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Uganda coffee roadmap
The Uganda Roadmap is an intervention and investment programme to increase Uganda’s 
coffee export by 5-fold in the next 5-10 years. It consists of 9 core initiatives:
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1.0 background
1.1 The Uganda Coffee Sector
In Uganda, agriculture is dominated by small scale farmers. About 353,907 
hectares were under coffee cultivation (UCDA, 2016), primarily cultivated 
by an estimated 1.7 million households. 

It is estimated that about 85% of coffee pro-
ducers in Uganda have intercropped small 
farms ranging in size from well under 
half a hectare to 2 hectares. These 
smallholder coffee growers normal-
ly use family labour although hired 
labour is occasionally used for activ-
ities such as harvesting. Limited on-
farm investment is closely linked to 
the lack of access to agricultural finance 
by the majority of smallholder farmers in 
Uganda (UCDA, 2015). 

The coffee tree stock reached nearly 409 million trees in 2014 and there 
were 93 coffee growing districts out of a total of 112 districts in Uganda, at 
that time (UCDA, 2016). The annual coffee volume exported from Uganda 
was a little more than 4.6 million bags (60kgs bags) in 2017, or about 3% 
if the world trade in coffee. 

1.2 About this report
The Uganda National Coffee Platform (NCP), established in November 
2006, brings stakeholders together to discuss to identify strategies and 
coordinate initiatives to increase coffee production in Uganda in a sus-
tainable manner. Its executive body, the National Coffee Steering Com-
mittee, formed in 2017 two working groups along the thematic areas of 
Climate Change and Financial Viability of Coffee Farming, both of which 
are also Global Coffee Platform work streams. 

The Financial Viability Technical Working Group’s objective was to inves-
tigate the financial returns from Robusta and Arabica coffee farming, by 
undertaking gross margin analyses for different categories of farmers in 
different regions of the country. This would, it was hoped, contribute to 

informing focused investments in coffee farming, in line with the 2017 
Coffee Roadmap adopted by the Government of Uganda (GoU) and cof-
fee stakeholders. 

The study was carried out in October 2017 by Tony Mugoya, under the 
guidance of a Technical Working Group. It relied on data of the previous 
coffee year. The final report was presented to the National Steering Com-
mittee, and the Coffee Platform in February 2018. 2017 should be used 
as the base year for future updating of gross margins which ideally should 
be done periodically.

353,907 
hectares 

Areas of agricultural 
land under coffee 

cultivation in Uganda
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Improved coffee farmer working 
at his coffee drying rack
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2.0 methodology
2.1 Main study activities
The flow chart of activities for this assignment is illustrated below. The 
following analytical approach was used: 

1. Definition of producer categories.
2. Establishment of financial returns of each category.
3. Comparison of the farmers’ categories.
4. Presentation of main findings and recommendations.

2.2 Farmer categorisation
The Technical Working Group applied the study to four different farmer cate-
gories: 
1. “Subsistence/traditional” farmer is a coffee producer who only car-

ried out basic agronomic practices almost exclusively using family la-
bour. The/she does not apply fertilisers and/or manures consistently 
on his/her coffee garden nor practice effective pest and disease man-
agement.

Figure 1: Study process
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Validation of findings by Technical Working Group
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2. An “improved” farmer is a coffee producer with significant adop-
tion of recommended GAPs. This farmer applies less than the rec-
ommended amounts of fertilisers and/or manures, but carries out 
proper canopy management, and pest and disease management.

3. “Recommended” coffee farmer is a coffee producer who adopts 
most GAPs and applies the recommended amount of fertilisers and/
or manure. This farmer carries out proper canopy and pest- and 
disease management thereby optimising production.

Recommended farmerImproved farmer
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4. A “Commercial coffee plantation” refers to an estate farm of at least 50 
acres, under specialised management with skilled and hired labour with. 
Coffee is grown as a monocrop, with GAPs applied on a scientific and 
financial basis GAPs. The estate applies optimum of fertilisers carries out 
proper canopy and pest- and disease management.

The major recommended GAPs, as described in the Uganda harmonised 
training materials for coffee production (NSC, 2014), coffee production 
handbooks (UCDA, 2008) and other coffee production training materi-
als, were grouped into five segments: 

1. soil nutrients’ management: mulching and use of manures/mineral 
fertilisers

2. soil and water conservation: soil erosion control and water harvest-
ing/irrigation

3. field management: status of weed control and number/spacing of 
shade trees

4. plant management: de-suckering and pruning/stumping

5. pest and disease management practices: methods used to control 
pests and diseases.

It should be noted that these segments are not indicative of all GAPs that 
should be adopted and that some GAPs cut across different segments in 
terms of benefits and effects on the coffee plant. 

The basis of this characterisation was the assumption that for already 
established coffee of the same type, the most significant yield impacting 
GAPs within a specific area are: proper canopy management, pest and 
disease management and the use of recommended quantities of fer-
tilisers and/or manures. However, this did not discount the importance 
of the other practices.

Commercial coffee plantation
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2.3 Gross margins
2.3.1 Definition
A common way of measuring the financial returns of an agricultural enterprise 
is by calculating its gross margin. Gross margins provide a useful guide to the 
relative profitability of coffee growing and detailed information on the manage-
ment operations (and their costs) involved in producing the crop. 

The definition of a gross margin of any enterprise is the gross income 
minus the total operating or variable costs expressed as a percentage of 
revenue:

Whereby:

1. Revenue is the direct income to a farmer from sales of harvested 
coffee

2. Cost of goods sold are all the variable costs directly associated with 
growing and harvesting the coffee crop. 

3. The variable costs are those that are directly attributable to the en-
terprise and which vary in proportion to its size. The principal variable 
costs include: fertiliser, herbicides, insecticides, hired labour, con-
tracted operations, and interest on credit (Fowler, 2017).

It is important to realise that gross margins do not reflect the cash-flow 
consequences of planting the crop; coffee requires a net outlay of funds 
over a number of years before full yield is realised. 

Ultimately, the gross margin represents the amount available to pay the owner-
ship or “fixed” costs. As such, it approximates the return over cash costs. 

A gross margin is not profit, per se, since it does not, as per the definition 
above, include the fixed (or overhead) costs associated with producing 
that output. Fixed costs include such items as: depreciation of equipment, 
interest payments or family/permanent labour. These are costs that have 
to be met irrespective the scale of the crop enterprise.

2.3.2 Justification for using gross margins
Gross margin analysis acts as a single-figure indicator of the economic 
environment in which a farm enterprise is operating and the relative fi-
nancial success of the management choices being made. For example, 
they highlight what the advantages of using different input combinations 
are and which outputs to focus on (Anon, 2013). Gross margins enable 
a comparison of the performance of different farms (Nemes, 2009), for 
example to calculate the profitability of Ugandan agricultural enterprises 
as used by Kraybil & Kidoido (2009). 

As such, and provided that fixed costs are similar, gross margins may be used to: 
1. assess the performance of a single enterprise, in the same project or 

on the same farm, in different seasons or years. 
2. compare the performance of different enterprises in the same proj-

ect or on the same farm, in different seasons or years. 
3. compare the performance of similar enterprises in different projects 

or on different farms, in different seasons or years. 

Gross margin = (Revenue-Cost of Goods Sold)
Revenue
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Gross margins are of use to agricultural planners (Fowler, 2017). They 
can be used: (i) by national planners and macro economists in calculating 
those enterprises in which Uganda has a comparative advantage over its 
competitors in producing for export; (ii) by advisory services to farmers 
on the relative profitability of different crop, livestock and fish enterpris-
es, and (iii) by farmers themselves by enabling them to make informed 
enterprise choices to maximise returns to their land. 

Gross margin is a good measure for comparing the financial and produc-
tion efficiency of similar sized farms. More importantly, it represents the 
bare minimum that a farm must generate to stay in business. Even if a 
farm were to lose money overall, a positive gross margin would enable it 
to continue to operate, at least in the short run. But it is not a conclusive 
measure of a farm’s true/net profitability (Anon, 2013).

Figure 2: Sample frame

4 farmers per 
category = 96
4 farmer categories 
per sub-county = 24
1 sub-county per 
district = 6
1 district per sub-
region = 6
6 sub-regions



The Financial 
Viability of 

Coffee Farming 
in Uganda

8

2.4 Study area and sampling technique
The study areas were purposively selected to comprise the six coffee 
growing coffee growing agro-ecological zones, and Robusta as well as Ar-
abica growing areas. The selected districts for the survey were Kamuli 
(South East), Mubende (Central), Sheema (South West) and Lira (North-
ern) which are Robusta growing areas; and Kasese (West) and Sironko 
(East) which are Arabica growing areas.

In order to get a good spatial representation of respon-
dents in each selected district, sub counties with coffee 
farmers were listed. From this list, one sub county in each 
district was randomly selected. In each of the selected sub 
counties, a multi-stage stratified sampling was used to se-
lect villages with coffee farms that fitted the description 
of the defined farmer categories. Four coffee farmers per 
category were selected for interviews. 

The sample selection involved: 6 sub regions, 1 district 
per sub region, 1 sub county per sub region, 4 farmer 
categories per sub county and 4 farmers per category; making a total of 
96 respondents to whom questionnaires were administered. 

In addition, 24 key informants, such as extension workers, input suppli-
ers, coffee projects staff, traders and operators of coffee factories, were 
also interviewed in the 6 coffee growing sub regions. These were targeted 
to provide additional information and triangulate the findings from the 
questionnaires.

2.5 Data collection
The core of the study centred around conducting a socio-economic sur-
vey to capture information on aspects that determined the financial via-
bility of coffee farmers. 

Qualitative methods that were used included 1) direct observations of 
coffee fields to determine adoption rates of GAPs, 
2) conducting in-depth interviews of key informants, 
3) conducting focus group discussions to determine 
the price rates for agricultural services and inputs in 
each region, and 4) analysis of documents. 

The quantitative methods used included 1) ques-
tionnaires and secondary analysis of statistical data; 

2) yield measurements done by coffee farmers and 
project staff, who measured yields either in terms of 
cherries or green beans, also known as Fair Average 
Quality (FAQ). 

Empirical evidence from data collected during this assessment was ana-
lysed by both quantifying it and making sense of it in a qualitative form. 

Primary data was collected through field surveys using questionnaires 
and through face-to-face interviews using semi-structured interview 
schedules. The final analysis was done in Microsoft Excel.

24 key 
informants & 
96 farmers
interviewed in the 6 
coffee growing sub 

regions
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For each of the four categories of farmers, the study presents two types of find-
ings: 
1. a detailed description of the four farmer categories, their GAP adop-

tion levels and their yields 
2. the calculated gross margins of these coffee farmers’ categories.

They are presented in the paragraphs hereafter. 

3.1 Gross margin analysis findings
The average costs of GAPs, yield levels and resultant gross margin for dif-
ferent categories of Robusta and Arabica farmers are represented in Table 
1 and Table 2 below. All quantitative measurements were standardised 
per acre (One hectare is 2.45 acre). 

Based on direct observations in the field, it was noted that there were 
many similarities and some differences in farming practices of Robusta 
and Arabica farmers. 

In Robusta areas, the traditional subsistence farmers use almost entirely 
family labour on their farms, while the improved farmers use hired la-
bour for some specialised farm practices such as pruning but rarely used 
agro-chemicals. Recommended farmers used mainly hired labour, em-

ployed capital intensive inputs in order to maximise their yields and also 
had a proactive pest and disease management program which included 
the use of agro-chemicals as well as soil fertility improvement through 
fertilisers.

Table 1: Robusta farmer categories gross margin calculations per acre
Activity Cost in USh per GAP per acre

Traditional Improved Recommended

Pruning - 31,250 35,000

De-suckering - - 25,000

Stumping - 23,125 25,000

Fertiliser - 250,000 473,333

Fertiliser application - - 28,333

Weeding - - 40,000

Herbicides - 43,500 60,000

Herbicide application - - 15,000

Pesticide - - 70,000

Pesticide application - - 15,000

Fungicides - - 63,333

3.0 Findings 
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Activity Cost in USh per GAP per acre

Traditional Improved Recommended

Fungicide application - - 15,000

Mulching materials - 33,750 45,000

Mulching application - - 23,333

Trenches - 32,500 43,333

Shade management - - 8,667

Harvesting - 95,695 176,813

Transport home - - -

Sorting/Floating - - -

Pulping - - -

Tarpaulins 36,250 46,250 46,667

Drying - 21,398 36,443

Bags 11,000 11,000 11,333

Marketing transport 14,601 32,022 51,857

 Others (specify) 62,500 62,500 63,334

Total Variable Cost 124,351 682,990 1,371,779

Yield (Kgs) FAQ per Acre 231.6 504.6 840.8

Average Producer FAQ Price 4750 5050 5400

Gross Income 1,100,100 2,548,230 4,540,320

Gross Margin (per acre) 975,749 1,865,240 3,168,541

Gross Margin in% 88% 73% 70%

In Arabica areas, the traditional subsistence farmers mainly used family 
labour on their farms. The improved farmers used some hired labour for 

specialised farm practices as well as employed a reactive pest and disease 
management program. 

The recommended farmers used mainly hired labour, employed capital 
intensive inputs and also practiced a proactive pest and disease manage-
ment strategy which involved the use of fungicides and pesticides. The 
recommended farmers also carried out intensive soil fertility improve-
ment by using fertilisers. 

Table 2: Arabica farmer categories gross margin calculations per acre
Activities Cost in USh per GAP per acre

Traditional Improved Recommended

Pruning - 30,000 40,000

De-suckering - - -

Stumping - 22,500 45,000

Fertiliser - 295,700 979,200

Fertiliser application - - 45,000

Weeding - - 90,000

Herbicides - 30,000 -

Herbicide application - - -

Pesticide - 50,000 210,000

Pesticide application - 13,750 30,000

Fungicides - 45,000 480,000

Fungicide application - 13,750 70,000

Mulching materials - 37,500 50,000

Table 1 continued
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Activities Cost in USh per GAP per acre

Traditional Improved Recommended

Mulching application - 7,500 -

Trenches - 40,000 40,000

Shade management - - -

Harvesting - 184,450 251,600

Transport home - - -

Sorting/Floating - 29,580 50,320

Pulping - 36,890 50,320

Tarpaulins 45,000 45,000 40,000

Drying - 14,790 25,160

Bags 14,994 39,882 60,384

Marketing transport 16,029 42,257 71,886

Others (specify) - - -

Total Variable Cost 76,023 978,549 2,571,178

Yield (Kgs) FAQ per Acre 
equivalent 

179.9 472.7 805.1

Average Producer FAQ 
Price equivalent

7200 7200 7500

Gross Income 1,295,280 3,403,440 6,038,250

Gross Margin (per acre) 1,219,257 2,424,891 3,467,072

Gross Margin in % 94% 71% 57%

Figure 3 shows the average yield per acre of Robusta and Arabica small-
holder farmers by practice category. The figure shows that Arabica yields 
are slightly below the Robusta yields, and more so amongst traditional 
farmers than more advanced farmers. 

For traditional farmers, this translates to a coffee yield of 500-600 grams 
per tree, which is substantially below optimum yields of around 2 kgs/
tree, which is achieved by farmers who apply recommended practices. . 

In the next paragraph a more detailed analysis is presented for each of 
the farmer categories.
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3.2 Traditional coffee growing smallholders
3.2.1 Robusta farmers

The traditional farmers’ level of pest and disease management was low 
and coffee trees on their farms were prone to pest and disease infes-
tations. Coffee yields in Northern Uganda were generally lower than in 
the other regions. Farmers attributed this to mainly prolonged dry spells 
which in part could be due to the unimodal rainfall pattern in Northern 
Uganda which seemed to be less favourable than the bimodal rainfall 
pattern in the Southern parts of the country. However, this phenome-
non requires further investigation by the appropriate experts. Farmers in 
Northern Uganda also reported limited access to extension training and 

processing value addition services. A combination of these factors were 
reported to having contributed to low yield levels attained by coffee pro-
ducers in this region.

Robusta farmers in the South West mainly practiced a banana-coffee-cat-
tle farming system which enabled them to widely use cow dung as farm 
yard manure. This helped to generally improve their yields compared to 
those in other regions with few cows. While farmers in Central and East-
ern Uganda benefited from training programmes that the numerous cof-
fee projects present there provided.

Figure 4: Traditional Robusta smallholder yields and GM per region
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For traditional farmers, yields and gross margins follow each other closely 
because of the low costs of production. In the North, yields drop to about 
400 grams per tree, and gross margins are proportionally lower against 
yield than in other regions. 

Generally, Arabica farmers in Eastern around Mount Elgon had higher yields 
than in Western Uganda. They were more exposed to service providers such 
as input suppliers and extension training based on washing stations than their 
Mount Rwenzori colleagues in the West who had less extension support and 
hardly applied inputs, especially fertilisers. This can be attributed to the higher 
number of coffee development projects in the East compared to the West.

3.2.2 Improved coffee growing smallholder
The improved farmers carried out some soil fertility improvement prac-
tices such as use of manures but applied them at rates that are less than 
those required by mature coffee plants. 

In terms of yields, the improved Robusta farmers produced an average 
of 504 kilogrammes of Fair Average Quality per acre per year. While, the 
improved Arabica farmers produced an average of 473 kilogrammes of 
Fair Average Quality per acre per year. 

Figure 5: Traditional Arabica smallholder yields and GM per region
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3.2.3  Recommended coffee growing smallholder

The recommended coffee farmers were defined as those producers who 
adopted the recommended GAPs. In terms of yields, the recommended 
Robusta farmers produced an average of 841 kilogrammes of FAQ per 
acre per year while the recommended Arabica farmers produced an av-
erage of 805 kilogrammes of FAQ per acre per year.

No recommended farmers were found in the North Robusta producing 
region and the West Arabica producing region during this study. This can 
be attributed to the generally low fertiliser use among coffee farmers 
in those agro ecological zones. Coffee farmers in those regions who at-
tempted to improve their soil nutrients mainly used farm yard manures 
which were also not applied according to the recommended quantities.

3.3 Large Scale Coffee Plantation
The commercial coffee plantation is defined as a farm with over 50 acres 
under coffee which was grown as a monocrop with shade trees. These 
coffee plantations applied the recommended GAPs. In terms of yield, the 
large scale commercial coffee plantations produced an average yield of 
1080 kilogrammes of FAQ coffee per acre per year.

It should be noted that coffee plantations, because of their reliance on 
hired and skilled labour which included administration expenses, have a 
different cost structure from that of individual smallholders. Therefore, 
their financial data collection tool is substantially different from that of 
the individual smallholder farmers, in that it consists of more costs items, 
and their cost of production per acre is considerably higher. 

Figure 6: Improved Robusta smallholder yields and GM per region Figure 7: Improved Arabica smallholder yields and GM per region

560

500

520

460

420

540

480

440

400 0

500

1,000

1,500

2,000

2,500

Central South East South WestNorth Average

2,163

2,039 2,048

1,121

1,865

KG
S/

AC
RE

00
0’

 U
SH

/A
CR

E

Yields GM

543

498

455

519
504

00
0’

 U
SH

/A
CR

E

2,214

466

479

473

2,636

2,425

480

470

460

475

465

455

KG
S/

AC
RE

2,000

2,200

2,400

2,600

2,100

2,300

2,500

2,700

West East Average

Yields GM



The Financial 
Viability of 

Coffee Farming 
in Uganda

15

Figure 8: Improved Arabica smallholder yields and GM per region Figure 9: Arabica smallholder yields and GM under recommended practices 
in Eastern Uganda
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The graph below shows the various costs items and their relative contri-
bution to the overall variable cost structure. A summary breakdown of 
income and expenditure by categories is shown in the table below, and a 
detailed breakdown in Annex 1. 

The most expensive cost item is fertilizer, which explains why smallholder 
farmers are reluctant to invest in fertilizer application. Because planta-
tions use with hired labour, the cost of labour is included in the variable 
costs. This is reflected in the second highest costs item, processing, of 
which 50% goes to hired labour for drying, and in the relatively high cost 
labour for harvesting. 

Table 3: Plantation gross margin calculation per acre
Activities Description Total Amount
INCOME
Harvesting (kgs of FAQ per acre) 7,560,000
Coffee plantlets sales

Coffee husks sales 102,600
Gross Income 7,662,600

EXPENSES
General administration 271,500
Pruning 67,450
Fertilisers application 679,500
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Activities Description Total Amount
Weeding 78,250
Total P&D management 86,200
Sustainability practices 82,000
Planting & filling -
Irrigation 
Harvesting 594,000
Processing 619,200
Costs of Goods Sold 2,478,100
Gross Margin in USh/acre 5,184,500
Gross Margin in % 67%

The percentage contribution of each variable cost item could be used as 
an indicator of the efficiency of the plantation’s management decisions 
on investment combinations. The table 4 below gives the detailed break-
down of the plantations’ costs and revenues. 

The gross margin calculation show a GM of slightly over USh 5 million per 
acre or 67% of net variable income, which was during the time of writing 
this report approximately US$ 1,460 per acre. 

It is important to note that this is not net profit, as the costs of invest-
ments, capital and depreciation are not part of the CoGS. 

Figure 10: Distribution of variable production costs for coffee estates

Table 3 continued
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4.1 General observations and recommendations 
Generally, it was observed that Robusta farming communities had higher 
levels of crop diversification and intercropping than in Arabica produc-
ers. The Robusta farmers were less dependent on coffee than their Ara-
bica counterparts because of this diversification. Income diversification 
should be promoted especially among smallholders with limited land ar-
eas through promotion of complementary farming systems of coffee and 
other enterprises. This will improve the farmers’ income per unit area of 
land.

It was observed that pruning levels were less in Arabica farms compared to 
Robusta farms. This could be attributed partly to the higher dependency on 
coffee by Arabica farmers that made them less willing to sacrifice any portion 
of their production during the rejuvenation period after pruning. Farmers 
should be encouraged to practice alternate stumping regimes as well as 
a plot-by-plot stepwise pruning systems. Coffee stakeholders should con-
sider setting up incentive schemes that, for example, provide fertilisers for 
stumped coffee plots as a way of encouraging more pruning.

It was established that farmers who were organised in groups and those 
trained by exporters or NGOs had generally greater access to essential 
services than those who were not. In addition, the former category had 

generally higher rates of inputs use compared to those outside organised 
groups. It is recommended that well managed farmers organisations and 
coffee projects should be extended to cover the majority of coffee farm-
ers in the country so as to improve service delivery.

4.2 Factors determining the attainment of coffee yield 
potentials
The presence of various coffee farmer categories demonstrates the yield 
potential of coffee. Yields are clearly influenced by adoption of certain 
GAPs such as pruning, fertiliser application, pests and disease manage-
ment. However, the application of GAPs requires extra investments and 
efforts which a large number of smallholder farmers are not able or pre-
pared to make. This results in suboptimal yields, especially amongst tradi-
tional and improved coffee practices.

However, interviews show that there are also structural challenges that 
inhibit producers from improving coffee cultivation and yields. In many 
coffee producing areas, training and extension, input supply and access 
to finance are not easily available. These are essential services for farmers 
to improve their operations. Lastly, the incentives for farmers to invest in 
coffee are suppressed by relatively low returns on investment as com-
pared to alternative crops and other enterprises. 

4.0 observations & recommendations 
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The farm gate price of coffee appeared to be an important factor for farm-
ers’ willingness to invest in their coffee gardens. For instance, the coffee 
prices in the North were lower due to an inefficient marketing system and 
lack of processing infrastructure in that region. This was a great disincen-

tive to coffee farmers in the North. Therefore, there was need to provide 
processing facilities and efficient markets to improve farm incomes as well 
as profitability.

Table 4: Factors determining the attainment of coffee yield potentials
Factor Description

Ab
io

tic

Soil type including the level of soil nutrients present and the soil pH affects the availability and uptake of nutrients by the coffee plant 
which in turn determines the yields attained. Therefore, soil nutrient management especially through soil fertility improvement is essential 
for coffee producers to attain higher yield level. It was observed that there was generally low use of manures and fertilisers among coffee 
farmers. It was only the coffee plantations and recommended farmers who used fertilisers consistently.

Weather conditions especially the amount and distribution of rains affects flowering, fruit setting and eventually quality and quantity 
of the harvested crop. Soil water conservation and adequate water for production are required to obtain higher yields. The adoption of 
irrigation and water harvesting practices was generally low among the coffee farmers. However, some practices to capture surface water 
run-off such as trenching were commonly used. 

Bi
oti

c

The type, quality and variety of planting materials used by farmers are key to achieving the desired yield levels. It was observed that farm-
ers who planted the recommended coffee seedlings and plantlets in a given area had higher yields than those who did not. For example 
among Robusta farmers, those who planted clonal coffee reported higher yields than those who planted coffee seedlings.

Pests and disease management is key in attaining the yield potential. It was observed that implementation of integrated pest management 
(IPM) was more pronounced among Arabica farmers especially in Mount Elgon compared to other smallholders in other regions. For Ro-
busta producers, it was mainly those affected by the Twig Borer who attempted to implement comprehensive IPM strategies.

So
ci

al
-e

co
no

m
ic

Field management practices such as weed control and shading as well as plant management practices like pruning and stumping are key 
in improving the coffee yields. It was observed that the level of pruning and stumping was generally low especially in Arabica producing 
regions.

There is need to promote access to agricultural services such as farmer training, use of inputs and agricultural finance among all coffee 
farmers. It was observed that it was mainly farmers who were organized in groups or those under coffee projects or partnering with 
exporters who received substantial training and had some access to inputs. Farmers also reported that access to agricultural finance 
remained a huge challenge in all coffee growing regions that were visited.
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4.3 Gross margin analysis recommendations
Farmers investments in coffee production is an indicator of the favourable 
impact of coffee gross margins on their decision making in agricultural en-
terprise selection. Whereas gross margins are important in influencing the 
coffee farmer’s decision to increase input use and improve farm manage-
ment practices, other factors such as access to value addition opportuni-
ties, extension training and competing crops are also considered. 

The gross margin analyses undertaken during this study show a correlation 
between farm practices and coffee yields. Tables 1 to 3 demonstrate the rela-
tionship between the implemented farm practices, which are represented by 
their respective costs, and the average gross margins attained by each farmer 
category. Higher gross margins were attained by those coffee producers who 
invested more in their coffee gardens. Farmers who used the recommended 
amounts of fertilisers and/or manures were able to improve their gross margins 
considerably in comparison with those who did not although percentage wise, 
the GMs dropped under higher investment regimes. 

It appears that in general soil nutrient improvement is an important con-
tributing factor to increase farm productivity and profitability. However, 
it was observed that the effectiveness of fertilisers and/or manures in in-
creasing coffee productivity was dependent on implementing the recom-
mended canopy management (especially pruning) and pests and diseases 
control practices. Secondly, the availability, access and quality of fertilisers 
on the market in rural areas have to be addressed.

Direct observation of coffee fields within the study areas showed gener-
ally poor canopy management, i.e. poor pruning and stumping practices. 
For the coffee sector to meets its ambitious targets of 20 million bags by 

2025, a massive effort in rehabilitation of coffee trees is needed, although 
further studies are required to quantify the effect of pruning on coffee 
yields at farmers’ fields in various agro ecological zones.

Farmers reported increasing incidences of pests and diseases which were 
a threat to coffee production. The most financially harmful pest was the 
Twig Borer in Robusta growing areas which the producers found hard to 
combat. The most devastating disease in Arabica growing areas was the 
Coffee Leaf Rust. We conclude that country wide efforts to control pests 
and diseases are required, to limit their further spread to new areas. The 
coffee sector could borrow a leaf from the manner in which Banana Bac-
terial Wilt is controlled, which involves by-laws and mobilisation of local 
communities for joint IPM interventions. 

It was observed that the increasing prices of other agricultural commodi-
ties due to raising demand are presenting alternatives especially for youth 
who want quick returns on farm investments. So coffee farming has to 
remain financially attractive for producers in the long run and this can be 
enhanced by ensuring that all essential services are available.

4.4 A novel approach to increasing investment in coffee 
farming systems?

The stepwise climate smart investment pathway (CSIP) has been described 
as one of the novel approaches to increasing investments in coffee farm-
ing systems (Jassogne et al, 2017). The CSIP is a tool that disentangles the 
recommended best practices that many farmers may not be able to afford 
to implement all at once into smaller, more affordable packages that can 
be implemented in phases or steps.
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The stepwise climate smart investment pathway (CSIP) tool encourages 
an incremental investment into recommended practices in each step or 
level of intensification. The limiting factors may vary among growing ar-
eas, therefore, the steps may also vary among sites. Farmers can imple-
ment according to the resources they have and the most limiting factor 
specific to their area, until he/she is able to reach the final level of in-
vestment, ideally resulting in increased productivity and hence improved 
livelihoods.

Initial observations at stepwise CSIP demonstration plots in Central Ugan-
da, managed and monitored by the International Institute of Tropical 
Agriculture (IITA), Hanns R. Neumann Stiftung (HRNS) and host farmers 
belonging to Uganda Coffee Farmers Alliance (UCFA), show a large dif-
ference in yields between the different steps. The plots in step 1 (mini-
mal GAP practices) had little yields and had large black coffee twig borer 
(BCTB) infestations, while the plots in step 4 (all the GAP practices) show 
very high yields. Full analysis is yet to take place, including a Cost Benefit 
Analysis (CBA), but the first reaction from farmers, in terms of realisation 
of improved yields at each step or level of intensification, was very pos-
itive.

The approach involves a 2-step process, consisting of developing a gen-
eral, national and a region specific CSIP. A national CSIP is established 
by seeking expert opinions, including those of representatives from the 
national coffee board, national coffee platform, coffee specialists, coffee 
agronomists and coffee research institutes among others. The findings 
from the national CSIP are validated and adapted with stakeholders at 
regional level (representatives from the government, farmer representa-
tives, and input dealers), resulting in a site-specific CSIP.

The stepwise approach to farming can, for farmers, increase the finan-
cial attractiveness of investing in their coffee farming over secondary 
crops. The incremental increase in investment in core practices in coffee 
farming, also incrementally increases yield, and, in turn, financial returns 
earned by the producers.

Figure 11: Stepwise Climate Smart Investment Pathway (CSIP)
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appendix 1: Plantation income and expenditure analysis 
Activities Description Units Unit Price Total Amount
INCOME
Harvesting (kgs of FAQ per acre) 1080 7000 7,560,000
Income from coffee plantlets production
Income from coffee husks 1,026 100 102,600
Other income
Gross Income 7,662,600

EXPENSES
General administration (per acre)
Staff salaries 75,600
Other supervisory expenditures 121,500
Other administrative expenses 74,400
Legal costs, costs of financing and other costs
Tools and machinery hire
Certification expenses
Total general administration costs 271,500

Pruning
Stumping hired labour (stem removal) 450 40 18,000
De-suckering hired labour 450 11 4,950
Other pruning hired labour (sucker selection) 450 20 9,000
Other hired labour expenses -
Consumable tools 35,500
Total pruning costs 67,450

Fertiliser
Application hired labour expenses 1 4,500 4,500
Cost of fertiliser 225 3,000 675,000
Others costs including transport hire
Manure costs
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Activities Description Units Unit Price Total Amount
Total fertilisers application costs 679,500

Weeding
Slashing hired labour expenses 2,700 10 27,000
Herbicides application hired labour costs 25 450 11,250
Herbicides cost 1 10,000 10,000
Consumable tools costs 1 30,000 30,000
Total weeding costs 78,250

Pest and Disease Control
Labour for application 900 13 11,700
Scouting Labour 1 4,500 4,500
Pesticide cost 1 50,000 50,000
Other chemicals cost 1 20,000 20,000
Consumable tools cost
Total P&D management costs 86,200

Sustainability Practices
Mulching application labour costs 9 7,000
Shade tree planting 50 100 5,000
Training costs 6 4,500 27,000
Soil and water conservation cost 100 500 50,000
Total Sustainability Costs 82,000

Planting and Gap Filling
Planting hired labour costs 450 385
Seedling cost 450 1,500
Watering cost 900 100
Land preparation cost 1 100,000
Total planting & filling costs -

Irrigation



The Financial 
Viability of 

Coffee Farming 
in Uganda

25

Activities Description Units Unit Price Total Amount
Labour
Consumable tools cost, utility & other costs
Total irrigation costs
 Total Field Expenses 993,400

Harvesting cost
Harvesting supervision 5,400 2 10,800
Harvesting labour (contract cost or piece rate) 5,400 100 540,000
Overall transport costs 5,400 5 27,000
Farm inputs (bags and container) 5,400 3 16,200
Other transport from field charges
Total harvesting costs 594,000

Processing costs
Floating/sorting cost
Pulping/washing
Drying labour 84 4,500 378,000
Drying inputs & materials (twine, tarpaulins, tables) 5,400 2 10,800
Storage bags cost 5,400 2 10,800
Transport to market expenses 1,080 50 54,000
Spare parts, machinery maintenance and repairs -
Utility costs & electricity expenses 1,080 30 32,400
Other service contract costs 2 4,500 9,000
Other labour costs 1,080 5 5,400
Hulling charges 1,080 100 108,000
Other handling costs 1,080 10 10,800
Total processing costs 619,200
Total harvest & processing costs 1,213,200
Total costs 2,478,100
Overall total costs 2,478,100
Gross Margin in USh 5,184,500
Gross Margin in % 67%
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appendix 2: regional gross margin calculations for smallholders 
a. Robusta growing regions
Robusta Central
Activity Recommended Improved Traditional
Pruning 40,000.0 40,000.0 -
De-suckering 20,000.0 - -
Stumping 25,000.0 25,000.0 -
Fertiliser 585,000.0 250,000.0 -
Fertiliser application 30,000.0 - -
Weeding 30,000.0 - -
Herbicides 60,000.0 60,000.0
Herbicide application 15,000.0 - -
Pesticide 80,000.0 - -
Pesticide application 15,000.0 - -
Fungicides 80,000.0 - -
Fungicide application 15,000.0 - -
Mulching materials 50,000.0 50,000.0 -
Mulching application 20,000.0 - -
Trenches 40,000.0 40,000.0 -
Shade management 10,000.0 - -
Harvesting 210,937.5 135,000.0 -
Transport home - - -
Sorting/Floating
Pulping
Tarpaulins 70,000.0 35,000.0 35,000.0
Drying 42,187.5 27,000.0 -
Bags 10,000.0 10,000.0 10,000.0
Marketing transport 48,214.3 30,857.1 13,242.9
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Activity Recommended Improved Traditional
Others (specify) 50,000.0 50,000.0 50,000.0
Total Cost 1,546,339.3 752,857.1 108,242.9
Yield (Kgs) in FAQ 843.8 540.0 231.7
Producer Price for FAQ 5,400.0 5,400.0 5,000.0
Gross Income 4,556,520.0 2,916,000.0 1,158,500.0
Gross Margin (per acre) 3,010,180.7 2,163,142.9 1,050,257.1

Robusta South East 
Activity Recommended Improved Traditional
Pruning 40,000.0 40,000.0 -
De-suckering 25,000.0 - -
Stumping 20,000.0 20,000.0 -
Fertiliser 585,000.0 250,000.0 -
Fertiliser application 30,000.0 - -
Weeding 40,000.0 - -
Herbicides 60,000.0 60,000.0
Herbicide application 15,000.0 - -
Pesticide 50,000.0 - -
Pesticide application 15,000.0 - -
Fungicides 30,000.0 - -
Fungicide application 15,000.0 - -
Mulching materials 25,000.0 25,000.0 -
Mulching application 20,000.0 - -
Trenches 30,000.0 30,000.0 -
Shade management 6,000.0 - -
Harvesting 100,125.0 61,875.0 -
Transport home - - -
Sorting/Floating
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Activity Recommended Improved Traditional
Pulping
Tarpaulins 30,000.0 30,000.0 30,000.0
Drying 32,040.0 19,800.0 -
Bags 12,000.0 12,000.0 12,000.0
Marketing transport 57,214.3 35,357.1 16,232.1
Others (specify) 50,000.0 50,000.0 50,000.0
Total Cost 1,287,379.3 634,032.1 108,232.1
Yield (Kgs) in FAQ 801.0 495.0 227.3
Producer Price for FAQ 5,400.0 5,400.0 5,000.0
Gross Income 4,325,400.0 2,673,000.0 1,136,500.0
Gross Margin (per acre) 3,038,020.7 2,038,967.9 1,028,267.9

Robusta North 
Activity Recommended Improved Traditional
Pruning 20,000.0 -
De-suckering - -
Stumping 17,500.0 -
Fertiliser 250,000.0 -
Fertiliser application - -
Weeding - - -
Herbicides 54,000.0
Herbicide application - - -
Pesticide - -
Pesticide application - -
Fungicides - -
Fungicide application - -
Mulching materials - -
Mulching application - -
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Activity Recommended Improved Traditional
Trenches - -
Shade management - -
Harvesting 56,531.3 -
Transport home - -
Sorting/Floating
Pulping
Tarpaulins 80,000.0 40,000.0
Drying 18,090.0 -
Bags 10,000.0 10,000.0
Marketing transport 32,303.6 13,500.0
Others (specify) 60,000.0 60,000.0
Total Cost 598,424.8 123,500.0
Yield (Kgs) in FAQ 452.3 189.0
Producer Price for FAQ 4,000.0 4,000.0
Gross Income 1,809,200.0 756,000.0
Gross Margin (per acre) 1,210,775.2 632,500.0

Robusta South West
Activity Recommended Improved Traditional
Pruning 25,000.0 25,000.0 -
De-suckering 30,000.0 - -
Stumping 30,000.0 30,000.0 -
Fertiliser 250,000.0 250,000.0 -
Fertiliser application 25,000.0 - -
Weeding 50,000.0 - -
Herbicides 60,000.0 - -
Herbicide application 15,000.0 - -
Pesticide 80,000.0 - -
Pesticide application 15,000.0 - -
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Activity Recommended Improved Traditional
Fungicides 80,000.0 - -
Fungicide application 15,000.0 - -
Mulching materials 60,000.0 60,000.0 -
Mulching application 30,000.0 - -
Trenches 60,000.0 60,000.0 -
Shade management 10,000.0 - -
Harvesting 219,375.0 129,375.0 -
Transport home - - -
Sorting/Floating 0
Pulping -
Tarpaulins 40,000.0 40,000.0 40,000.0
Drying 35,100.0 20,700.0 -
Bags 12,000.0 12,000.0 12,000.0
Marketing transport 50,142.9 29,571.4 15,428.6
Others (specify) 90,000.0 90,000.0 90,000.0
Total Cost 1,281,617.9 746,646.4 157,428.6
Yield (Kgs) in FAQ 877.5 517.5 270.0
Producer Price for FAQ 5,400.0 5,400.0 5,000.0
Gross Income 4,738,500.0 2,794,500.0 1,350,000.0
Gross Margin (per acre) 3,456,882.1 2,047,853.6 1,192,571.4

Arabica growing regions
Arabica East
Activity Recommended Improved Traditional
Pruning 40,000.0 40,000.0 -
De-suckering - - -
Stumping 45,000.0 20,000.0 -
Fertiliser 979,200.0 326,400.0 -
Fertiliser application 45,000.0 - -



The Financial 
Viability of 

Coffee Farming 
in Uganda

31

Activity Recommended Improved Traditional
Weeding 90,000.0 - -
Herbicides - -
Herbicide application - - -
Pesticide 210,000.0 50,000.0 -
Pesticide application 30,000.0 12,500.0 -
Fungicides 480,000.0 60,000.0 -
Fungicide application 70,000.0 12,500.0 -
Mulching materials 50,000.0 50,000.0 -
Mulching application - - -
Trenches 40,000.0 40,000.0 -
Shade management - - -
Harvesting 251,600.0 149,600.0 -
Transport home - - -
Sorting/Floating 50,320.0 29,920.0 -
Pulping 50,320.0 29,920.0 -
Tarpaulins 40,000.0 40,000.0 40,000.0
Drying 25,160.0 14,960.0 -
Bags 60,384.0 35,904.0 14,688.0
Marketing transport 71,885.7 42,742.9 17,485.7
Others (specify) - - -
Total Cost 2,628,869.7 954,446.9 72,173.7
Yield (Kgs) in FAQ equivalent 805.1 478.7 195.8
Producer Price for FAQ equivalent 7,500.0 7,500.0 7,500.0
Gross Income 6,038,400.0 3,590,400.0 1,468,800.0
Gross Margin (per acre) 3,409,530.3 2,635,953.1 1,396,626.3

Arabica West
Activity Recommended Improved Traditional
Pruning 20,000.0 -
De-suckering - -
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Activity Recommended Improved Traditional
Stumping 25,000.0 -
Fertiliser 265,000.0 -
Fertiliser application - -
Weeding - -
Herbicides 60,000.0 -
Herbicide application - -
Pesticide 50,000.0 -
Pesticide application 15,000.0 -
Fungicides 30,000.0 -
Fungicide application 15,000.0 -
Mulching materials 25,000.0 -
Mulching application 15,000.0 -
Trenches 40,000.0 -
Shade management - -
Harvesting 219,300.0 -
Transport home - -
Sorting/Floating 29,240.0 -
Pulping 43,860.0 -
Tarpaulins 50,000.0 50,000.0
Drying 14,620.0 -
Bags - 43,860.0 15,300.0
Marketing transport 41,771.4 14,571.4
Others (specify) - -
Total Cost 1,002,651.4 79,871.4
Yield (Kgs) in FAQ equivalent 466.2 162.7
Producer Price for FAQ equivalent 6,900.0 6,900.0
Gross Income 3,216,780.0 1,122,630.0
Gross Margin (per acre) 2,214,128.6 1,042,758.6
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