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Executive Summary

An East African Organic Product Range

A feasibility study for the establishment of an East African organic brand of products - Profit through consortium development

Brief prepared by Mable Charity from Feasibility study of Ruth Nabagereka

Date: October 2007
Introduction

AFROEX (Association of African Organic Exporters) currently has three members: Uganda Crop Industries Ltd, Outspan Enterprises Ltd and Biofresh Ltd, all based in Uganda, although interest has been shown by 13 certified organic companies from Kenya, Uganda and Tanzania. The aim is to promote and export a range of products under a common Trade Brand. Possible products to be exported include cardamom, black pepper, vanilla, coffee, herbal teas, jam, chillies, macadamia and cashew nuts, dried and fresh fruit, fresh ginger, canned pineapple and pineapple juice, sesame and sesame oil. With the growing market interest the AFROEX partnership will allow greater quantities, year round supply, common quality assurance, regular container shipments, a wider product range offered from a common source and emphasis on retail products suitable for direct placement in supermarkets.

Consortium and Brand Development

A feasibility study of the AFROEX concept was carried out by Ugandan based consultant, Ms Ruth Nabagareka and she suggested four scenarios which could be targeted to develop AFROEX; 

1. Present Situation: Little to no cross border interaction between exporting companies.

2. Separate Consortium Development in Each Country: Each country develops its own national brand.

3. Loose East African Consortium = A TRADE BRAND: Individual company brands under one trade brand.

4. Fully Fledged East African Consortium = A CONSUMER BRAND: Organized consortium under one brand name doing joint production and exporting of supermarket shelf ready products.

The Trade brand

A ‘Trade Brand’ promotes the trade of members, but companies can retain their own identity within that brand. 13 out of the 15 companies contacted during the feasibility study were interested in the Trade brand as a starting point for the association. The Trade Brand is a service offering where the consortium has no product output directly under the brand, but the brand is used as a common mark to indicate a certain quality and story being presented by member products and thus promoting marketability.

The Consumer Brand

A Consumer Brand is a service offered by the consortium, where a product is marketed under the common brand for consumer consumption and no direct link to the exporter can be identified. Companies must be able to trust that their counterparts can deliver a product which adheres to market standards, quality assurance, and is able to deliver promised quantities.

Organisation

Management

The feasibility study suggested that the overall direction of the consortium should be under a board and the consortium will need to agree on a board structure representative of the region. The consortium could have 2 staff - the consortium co-coordinator and administrative assistant – who initially could be part time. The board will appoint the consortium co-coordinator (not a member of AFROEX) who will undertake professional marketing, gather market information and participate in monitoring the quality of output by members.

Quality assurance and intellectual property

Quality assurance is a key building block for the brand development. To ensure that the brand is strong there should be dissemination of minimum standards along product lines, generation of annual work plans, common resolution of areas of technical concern and sharing of best practices. The trade brand will need to have legal protection of its name and mark in the targeted markets.

Financial set up 

The financial set-up is divided into pre-operation expenses, marketing and sales generation, administration costs, trade fair participation and ramp up costs giving a total cost of about Euro 15,000. This amount will be raised through member contributions, marketing commissions and partner support. 

The future

As AFROEX develops then it could aim for consolidated shipments, common label design and shared packaging, support coordinated presentation of consumer brands, greater trade fair presentation, web portal introduction of shipping, handling and other cost minimization services and advertising in target markets. 
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