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Farmer to Farmer East Africa
Volunteer Assignment Scope of Work
NOTE:  THIS SCOPE OF WORK IS A DRAFT AWAITING EDITS
	Summary Information

	Assignment Code:
	UG66

	Country:
	Uganda

	Country Project:
	Oil Seed Crops Country Project

	Host organization:
	West Nile Private Sector Development Centre (WENIPS)

	Type of Volunteer Assistance:
	Organizational Development (O)

	Assignment Tittle
	Cooperative business skills  and Business plan development 

	Type of Value Chain Activity:
	Information and Input Support Services (S)

	Preferred assignment dates:
	September- October, 2015

	Objectives:
	1. Train the leaders of the different groups on basic cooperative business skills in order to conduct cooperative business.
2.  Build the skills of WENIPS staff in business plan development ( the how of developing a business plan)

3. At least help in developing at least two business plans for two cooperatives.


	Desirable Volunteer Knowledge and Skills: 
	· Extensive knowledge and experience in cooperative business management. 

· Good writing and analytical skills, including good interpersonal communication.

· Formal qualifications in Business development desirable. 
· Experience with developing business plans for small businesses that are farmer based preferably in developing countries.


A. BACKGROUND

WENIPS is a registered company limited by guarantee without share capital, the organization is part of a consortium of three legal entities (NilePro Trust Ltd and Arua District Farmers’ Organization- ARUDFA) implementing the VODP 2 (Vegetable Oil Development project)  project in West Nile region. The organization membership broadly covers the entire west Nile region comprising of farmer groups, Local government, business groups and farmer SACCOs. The overall governing body is the board of directors with 7 members out of which 2 are women. The board is the policy and decision making body for the organization. The views of the members are represented and once passed the policies are shared with the membership community during the annual general meeting.

WENIPS has a management staff structure headed by the Chief Executive Officer who supervises three departments; Finance & Administration, Microfinance and business Development. Under business development is a program officer who supervises four field officers. The field officers are in charge of conducting all farmer trainings and any field related activities. The Finance & Administration is charged with managing all financial records and reports to the board and management the financial health of the organization. The Microfinance department is charged with coordinating activities related to VSLAs- Village Savings & Loans Associations. The organization contracts some field based trainers for specific trainings for which the staff may not have the expertise, these were trained and accredited by WENIPS and are called upon to assist whenever necessary.
The host supports farmers through engaging in a number of enterprises which include; Sesame, Ground Nuts, Soy Beans, Sunflower. Maize and Cassava are potential enterprises which the organization is integrating through the VSLAs; these are being looked at as reserves for food security and as sources of funds to pay back small loans. 

Services offered to its beneficiaries include:

· Creating Market Linkages and promoting collective bulking and marketing

· Conducting Farmer trainings ranging from local seed multiplication to increase quantity of seed available for farmers and reduce incidences of poor quality seed, farming as a business, business skills trainings, soybean value addition. The host is also supporting the VSLAs through training, provision of safe boxes and linkage to large financial Institutions like UDB- Uganda Development Bank
· As a new service and committed towards the VODP2 project, WENIPs has started the legal registration of some farmer groups which amalgamate between two- four farmer groups to form a cooperative. So far, four cooperatives have been formed with support from WENIPS- these have elected their leaders and agreed on a cooperative name. Their registration process is still at initial stages.

In spite of the ongoing efforts, the present producer organizations remain weak and cannot meaningfully serve the livelihood aspirations of their own members as well as WENIPS’ interests in fostering the farming communities’ development goals. To further strengthen the process of capacity building among the producers, WENIPS has initiated a process of supporting the formation of producer cooperatives among the small producer organizations. Without the necessary support especially in the initial stages of formation, cooperatives may fail. Hence, WENIPS is asking for volunteer technical assistance on Business development skills as a basis for effective and viable (agricultural) cooperative business.
ISSUE DESCRIPTION
There is increasing recognition that the livelihoods of smallholder farmers depend on much more than production of food staples alone. Enhancing incomes through market-oriented farming is considered a key strategy for pro-poor services to address poverty. 

However, experience with the present-day agricultural development initiatives (such as the government’s National Agricultural Advisory Services (NAADS) in the past few years has shown that realizing the desired level of market participation among smallholder farmers still presents a formidable challenge. An important element of this challenge is the generally poorly organized smallholder farmers who, mostly operating individually, are not adequately empowered to access the necessary agricultural support services - the output markets in particular. After years of near total collapse of the cooperative movement in the country due to a number of factors (both internal and external)
 that affected the development of the farmer cooperatives, there has been a general feeling at various levels that farmer cooperatives need to be revived if farmers are to be able to deal with the institutional bottlenecks that hinder their access to the necessary services. The growing private sector (as a result of trade/market liberalization) has so far not adequately served the interests of smallholder farmers and has failed to deliver many of the benefits anticipated in a free market business environment. In particular, the sector has either failed to reach out to the farmers in less accessible producing areas or tended to work with the few big producers in areas that are better served by the markets. The majority of the farmers have thus been frustrated in their efforts to free themselves of poverty with a general feeling that the middlemen are taking the biggest share of the market price for their produce. Accordingly, the government is again looking to the cooperative model to improve farmers’ incomes through increased access to produce markets. Hence both government policy and initiatives of relevant civil society agencies
 have in the past few years been involved in supporting the formation of farmer groups of various kinds
 (through mobilization and capacity building activities), albeit of a different format than that of the cooperatives of the 60’s and 80s
. 

Many members of cooperatives are poor rural farmers without the requisite agricultural knowledge, financial resources and assets for use in agricultural production.  While government and NGOs provide support and guidance to build the necessary human and technical capacity, it is important to ensure that the support does not create dependencies as this leads to cooperatives that last only as long as the life of projects. The move towards the formation of farmer groups and cooperatives is encouraging and trying to build self- reliance among the groups; however there are still many underlying challenges that are impeding this strategy. 

Some of the constraints are being confined mostly to their communities without having useful contacts beyond their vicinity which limits many cooperatives’ human social and financial capital. When lacking linkages with buyers, input suppliers and all those aspects necessary across the value chain, cooperatives cannot properly access markets and achieve good prices for the crops, thus undermining their long term sustainability. Illiteracy, the geographic isolation of many rural cooperatives and the farmers’ and managers’ lack of business skills are further major constraints to developing cooperative self-reliance. Improvement of business skills of cooperative members is vital to assure their credibility as actors in the national food industry vis-à-vis their business partners. These improvements should not be limited to agricultural production and cooperatives management but should instil a general atmosphere of entrepreneurship among the participating farmers and producers. 

Cooperatives should not only seek advances in increasing production but also try to improve markets, build relationship with buyers, seek certifications, funding sources and participate in good agricultural practices (GAP), product development, packaging, agro-processing and place emphasis on value addition. All these aspects are centred on thinking business-cooperative business and business skills- which will eventually lead the cooperatives into long term self- sustainability.

The purpose of this technical intervention is to trigger the minds of members in the new cooperatives to start thinking business- what are the members’ needs and how does the cooperative plan on addressing them? Once the activities are laid out- what sources of funding are being prioritized- internal or external sources and which is more sustainable? How does the cooperative create and strengthen relationships beyond its vicinity for improved product prices, market information, credit   and access to inputs?  All the above underlying limitations and questions formed the basis of WENIPs’ request for CRS’ Farmer-to- Farmer technical intervention to strengthen the capacity of its staff and farmer cooperatives in cooperative business..
C. SPECIFIC OBJECTIVES OF THE ASSIGNMENT
This volunteer technical assistance will focus on achieving three major objectives:

1. Strengthen the capacity of WENIPS staff in cooperative business skills and business plan development
2. Train the leaders of two cooperatives on basic cooperative business skills, creating an entrepreneurial mind-set and ideas of how the cooperatives can become self-reliant through venturing in income generating activities while meeting members’ needs.
3.  Work together with the leaders of two cooperatives and WENIPS Field extension staff to develop business plans.
The training should address areas of stakeholder analysis, SWOT analysis, the operating business environment, market and customer analysis; discuss existing investment opportunities or micro-enterprises that the cooperatives can engage in as revenue sources. Based on each of the cooperative objectives, an action plan/ work plan should be drawn by both the leaders and WENIPS staff with set timelines on completion dates.  
In addition, the Volunteer will compile Manuals/guides for Training of Trainers on cooperative business development and business skills; this will be a tool used by WENIPS staff to provide refresher training for the trained cooperatives and reach out to the two cooperatives not trained by the volunteer. The volunteer will work with the executive leaders of the two cooperatives and the WENIPS extension staff to accomplish the three objectives of the assignment. 
D. ANTICIPATED RESULTS FROM THE ASSIGNMENT
With this volunteer technical assistance, the leaders will be triggered to have an entrepreneurship mind-set through the business skills training, prioritizing members’ needs will be visible and through encouraging a participatory approach – decisions will be representative of members’ needs and this will be the beginning of a self-reliant and more sustainable cooperative.  The business plans developed will become a useful asset not only to fulfil the registration requirements but also to access credit from financial institutions or potential donors and marketing opportunity for the cooperatives to create linkages beyond their communities. WENIPS staff will be equipped with business skills for future support/ mentorship of the existing and future cooperatives, the staff will also be expected to develop business plans for two cooperatives supported by WENIPS. The anticipated deliverables include:
· Trainings conducted and people trained
· Business plans developed for two cooperatives
· Training guidelines/manuals developed on cooperative business skills 
· Debriefing with USAID and in country group presentations after assignment
· Field trip reportand expense report
E. SCHEDULE OF VOLUNTEER ACTIVITIES IN UGANDA
	Day
	Activity

	Day 1
	Travel from home to US international airport

	Day 2
	Arrival at Uganda Entebbe Airport, picked by Fairway Hotel shuttle to Kampala and check in at Hotel.

	Day 3
	At 9.00 am, the volunteer is greeted at the hotel by CRS staff and thereafter go to CRS office for introductions and briefingsincluding host brief, logistics and expectations and anticipated outcomes.  Any Hand-outs prepared by the volunteer will be prepared at CRS offices.   

	Day 4
	Travel to Nebbi district to commence the assignment.

	Day 5
	In the morning CRS introduces the volunteer to the WENIPS management team. Together with CRS and the management, the volunteer will review and finalise the work-plan. The action plan should include group presentations to be done after the assignment. Field visit to one or two of the cooperatives supported by WENIPS

	Day 6-7
	Cooperative 1 training on cooperative business development and business skills

	Day 8-9
	Cooperative 2 training on cooperative business development and business skills

	Days 10-11
	WENIPS field staff training on cooperative business skills and business plan development

	Days12- 13
	Volunteer finalises the business plan development for the two cooperatives at the hotel

	Days20-22
	 Volunteer presents the business plans to WENIPS management  and  cooperative representatives for review and discussion

	Day 23-25
	Volunteer refines the business plans and submits final copies to WENIPS management team

	Day 27
	Wrap up meeting and emphasizing key concepts of assignment. Participants evaluate the training and together with the volunteer discuss final report recommendations and the action plan. 

	Day 28
	 Volunteer travels back to Kampala

	Day 29
	Debriefing at CRS office with USAID Mission and CRS staff.

Volunteer will finalize his/her reporting at CRS office and fill out all necessary M&E forms as well finalize advances and expenditures with finance.

	Day 30
	Depart for USA

	TBD
	Outreach event in the US


F. DESIRED VOLUNTEER QUALIFICATIONS

· Extensive knowledge and experience in cooperative management and business plan development. 

· Good writing and analytical skills, including good interpersonal communication.

· Formal qualifications in business development studies are desirable. 

· Wide experiences in conducting training for organizations struggling to survive economic pressures are desirable. 

G. ACCOMODATION AND OTHER IN-COUNTRY LOGISTICS
In Kampala, the volunteer will stay at Fairway hotel,www.fairwayhotel.co.ug. While at the host, the volunteer will stay at GAF Hotel, Nebbi The hotel has all the basic facilities such as running water, electricity and internet. The volunteer will be provided with an internet modem in case of unstable Wi-Fi at the hotel. 
CRS will pay for hotel accommodation, and provide volunteer with per diems to cater for meals and other incidentals. The volunteer may get an advance which has to be cleared before departing Uganda. For more information, please refer to country information that will be provided.

Host contribution - WENIPS has committed to mobilize the cooperative executive leaders to attend the trainings to be conducted by the volunteer. Key WENIPs staff will also be mobilised to attend the trainings which will be conducted at WENIPS offices. The cooperative trainings will be conducted at two different venues outside WENIPS offices. 
RECOMMENDED ASSIGNMENT PREPARATION
· The volunteer should prepare materials for hand out which can be printed at CRS office in Kampala before commencement of the assignment. Flip charts, markers, masking tapes can be obtained at CRS offices in case the volunteer wishes to make some illustrations. Depending on the training venue the volunteer may use a laptop and projector for power point presentations. However if the training venue is in the community, it will be difficult to use PowerPoint. In this case the volunteer will be expected to prepare training materials and have hand-outs printed at CRS offices for distribution to the participants.  

· CRS strongly recommends that the volunteer becomes familiar with the maize country project description prior to arrival in the country as well as country information that will be provided.
· Knowledge on the status of the cooperatives- the business environment and the possible business investment optional available for future/immediate development. Knowledge of business management and operations for a farmer cooperative..
H. KEY CONTACTS
	CRS Baltimore
	CRS EA Regional Office

	Maria Figueroa

Volunteer Support Coordinator

EA FarmertoFarmer Program

228 W. Lexington Street

Baltimore, MD 21201

410-951-7366

Email: maria.figueroa@crs.org
	Nyambura Theuri

Deputy Project Director

EA FarmertoFarmer Program

P.O. Box 49675 – 00100

Nairobi, Kenya

St. Augustine Court Karuna Close Road

Email: nyambura.theuri@crs.org

	CRS Uganda

	George Ntibarikure

Project Director,
FarmertoFarmer Program

Uganda

Office Tel: +256 031 226 5658 

Mobile cell phone +256 772 472 103 

Email: George.ntibarikure@crs.org


	Elizabeth Pfifer

Country Representative
CRS Uganda

Office Tel: +256 031 226 5658
Mobile cell phone +256 772 724 796

Email: Elizabeth.pfifer@crs.org


	


�Until the late 1980s and 1990s, farmers sold their products collectively through cooperative societies which had first emerged in the 1930s as organized farmer’s groups. Farming cooperatives fell out of favour in the 1990s, marred with a number of shortcomings, including, among others, mismanagement and/or corruption (also linked to government interference) and pressure from donor agencies and inefficiency (including late payment of members), democratic weakness and inability to stand the increasing competition from the private sector with trade liberalization taking root in the 1990s, after years of enjoying a monopoly status in the market place. 


� Notable among these is the Uganda Cooperative Alliance (UCA) which is training small farmers to organize themselves into groups aimed at developing a collective voice. 


� Including, among others, producer organizations and/or cooperatives (POs/PCs), Area Cooperative Enterprises (ACEs) and Savings and Credit Cooperative Organizations (SACCOs), which are vigorously being promoted within the government’s ambitious ‘prosperity-for-all’ program. 


� Brett (1993: 94) reports that the marketing cooperatives developed in Africa were based on organization principles derived from Europe and that  in the case of Uganda, the training provided was exclusively based on the ‘Rockdale Model ‘ evolved by the British consumer cooperative movement. 
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