermore, the evaluation should assess if the support to the production and exports of the 
various organic products is a suitable intervention by Sida and how it relates to Sida’s 
policies.  
 
The evaluation should also assess if the program has generated commerce that is likely to be 
financially sustainable when Sida assistance is phased out after three years. The applied 
administrative and management structure of the program should be analysed with regard to 
efficiency and effectiveness. The terms of reference for the evaluation are enclosed in annex 
1. 
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Evaluation methods 
An evaluation is commonly defined as “a systematic inquiry into the worth or merit of an 
object”, meaning that the evaluators should address its subject with the systematic application 
of social science methods. At the same time, many evaluations are undertaken in a short 
period of time. So for example the time available for this evaluation was a total of five weeks’ 
field visits with data collection in Sweden, Tanzania and Uganda, supplemented by document 
reviews and preparation for two weeks, and report writing of another two weeks. The rather 
short duration puts a limit on the scientific merits of the process, but on the other hand, it was 
never supposed to be a scientific exercise. On the contrary, the emphasis in the definition of 
evaluation should be on the systematic process; that is, gathering data through a structured 
process of inquiry. The evaluation has been structured by: 
 

•  A selection of projects for in depth follow-up which considers length of 
implementation, variety of crops, different exporter organisations and size of farming 
communities. We have thus a stratified random sample of 9 of the 15 projects 
undertaken by EPOPA.  

•  A selection of interview respondents in each project to cover the different stakeholder 
groups; farmers, field officers, exporter’s project manager, EPOPA project manager, 
as well as farmers in the communities that had decided not to opt for organic farming 
– and in some cases also exporters who were not engaged in EPOPA though they 
traded in the same crops.  

•  A selection of interview respondents from the institutional networks around trade, 
agriculture and private sector development; for example in ministries of agriculture, 
consulting firms, district and regional authorities, stakeholder organisations for 
organic agriculture, non-governmental organisations, and certification bodies.  

•  Developing a format for interviews with the different stakeholder groups identified 
above. These are enclosed in annex 3, and are of an open but structured form, setting 
the frames for interviews in each of the above mentioned categories.  

•  The evaluation team interviewed personnel of Sida as well as of the two consulting 
firms implementing the project. The interview lists are enclosed in annex 2, and the 
itinerary of the evaluation is set out in annex 4.  

 
There are four ways for an evaluation to gather data; by interviewing, through questionnaires 
or surveys, by observation, and through analysis of existing documentation. In this process we 
decided not to use surveys, as time was too short to administer a survey to the respondents 
that could, in theory, have been addressed. Instead, a combination of the other means of data 
collection was used for the different evaluation topics. 
 
One of the tasks is to analyse how the program fits with Sida’s policies. This is assessed 
through a careful analysis of relevant policies (private sector policy, capacity 
development/institutional development policy, trade policy, rural development policy, as well 
as the country strategies in the countries targeted. This was done through document reviews, 
supplemented by interviews with key stakeholders in Sida and the Ministry for Foreign 
Affairs.  
 
The analysis of management models and the implementation of the program were also 
addressed through interviews with staff of Sida as well as with staff of the two consulting 
firms. This has been supplemented by document reviews, analysis of the tendering 
documents, minutes from program reviews, notes from field visits, as well as an analysis of 
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the documents generated by the program; feasibility studies, technical papers, and the like. 
Observation of interaction on sites, during field visits, and in the offices helped to substantiate 
a picture of the project – for example through a visual inspection of growers’ lists, farmers 
registration and contracts, records of purchases, as well as of the baseline studies undertaken 
by EPOPA.  
 
The assessment of impact builds on interviews and observation. Some interviews on each 
project were individual, but there were also group interviews with between eight to fifteen 
farmers present.  It was also possible to use observation, for example by looking at the 
pruning of coffee trees, measures of soil conservation, handling of manure, the quality of 
agricultural equipment, potential improvements on houses, and  other aspects of impact – to 
the extent these were quoted by the interview respondents. We also had the opportunity to sit 
in on a training program for certification officers and could thus assess the teaching methods, 
and we also saw training of farmers in progress (30 farmers gathered for information on bee-
keeping in Rufiji).  
 
Can then the findings of the evaluation be trusted? The purpose of the systematic method is to 
avoid bias and to produce transparent data, to use processes of analysis and to draw 
conclusions that are valid and reliable. There are threats to the validity and reliability of this 
study: 
 

•  The selection of farmers and other interview respondents could be biased. We have 
probably seen the most dedicated farmers, but also several others. Farmers joined 
village meetings without having been invited, and we took the opportunity to speak 
with other people, for example casual labourers. Most of the farmers were not 
prepared for our visit and we generally tried to steer where to stop and whom to talk 
to, even if there are obvious limits to how much that process can be determined by an 
evaluation team.  

•  The timing of the evaluation may be bits early to reveal the full impact. In several 
projects there had only been one harvest, and in some the organic harvest had not yet 
started. It should be obvious that the full impact cannot be analysed if the exporter has 
not yet bought the crop at the full organic premium.  

•  The gender aspects are important, but difficult to analyse. We have tried to interview 
male as well as female farmers, but there are traditions about whether a certain crop is 
usually harvested by men or women. So in respect of coffee and cashew nuts, we have 
mainly interviewed men. In respect of honey, there appears to be an equal division of 
labour and we interview both male and female farmers. Many of the farmers working 
with spices were women, and in the coffee producing areas there appears to be a 
gender based conflict between crops in the same fields; bananas cultivated and sold by 
women, and coffee, mainly cultivated and sold by men.  We interviewed a small 
sample of women about the banana harvesting and the co-existence of the two crops.  
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In sum, the reader should be aware of the limits set by the total time used by the evaluation, 
which above all means that it is small sample of farmers and other stakeholders that were 
interviewed, and that it may be difficult to generalise the findings from interviews. The case 
study information based on the interviews should thus be seen as examples of impact, 
whereas a truer picture of the extent of general impact comes from the document analysis 
(growers’ lists, records of purchases, etc.). Furthermore, the program has only lasted two 
years out of a total estimated six years, and it is too early to observe much impact. However, 
we have occasionally referred to phase 1, where some projects have been completed and 
where we can now observe what has happened after the support has been phased out. This is 
an indication of what might happen on the present project, though it should also be clear that 
circumstances differ.  
 
 
 
 
 
 
 
 

 
 

An interview session with a group of farmers on the bark-cloth 
project in Uganda, here with a piece of bark-cloth on the table 
in the foreground.  
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Chapter 2. Program design  
 

Contracts, roles and responsibilities 
Even though EPOPA is an example of the project mode of development cooperation it is a 
complex undertaking and more like a broad program than what is usually understood by the 
term “project”. As mentioned in the introduction, EPOPA consists of several layers of 
activities. There is an overall management program, which was put on tender by Sida and 
where Grolink in collaboration with AgroEco was awarded the contract. The framework 
management contract covers program administration and coordination, design of country 
programs, backstopping and support of country programs as well as coordination between 
them for an efficient utilization of resources. The country programs are implemented once 
funds have been negotiated, and these in turn build on export projects and flanking activities. 
The figure below illustrates the hierarchy of activities.  
 
 
 
 
 

Country 
Program 
Uganda 

Country 
Program 
Tanzania 

Zambia? Mocambique?
West Africa? 

Export 
projects 

Flanking 
activities 

Export 
projects

Flanking
activities 

 
EPOPA framework contract 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The figure illustrates that there are two country programs in operation. Both started in 2002, 
as did the framework contract. However, the program in Tanzania did not become operational 
until six months after the framework contract was signed. The overall program envisages that 
there could be two more country programs, but these have not yet been designed nor have the 
decisions to finance them been taken by Sida. The design has strengths as well as weaknesses 
and the strengths are primarily: 
 

•  It is a flexible approach that allows Sida to take decisions as the program develops. 
•  It does not commit more funds than experience shows there has been a demand for. 
•  The design made it possible for INEC to start the program with its own budget 

allocations, and then later funds could be accessed from regional and country 
allocations. 
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•  The activities at country level can be tailor-made to each specific context; within 
country programs, the balance between flanking activities and export projects could 
look different, and there might be different flanking activities. 

 
But the design also has weaknesses, or rather; it has been vulnerable to organisational 
shortcomings: 
 

•  There is a risk that the administration becomes top-heavy if the full ranges of country 
programs are not implemented. The framework contract is designed to coordinate 
some 4 to 5 country programs, but if the administrative overheads are distributed on 
only two country programs, the cost-efficiency of the design is adversely affected. 
Even though the contract is based on two country programs, it is obvious that there 
would be economies of scale in adding more country programs.  

•  Similarly, if country programs are not approved at the same time as the framework 
agreement, the resources would not be utilized to the best possible effect. 

•  Within the country programs, the same risk could be seen in respect of export projects 
and flanking activities, as these should also be approved by Sida before the projects 
are accepted. There is a risk that efforts could be spent on project developments that 
are never carried through to implementation. 

 
The weaknesses need not emerge if Sida and program management coordinate activities well 
and take action early to involve other parts of Sida. However, the evaluation found that the 
program has been affected by the weaknesses and hence it has not been as efficiently 
implemented as could have been the case. One of the major problems was that  the funds 
INEC had for project implementation were reallocated within Sida, and hence the program 
had to be “sold” to the field offices. It is obvious that such a rapid reallocation of funds had 
severe consequences for the ability to start up country programs, and to expand EPOPA to 
new countries.  
 

Management model and division of labour 
In the first phase, EPOPA was managed by AgroEco, a Dutch firm that worked together with 
KRAV in Sweden. When the first phase came to an end, Sida decided to put the contract for 
the management of the second phase on tender. AgroEco entered into a cooperative 
agreement with Grolink, a Swedish firm working with organic agriculture, and some of whose 
staff members had been associated with KRAV and also with the first phase of EPOPA. The 
partnership won the contract and has since been implementing the framework contract and the 
different country programs together.  
 
The management model as such is described in the tender proposal (chapters 4 and 5). It is a 
straightforward management structure. The overall responsibility for program management is 
in the hands of the two program directors, one from Grolink and one from AgroEco. There is 
a program officer at AgroEco in charge of daily management, and then a country program 
coordinator/manager in each program country (three were envisaged in the tender document). 
The country manager is supported by project consultants. In practice, the country manager in 
Tanzania has only recently had the opportunity to develop a team, and in Uganda too the 
program was managed by one person alone for long, albeit to some extent supplemented by 
consultants.  
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The evaluation found that the management model as such has worked surprisingly well. It is 
not a complicated management model and that explains some of the success, but it also has a 
number of weaknesses, and therefore one might have expected problems.  
 
The first weakness is that there are two program directors, one from each firm. It is a classical 
tenet of management to make sure that there is one person at the top, and one who has overall 
responsibility for the contract.  
 
The second weakness is that the cooperating firms are quite far apart, and also both far from 
the where the program is implemented. It is a fairly small group of people resident in Sweden, 
the Netherlands, Uganda and Tanzania that are to work together as a team. 
 
The third weakness is the country program management, which is the task of the two (or 
more) country managers. The tender proposal envisages one country manager, to be 
supplemented by consultants. That is also how it has worked, but in Tanzania the staffing has 
changed. The country manager now works with two consultants on a regular basis, and it has 
thus switched to become a team on the local level. There is still a country manager, no doubt 
about that, but the fact that she heads a team working together makes a far more resilient 
implementation structure.  
 
The evaluation concludes that the management model has worked very well. We base the 
conclusion on observation of progress, reviews of documents and files, as well as on 
extensive interviews with the program directors, the country managers, and the consultants. 
Why has it worked so well, in spite of the inherent weaknesses in design mentioned above? 
The design features of the management model can be analysed in terms of structures, 
processes and culture.  
 

1. In respect of structure, we conclude that the model is clear and straightforward. 
Simplicity explains why it works well, and simplicity is also a feature of the project 
organisation (the field organisation and the internal control systems). It is also a 
structure of overlapping parts, and while overlapping parts may suggest a somewhat 
lower efficiency it also builds resilience into the system. Resilience, the capacity to 
rapidly respond to unexpected events, to requests and to problems is more important 
and works for higher efficiency in the long run.  

 
2. In respect of process, the program has very effective communication procedures. The 

two program directors appear to manage communication within the team well. 
Everybody seems to know what is going on, why things are done or why not. 
Experiences and solutions to problems are shared. Hence the weakness of being 
spread across countries and continents are overcome. It is a design that can work at 
present, but ten years ago it would have been impossible. The dense communication 
networks require constant internet access, which can also be had in the places where 
the project is implemented (but also suggest that it should not be implemented in 
places where the network access is more restricted). Internet communication and a 
practice of sharing messages is thus one feature of the communication processes. The 
other is frequent visits by the program directors, and the third is joint team meetings. 
Together these make up a dense communication network that together with the other 
factors explains why the management model works so well.  

 
3. In respect of culture, there are several factors that explain why the management model 

works and how the weaknesses in design are overcome. The first relate to the very 
important role of shared visions. EPOPA is not only a management contract, but it is 
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part of a visionary movement. It is well known that shared visions are very powerful 
managerial tools, and many organisations work hard to develop shared visions. In 
EPOPA it comes naturally, and the visions around organic agriculture and organic 
trade have been leading causes for the two firms for long. It is also necessary to point 
at the immaterial role of friendship, which is not a classical management concept. 
However, practically speaking friendship helps to reduce transaction costs and build 
trust, and these factors in turn explain why overlapping functions work and how rapid 
and efficient  coordination can take place at low cost.  

 
These brief notes identify some features of practical management that are often neglected, but 
that are of practical importance as well as of some theoretical novelty. Management theory 
has long been aware of the importance of visions, but other aspects of culture that reduce 
transaction costs and facilitate coordination are not that frequently mentioned. It could be well 
worth studying EPOPA closer to learn about such informal and cultural aspects of program 
management, but that is not our task here. 
 

How EPOPA works 
The EPOPA projects in Uganda and Tanzania are set up in a similar way when it comes to 
organisation at the operational level. It is a simple model with a few components. The guiding 
principles in implementation of the different projects were said to be; 
 

- local presence of experienced staff 
- use of standard criteria and formats 
- regular planning, reporting and internal evaluation 
- flexibility in the implementation of the individual projects 
- support and oversight by competent staff in Sweden and the Netherlands 
 

The evaluation have found these principles to be followed and also being very useful among 
the different projects. Simplicity and pragmatism were found to be overall guiding principles. 
We would especially point out two factors that have created stability among the projects over 
the years and these are: (1) the field organisation, and (2) the control system.  
 
One of the criteria for selecting and approving EPOPA projects is that a capable and 
committed exporter is available and willing to accept requirements such as transparency, cost 
sharing and responsibility. The exporter undertakes three steps; purchasing the organic crops, 
refining/processing the crops, and exporting the products. In addition they contract farmers 
and they set up a field organisation for internal control and support for the farmers. The field 
organisation on the operational level is much the same among the different exporters. In 
charge there is a field supervisor. He or she manages some 4 to 6 field officers who are 
constantly on the road training, advising and inspecting the farmers. The field officers meet 
with the supervisor once every one or two weeks. This basic structure was found on all 
projects. In theory and depending on the nature of the crops, how farmers live and where, 
there could be a standard figure for how many farmers a field officer could be in contact with, 
and the figure ranges from some few hundred per field officer to almost a thousand, but the 
latter figure would be too high for effective training, counselling and supervision. 
 
The farm visits are done according to a one- or two week plan presented in advance to the 
supervisor. The supervisor’s visits to field officers are done on a random basis according to 
the weekly plans. In the projects visited during the evaluation there seemed to be a very tight 
field organisation. The farmers felt the close presence of the exporter through the regular 
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visits from their field officers and gradually confidence grew stronger. The field officers in 
turn had regular contact with their supervisor providing them with support according to the 
different problems they face. It is a simple system, but it has clear rules, obvious costs, and 
immediately visible and measurable results.  
 
The control system that the field officers were using is simple and easy to handle. Each field 
officer has to keep record of his/her own farmers. In the house or in the shared office there are 
several files which form the backbone of the EPOPA project.  For every village there is a map 
drawn that shows which farmers that are involved with EPOPA. For each farmer there is a 
Registration Form which is followed by a signed Contract. Twice a year a Growers’ List is 
made for one and each farmer. During this visit the number of trees is counted and estimation 
of the yield is done for the year. This information is then entered on the Buyers’ List which is 
used when the crop is purchased by the exporter. Each delivery is registered and accumulated 
to make sure that no farmer is selling more than what the Growers’ List says he can deliver.  
 
Finally there are the Inspection Forms. Twice a year the field officers make a formal 
inspection of each farm. Potential violations from the rules about organic farming are 
investigated, such as the use of synthetic fertilizers and pesticides. The farm is graded either 
“poor”, “fair” or “good” according to different aspects like weeding, pruning, mulching, 
intercropping etc. The Inspection Form ends with some advice to the farmers about measures 
that should be taken until next inspection. The control system is illustrated in the figure 
below. 
 
Each export project will stand or fall with the field organisation and the internal control 
system; if not before then the certifying organisations would refuse to certify the harvest as 
organic if the internal control system does not work. During the evaluation we have looked at 
the growers’ lists and buyers’ lists, and we have also checked their content with that of the 
contracts with individual farmers. The information contained in the documents was found to 
be correct. The village maps were accurately drawn and could also be verified with our visits 
to a small sample of farmers. Our observations are of course only a rudimentary assessment, 
but we looked at the systems and found them working. The records were kept in good order 
and they were well understood by the field officers. The farmers could also see the benefits 
with the control system since the different steps and forms are logically linked together all the 
way to the selling of the crop.  
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Apart from these crucial aspects of buying the crops, EPOPA provides marketing support, 
both generic with market studies and direct by facilitation of business contacts, trade fair 
participation etc; technical support to the exporters and the farmers for organic production, 
coping with certification requirements, and the program shares the costs for certification 
 

Selection of countries and design of new programs 
  
The tender document notes that EPOPA programs could start in two new countries during the 
beginning of the second phase; that is, during 2002. The document contains a number of 
criteria on how to select countries, and then Zambia and Mozambique are indicated as 
possible countries to start in. It was suggested that the country program in Zambia should start 
already in 2002. However, at the time of this evaluation it has not yet started. 
 
The question is why? It would seem as if everything was lined up for a rapid implementation; 
the program design was in place, a country manager was available, the concept as such was 
proven and there were experiences from Tanzania and Uganda that could be drawn upon, and 
Sida took the decision to support the framework program, which was based on the logic of 
implementing three to four country programs. So why did the programs in Mozambique and 
Zambia never start (Mozambique was, however, not prepared at the time, but was to be 
developed in the first years of the second phase)? 
 
The two consulting firms have written a case study to document the events over the past two 
years in relation to the EPOPA activities in Zambia. There are probably other explanations as 
to why the decision to start – or not to start – a country program in Zambia was kept pending 
for two years. It would seem that there are a couple of explanatory factors; 
 

•  uncertainty about how to make money available from the country allocations 
•  uncertainty as to how the program would work with Zambian organisations 
•  uncertainty whether it would be necessary to start a new tendering process 

 
Even if these are practical questions and perhaps also difficult questions, it is hard for an 
external evaluation team to see why it should take so long to reach decisions. This must after 
all be rather common managerial decisions in Sida, that the organisation has to resolve on all 
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country programs and whenever funds are put to use and contracts awarded. It is perhaps not 
fair to only see problems in respect of how Sida has managed the program; it is also useful for 
consulting firms to have a thorough understanding of how their clients work. Perhaps the 
institutional background and characteristics of Grolink as well as AgroEco made them less 
perceptive to the management characteristics, and the formal as well as informal systems of 
how Sida operates.  
 
In sum, the incapacity to start new country programs has led to a waste of managerial time 
and money that significantly lower the ratio between outputs and inputs on EPOPA and that 
adversely affect the efficiency of the whole program. The two consulting firms could 
probably have done more to understand Sida and “sell” the program to the field offices in 
Mozambique and Zambia, but by and large this is a problem that have been caused by Sida 
and where staff in different sections have not been able to give the program clear guidance 
and accurate timely decisions on what Sida wants them to do. It has been a problem of 
internal coordination and decision-making. The decision to withdraw INEC’s budget 
allocation for program implementation (see above) is a major explanation of why the program 
has not expanded according to intentions.  
  

Concluding remarks 
EPOPA is a complex program as it relates to trade and exports, institutional development, 
rural development, and to police in respect of poverty alleviation as well as to private sector 
development. It has a hierarchy of activities, projects and programs that need to be 
coordinated and managed as a whole.  
 
In spite of this complexity it is also a program that rests on clear, consistent and simple 
management models. The overarching agreement between the consulting firms is well 
coordinated and builds on shared responsibilities, intense communication, and mutual 
adjustment as means of internal coordination and control. There is a strong culture which rests 
on shared visions around environmentally sustainable agricultural development. The 
implementation of export projects rests on to clear and simple mechanisms; (1) a field 
organisation, and (2) an internal control system. These are easy to understand and have clear 
rules to follow, which make them successful.  
 
The output of the EPOPA program however could have been better if Sida would have been 
faster in responding to the initiatives from program management on expansion into new crops 
and countries. The main factor that has hampered development during the second phase of 
EPOPA is connected to coordination between units in Sida and the allocation of funds.  
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Chapter 3.  Achievements of export projects  
 
  
In this chapter we will look at the results of the EPOPA program in terms of how many 
farmers that have been associated with the different export projects, how much they have sold 
through the projects, and what prices they have received. As we have seen above, the projects 
are not part of the program first but are to be defined, analysed and approved during the 
program. Each project is first presented as an “idea” and once the idea has been approved by 
Sida (strictly speaking, Sida is informed and can veto a proposal, which suggests a less 
responsible role than a formal approval would mean), a full project proposal is prepared. At 
that stage there are plans for how many farmers to include, what quantities to purchase and at 
what prices. This full proposal must, however, be approved by Sida. Hence there are no 
overarching goals concerning how many farmers to involve in the program, and the 
quantitative targets are only seen at the level of projects.  
 
In this section we analyse the export projects that we visited, that is, the nine projects 
mentioned in chapter 1, on evaluation methodology. Seven of these are large projects, while 
two exemplify “limited support to exporters”, which is part of the flanking activities. The 
projects are briefly described in box 3.1. below. 
 

Number of farmers associated with EPOPA 
It is necessary to be precise and careful with the choice of words when analysing the figures 
for how many farmers that are associated with the project. There are three figures on each 
project, all with different meanings.  
 
The first figure is the number of farmers that have been registered in each village and on each 
project. Each export project covers a geographic area. In some cases the area is very small, as 
for example the pineapple project in Tanzania. It is located in one village. The cashew nut 
project is somewhat larger. The target is to register 500 farmers in three villages. The villages 
are close to each other, all within an hours walking distance. The farmers are also close to 
each other in the villages. The coffee project with KNCU is much larger; the cooperative 
itself has over 80.000 members but the project covers 7 primary societies. These are far from 
each other, and in the societies there could be several villages and the farmers can be spread 
out over a larger area in each society. Consequently it is quite difficult to set up the field 
organisation on some projects, but on others it is much easier.  
 
A farmer is registered once there has been an introductory meeting in the village. This 
meeting is convened by the exporter, village leaders, and EPOPA staff, and the purpose is to 
generate interest in organic farming. The meetings are of some hour’s duration, and could 
address up to some hundred persons. After that, it is expected that some of the farmers get 
interested in the project and decide to register. Registration thus means that the farmer is 
interested in producing organically certified crops, will be invited for training and will get 
access to extension services from the field organisation. At this stage, there is not yet any 
obligation either to produce or purchase organic crops. 
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Box. 3.1 EPOPA export projects visited by the evaluation team. 
 

 
Nine different projects were visited, two of which were examples of the Limited Support to Exporters and the 
other seven were regular EPOPA projects. The selection of these nine, out of the total fifteen, was based on 
criteria such as product range, length of implementation, type of exporters, and number of farmers involved. 
Furthermore, we visited one project which has not started yet: the safflower oil processing in Arusha. A brief 
description of each project: 
 
ESCO – project in Bundibugyo. In April 2002 EPOPA started the ESCO project in Bundibugyo to enhance the 
export of organic cocoa and vanilla. The district has a population of approximately 120 000 persons and is 
located close to the Congo border in the mid west of Uganda. It covers 2400 km2 is organised in four sub 
counties. The ESCO project is concentrated to four of the six parishes of Kasetu Sub County. 
 
RECO-project in Bushenyi. In Kasese district in western Uganda EPOPA started a project to develop exports 
of organic dried diced fruit, papaya and chilli sauce. RECO is a family business that was established in 1984 
and is engaged in a variety of products ranging from mattresses, hotel, pharmaceutics, jams, chilli and papaya. 
The company has been in food processing since 1990. 
 
Kawacom project in Bushenyi.  The Kawacom Organic Export project in Bushenyi District Uganda started in 
October 1998. The project objectives were to increase rural incomes by giving farmers access to organic 
markets were premium prices could be obtained for certified Robusta coffee. In November 2002 a decision 
was taken to extend the project with another three year.  
 
Bark cloth project in Masaka. In Masaka district south of Kampala EPOPA is giving Limited Support to a 
German exporter. The idea is to start export of the traditional bark cloth and make it a fashion product for 
Europe. 230 farmers are so far involved in the project and will soon start the process to be certified 
 
Cashew-nut project in Mkuranga. The exporter, Fidha Hussein Ltd, is a diversified trading company that has 
been operating in Tanzania for many decades, privately owned by a family of entrepreneurs. The firm has 
exported and processed cashew-nuts before and is now buying organically grown n cashews from one village 
some 80 km south of Dar-es-Salaam. 
 
Honey project in Rufiji. This project targets eight villages in the Rufiji valley. Honey has always been 
produced by farmers, and in recent years with more modern techniques. There is a large market for organic 
honey, and the same exporter as above is developing the field organisation.  
 
Pineapple project in Njombe. Dabaga is a food-processing company in the southern highlands with many 
different product lines. The present project is centred on an unusual variety of pineapple, which is particularly 
suitable for canning.  
 
Arabica coffee on Kilimanjaro. The KNCU is the oldest cooperative union in Tanzania and has been in 
operation since 1925. In recent years production volumes have gone down significantly, and the project aims 
to revive the coffee trade by developing the organic market with its higher prices.  
 
Essential oils on Zanzibar. The firm has been in operation since the early 1990s, and purchases organically 
grown spices on Zanzibar, in Kigoma and Tanga on mainland Tanzania. It is an example of Limited Support 
to exporters (as the bark cloth project) and hence not a full-scale EPOPA project.  
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The second figure is the number of farmers that have been contracted; that is, where there is 
an agreement to produce and sell. This step is taken after the training and in connection with 
the field officers’ follow-up with individual farmers. Not all farmers that are originally 
registered will be able to sell as they might not be certified. One reason for this can be that the 
training indicates they do not comply with the rules for organic farming. In the bark-cloth 
project in Masaka for example only 50% of the registered farmers were contracted. They 
could also opt to sell to another exporter or middleman if they are not content with the price 
offered for the organic crops. The number of farmers who have finally been contracted will 
usually be smaller than the number registered, and the numbers contracted will also vary from 
one year to the other. 
 
The third figure is the number of farmers that were actually delivering the products at the time 
of harvest. This figure is usually lower than the former two, but it is the most interesting and 
relevant figure. It is of course mainly those that have actually sold products that get the 
benefit of higher prices and where the productivity improvements can make a difference. But 
also farmers that don’t sell their crops to the exporter may benefit from a) the general price 
level in the area is increased to match the organic price b) also farmers selling to other buyers 
may implement the farm improvements and they receive the training etc from the project. The 
table below summarises the achievements in respect of registering and contracting farmers 
and in actually delivering the crops (note, only for the projects that were visited by the 
evaluation team).  
 
 
Table 3.1. Farmers registered, contracted and selling on selected EPOPA projects 
 
Project 
(exporter/crop 

Number of 
farmers 
registered* 

Number of farmers 
contracted* 

Number of 
farmers 
delivering* 

Target for 
the 
project** 

UGANDA 
Kawacom/coffee 2.577 2.577 750 4.000 
Esco/cocoa*** 1.749 1.791 554 2.500 
Esco/vanilla*** 1.760 1.760 145 2.500 
Reco/dried fruit 773 773 None yet 2.000 
TANZANIA     
KNCU/coffee 1.740 1.434 None yet 2.000 
PCI/cashew 229 229 164 500 
F.Hussein/honey 408 408 None yet 1.700 
Dabaga/pineapple 54 40 None yet 60 
 
* figures for the latest harvesting season 
** figures for the end of the three year project period 
*** even though this is a project with one exporter, the crops are different and involve different 

farmers, hence they are presented here with one row of cells for each crop. 
 
 
The table shows that the program as a whole reaches substantial numbers of farmers, indeed, 
if we add the figures from projects that were not visited and from the projects that are called 
“Limited support to exporters”, it is almost 26.000 farmers that are affected by EPOPA; that 
is, that are contracted. At the end of the second year of project implementation, the different 
projects are well on their way to reach the targets in terms of contracted farmers. It seems 
likely that the targets could be reached within another year. Many farmers are interested in 
joining the project. As an example, when we visited the KNCU primary societies, it seemed 
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that most of the farmers in the villages wanted to join the project, though only between 10% 
and 30% had been registered and contracted in the first two years of the project. There is thus 
an interest from almost 10.000 farmers to join EPOPA on that project alone.  
 
 

 
 
Deliveries of organic coffee at the project site in Uganda 

 
 
This is both good news and somewhat of a problem. It is good that the targets appear to be 
reached and that there is interest from farmers. Initial suspicion has been overcome, and 
farmers see that the export organisation delivers on its promises. It is a problem in that the 
exporter may not be able to meet the expectations and register, train, contract and purchase as 
much organic coffee (and other crops)  as would be implied if all village members were to 
join.  
 
However, registration and contracting are only the first steps in terms of generating an impact. 
The table also shows that fewer farmers have actually been delivering crops. The reasons for 
this vary between villages; in some cases the farmers’ interest has declined as the prices of 
other crops have increased more than the organic premium offered. But it is also possible that 
farmers are not certified, or the inspection by field officers indicate that they are not yet ready 
to be contracted (they do not comply with the rules of organic agriculture). This is a healthy 
sign and shows that the internal control systems work, even if the exporters could have an 
interest in contracting more farmers.  
  
The numbers of farmers that actually deliver are fewer and as the table shows, it is often less 
than half of those that were contracted. It is actually only on four out of the eight crops 
described in the table where the exporter has started to buy organic products. There are 
several explanatory factors. The first is that it takes time for the farmers to convert to organic 
agriculture. As for example in Rufiji, the honey project only started in the beginning of 2004, 
and it takes at least two years before they can be certified as organic producers. Thus the first 
organic honey will be gathered in 2005. Second, among those that could in theory sell and 
that have been contracted, one explanation is that farmers actually sell to other exporters.  If 
the farmers need money rapidly they might sell to others, perhaps not waiting till coffee has 
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dried (as specified in the contract), but they sell it wet to traders. Random events can 
influence the decision to sell, for example the organic exporter may not be present in the field 
office when the farmers want to sell – or is out of cash – and then the farmers sell to others. 
Yet another explanation could be that the exporters choose to contract more farmers than they 
actually wish to buy from. They have a buffer, which may make sense from their business 
point of view. If this happens frequently, there is a risk that farmers loose their motivation and 
opt for other buyers, or other crops, when there is a choice.  
 
 

  
Bee-hives in Rufiji; to the right  a modified type but which would not yield certified organic 
honey as it is coated with paint, and to the left a new model for improved quality control and 
higher yields that was developed by one of the farmers registered on the project.  
 

Crops purchased 
Each of the export projects has a target for the amounts to be purchased from farmers. In table 
3.2 we list the target amounts to be purchased in the first and second harvesting season and 
the amounts actually purchased. We have already seen that the numbers of farmers selling to 
the exporters are below targets, but that does not necessarily mean that the amounts purchased 
are lower. There is a difference between farmers, as an example some of the cashew-nut 
farmers had several acres of cashew trees, others had only a few trees on their farms. One 
village on Zanzibar where farmers were growing chillies had 40 farmers involved in 
producing 5 tons of chillies, but one farmer alone produced almost 2 tons, 5 other farmers 
about half a ton each, and the remaining just some hundred kilograms.  
 
When looking at the figures in table 3.1 it is thus necessary to compare with the data in table 
3.2. Even though only 30% of the contracted  farmers delivered coffee on the Kawacom 
project in Bushenyi, they delivered almost twice as much as targeted the first season, and then 
20% below targets the second season. The only one of the projects visited in Tanzania where 
a harvesting season has passed was the cashew nut project. Here, there were actually two 
harvesting seasons where the exporter had bought organic cashew nuts. The first year 
purchases were below targets, but the second year they were 20% higher. The figures for 
Uganda cannot be interpreted in the same way, as the project proposal does not contain 
purchasing targets per annum. As an example, the coffee project with Kawacom has a target 
to export 1.000 tons at the end of the project time, but that is from all the three project areas, 
and different varieties of coffee. In total they bought about three times as much already during 
the last harvesting season (2003/04).  
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All that is purchased from the farmers as organic is however not exported as organic. The 
vanilla is an exception. During the shortage last season all that could be bought from the 
farmers was exported as organic. For cocoa the share that was exported rose from 20% up to 
85% last year and for coffee the export share has been between 10 and 50%. In the first phase 
of EPOPA, in 1999, only 46.000 kg could be bought from the farmers and Kawacom1 was 
able to export all of that. Since the year 2000 however Kawacom exported 105.000 kg per 
year, each year. This is strange as market studies indicate that the organic market is growing 
more than the conventional. It was not clear to the evaluation why exporters would purchase 
organic products, with the higher price that implies, and still not export it as organic and thus 
also get the higher price on the export market. It may have to do with other contracts, and that 
it actually was more profitable to sell it as non-organic, but we could not find sufficient 
information on this. 
 
Table 3.2 Crops purchased on selected EPOPA projects 
 
Project 
(exporter/crop 

Targets for 
purchases 

year 1 

Actual 
purchases  

year 1 

Targets for 
purchases 

year 2 

Actual 
purchases  

year 2 
UGANDA 
Kawacom/coffee - 482 333 300 000* 227 000 
Esco/cocoa - 90 000 300 000* 84 791 
Esco/vanilla - 9 200 3 000* 6 590 
Reco/dried fruit 110 000 n.a. 105. 000 n.a. 
TANZANIA 
KNCU/coffee 87 500 n.a. 150.000 n.a. 
F.Hussein/cashew 299 000 230 000 500 000 611 000 
F.Hussein/honey 60 000 n.a. 102 000 n.a. 
Dabaga/pineapple 300 000 n.a. 300 000 n.a. 
 
* this is the target for exports the last year of the project (year three). As we saw above, the exporters often buy 
more than they actually export as organic, though in the long run the two figures must correspond as there would 
be no logic in paying the organic premium to farmers if this is not paid back on the export markets. 

Prices to farmers  
While some projects register and contract more farmers and purchase more than targets others 
have fallen behind. There are also changes from one year to the other, as illustrated by the 
Kawacom project in Uganda. Some years the exporter has bought volumes far above targets, 
and other years volumes below targets. We have commented on some of the explanatory 
factors, but most important is probably the prices – of the crop in question, as well as of other 
crops. There should be no doubt that farmers are highly rational, they choose to produce and 
sell what brings the highest incomes, and they are also quite well informed on where they get 
the best prices.  
 
In some areas the progress of EPOPA projects has been affected by the price fluctuations on 
other crops. Vanilla became very expensive some years ago when the harvest on Madagascar 
was affected by a combination of bad weather and poor management, which meant that the 
largest producer on the world market suddenly had nothing to sell. Many farmers in Tanzania 
and Uganda switched to vanilla, and this affected cocoa in particular. A similar example 
                                                 
1 Note that the figures here are only from Bushenyi, and that Kawacom has exported another 300 000 kgs of 
Arabica from the other project areas. Secondly, it is said that Kawacom can sell the Bushenyi Robusta with a 
good premium on the conventional market because of the higher quality (which is a result of the project). 

 23



comes from Kilimanjaro, where coffee is cultivated together with bananas. Whereas the 
coffee prices to farmers have decreased by some 60% over the past 3 to 4 years, the prices of 
bananas has increased threefold over the same period. It is logical that farmers shift labour 
from the one to the other, although in the long run it would probably be prudent to keep 
production of both crops.  
 
The volatility of the prices and the significance of the organic premium are illustrated in table 
3.3, which shows the highest prices paid per kg and year, in Uganda shilling according to the 
field officers in Bundibugyi. It shows how the price for cocoa has declined, but less so for 
organic than for conventional cocoa. It also shows how the price for vanilla has increased, and 
thus what a strong incentive there was for farmers to shift attention from the one crop to the 
other. The average difference in prices between organic and conventional cocoa have varied 
between 15 to 85%. For vanilla the price variance has been between 25 to 30%. 
 
Table 3.3 Relative prices of vanilla and cocoa over a three year period (Ugsh/kg). 
 
 Organic Cocoa 

 
Conventional 

Cocoa 
Organic 
Vanilla 

Conventional. 
Vanilla 

2002 3000 
 

2600 20 000 15 000 

2003 2700 
 

2000 50 000 40 000 

2004 1500 
 

800 No information yet No information yet 

 
 
The experience of coffee on Kilimanjaro tells a different story. In the past, 5 to 10 years ago, a 
total of 20.000 tons of coffee was collected by the KNCU, but in the last harvest seasons less 
than 2.000 tons were collected. Total production in the area was estimated to around 6 – 8.000 
tons, the rest being sold to other buyers, or smuggled to Kenya. The reasons for the declining 
production are prices;  
 

1. The coffee price to farmers has gone from 1.200 Tsh in 1998 to a low of 500 Tsh/kg in 
2003, and then it has increased to around 700 Tsh/kg. The organic premium is 100 
Tsh/kg, so the farmer who produced organically would get somewhat less than 20% 
more for his crop.  

2. The price of fertilisers and pesticides have increased dramatically, on the most 
common pesticides against the coffee berry decease from 2.000 to 12.000 TSH (per 
container) and on chemical fertilizer from 5.000 Tsh to 30.000 Tsh. Consequently the 
profit margin has been squeezed from ends, lower prices and higher costs for inputs. 

3. The price of other crops has increased, bananas in particular.  
 
During the coming harvest season the KNCU expects to offer farmers 450 Tsh/kg, but special 
coffees, will be bought at 550 Tsh/kg (special quality brands), and then there is an organic 
premium of 100 Tsh/kg. As most organically produced coffee is expected to be of the higher 
quality, the farmers may thus get 45% higher prices than they get for the conventional coffee.  
However, the price shifts during the buying season and the statistics are uncertain. The first 
harvested coffee can usually collect a higher price, but whether prices then move up or down 
depends on the total harvest as well as on the export contracts that can be secured. Sometimes 
prices escalate fast during a harvest season, at other times they fall. KNCU has been able to 
make a second payment (last year the second payment was 200-300 Tsh /kg). 
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As the tables above indicated the cashew nut production has increased fast and is well above 
targets. The prices set by the Tanzania Cashew Board this year is 450 Tsh/kg, but the organic 
price paid by the exporter was 663 Tsh/kg (average for the season), but that figure includes 
the district tax levy. The farmers received 640 Tsh/kg in hand. However, apart from the 
higher price, the farmers who are registered for the organic production get training and advice 
on increasing their productivity, and those who are contracted also receive support with 
organically permitted pesticides to spray their trees. The benefits are higher than what is 
indicated by the price alone.  
 
Table 3.4 Prices to farmers on selected EPOPA projects (in US. Dollar) 
 
Project 
(exporter/crop 

Total income to 
farmers 

Organic 
premium 

Total income 
per farmer 

Additional 
income per 

farmer 
UGANDA 
Kawacom/coffe 142.021 2.328 189 ? 
Esco/cocoa 85.647 16.075 155 29 
Esco/vanilla 186.350 33.882 1.285 234 
Reco/dried fruit n.a. n.a. n.a. n.a. 
TANZANIA 
KNCU/coffee* 390.000 60.000 170 26 
F.Hussein/cashew 360.490 98.924 2.198 603 
F.Hussein/honey* 85.680 12.852 50 8 
Dabaga/pineapple* 10.500 2.100 210 42 
 
* figures in red signify that organic purchases have not started yet. The figures are based on estimates in project 
proposals, supplemented by information from interviews 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Coffee and bananas growing together in Bushenyi, Uganda to the left and on Kilimanjaro, 
Tanzania to the right.  
 
 
Our interviews with farmers indicate that the prices farmers receive have often been higher 
than indicated in feasibility studies/project proposals. So for example, the price for honey in 
the Rufiji area was around 250 Tsh/kg last year, but the exporter now buys for around 900 
Tsh/kg, and expects to increase the price to around 2.000 Tsh/kg when the production is 
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certified as organic (they have just started with trial buying, the production cannot be certified 
yet). Still, the feasibility study is based on a price of 850 Tsh/kg in the third year of the 
project. That was also the basis for the figure in table 3.4, but if the price goes up from 850 to 
2.000 Tsh/kg, then the farmers’ incomes will increase to more than 120 USD, and the organic 
premium would be significantly higher (though how much exactly would depend on the price 
increase on non-organic honey).  
 
The table shows that the significance to farmers will vary quite a lot, from a low of just 
around USD 3, to a high of almost USD 600. It is not hard to understand that the farmers who 
only receive additional three USD will be less motivated to put in the extra effort. It also 
suggests that new projects should aim for higher benefits to farmers, and possibly also 
projects that engage more farmers. The pineapple project in Tanzania is an example. There 
are only 50 farmers contracted, and the aim is to have 64 farmers supplying the organic 
pineapples. But that does not compare well with most other projects, where several thousand 
farmers get involved. It is a problem, not least from the cost-efficiency point of view, as there 
would always be program/project management overhead costs that are distributed on all 
projects, and that should be covered by the estimated benefits.  
 
The EPOPA projects are mainly in rural districts where poverty is severe. Small increases in 
income can make a big difference for a family in these areas. An organic premium of 20 to 
30% together with higher productivity has changed livelihood for several farmers. The most 
frequent spending for this extra surplus is on schools for the children. The possibility to put 
the children in a better school has been the first option for many families. The second priority 
is better houses. The evaluation team saw many examples of construction projects in the 
villages visited. The third priority was transportation - a bicycle. Quite a few also said that 
higher incomes mainly meant more food. 
 

Productivity increases 
So, what happens in the communities when the prices increase as much as they have done on 
some of these projects? There are two main results. The first is that several farmers increase 
their production; that is, they work harder and more effectively. Both cashew-nut and coffee 
fields were old and fairly neglected. The cashew trees that we observed had not been pruned 
for years and many trees had become huge and grew much too close to each other. There was 
a need to prune the trees and even to take down some. The three farmers that we visited had 
all started to improve their cashew-trees, and hence one could expect higher yields in coming 
years.  
 
Similarly was the situation among the coffee farmers on Kilimanjaro. Many of the trees were 
planted some 70 to 80 years ago, and they were in poor condition. There are reasons to 
believe that the evaluators met with the most dedicated farmers (with one notable exception), 
and these had all improved the yields per tree and thus expected to increase their harvest 
during the coming season. Several had trees yielding as little as 0,5 kg per coffee plant, but all 
agreed that 2-3 kgs would be possible, and 5 to 6 kg would be high, but achievable with 
proper care for the plants.  
 
The conclusion from site visits in Uganda was that it has been possible with relatively small 
means to increase the productivity on each farm in the different projects. Through workshops 
and seminars the field officers had been teaching pruning, mulching, stamping and how to 
apply manure. It was useful to establish so called “contact or model farmers” in every village. 
This was done in Tanzania too, where there were three cashew-nut farmers, one in each 
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village that had such demonstration farms. A good thing with these is that not only the 
registered organic farmers, but also others, learn from the examples. The model farmers are 
“early adopters” and they seem to be well known and respected by neighbours and others in 
the community. New ideas have been implemented on their farms for others to observe and 
then follow. Presently some testing is being done on different ways to combat erosion, which 
is a problem in all the highland areas. 
 
Not only do farmers increase productivity through applying better farming techniques. The 
evaluation also saw examples of how farmers had invested in new land, planted new fields 
and invested in processing equipment. One of the cashew-nut farmers in Kerekese had bought 
six acres of trees, thus adding a substantial share to his already quite large farm. Another of 
the farmers in the same village increased his production from 1.300 kgs to 2.600 kgs, from the 
first to the second year of the project. As prices to farmers had doubled in the same period, we 
can see that this particular farmer quadrupled his income.  
 
We cannot be sure how common it is with such high increases in productivity. We would not 
think that many of the coffee farmers realise high increases in either production or 
productivity. The price trends in recent years are so unfavourable that such new investments 
would seem odd. But smaller improvement to increase yields are quite realistic, and what we 
saw during the field visits might suggest average increases in productivity between 50 to 100 
% on a plot cultivated according to the organic principles. On projects with more favourable 
price trends, as for example the cashew nuts, possibly honey, vanilla and other spices, the 
increases appear to be higher still.  
 
It is of course first and foremost the farmers that are registered on the projects that realise the 
productivity increases, but it is likely that the methods are copied by others in the villages. We 
have not met many farmers that were not associated with the project, but we did interview 
some. When we visited the cooperative societies on Kilimanjaro, to take an example, we met 
with the chairmen and secretaries of each primary society (three societies in total). There were 
always three to four farmers in the meetings that were not yet registered, but several of them 
claimed that they had also recently pruned their trees, and they also copied the mulching and 
erosion control techniques taught by field officers.  
 
 

 
 
The evaluation found that farmers had increased plantations of chillies as well as coffee; to 
the left chillies put out to dry on the fields in Matemwe village on Zanzibar, to the right 
cashew trees in Mkuranga district south of Dar-es-Salaam.  
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In many cases the productivity increases appear to be automatic; they happen as farmers 
respond directly to the increased demand and the higher prices for their products. As an 
example, a village visited on Zanzibar rapidly expanded fields under cultivation. Last year 
they doubled the acreage used for cultivating chillies, and this year they doubled the acreage 
again. Over two years there was a fourfold increase in production while at the same time the 
price of chillies almost doubled. The net effect is an eightfold increase in incomes. Much as 
the productivity gains happen without any inputs from EPOPA, the training provided by field 
officers could help, and at times be the key for higher productivity.  
 
In all the three projects visited in Uganda Kawacom, Esco and Reco it has been easy to get 
qualified persons to become field officers. Up to ten times as many as needed applied for the 
jobs. Thereby it was possible to recruit persons with some formal education in agriculture. 
The evaluation team met with all the field officers and supervisors in the three projects and 
could confirm that the exporters have recruited qualified, motivated and dedicated staff. They 
had received the training specified from EPOPA in organic farming and internal control. The 
training from Grolink and AgroEco was highly valued and prepared them well to carry out 
their task as field officers. They were updated with the internal control system and kept their 
records and files in good order. In some cases however the inspection forms seem to get stuck 
in the files once put there and not used in the follow up visits to the farmers. 
 
The biggest problems concerned transportation. Bicycles had been promised to the field 
officers in the Reco project but so far they had not received any. They argued that walking 
around in the villages took far too much of their time. According to the field supervisor, 
bicycles would be distributed in September before the rainy season starts. In Bushenyi all the 
field officers had bicycles but argued that they needed motorcycles in order to get around 
better. The information from the sites in Tanzania point to a similar effect; the field officers 
were motivated and appeared competent (albeit with some variation). The KNCU had 
recruited 11 field officers, but had difficulties finding enough suitable candidates; when the 
jobs were advertised there were only a handful of applicants, which meant less to choose 
from. Both on this project and others, the field officers interviewed appreciated the training 
they had received, and their only request concerned transportation. However, it seems to us as 
if the project managers and the EPOPA staff handle the demands for transportation well, and 
select the most cost effective means, whether it is bicycles or in some locations motorbikes.  
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To the left an example of erosion control taught by field officers, to the right the bark being 
peeled off for production of cloth.  
 

Results of the limited support to exporters   
As we have already mentioned, the second phase of EPOPA includes a number of flanking 
activities. These were discussed in chapter 2, and we will return to them in chapter 4 as well, 
as they relate to the conditions for long-term impact of the organic exports. However, one of 
the items among the flanking activities should be mentioned here, as they can be assessed in 
terms similar to those of the export projects. There are other organic exporters than those that 
EPOPA develop projects with, and the limited support to exporters was designed as a way to 
work together with some of them too. The idea was to be able to reach out to firms that; 
 

•  do not need the full package of support; 
•  where EPOPA production and the prospects are so small that a large project is not yet 

feasible; 
•  where EPOPA does not give priority to the products or the markets targeted; 
•  but where a larger EPOPA project could be considered in the future: 

 
As the funds provided are quite small, it is not realistic to expect an impact of the same 
significance as the other projects, but even so, these projects should affect farmers as well as 
exporters in a similar way. The objectives are said to be:  
 

•  Increased capacity among more organic exporters, 
•  Increased exports of organic products, 

 29



•  More efficient use and more balanced spread of the limited EPOPA funds 
•  Identification of new full fledged EPOPA projects 

 
In Uganda there are three projects belonging to this flanking activity. The budget was 960.749 
SEK during 2003, but only 58% was spent. The evaluation team have visited two of the 
projects, BioUganda and Bark cloth.  
 
Case 1. BioUganda 
BioUganda started exporting conventional fresh fruits and vegetables in1998. This 
conventional production however, got harder and harder. Prices went down, EU regulations 
got tougher and prices for pesticides and fertilizers increased. Edward Mulondo, the owner 
and Managing Director, decided to enter the organic market. That was late 1999. He got in 
touch with a consultant from the Netherlands and found that certification was needed. He 
registered and contracted 50 farmers to grow pineapple. The farmers were promised a 
premium prize of some 30%. In October 2001 a contact with EPOPA was established that 
lead to support covering; 
 

- training of field officers 
- develop and implementation of an internal control system 
- certification cost for one year and 
- help with marketing at the Biofach Tradefair. 

 
All in all, during 2003 the activities incurred a total cost of 99.287 SEK, covering fees and 
reimbursable. In January 2004 BioUganda had completed preparations. The first consignment 
with pine apple to Germany was shipped in February 2004. The price was 60% higher than it 
would have been with conventional pineapple. 
 
 
BioUganda is now planning for expansion and have registered 108 new farmers who are 
waiting to be contracted. The owner estimates that his farmers this year will produce 418 
tonnes of pineapple out of which he will buy 120 tonnes. The production will increase with 
some new fields up to an estimated 700 tonnes in the year 2007. Presently there is one 
certified organic importer, a company in Germany. BioUganda will start working with a 
second firm this year. Four more have shown interest, coming from France, Sweden 
Switzerland and UK. In the future BioUganda will diversify by canning and drying the 
pineapple. The owner was clear on the impact of the support from EPOPA:  
 

“If EPOPA hadn’t supported us we wouldn’t exist today. Now many 
people are benefiting from my export of pineapple, 140 farmers and some 
30 skilled and unskilled workers. We are in business and will stay there.” 

 
 
Case 2. Bark-cloth project 
In 2000 two entrepreneurs started exploring the potential for bark-cloth as a fashion item. 
They started in small scale, but soon had around 500 farmers working on it. They coordinated 
the farmer groups and recruited 9 field officers. This was easy; there were plenty of persons to 
choose between. Each village selected one they had confidence in that could read and write.  
 
In January 2003 the entrepreneurs met with EPOPA staff and soon after training in organic 
farming were provided to the nine Internal Control Officers. Altogether they had five 
workshops of 2 – 4 days. During the training they found out that many of their farmers did not 
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meet the requirements for organic farming. A natural reduction of the number of farmers took 
place. Those who didn’t comply with the rules were excluded. After the training the company 
contracted 237 farmers in 60 villages. Six of them were, however, found to have violated the 
organic rules and were excluded. 
 
These 230 farmers have a total of 1.987 trees. The bark of Ficus Natalsis can be peeled off 
every 8 months and processed to pieces of cloth. The maximum production is estimated to be 
2.000 pieces per year. The local price for a piece of bark cloth, 3 * 2 meters is between 6 – 
7.000 Ush. The organic price is between 10 – 12.000 Ush. In addition to the premium price an 
incentive on 2 – 3.000 Ush is given to the farmer in each village who can provide excellent 
quality. Highest price paid last year was 20.000 Ush for one excellent piece of cloth. The 
reason for this additional premium is to promote quality which has declined over the past 
couple of years due to bad tree management and processing.  
 
During the buying season 2003 the firm bought approximately 500 pieces. Since no 
certification has been done yet these were bought as conventional but with a premium price to 
encourage the farmers. A sample from the sales ledger this year shows that between Jan 16 
2004 to Feb 25 2004, altogether 66 pieces of cloths were bought from the farmers at an 
average price of 10.300 Ush. The price varied between 5.000 to 16.000 Ush. In September the 
new buying season will start and the purchase estimated is 700 pieces.  
 
In order to give the bark cloth project a good reputation in the villages the firm started a fund 
for each village. A percentage of what is bought from that particular village will be put into a 
joint fund. In this way all farmers, not only the ones involved, will benefit. The funds will be 
used to buy tools etc. During the first weeks in June IMO made a certification inspection of 
Bark Cloth. This was carried out by UgoCert. Within a couple of weeks Bark Cloth will know 
whether they are going to be certified or not.  
 
In addition to the 230 farmers involved in the bark cloth production 13 women have been 
engaged in sewing. Presently they work 3 hours every afternoon for 1.300 Ush. Later they 
will be paid according to performance. According to one farmer, the project has taught them 
many things. “Even though we didn’t use chemicals before we are now aware of the organic 
principals. We are very happy with the project and the non-members wish to join according to 
what they have seen. In my village 32 of the 200 farmers are contracted. Our biggest problem 
is the absence of a wheel barrow and maybe a spade.” 
 
Both of these examples of limited support, BioUganda and Bark cloth, have implemented the 
concept from other EPOPA projects when it comes to training, organisation and control 
system. The concept seems to work in these new projects, and it does not appear necessary for 
EPOPA to get involved in full scale as on the other export projects 
 
 
Case 3. Essential Oils on Zanzibar 
Zanz-Germ enterprises started in the early 1990s with the purpose of buying and exporting 
organically produced spices. The firm buys from farmers in Kigoma, Tanga, and on Zanzibar. 
The amounts have varied significantly, but at most they bought around 450 tons of ginger, 
turmeric, pepper, chillies, lemongrass, and cardamom.  
 
Around 65 tons were exported; the rest was sold on local markets. In total some 1.300 farmers 
are contracted to supply the different spices.  In order to diversify the business and use by-
products, one of the stakeholders in the company branched off and experiments with 
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manufacturing essential oils based on the products from the spice trade. The oils are used as 
ingredients in perfumes, soaps, and other products. They can also be used directly on the skin.  
 
The contacts with EPOPA started on a seminar on essential oils in Dar-es-Salaam, organized 
by the ITC and EPOPA together. As the firm already had an ongoing organic production and 
exports, there was no need to start a full export project. However, for various reasons the 
company was on the verge of bankruptcy. The reasons had to do with the agreements 
between partners, and one of the partners was capable and interesting in continuing, the 
business, others were hesitant or uncertain. It was a rather uncertain business situation when 
the project was supported by EPOPA.  
 
 

 
The oil is being distilled in a boiler that was bought second hand. To the right a sample is 
lemon-grass oil is being prepared for shipment to Germany.  
 
 
 
The first support from EPOPA was to finance a market study, which secured contracts in 
Germany and helped solve immediate liquidity problems. In the next steps, EPOPA will help 
purchase some of the distilling equipment, train personnel and develop the market contacts. It 
is a small activity, with a total budget of around SEK 200.000. The impact is high though. It 
seems likely that without the assistance that has already taken place, the company would not 
be in existence and thus the farmers would not have any immediate market for their products. 
It is of course likely that they would have found other buyers, but none who had been willing 
to pay the organic premium in those locations.  
 
One could also speculate on how their bargaining position would have changed/deteriorated, 
but we cannot know for certain about that. What is certain however, is that the purchases on 
Zanzibar itself are increasing now. We visited Matemwe village, where around 40 farmers 
cultivate chillies. They expand the acreages and plan to produce 5 tons of chillies next 
harvesting season. The farmers respond to price increases, and for this village it seemed to be 
a good opportunity to diversify incomes.  
 
In sum 
The three projects reviewed above have in common that they involve small amounts of 
money, build entirely on local initiatives, and would exist without the support of EPOPA. All 
of them started organic exports independently, though it does seem likely that the firm on 
Zanzibar might have been forced to liquidate if EPOPA had not intervened. At present the 
prospects appear promising. With very small amounts of money, EPOPA has contributed to 
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these ventures and it seems to have made a difference. The annual reports provide more 
information on other limited support projects, and perhaps not all are equally successful as the 
ones we visited. However, the possibility of intervening on a smaller scale is a useful 
supplement to the other projects, and also helps to foster the enabling environment for organic 
agriculture and exports generally.  
 
 

Concluding remarks 
 
The basic idea of EPOPA is to transmit the premium price that the world market is willing to 
pay for organic products to the farmer’s works. It has been possible to make farmers 
interested in organic production, to provide basic training, to set up the internal control system 
described in previous chapters, and to buy and export the organic products.  
 
However, it does take longer time to reach the targeted volumes than outlined in feasibility 
studies and project proposals. The evaluation found that there are two problems with the 
projections; first it takes longer to move from registration and contracting to actually realised 
sales, and second, once the projects have been running, more farmers are interested in joining 
and there might be a need for more rapid expansion of organic purchases. To what extent 
more farmers can join will largely depend on the market situation. 

 
One of the immediate effects is to be found in increasing productivity as farmers respond to 
higher prices. It was not uncommon to find farmers who invested in new land, planted new 
crops, and renewed efforts in soil control, pruning, mulching, and with other techniques 
augmented yields.  These techniques appear to be copied more widely in the villages, and not 
only among those who are contracted by the exporter that EPOPA works with. With relatively 
small means and at small costs the EPOPA concept has successfully been “exported” through 
limited support to smaller exporters outside the program.  
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Chapter 4. Institutional development 

 
  
Over the past 10 to 15 years there has been a significant critique of technical cooperation, 
particularly technical cooperation in its traditional project oriented form2. Several alternatives 
have been proposed, both relating to the mode of implementing activities in development 
cooperation but also relating to the objectives. In particular, economists have pointed to the 
need for understanding the institutional environments for development. Different words are 
used; the World Bank often speaks of an “enabling environment”, in the research community 
it is common to speak of institutional development. The point is to signify the factors that 
affect the development of economic activities such as; 
 

•  the emergence of conducive legislative frameworks 
•  norms and standards that encourage and support business 
•  networks of organisations for cooperation, competition, research and development 
•  values and attitudes that  are supportive, bring incentives, and recognize achievements  

 
Organic agriculture in general, as well as organic exports, needs an institutional environment 
such as; support from ministries of agriculture, forestry, natural resources, trade and the like; 
existence of certification bodies; standardization; research on crops, crop disease and product 
development; trade organisations; mutually supportive stakeholder groups, and so on. Without 
a strong enabling environment, it is not likely that some few organic export projects would 
have much of a development impact, apart from the increasing incomes they bring the direct 
beneficiaries. The purpose of EPOPA is not only to strengthen specific exporters and farmers, 
but more generally to contribute to trade in organic products as there is a potential 
competitive advantage for African countries in this field, and as there is a market demand for 
organic products. Hence the enabling environment could be more important than the projects 
themselves. 
 
During the first phase of EPOPA there were some joint activities with certification bodies, but 
there was not yet any programmatic approach to institutional development. One of the 
innovations from the first to the second phase was to develop country programs that also work 
on the institutional level. The EPOPA program speaks of these as flanking activities, and that 
reflects how they developed from the main thrust of developing export projects. However, 
flanking as a word signifies something that goes on at the side of the main line of action - not 
quite in the centre. This is also how the program was designed.  
 
However, in the long run the success of the institutional development projects may be more 
important for organic agriculture and organic exports than will the success of individual 
export projects. Of course there is a relation between the projects and the institutional 
framework. The projects need to be there as examples of good practice. They demonstrate that 
there is a market potential, and they also show how practical difficulties can be solved. They 
have been a testing ground for clear and specific instruments, such as the organisation of the 
exporters and the internal control systems.  
 
In this chapter we turn to an evaluation of the institutional development of the second phase 
of EPOPA. While so doing, it must be said that an evaluation of institutional development is 
                                                 
2 See for example: Lopez, C. and Theisohn, T. (2003) Ownership, Leadership and Transformation. Can we do 
better for capacity development? Earthscan and UNDP, New York., Forss, K (2003) technical Assistance in 
Development Cooperation: A Review of policies and practices. A study commissioned by Norad, Oslo.  
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quite complex, not least because it takes several years before an impact can be seen. It is thus 
much too early to assess the results from the EPOPA activities. Our approach will be first to 
describe and assess the intents, and then to comment on the process of implementation of 
these activities, and finally to compare this to the experience in institutional development 
from other programs of development cooperation.   
 

Development of certification organisations 
Probably the most significant long-term impediment to the growth of organic exports lies in 
the cost of certification. At present it is only organisations in developed countries that are 
accredited to certify organic production, and it is quite expensive to bring in personnel from 
Europe for the necessary amount of inspection. Even though several firms have local 
representation and work with local inspectors, they do so with some involvement from their 
respective headquarters, and thus the costs are high. However, the main stakeholder groups 
around organic agriculture have started certification bodies in both Uganda and Tanzania, and 
both country programs have flanking activities in support of these. Let us first look at the 
Ugandan experience.  
 
One of the four flanking activities in EPOPA phase II was to support the establishment of a 
national certification organisation in Uganda and to assist it get international recognition. 
EPOPA intended to support all the components and processes involved in the establishment 
such as; regional components for training, standards development, consensus building, and 
organisational support – all as part of a program of technical assistance for capacity building. 
Seven operational results were expected to be met by the project. The achievement in respect 
of each objective is summarized in box 4.1. As we can see, EPOPA is well on its way to reach 
the overall goal as there is substantial progress on many objectives and some have already 
been reached. Some quotes from our interviews illustrate the achievements:  
 
 
“If we had done the bark cloth inspection totally of our own and not through IMO the cost for 
the customer would have been 25% less.” 
 
“Nile fish project will become UgoCert first project on its own. Since there is no international 
standard on tropical fish UgoCert can do the international certification”. 
 
“The biggest difficulty so far has been to get international recognition and thereby getting 
organic operators to switch to a local organisation”. 
 
“The help from Grolink is very much appreciated. The training they have conducted has been 
very professional. They have arranged contact meetings with foreign certifiers which have 
been very good and productive”. 
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Box 4.1.  Achievement of objectives in respect of UgoCert 
 

 
1. By 2003 an organisation is established, which initially takes on inspection service. International 

certification bodies are using the local organisation as a service provider. 
 
These goals are partly achieved and partly well on their way to be reached. UgoCert, the Ugandan Organic 
certification company was registered in March 2004. That ended a process that started in Sept 1999 by 
EPOPA I. The legal process was heavy and caused a minor delay.  After long discussions on what kind of 
organisation UgoCert should be - an NGO, a cooperative or a private firm - the decision to register it as a 
private firm was taken. NOGAMU is the biggest shareholder with 25% of the shares. Eight companies and 
organisations own a maximum of 5% each. 
 

2. By 2003 internationally compatible (regional) standards for organic production are published 
 

A standard committee was set up in 2001. The three countries in the region differ; Uganda is ahead and has 
produced standards for it works. Tanzania is developing, but very little has been done in Kenya. The process is 
proceeding though and next meeting will be held in September, but there is no doubt that this aspect of the 
work is behind schedule.  

 
3. By 2004 the organisation takes on certification activities for the local market and possible in 

partnership with foreign certification organisations. 
 
UgoCert has a cooperative agreement with IMO to do certifications for them. The first job was done in June 
2004 and was on the bark cloth project in Masaka. During the year 2004 some additional certifications are 
done in cooperation with IMO. In July UgoCert in cooperation with IMO will certify all three Kawacom 
projects (3*12 days) and after that the IBERO-project in September (8 days) and the ESCO projects (12 days) 
 

4. Sufficient personnel trained in inspection and certification, i.e. approximately 6 fully trained 
inspectors per country and 4 key staff/board persons per country 

 
Since the start in July 2003 there have been three courses for the inspectors. The forth will be held in July 
2004. After that UgoCert will have ten full trained inspectors. There has not been any problem to get qualified 
people to work for UgoCert. 
 

5. Proper administrative and management systems and procedures for certification and inspection are 
developed and implemented. 

 
During the past year the focus has been on developing internal systems. In this task UgoCert have worked 
closely together with Gro Link. Inspection and certification procedures have been developed, policies about 
sanctions taken and manuals produced. 
 

6. An in-house training program for staff and inspectors is developed and implemented 
 
In-house training is planned but has not been implemented yet. 
 

7. An application to the IFOAM Accreditation Program is submitted late 2004. 
 
The work to be accredited by EFOAM has been started. An application is going to be sent in by the end of 
2004. 
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One of the training sessions for organic inspectors was conducted 
in Dar-es-Salaam in June 2004, here with two trainers and those 
who took part in the training. 

 
 
TanCert is an association of organisations in the organic sector, and it is also supported by 
EPOPA as part of the flanking activities in Tanzania. It has not developed as far as the 
certifying organisation in Uganda, and the EPOPA support has started with training of 
inspection officers. The evaluation had an opportunity to watch the training in progress, and it 
gave the impression of being professionally conducted. The participants seemed to be chosen 
with care and had the required backgrounds in agricultural extension. There was a good 
learning environment and during the interviews with participants they generally expressed 
that the training sessions were very interesting and useful. (This is of course standard answers 
to be expected, but we took the opportunity to ask a  number of critical and in depth 
questions, but the respondents appreciation of the program did seem to be genuine and 
convincing).   
 

National Development – aspects of network building 
EPOPA wants to support the development of local organic associations and the creation of 
local markets for the non-exportable grades or for the crops grown in an already organic 
rotation that do not have an export market. In Uganda therefore EPOPA liaised with the local 
organic network NOGAMU and supported its development. 
 
NOGAMU was established in January 2001 to unite producers, processors, marketing 
professionals and trainers who were interested in promoting organic farming. The number of 
members has increased steadily and it now reaches 80 corporate and 250 small and medium 
scale farmers. Four key strategic areas have been identified by NOGAMU. These are; 
 

1. Standardisation: Developing a National Organic Standard for Uganda and the means 
for local inspection. 
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2. Training: Developing the capacity of members to carry out organic farming, 
processing and marketing. 

3. Networking and Lobbying: Strengthening links between the NOGAMU members, and 
between members and other stakeholders within and outside of Uganda. 

4. Marketing: Promotion of locally produced organic products within and outside of 
Uganda. 

 
Through the other flanking activities in EPOPA, “Development of Certification organisation” 
and “Basic Training” the two first key areas are supported. The flanking activity National 
Development relates mainly to the key areas Networking, Lobbying and Marketing and this is 
done by funding the following five activities. 
 
Newsletter Production. Four times a year NOGAMU distributes information to members 
about upcoming events, potential markets and other topical issues. The edition is constantly 
increasing and has now reached 1.400 copies. According to Moses Kigunda the Coordinator 
in NOGAMU the Newsletter is one of the most important tools for the organisation. It is now 
also distributed to the Parliament and other important organisations. 
 
Data Base Development. NOGAMU has a data base covering the organic business in Uganda 
with farmers, crops, importers and exporters. The data base is annually updated and a report is 
written about the development in the area.  
  
Organize Mini festivals in the four different regions in Uganda. The purpose is to raise both 
local and national awareness of organic production. The event started last year and gathered 
3.000 to 5.000 visitors per region. The event got good coverage in national TV and other 
media. Next festival took place last June. 
 
Provide Advisory Services to a number of smallholder farmers in the field of organic 
production and recommend solutions to the problems they encounter in the production and 
marketing process. Last year NOGAMU made 46 visits to farmers in all parts of the country. 
The costs for this service are transportation, accommodation, telephone and attendance of 
people coming to NOGAMU. 
 
Advocate and Lobby against any moves seen to bring negative effects to the development of 
the organic sector in Uganda. Two achievements can be noted. First NOGAMU have been 
successful by having by having the Minister of Agriculture to set up a committee to create a 
“National policy for organic production”. A draft will be ready by the end of this year and be 
presented for the Parliament early 2005. Second, the Government recently put a temporarily 
stop for the use of Genetically Modified Organisms (GMO) in Uganda. This is partly due to 
the lobbying from NOGAMU, which used newspapers and TV to inform the public about the 
dangers and risks connected with GMO. 
 
The national development program in Tanzania has a similar approach, but has not completed 
as many activities as the one in Uganda yet. The funds have been used to support the activities 
of the Tanzanian organisations in organic agriculture, for example by helping them to finance 
meetings, with publications, and with training3. As with Uganda, it is too early to assess the 
results, but the process as such has several interesting characteristics: 

                                                 
3 There is a rapidly emerging network of organisations, many of whom are founding members of Tan Cert, as for 
example. The Isangati trust Fund in Mbeya, the Participatory Ecological Land use Management Tanzania 
(PELUM), the Society for Organic farming in Tanzania (KIHATA) ADP Mbozi Trust Fund, the Tanzania 
Farmers groups Network and Uluguru Mountains Agricultural Development Project. And the Tanzania Organic 
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•  The funds are used to support local initiatives; they are not used to build new 

institutions or to set up organizations with an expensive administration. The 
organisations have started prior to EPOPA and would exist without it; the role of 
EPOPA has been to facilitate some of their activities. 

•  The emphasis in the cooperation has been on training for capacity development. 
However, much of the training has been done with Tanzanian staff, and at times with 
Tanzanian trainers working together with external resource persons. This keeps the 
costs down, ascertains that the training is appropriate for local personnel, and also 
builds the capacity of the Tanzanian staff that does the training. 

•  There have also been studies made of the organic markets and organic production in 
Tanzania. The task to write the reports has been commissioned to local consultants. 
Again, we find this good as it builds capacity while doing the job, ascertains that the 
knowledge developed in producing the reports remains in Tanzanian hands, and it can 
be updated locally when the need arises. (A more traditional program would have 
commissioned the studies from external consultants, and might thus have got a 
glossier and more professional looking product, but at a higher cost and without all the 
process use and the capacity building that comes from using a local expert.) 

  
In total EPOPA is funding these activities with approximately 200.000 SKR per year in each 
of the two countries during phase II (though more is planned in Tanzania). In sum the 
evaluation team found that: 
 

•  Activities are being completed according to plans 
•  There are proper reports on progress and implementation of activities 
•  The activities are much appreciated by the stakeholders around organic agriculture 
•  The EPOPA funds are used to facilitate the activities of others, not to create new 

organisations or activities with EPOPA’s name to it, and one works through local 
institutions.  

 

Comparative approaches  
Swedish development assistance in Tanzania has often been concerned with institutional 
development. In the sphere of industry and trade we could point to the experiences with the 
Small Industries Development Organisation, The Tanzania Bureau of Standards (TBS) 
various credit facilities, chambers of commerce, and many other activities. The TBS is an 
interesting example, not least because it has a purpose and activities that in some ways 
resemble those of a certifying organisation, indeed; certification is part of the business of a 
bureau of standards4.  
 
Swedish support to the TBS started in 1981 and had a history of almost 25 years. It started 
from scratch and financed infrastructure, equipment, buildings and salaries on a level which 

                                                                                                                                                         
Foundation (TOFO) There are also consulting firms active in the field, such as Environcare and MatchMaker, 
and probably many other.  
4 The World Bank and other international development banks have done a survey of evaluation of institutional 
development; see Forss, K. (2001)   The theory and practice of analysing institutional development in evaluation. 
A report commissioned by the ECG (Evaluation Consultation Group of the African Development Bank, the 
Asian Development Bank, the European Bank for Reconstruction and Development, the European Investment 
Bank, the International Finance Corporation, the InterAmerican Development Bank, and the World Bank). For a 
review of Norwegian experiences, see Kruse et al (1998) Institutional development in Norwegian bilateral 
assistance. The Ministry of Foreign Affairs, Oslo.  
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could never have been done by Tanzanian industry or by the public sector. There was team of 
expatriate advisers, at most some six or seven of them on year long contracts. Support started 
to be phased out after some eight years of cooperation, but it hardly left a sustainable 
organisation behind. The level of investment was simply far above what could be sustained, 
and the whole project was more of a Swedish-driven activity than one that could be sustained 
by the Tanzanian management.  
 
It would be excellent if one could conclude that the lessons from TBS and similar projects 
have been learnt, and that there are no more such projects any longer. However, evaluations 
continue to uncover similar approaches to development from most donor agencies. Sida’s 
evaluation unit has commissioned studies of the ownership issue that suggest there are still 
lessons to be learnt. However, we were glad to find that EPOPA has steered clear of the 
common mistakes, and in particular the program has: 
 

•  Worked with networks rather than with separate organisations 
•  Built on local initiatives that would exist even without external support 
•  Chosen low levels of investment, with marginal contributions to the efforts and 

contributions from others 
•  Not committed itself to long-term support of any kind 
•  Chosen a low profile, so that it is the local actors who have visibility and are seen to 

represent the organisations externally.  
 
  

Concluding remarks 
As a consequence, an evaluation will never come to the conclusion that EPOPA has 
developed national certification institutions, or that it developed organic exports in Tanzania, 
Uganda or elsewhere. EPOPA has not caused the developments that we described above as 
these were triggered by many other factors, several of them more important for what came to 
happen. UgoCert and TanCert were created by Ugandan and Tanzanian organisations and by 
people there with visions and ideas for organic agriculture. EPOPA came in with some 
support and encouragement, but never took over the process. Both organisations are still 
financed out of membership contributions, incomes from consulting activities, and some of 
the surplus from certification. If no finances from EPOPA or elsewhere were forthcoming, 
they could still survive – indeed they do survive and are not dependent on any external 
sources for their existence.  
 
Whereas Sida in the past can be said to have had a great impact on the institution of 
standardisation, TBS, indeed, it can be said to have created it, this will hopefully never be said 
either of Sida or EPOPA in relation to the institutions working in organic agriculture. But on 
the other hand these are more likely to survive. In the long run it must be better to have 
contributed in a small way to activities that are sustainable, than to have contributed in a big 
way to activities that fail. 
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Chapter 5.  Impact and sustainability 

 
  
 
The first and most immediate impact of EPOPA is that farmers receive more money for the 
crops they produce. As a consequence farmers produce more and thus earn even higher 
incomes. During the interviews, it was not uncommon to find farmers who had increased their 
harvest by 50% to 100%, and combined with receiving 20% to 50% higher prices per quantity 
sold. This lead to significant increases in incomes.   
 
Seen at the village level, this brings substantial increases in cash income. A village in 
Mkuranga district, Kerekese, could be estimated to have increasing incomes of almost USD 
100.000 per annum. It is a large amount of money in a relatively impoverished area, even if it 
is a small amount per capita. But the increase in incomes is the first step, the question is what 
happens when incomes increase? What is the impact of the flow of money into the villages 
and households? 
 

Indications of investment 
In those areas where the project had been in operation longest, incomes had been 
accumulating for some years and one could start to see that there were changes in both 
consumption and investment. The most common response to the question of what farmers did 
with the additional incomes was that the money was used to pay for children’s school fees. 
Even if primary education in theory is free in both countries, practice differs. When the 
question was pursued, farmers said that they used the increased incomes to send some 
children to secondary school, or that it was possible to pay for a better education. 
 
In some cases there are also hidden fees, or costs, associated with schooling. There are costs 
of school uniforms, sometimes contributions to teachers’ salaries or to buildings. Should it be 
seen as consumption or investment? Maybe the answer is of theoretical interest only. Whether 
it is an investment in future generations or consumption matters little, the point is that almost 
all respondents to our interviews said that meeting costs of education was the most common 
use of additional incomes.  
 
Yet another common investment was in buildings. Private individuals built new houses, 
bought better roofs, or remade their walls. To put up a corrugated steel roof instead of the 
thatched roofs, was another priority investment for many. Some farmers invested in 
processing equipment, either alone or in groups. Some coffee farmers mentioned buying beds 
to dry coffee beans, and there were some who bought pruning equipment. At the village level 
or at the level of primary societies, there was some indications of joint investment in buildings 
for health clinics, in common stores and in processing equipment, however, these were rare 
cases and also still remained as plans and ideas on what to do. But as not all village members 
are associated with organic farming, one cannot really attribute changes in collective 
investments to a project that only some 10% to 20% of villagers are part of.  
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One of the farmers interviewed who had built new house (to the 
left), which he had recently moved into. He is standing in front 
of the old house. 

 
 

Consumption patterns 
During this evaluation we spent two weeks in Tanzania and one week in Uganda. We did not 
have the opportunity to do any extensive survey among farmers. We have random 
observations, and we met some farmers for individual interviews and others were interviewed 
in groups. There are of course severe problems with the reliability of information, and there is 
also much variety among farmers.  
 
There are large income differences in the villages, and as a consequence the additional 
incomes will be used in different ways. The poorer the families, the more likely is it that the 
additional incomes will be relatively small, as these farmers possess smaller farms, and the 
more likely is it that the additional incomes will not lead to either investments or changes in 
expenditure patterns. The poorer farmers appear more likely to use the added incomes mainly 
for more food. It is difficult to tell how reliable the information is, but several said that they 
simply bought more food, and it was also typical that those with smaller farms or that seemed 
more marginalised, gave those answers. Nor is the response so strange to comprehend.  
 
Apart from more food, there were also those who said they bought bicycles, and some 
mentioned that they tried to save money to buy a vehicle (though that would hardly be met 
from the incomes coming from the EPOPA projects only). Though few gave that response, 
the impact surveys that have been done by EPOPA indicate that many also buy animals, 
goats, pigs or cows.  
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Assessing impact during the project 
EPOPA has developed a format for baseline studies that will also be used to assess impact at a 
later stage5. The information has been gathered by the project consultants and we could see 
the results from Mkuranga district. It is commendable that the program makes an effort to 
monitor impact in that way, and if there is an additional evaluation at the end of the second 
phase, in four year time, the information will be very useful.  
 
However, there are three things to observe. The first concerns the selection of respondents. It 
is important to make a random sample and control that sample. In one of the baseline surveys, 
the interviewers placed themselves centrally in the village and interviewed those who 
happened to pass. It is random, but not methodologically random. It reduces the reliability of 
the study. If it is cumbersome to make a proper random sample, it would still be better and 
rather save time by having a smaller sample and control it properly, than to have a large 
sample with limited control of which one will reach. 
 
Second, the survey instrument was developed for one of the projects in Uganda. It takes up 
some few indicators of investment and expenditures. There are other aspects of income that 
could be quite important, for example on whether farmers invest in new land, employ more 
farm workers, etc. It would be useful to spend some time revising the questions to make sure 
that they are appropriate in each project environment. 
 
Third, the survey instrument is quantitatively oriented, and that’s how it should be. It might 
also be necessary to supplement with qualitative information, to give a more in-depth view of 
how the projects affect people and how the additional incomes are used. As we will see 
below, the impact is not necessarily seen at the level of the contracted farmer.  
 

Employment opportunities 
It was an inherent bias in our interviews that we assumed the farmers themselves did the 
work, gained the additional incomes, and used that money. However, one of the farmers 
interviewed said that he did not quite control the harvest himself. First, when it was 
harvesting time, his children arrived and helped with the harvest. They and their families 
stayed in the village, collected the crop (cashew nuts), brought it to the field officers, sold it 
and collected the money. Then they went back home. The farmer in case also earned money, 
but a large part of the changes in expenditure and possibly in investment would have to be 
traced in the family and out of the village.  
 
Second, and in relation to the same village, the farmers employed migrant labourers to work 
the fields and harvest the crops. In Mkuranga district, there was a fairly large presence of 
migrant workers from Dodoma. They came regularly and expected to spend around 6 months 
in the villages before going home again. The evaluation met and interviewed 10 of these 
migrant workers. They made good money generally (but not at the interview moment as the 
other crops suffered from drought and the harvesting season for cashew-nuts had not started 
yet), and brought home a surplus for investment, to get married, or whatever their preferences 
were. 
  
The bark-cloth project in Maseke could be the beginning of a small industry with employment 
possibilities for the rural people in the area. Presently it provides opportunity for some 13 

                                                 
5 Baseline surveys have been completed on most projects in Uganda and Tanzania, and impact surveys with the 
same format were done in Ochero.  
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women to manufacture the bark cloth into different products for the European market. There 
are other employment effects at the level of the exporter, though we have not really included 
those in the evaluation. Premier Cashew Ltd. has invested in a new factory that is to employ 
1.700 workers in cashew-nut processing.  
 
 

 
 

New premises for the cashew-nut processing in Dar-es-
Salaam. The kilns for steaming the raw nuts to the left 

 
 
 

Gender and equity issues 
There is no doubt that such a significant inflow of money as that generated by the EPOPA 
projects - and thus of opportunities for expenditure and a return on investment - will influence 
gender relations in the communities, but what the net effect is depends on the circumstances.  
 
First, there are traditional patterns of cultivation; some crops are farmed by men and some by 
women, and that also determines who in the family would usually have the main say in how 
the incomes are spent – and thus also whose relative position in the family and in the 
community is strengthened. Coffee and cashew-nuts are traditionally harvested by men, 
though much of the actual work seems to be done by women. Some of the spices, vanilla, 
sesame, safflower, appear to be cultivated by women.  
 
Bee-cultivation and honey production have traditionally been male occupations in the Rufiji 
area, but when the evaluation team took part in training for farmers, more than half of those 
present were women. It seemed that more women were moving into bee-keeping in response 
to the greater opportunities for earnings presented by the project there. So, a second 
conclusion is that women respond to the incentives of the project, and the traditional patterns 
of production may change. 
 
Third, there may be conflicts concerning how labour and other resources are spent.  On the 
slopes of Kilimanjaro, coffee is cultivated together with bananas. The banana is a “female” 
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crop, and it is women who harvest and sell bananas. As the banana prices increase, women 
would have an interest in spending more working time on the bananas, and possibly have 
more bananas than are actually good for the coffee plants. The relative prices actually favour 
bananas, but the project may make coffee relatively more attractive, and thus contribute more 
to the “male” part of the village economy than to the female part. 
 
The internal control system in use has also been supportive of women. Since only the person 
on the contract can sell the crop and receive the money many women benefit by this rule. Of 
the 773 pineapple farmers in Kasese 60% are women that are registered on the contract. 
Several examples were given during the evaluation by female farmers of the benefits the 
project have given them in terms of possibilities to make plans for their families.  
 
However, it must be recognised that a brief evaluation such as this cannot penetrate into the 
complexities of gender relations in so many different village communities, each with its own 
traditions and patterns of gender relations.  
 
 
 

 
 

Women sewing caps and other items from bark-cloth.  
 
The main conclusion is that the patterns of consumption and investment described above 
seem to benefit both men and women, and women seem to respond to the economic 
incentives as much as men do, and maybe even more. Perhaps the monitoring data of EPOPA 
can throw more light on the gender relations, but it is a complex and changing subject that 
may need more extensive research than can be achieved from a program of development 
cooperation. 
 

Sustainability 
The key question on this as well as on most programs in development cooperation is if the 
results will be sustained once the funding from Sida comes to an end. It is of course too early 
to answer that question, but it would be possible to outline an argument around it.  
 

 45



First, there is the experience from the first phase of EPOPA. That also built on a number of 
three-year export promotion projects. A few of those were brought forward into the second 
phase, as they only started at the end of phase 1. But one of them came to an end after three 
years, and that is the cocoa project in Kyela, in southern Tanzania. At the end of the project, 
more than 15.000 farmers were said to be associated with it; that is, registered and contracted 
for organic cocoa production. Farmers were paid the organic premium of 20%, plus at times a 
bit more as there was an upward pressure on prices from the increasing demand in the region.  
 
As there is no EPOPA involvement in the cocoa production at present, the project was not 
covered in this evaluation. Nevertheless, the evaluation team contacted the exporter to find 
out how the cocoa production has developed. The volume of exports has been increasing, and 
there is now 4.000 tons of cocoa produced and exported (by this exporter, more is actually 
produced in the area). The number of farmers registered has increased and the amount is now 
above 20.000. Incomes have continued to grow. The exporter has expanded the field 
organisation, and now has 200 field officers employed. Furthermore, the farmers invest in 
new trees, and in the nursery run by the exporter more than 4.000 trees are brought up and 
distributed to the farmers annually. So the plantations are rejuvenated. The exporter has no 
need for further assistance, but was also quite clear that without the support from EPOPA, 
they would never have gone into organic exports. EPOPA made a difference, but there is no 
need for further assistance.  
 
Second, as it is difficult to forecast whether a particular export project will survive in the 
future, we suggest that the question is reversed. Why would it not be sustainable? We would 
think that as long as an exporter makes a profit on the organic production, they are not likely 
to discontinue the business. If they have built up a field organisation and if they have 
managed the internal control system, if there is a buyer and if the farmers sell, they would not 
have any reason to abandon the organic exports – unless a more viable business comes along, 
and then it would anyway be better if they pursued that instead. So far, the feasibility 
calculations seem to hold, the visit to some exporters even indicate that their profit margin 
could be higher than suggested in the feasibility studies. Hence, they could be expected to 
have the business interest as well as the capacity to continue trading in the organic products.  
 
As for the farmers, the question is why a farmer would turn from a buyer who offers the 
organic premium and possibly other benefits as well? If they are certified and can fulfil their 
contract they do make more money that way. Farmers respond to economic incentives, and 
they would presumably do so in the future as well. The impact survey of the Ochero project 
shows that after three years the cultivated area increased from 2.2 to 5.2 acres per farmer and 
that farm households increased by 71%. There is simply no reason why the farmers would 
leave the activity and go back to the situation before they started with organic farming.  
 
Of course one must recognize that like other economic activities there is no guarantee that the 
prices and incomes either continue to increase or remain at that level. If commodity prices go 
down, or if the exporter runs out of business, or if the trends in respect of organic products are 
reversed, then the impact will disappear. But those are facts of life, and if such changes do 
occur, there is nothing else the farmer, and the exporters, can do than adjust to such changes. 
The experience of the project may have increased their options for some time, and chances are 
that organic farming of these crops has a better future than non-organic farming as we 
described in chapter 3 above. 
 
Third, the long run growth of organic trade and exports would depend on whether a 
supportive environment is created, and that would also mean that domestic markets should 
emerge. The more traders there are, the stronger are the networks and the more likely is it that 
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capacities and competencies continue to grow. It is therefore essential that the so called 
flanking activities are developed and successfully concluded.  
 
Many observers of commodity trade mean that various kinds of certification are here to stay. 
Organic production is a first step, but there are other kinds of guarantees sought, for example 
on fair trade, labour welfare, absence of child labour, etc. The experience of EPOPA is a first 
encounter with such systems of guarantees and certification, and many exporters said this will 
help them develop their competitive edge when facing other consumer demands on the 
production process.    
 

 
 

Stores for processed and packed cashew-nuts in Dar-es-Salaam.  
 

Concluding remarks 
 
It is yet too early to analyse the impact of EPOPA phase 2, but in this section we outlined an 
analysis that can be continued and confirmed/rejected at the end of the project. The market 
mechanism is a powerful tool when it comes to generate opportunities and prosperity. Once 
being found profitable a business area will attract initiatives, knowledge and capital. As long 
as farming and trade are profitable, they will be sustainable if the markets are allowed to 
function.  
 
This is a major contribution of EPOPA when it comes to organic farming in Uganda and 
Tanzania. The program assisted some exporters and encouraged them to enter a market 
segment they would not have gone into otherwise. The support they had through the cost 
sharing model was sufficient to make the calculation of risks and opportunities attractive 
commercially. It is through the exporters and their business motives that the organic 
businesses in these countries can develop and create better livelihood for the poor. The use of 
demand and market mechanisms as driving forces is a pragmatic insight that makes EPOPA 
successful. That, in combination with institutional development to create an enabling 
environment, would indicate that the impact at village level will also be sustainable.  
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Chapter 6.  Conclusions and recommendations 

 

Results-based management 
Sida applies a results based approach to management. The meaning of this is that activities 
should be funded to the extent that objectives are reached, and to the extent that results are 
successful, encouraging, and have an impact6. The question to be addressed here is if the 
results from EPOPA are good enough to merit an extension of the program for another three 
years. As we mentioned above, phase two of EPOPA was designed for a period of six years, 
but the contracts with the consulting firms were of three years, and the question now is if the 
results are sufficiently promising to continue the program, or whether it would be better to 
call off the activities. 
 
First, the evaluation found that the program has made progress in relation to its objectives. 
The evaluation found that a number of export projects were started, others were continued, 
and some are still at the stage of ideas. The objectives in terms of export promotion are well 
on their way to be met, and the activities concerning the institutional development are also 
showing encouraging results, as much as can be expected during the second year of 
implementing the program.  
 
Second, there is no doubt that the program as a whole is delayed. Only two country programs 
were started where the program objectives suggest that three to four should be implemented. 
However, the reasons for this are to be found internally in Sida, and relate to uncertainties 
around sources of finance, lack of policy coordination between units and confusion about 
Sida’s roles, and inability to take the necessary tendering and contracting decisions. The two 
consulting firms have been ready to start new country programs and hence it is not their 
performance that has been below standards. 
 
Third, the question is if there are indications that EPOPA provides sufficient value for money 
for the target groups, the farmers. The total program costs for the framework agreement plus 
the two country programs amount to around SEK 57 million for the three year period. Up to 
mid 2004 EPOPA has spent MSEK 28 out of the projected 57. The estimate is that MSEK 45 
will have been used for the three full three years. 
 
At present there are 26.000 contracted farmers, and that suggests a cost per farmer of slightly 
more than 2.000 SEK. The evaluation found that the exports per farmer averages around 
4.000 SEK per annum, and that the average price increase from the EPOPA project would be  
more than 20% that is, at least1.000 SEK7. Though there are significant differences from one 
crop to the other – it can be much higher on crops such as vanilla, cashew-nuts and spices, 
and it appears to be lower in respect of coffee, honey, cotton and sesame. The average price 
increase of 1.000 SEK over a three year period amounts to 3.000, and if it assumed that the 
increasing incomes will be sustained another three years, then the relation between benefits 
and cost are 3 to 1; that is, there is a threefold return on the investment. That must be judged 
quite well.  
 

                                                 
6 See for example Rist, R. and Kusek, J. (2004) ten steps to a results-basedd monitoring and evaluation system. 
A handbook for development practitioners. The World Bank.  
7 that is, of the farmers who have actually been selling organic crops, on the projects visited during the 
evaluation. The example is calculated on the assumption that similar margins are replicated by all farmers 
contracted 
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The question is over how long a period the higher prices should be counted? Each project runs 
over three years, so it is quite clear that there is a sufficient return on the investment over the 
life time of each export project. Furthermore, if we calculate that export incomes would be 
sustained over at least a five year period, then there is a significant surplus. When we do the 
calculation here the total overheads of the management contract and the flanking activities are 
distributed over the export projects. It is of course not a correct way of assessing the income 
generating potential of the projects, but it is an indication of the effectiveness of the program 
as a whole. There are thus indications that EPOPA is an investment that yields a satisfactory 
return over a short period of time, and it would continue to benefit farmers and exporters long 
after the program ends.  
 
It is always difficult to choose programs and projects to compare with, as each program must 
be assessed on its own merits. In terms of private sector development, we could point to the 
experience of the management training programs called “Start and Improve Your Business” 
that were recently evaluated8. The cost of the program per business improved ranged between 
4.000 and 10.000 SEK, but there were no indications what the monetary benefits for the 
companies were (indeed, it was often found that there were not necessarily any higher 
incomes or larger market shares, or other signs of business improvement), the cost per person 
trained ranged from a low of 3.200 on Sri Lanka to a high of 5.600 in West Africa. Compared 
to EPOPA, it would thus seem as the costs on these SIYB programs are higher per individual 
in the target groups and the benefits are lower, yielding an overall ratio between benefits and 
costs that is lower than the estimates for EPOPA. The SIYB programs in Asia and Eastern 
and Southern Africa were still considered quite successful and were funded for more than 20 
years.   
 
An evaluation of Sida’s Enterprise Development9 programs in Tanzania and Zambia found 
that the costs per job created during those programs were on the average SEK 360.000, which 
suggests a very low benefit to cost ratio. There is a difference, as EPOPA is not about creating 
new jobs, and its effects are on maintaining and creating higher incomes in already existing 
economic activities. The point is simply to suggest that the relation between costs and benefits 
in EPOPA are quite favourable compared to at least two other Sida programmes in the 
countries in the region.  
 
In the comparison above we have not included either costs or effects from EPOPA’s phase 1. 
If the impact on the 20.000 farmers in Kyela, who have been producing and selling organic 
cocoa for at least four years since the three year project period came to an end were to be 
included, and the 12.000 organic cotton farmers in the Lango project in Uganda, the ratio of 
benefit to cost would be much higher. Anyhow, the figures can only be preliminary 
indications at this stage, but they do suggest that there is a high return on the investment, even 
if only some of the more immediate effects are calculated and when all costs are distributed 
on the export generating activities. The purely result-based analysis would thus lead to a 
recommendation to continue supporting EPOPA through the full six year period that was 
envisaged, and to make sure that country programs are established in new areas. However, 
decisions are not only taken on the basis of results. It is important that activities are in line 
with current policies of development cooperation.  
 

                                                 
8 GERME phase 2 Mid-Term review. An evaluation commissioned by Sida. Kim Forss and George Manu, 2004.  
9 An evaluation of the Enterprise Development programs in Tanzania and Zambia. Commisisoned by Sida. Kim 
Forss and Mikael Lundström, 2003.  
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Policy coherence 
Sida has policies in several fields, and in the analysis below we will only relate the EPOPA 
program to some of these. Whether a given program fits with policies or not is often a 
question of interpretation, the policies are complex and broadly formulated.  
 
Country strategies 
The most fundamental policy objectives are found at the level of countries. The process of 
formulating country strategies and of assessing objectives in relation to these is relatively new 
in Swedish development cooperation10. The country strategies for Tanzania and Uganda, and 
to some extent Zambia, can be summarised with the overall objective of poverty alleviation 
and rural development, as well as objectives in relation to gender and equity relations, 
reversing the spread of HIV/AIDS, and environmental issues. Economic growth in favour of 
the poor is also a priority.  
 
The effects of EPOPA are primarily to be found in relation to economic growth, rural 
development and thus to poverty alleviation. However, achieving the overall objectives would 
depend on how the export projects are actually chosen, where they are located and which 
crops they refer to. It would also depend on whom in the villages that are targeted, and how 
extensive the training is. Several of the projects in both Uganda and Tanzania are located in 
poor areas such as West Nile, Ochero, and the western boarders of Uganda. The projects in 
Coast region, in Kagera, and in Njombe would also reach target populations in the most 
impoverished areas, whereas Kilimanharo region and Zanzibar could be considered relatively 
wealth (albeit with pockets of poverty there too).  
 
The evaluation indicates that EPOPA actually reach out in the villages and provide additional 
incomes for people there. The results are concrete and measurable, and there is hardly any 
doubt that it is in line with strategic objectives of poverty alleviation and economic growth.  
 
Private sector development 
Sida’s policies in respect of private sector development have recently been articulated. The 
policy emphasizes the importance of market-led development and growth, and the supreme 
effectiveness of the market as a mechanism for resource allocation. It also argues that markets 
must be made to work for the poor, and points to the need for a holistic view of development 
cooperation in relation to economic growth, and particularly for the role that aid can play in 
creating an enabling environment, not least through institutional development. 
 
It is therefore quite important that EPOPA continues to address the institutional development 
around organic exports. Even though the flanking activities do not produce any short-term 
effects that influence the benefit-to-cost ratio addressed above, they are vital for the long-run, 
market based success of organic agriculture.  
 
The policy also emphasizes that Sida’s interventions must not interfere with the processes of 
free competition, but must be neutral in respect of how funds reach final beneficiaries. What 
does that mean for EPOPA? First, at the level of farmers, it must be clear that it is not aid 
funds that reach individual farmers; aid has been used to enable them to sell their products to 
an exporter and in the final end to a consumer somewhere. The costs for production and 
distribution are covered commercially from the beginning to the end. However, in choosing to 
work with some exporters, and through entering into a cost-sharing agreement with those, one 
could say that EPOPA subsidises the trade of some exporters, and thus strengthen them rather 
                                                 
10 Backström, Malmerius och Sandahl. (2004). Sida’s Performance Analysis: Quality and use. 
Ekonimistyrningsverket. Stockholm.  
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than their competitors. There could be a distorting intervention on the markets for those 
products.  
 
However, the net effect would depend on the distinguishing characteristics of those markets. 
Are they free and fair? Do the markets constitute the level playing field that is the ideal 
economic situation? The response depends on which crop we choose to look at, and also at 
what level of competition. 
 
At the aggregate level, the markets for most raw materials are already distorted by 
monopolistic patterns of buying, monopolistic producing patterns, heavy subsidies for 
domestic employment in developed countries and protectionist import regimes in favour of 
domestically produced crops, as well as on heavily subsidised exports from other developing 
countries. The world market prices for coffee have decreased over the past decade, much as 
the result of new countries emerging as strong exporters with the help of aid funds (for 
example India, Vietnam, Indonesia, the Philippines with the help of loans and grants from the 
World Bank and the Asian Development Bank). Hence one could argue that a carefully 
calibrated subsidy to an exporter from East Africa does more to restore the balance and reflect 
real competitive strength than it does to distort the picture of what constitutes effective 
resource allocation.  
 
However, there is also a competitive situation at the national level. In fact, EPOPA has not 
found that exporters are flocking to develop organic projects. On the contrary, many have 
been hard to persuade, as they also need to make a significant, and from their point of view 
risky, investment. However, it would be important that EPOPA seeks a diversity of exporters, 
that it also works to disseminate experience to others, and that the organisations for organic 
agriculture are open to all interested participants, and in particular also as forums for 
cooperation among competing firms.  
 
Finally, it should be noted that Sida’s private sector strategy assigns the organisation a role 
and a mission in creating new markets. From the point of view of farmers, and also at times 
exporters, the organic markets are new. They open a way of articulating the uniqueness of 
their products, and diversify by naming alternatives to traditional non-organic farming. 
Hence, at the most basic level, the program is well in line with the private sector strategy.  
 
Trade and environment 
Sida’s policy on trade and development says that Sida will “prioritise trade support, in 
particular support related to trade policy and regulation, as part of Sida’s work to alleviate 
poverty.” The policy document notes that it can be difficult to delineate trade support from 
measures designed to promote private sector development. Successful measures in both areas 
make local and domestic markets work for the poor – and the two key sectors are agriculture 
and the informal economy. The connection between the private sector development and trade 
support lies in the interface between domestic markets and the international market. This is 
also where EPOPA intervenes through its cost-sharing agreements with exporting firms.  
 
The purpose of the trade support is said to be “to assist developing countries in their 
integration in the world economy, so they can benefit from an open trade regime and promote 
poverty-reducing growth”. Furthermore, Sida should support developing countries capacity to 
design and manage a sound trade policy framework, including building relevant institutions, 
and the analytical and negotiating capacity. This illustrates the importance of EPOPA’s 
flanking activities, as these make the programme better adjusted to the total policy 
framework. However, it must be noted that EPOPA has a more limited objective, as it seeks 

 51



to strengthen and facilitate relevant institutions rather than build them – and we would argue 
that the former (to facilitate)  is a more appropriate task to set a foreign intervention.  
 
Rural development 
A recent evaluation of Sida’s experiences of the private sector and rural development showed 
that there are different perspectives on rural development in the organisation11. Traditionally, 
Sida has been geared towards the raising of farm productivity in its rural development 
interventions. The majority of programs have been area-based, and had increases in farm 
productivity as the main objective, for example through extension services, credit schemes, 
administrative interventions, crop development, etc. More recently, the direction has shifted 
towards a larger diversity in program approaches, where decentralisation and market 
orientation have come to play more prominent roles. The policies for rural development can 
be analysed in connection to the Poverty Reduction Strategy papers, as poverty alleviation 
and rural development are intertwined in the African context.  
 
The evaluation quoted above is not a policy document, nevertheless the recommendation to 
“shifts perception towards an approach that link interventions in geographically limited areas 
with national systems and with interventions at other administrative levels” seems to signal a 
policy shift, and is also well in line with EPOPA. There is also an increasing emphasis on the 
demand and on markets; where traditional approaches were based on affecting supplies by 
raising productivity, programs such as EPOPA work on the demand side and can often be 
based on the rational response of farmers to raise productivity if there is an articulated 
demand. It would thus seem that EPOPA is well in line with current thinking on rural 
development strategies, even though it must be said that there are also many aspects of rural 
development that are not necessarily targeted in the program.  
 

Recommendations 
In conclusion the evaluation finds that the results are encouraging, there are indications of a 
significant impact on farmers incomes, the impact seems to be sustainable, and the program as 
a whole is in line with key policy positions of Sida, as expressed in strategies on the private 
sector, on trade and development, on rural development, as well as on country strategies – in 
particular as these prioritise poverty alleviation. It is therefore recommended that Sida finance 
an extension of three years, from 2005 and through 2008.  
 
In order to make the most of the program, it would also be useful if the program is made 
better known in Sida, both at regional bureaus, in other substantive sectors, and in field 
offices. There are different ways to accomplish this: 
 

•  Organise seminars and workshops 
•  Give the programme visibility on the webpage for some time 
•  Have it reported in internal journals, or invite journalists from, for example, 

“Omvärlden” to analyse the program 
•  Invite people for study visits 

 
The program has been adversely affected by not being so well known in the organisation.  
More publicity would contribute to a smooth start up of new country programs, and efficient 
utilisation of the management resources.  

                                                 
11 Havnevik, K. et al (2003) Rural development and the private sector in sub-Saharan Africa. Sida’s experiences 
and approaches in the 1990s. Sida Evaluation 03/18.  
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A new country program appears to emerge in Zambia when this evaluation is concluded. It is 
vital that this country program makes rapid progress, and we would also suggest that steps are 
taken to accommodate a fourth country program during the remaining three/four years of the 
program. It is beyond the scope of the evaluation to identify countries, but among those that 
are occasionally mentioned, it would seem particularly promising to start in some of the West 
African countries where Sida has developed country strategies, that is, Mali or Burkina Faso.  
 
The evaluation has not reviewed the internal administration of Sida and EPOPA, but it would 
seem to us that procedures could be streamlines. It should be possible to coordinate contracts 
and expenditure items so that accounts can be settled with one invoice per month from 
Grolink to Sida.  The annual review meetings are important events, and so is the annual report 
from Grolink to Sida, but the reporting in between could be reduced and made more efficient.  
In particular, we would suggest that the following steps could be taken to make the project 
administration more efficient. 
 

1. Ascertain that there is only one invoice sent per month from the consultants to Sida. 
This would reduce Sida’s administrative burden and facilitate control of expenditures, 
while not making it more expensive or cumbersome for the consultants.  

2. Streamline the process of generating new projects. At present four decisions are 
needed before a new project is launched (INEC and field office both first to approve 
and second to decide on each project). This could be easily reduced to one decision, 
and possibly fully decentralised to the consultants.  

 
We do not have any reason to suggest changes in how the program is managed, nor in how 
the country managers or consultants attend to their tasks. We found the work well done, 
efficient and effective. The training sessions we sat in on were professionally conducted and 
so were the meetings with field officers and exporters organisations.  
 
The country managers and their consultants write feasibility studies for each new project. 
These are thorough and professionally conducted studies, but they lack an element of critical 
testing. They are more written and presented for the sake of seeking approval for a project 
idea than to subject that idea to critical scrutiny. We suggest that the format of the feasibility 
is amended to also include a risk assessment – a critical analysis of what might happen to 
assumptions around profitability and sustainability if things go wrong. The format is outlined 
below: 
 

1. A format to calculate costs and incomes over a five year period, resulting in a profit 
and loss statement for each year. 

2. Calculating a net present value of the project 
3. A risk assessment where the major variables are systematically varied to see what the 

effect would be on the net present value; for example; sales volumes falling/declining 
by 10%, by 20% or by 30%; prices to farmers going up; other investment costs 
increasing and so on. For each variable that is manipulated, assess how likely it is that 
the change would happen, how the project could cope with it,  and whether the effect 
could be mitigated.  

4. Assess the risks that qualitative factors could affect the project, for example changing 
the management of the exporter, village organisation and commitment, and so on.  

 
The methods of risk assessment are well-known and often described in the literature on 
feasibility studies. Swedfund AB regularly produce feasibility studies with risk assessment 
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before an investment decision, and a simplified version of the format they use could be 
applied.  
 
The internal monitoring and evaluation system is appropriately designed, and it would be 
important to apply the system to new projects, as well as to continue gather information 
regularly. The baseline studies could be improved by paying more attention to the nature of 
the questions asked and in particular allow for some variation depending on local conditions 
and traditions, adjusting the sampling procedures, and supplementing the quantitative data 
with more qualitative and interpretative information.  
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