


LARGE SCALE CONMERCIAL DAIRY FARMING IN UGANDA:

A FPARN MANAGEMENT CASE STUDY
by

G, Allanson and R.H. Phipps

The aim of this report is to give general guidance to any
farmer intending to take up dairy farming on g large scale. The
guidance offered is hoth positive and negative in character;
positive in providing standards of performance which may be
expected and in indicating critical areas in the development
process, and negative in recording the vicissitudes of one new
deiry business and the measures taken to rescue it from early
nisfortune,

In structure, the report alternates between these Lwo aspec i
It begins with a set of performance standards which should be
cchieved or improved upon, before turning to an analysis of the
vase study dairy herd in terms of its physical and finencial
performance, Reasons for the herd!s worsening position are given
next before i review of the remedial measures undertaken. Present®
srends are then projected and future development strategies
discussed. The report concludes by analysiag the prospects for
new entrants into large scale commercial dairy farming, with sone
consideration of the phasing of herd expansion and of the likely
financial implications of the early years.

Stendards of physical and.financisl performance which should be
attained,

Success in dairy farming, as in any other business run for
profit, depends upon the regular achievement of appropriate levels
of physical efficiency. Key areas, and reasonable performance
flevels are outlined below:

-l

La Milk yields per cow per .-year of 450 - 600 gallons.
This will require lactation yields of 550-700
gallons and an average of less than one
guarter of the herd dry.

2 Calving intervals of not more than 390 days on average.
This would follow from a period of 60-90 days
between calving and first service, and of 21 days
between subsequent services. In addition,
conception rates of 60 per cent at first scrvice and
50 per cent at second service should be attained.



3. Mortality of not more than 8 per cent of live calves bornm,
and of not more than 4 per cent of mature cattlec.

4. Stocking rates initially of one acre of established pasture
per adult animal until more ecxperience has becn obtained
on seasonal carrying capacity. The emphasis must be
on the production of high quality foragc.

5. Supplementary fecding to cost not more than %0 per cent
of the value of milk produced. Remember that good
grass is much the cheapest source of fcecd.

6. Labour initially at one man per 10-13 cows according to
milk yield, when milking is by hand, plus field workers.
A fully stocked farm might require 10 nmen for 80 cows
on 200 acres.

"o Size of business should be adequate to justify o full-time
farm manager and an appropriate range or tractor-
drawn implemcnts.

Attainment of these standards would lead to a profit of
between 500/~ and 900/~ per cow. It should be remecmbered that
the necessary replacement stock would make much less profitable
use of the land.

Although these standards should be reached by any efficient
fully-operational business, the next sections show what was
actually attained in the first two years, when a newcomecr to
dairying embarked on a large scale dairy farming.

Physical performancc of Case Study Herd No.1

Mailo land was acquired in 1968 and preparations madc for
dairy farming the following yecr. Data relating to the main
cfficiency factors have been derived for the twenty months up %o
mid-ycar 1971.

-

i, Milk yields averaged 408 gallong/lactation with an average
of 21 per cent dry cows. The distribution of completed lactation
yields is shown below:

Gallons ver lactation

100-199  200-299  300-399  400-499 500-599 600-699 700 & above

Fumber of Cows

Fresian 1 3 - 9 4 8 3 1
Jersey 1 4 5 2 3



2. Calving intervals fell into two distinct periods. Irom
Deccember 1969 to Hay 1970 therc was a very creditable average

of 376 days between one calving and the next but, from Junc 1970
to August 1971, this increased to an average of 489 days. Tor
the whole period, the days to first scrvice and the days between
subsceguent scrviccs arc shown belov:

Average number Range Number of

] _ Cows
Calving to 1st Service 110 32-299 61
1st - 2nd 86 17-207 23
2nd - 3rd 72 42-119 12
Zrd - 4th 162 58-331 6
4th - 5th 35 1

Conception rates shown below were satisfactory for the
first half of the period up to August, 1970:

Number of Conception rate Numnber of Proportion
Services at cach service COWS at diffcrent
L Service

1 51 69 61

2 52 23 20

3 62 13 12

4 87 7 6

5 100 1 1
3 hortality amongst calvcs ran at 43 per cent up to October

1970, but it has fallen to 10 per cent since a full timec
experienced farm manager has been appointed. Losses amongst
animals werc also very heavy at some 20 per cent of all purchases
but two thirds of these losses werc duc to one major brcakdown
in health.

4., The actual stocking rate is difficult to establish vhen
more land is being cleared, new pasturcs established, and herd
numbers built up simultancously. Increasing emphasis on high
quality forage production should be noted:

August 1969 40 acres poorly established.

March 1970 10 acres poorly established.

March 1971 3  acres well established.
September 1971 15 acres of maize well prcpared and

and undersown to chloris plus 1
acre of desmodium.



5. supplementary feceding averaged some 27 per cent of the
value of milk but it should be rccalled that milk yiclds were
low so that less feed would be expected, The main supplements
were maize and cntton seed cake. The following table shows
that feed Xnvel~ varicd erratic:lly in reliation t5 season and
milk yield, with an overall average of 3.6 1b per gallon:

1b, pcr LT de T 1b. por cost
gallon 117 _sales gallon _ milk _
1970 1970
January 4.6 2 October 4.6 35
February 2.4 18 November 3¢7 24
March 1.7 13 December 5.4 41
April 0.9 5 1971
Mey 1.4 i1 “Januory 4.1 31
June 3671 23 Februex 3.C 22
July 3 0 22 March 1.4 10
Lugust 6.6 49 April 2.1 16
September 6.4 48 May Te2 54

6. Labour costs rose from 1150/- per month in A>ril 1969, to
2200/- in August, :077. Tuis cost however. relat:s more to
establishment work then to general management,

Te Finally, <he hte1d wayu Hull up from 1 cows in milk in
December 1969 to a totai of 53 cows in milk gnd dry, plus 11
heifers in calf and about the same number of younger stock in
August 1971. At this siuc, turnover ig sufficient to justify
professional management and scme degree of mechanisation. The
importance of the rate of build up should not be mder rated.

It is clear from the nhvsical criteria that “he herd's
performance fell far short of "reasonakle expectations®. The
financial consequences are briefly reviewa2d in the next- section.

Financial Consequences: 1969~71

An increasing annual deficit is recorded in che audited
accounts for the last two trading pericds. Capital losses
mounted until current liasbilities excceded both current and total
assets. #4llocasion of revenues and direct expenscs between
enterprises showed the dominant role of fthe dairy herd in the

farm organization in 1971:



Financial year

1969-1970 19701971

Gross Margins (shs)*

Cattle -25863 14069
Poultry 7653 - 9072
Coffee 471 60

* Revenue less direct expenses but excluding labour,

power, machinery and overhead charges.

After a somewhat arbitrary allocation of common costs, it
is possible to attribute to the cattle the other business
overheads.

Business overheads in 1970-71 amounted to 37,385/-, covering
secretarial and accountants! fees, insurance, security, general
expenses, bank charges, and interest on capital. Other expenscs,
admissable for tax purposes have been omitted as not necessarily
incurred by the business, With the switch from laying hens to
broilers in 1971, it is prudent that these overheads should be
covered by dairy receipts after paying for sceds, fertiliser,
feed, labour, ectc.

In 1970-71, the dairy account did not quite cover expcnses:

Closing reduction at 31st March 1971 105355
Opening reduction at 31st March 1970 36400 68955

Purchases of cattle 57139

Net output 11816

Livestock sales and dairy produce 59005
70821

Feeding stuffs 23298

Pasture regeneration 14832

Vet.Scrvices & Supplies 10833

Fuel and transport 7789

Repairs and Maintenance 600

Depreciation 11216

Wages 16885 85453

Deficit 14632

However, this deficit includes substantial expenditure on
pasture establishment and the twelve-month period conceals the
considerable build up in productive stock,



Before considering the present potential of the herd, it
is worthwhile to identify more precisely the reasons for the

mounting deficit and the remedial steps which have been taken
so far.

Interpretation of past performance and problem diagnosis

A marked deterioration in many of the key efficiency factors
is evident after June, 1970. The decline occurred when stock
numbers were greatly increased without any corresponding increase
in the area of good quality pasture, and before the employment
of a full time experienced farm manager.

Deficiencies in planning and general managerial skill led
directly to:

1. Thedecline of milk yield during the first two months of
lactation from 600 litres per cow in late 1969 early 1970 to
400 litres after August, 1970.

2. The drop in milk yield between first and second lactations.

3. No planned programme of supplementary feeding existed to
maximise the response to concentrate over the lactation.

4. The sharp increase in concentrates fed to dairy cows after
July, 1970.

The need for greater managerial expertise was shown in
various other ways apart from nutrition:

1. 110 days elapsed between calving and first service and there

were long intervals between services.

2. Calf mortality was 43 per cent of calves born after the
build up in stock number,

3. The longer calving interval increasing from 376 days to
490 days.
4, Reliance on the Tractor Hire Service at Mukono led to poor

pasture establishment before 1971 so that, after the herd
expansion in May/August 1970, forage was insufficient in quality
and volume to maintain milk yields, breeding performance and
concentrate levels.
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5. Half of the increase in the wages bill was paid to charcoal
burners,

In summary, management was capable of giving good results
when few cattle were kept but failed to anticipate the problems
of herd expansion and to prevent a decline in performance which
led to serious finencial loss.

Recognition of this situation has already led to a major
re-shaping of farm policy, after an initial period of learning

‘by- hard and costly experience.

Remedial Measures up_ to August, 1971,

Vigorous steps have been taken to improve the day to day
management, feed availability, breeding and cost control.

A farm manager was engaged in October, 1970 to supervise the
running of the farm and this quickly led to a dramatic decline
in calf martality.

The forage programme has improved in both planning and
implementation, An experienced tractor driver was hired in Junc
1970, and disc harrows were bought so that the farm now owns all
the equipment needed for pasture establishment, Timely cultivation
resulted in good pasture establishment in 1971 and 120/- per acre
of pasture established were saved on seed alone by reducing the
seed rate from 15 Ib to 5 1b per acre. Forage crops such as maize,
guatemala grass and desmodium have becn introduced.,

A "cow calender" has been introduced as a aid to regular
breeding and general management, In addition two young pedigree
Fresian bulls have been bought so that natural service will be
available at a later date as an alternative to A.T.

More young crossbred stock have been purchased to raise the
business turnover and at the same time, the wage bill has been
pegged at 1500/- per month., A monthly budget of income wnd
expenditure was drawn up in July, 1971 as a further measure to

improve business control,

This budget indicated a monthly deficit of over 3000/-
unless repayment and interest factors were rescheduled or turn-
over was increased, The budget for July, 1971 was as follows:



Expenditure Income

Wages and salarics 1500. Milk sales 4750,
Feeding stuffs 2500, Broilers " 2500,
Fertiliscrs 120, Eggs and sundries 500.
Electricity & diescl 400,

Veterinory, rcpairs,

Insurance, Secretary,

Accountant,Stationery etc 530.
Surplus 2700,
7750. 1750.

This surplus o0f 2700/~ had to meet tractor payments and
bank interest and repayments, It is clear from these figures thot
further action is needed before the business is on a sound finan-
cial footing,

The implications of the present organisation. are analysed
next. in greater detail, before considering development strategics

to make the herd viable,

Dairy Herd status, September, 1971 and projected cash flows 1971-73

At the end of September 1971, the case study herd consisted
of 53 cows in milk or dry, 11 in calf heifers, 5 fifteen month old
heifers, 24 heifers under one year old, and 12 bullocks: in all,
some 82 livestock units, Starting with the stage of lactation of
cows: presently in milk, and with future calving dates known from
pregnancy diognosis, it is possible to project milk sales and
concentrate requircments., Deduction of other expenditure leaves
the cash flows available to mect capital repayments, In this way
it is possible to establish some idea of the potential of the
present dairy business and to provide an independent basis for
monitoring its performancc,

The basic assumptions built into the projections were as
follows:

1. Fresian lactations of 2270 litres in 305 days for cows
calving in 1971 and of 2724 litres from January, 1972 as managec-—
ment improves; Jersey and cross -~ breds to give 454 litres less.

2. A calving interval of 14 months,

3. Lactation curves according to the following monthly



patterns derived from past performance, irrespective of date of
calving and lactation paritys; ... . ...

Month of milk production since calving

Breed Milk yield 1, 2. 3. 4, 5. 6., 7. 8. 9. 10,

in litres

Litres per month

Fresian 2270 227 341 304 263 236 218 195 168 163 154
2724 272 409 363 318 295 250 227 209 200 182

Jersey 1816 182 272 250 204 191 173 154 136 127 127
2270 227 341 304 263 236 218 195 168 163 154

4, - Concentrates fed at 1035 kg per lactation for Friesians.

irrespective of lactation yield, and slightly less for Jersey,
according to the following monthly pattern:

Month of milk production since calving

Cows calving

ins 1 4 o fi 8 10
Kg Concentrates per month
Dry Season
Fresian 210 210 180 90 90 90 90 30 30 15
Jerscy 190 190 160 60 60 60 60 20 20 15
Wet Season
Friesian 200 200 180 100 100 90 90 30 30 - 15
Jersey 180 180 160 80 60 60 60 20 20 15
1. - December - Januvary - February and Junc - July - August,
2. March -~ April - May and September - October - November,

The validity of the projected levels of milk yield and
concentrate requirements was established by the reasonably close
comparison of the actual July to September levels of 1971.Betwcen
October 1971, and August 1973 first calverswere e¢xpected to raise
the herd from 53 to 67 cows in milk or dry. No allowancec has
been made for deaths.
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Milk produc. Concent, Value of Cost of Margin of

(litres) fed (kg) milk @ concent. sales over
3/80 &/ @ 60 cts concent.
gall kg
1971 Shillings
July 5073 2110 . 4237 1266 2971
August 5027 2290 4199 1374 2825
September 5560 2540 v 4644 1524 3120
October 5910 2580 4936 1548 33883
November 5764 2965 4815 1779 3036
December 6770 3645 5654 2187 3467
January 7839 4080 6547 . 2448 4099
February 8713 4365 277 2619 4658
March 9140 4085 7634 2451 5183
April 10132 4370 8463 2622 5841
May 10519 4045 8786 2427 6359
June 9591 3605 8010 2163 5847
July 9382 3400 7836 . 2040 5796
August 10260 4000 8569 - . . 2400 6169
Scptember 11447 4810 9561 28836 6675
October 11761 4930 9823 . 2958 6865
November 11807 4355 9861 26153 7248
December 10496 3580 8767 2148 6619
19 ranuary 10583 4065 8839 21439 6400
February 11388 4820 9511 2892 6619
March 11793 4740 9850 2844 7006
April 12093 4425 10100 2655 7445
May 13167 4820 10997 - 2892 8105
June 14000 5600 11693 3360 8333
July 13286 5435 11096 3261 1835
August 12143 4505 10142 2703 7439

Note 2ll months assumed to be 303 days.

From the above projections, it can be secen that milk
production is expected to incrcase steadily till the middle of
1973, The gradual rise in margin over concentrates rerleccts the
improvement in milk production, It should bec noted that a 16 pecr
cent saving in concentrate costs due to fceds costing 50 cents
rather than 60 cents per kg, would raise this margin by almost
5000/- in 1972,

In addition to providing a basis for detailed forward
planning, these projccted flows would enable the farm manager to
exercise a form of budgetary control over his dairy business.



- 11 -

Indications of ghort comirngs might be remedied teforc the situa-
tion had deteriorated too far. Bank managcrs would alsc be able
to guage more precisely the creditworthiness of their clients

and the loan recpoyment schedule which their business could mect,

From these marging over concentrate, must comc the payment:
for all othcr expensesg incurred in milk production, Costs have
been estimated for the first six monvths and at o slightly highcr
monthly level, for the first twelve months, Detrilg are given
below, together with a monthly cstimate based on the first six
monthe which may be compared with the month's margins over conccen-
trates shown earlicr:

Oct/March Oct/Scpt Cost Est.
1971 -2 19 -2 per month
Shillings
Wagcs 9000 18000 1500

Concentrate for
Tsteaming up' at

25/~ per cow 525 1050
Seedg for 15 acres 900 1800 150
Fertiliser on 92 acreg 1200 2700 200
Vet & Medicine at
17/~ per head - 1020 2040 170
AT L 120 240 20
Dairy Sundries ' 150 300 25
Power & Machincry Elect-

ricity 500 1000 83

Fuel 750 1500 125

Repairs

etc 250 - 500 42

Tractor Rcecpaymcnts 9000 L8000 1500
Insurance 500 1000 8%
Security 900 1800 150
Secretary, Stationery,
Accountant, Audit etc 900 1800 150

Tractor repayments would cease about mid-1972 but after
that date fertiliscr costs might have to be increasced to maintain
soil fertility.

If calves exactly offset herd depreciation and becf sales
offset deaths the present herd, would go from a current monthly
deficit of 1500/~ to a deficit of 500/~ by the end of 1971, and
a break-even position two meonths later., This ignores the need to
pay both intercst and principlec on loans reccived, Interest would
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defer the break-cven position until tractor payments cease in
mid-1972 and the surplus avaiable to rcpay loons would never
excced 2500/~ per month, even under the rather optimistic assump-
tions of no deaths and lactation yields oi 2724 litres. Meanwhile
additional liabilities amounting to over 40000/~ would have been
incurred before the break-even point was reached,

Given the level of capital repayments which have to be made
it is clear that further measurcs are desirable to raise the pro-
fitability of the busincss. The choice lics betwcen more cows,
beef cattle, replacement heifers and broilers or a combination of
these enterprises,

Alternative strategies for the future development

of the Case Study Farm

A surplus of about 3500/~ per month, or 40000/~ per year,
is nceded if the losses up to mid-1972 arc to be recouped over
the succeeding five vears, An additional 1000/~ per month would be
nceded if the busincss were also to become wholly owncd over the
next ten years.,

An obvious first step would be to sce whether capital
repayments and interest could be rescheduled., It is possible that
cheaper loans nay become available through the East African Devel-
opment Bank, or there may be other sources of credit at less than
bank ratec,

The major objective of the ncext 12 to 18 months is to
consolidate the present position before further expansion is
undertaken, It will be recalled that the cash flow projections
were based on improved levels of performance after 1971, The
stocking rate has risen to just under one livestock unit per acre
of improved pasture and herd size has increased., Really skilful
managenent would be nceded now if performance were to be maintai-

ned,

In practice, the rate at which the herd should be increascd
depends directly on the cstablishment of more improved pastures
and on the continuing availability of credit, It is considered
thet the present farm staff could either, clecar and establish not
nore than 10 acres of new land per year or, renovate up to 25
acres of existing pastures, On the assumptions that carrying
capacity should remain . at one livestock unit per acre and that
renovation would double the production from existing poor pastures,
and additional 6 cows and followers could be kept per year,
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Fach additional cow might be expected to raise farm reven-
ues by 75/- per month, after deducting direct costs:

Marginal revenue per year from one

extra cow and followers

Income Shillings per ycar
2750 litres per 14 months @ 3/80 per gall, 1955,
Cow every 4 years 100,
Bull calf every 3 years. 60,

2115,

Expenditure
Concentrates for milk production & 'steam up! 655.
Concentrates for rcaring heifer calves 160,
Miscellancous (Vet, A.I.,Sundrics) . 25.
Labour R - 100,
Intercst on capital : ‘ 100.

2/3

Variable costs of 1 acres of forage - 175,

1215 900._

Thus an additional 13 or 14 cows and followers would be
needed to achieve a surplus of 3500/- per month instead of the
projected 2500/~ and an additional 27 cows to achieve 4500/ per
month, Expansion on this scale would have to be phased over the
next three to five years, and it would ako require the dairy
buildings to be re-sited, As the access to the present building
would- then be inadequate.

At an estimated cost of 100/~ per cow for building and
access road, some 5000/- extra capital after subsidy would be
neecded for this move,

AXthough the expanded herd could be an extremely profit-
able unit at present levels of milk prices and projected levcls
of performance, it is clear that the cxpansion process would
require careful phasing in relation to cash flows and bank borro-
wings,., Before considering the profit potential of the dairy
business when organizecd in this way, it is important to considcr
first whether any alternative strategy might be more attractive.

The alternative actively under consideration is broiler
production, of which the manager already has sone experience and
for which suitable buildings already exist., If 3 batches of 500
birds are preduced each year by one man part time, a surplus at
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present prices of 2850/- per year might be obtzined for an average
outlay of somc 7500/- on working capital. This compares uwnfavou-
rably with dairying wherce the 3 cows and followers required to
give a comparable income. would requirc some 5500/~ extra capital,

However o broiler enterprise might be a valuable supplenc-
ntery enterprise at lcast until the performance of the existing
dairy herd is stabilisced at a higher lcvel, In the longer term
the pressures acting to reducc broiler profits arc probably great-—
cr than thosc acting on milk production, so that a slightly
deferrcd expansion of the dairy herd appears appropriate, The
future emphasis when expansion takes place should be on nilk
production rather than om . beef or dairy replaccnents because. of
its greater profitability.

Sone indication of potential is given next since it is
helpful if a-manager can envisage the probable future organisation
and income characteristics of his business. Given prescnt prices
and cnticipated perfornance, it would seen reasonable to anticipate
a dairy herd-of at least 80 cows and followers on 145 acres of
inproved pasture, together with a beef unit to use additional lnnd
and a broiler unit to generate additional profit, Profits from
the herd, subject to intercst and capitol repaynents, night be as
follows:

Income Shillings per year
80 cows at 1955/~ per year 156400
Cull cows and calves at 160/~ per cow 12800
169200
Expenditure

Concentrates at 815/~ per cow and followcrs

65200

Miscellaneous - Cows 2000

Replocement cattle 2000

Labour: 10 men plus manager 24000

Fertilisers 9450

Seeds 3550
Power & Machinery 10000 116200
53000

Overhcads 5000

Investment Income (to meet intercst and
capital repaynent) 48000
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Profits from the broiler and beef units could be additional
to the surplus from the dairy cnterprise.

Further speculation on the future developnent of the Casc
Study Farm would be of questionable value because of the tinme span
and uncertainties involved., It nmay be asked whether this venture
into large scale commercial deiry farming was a financial success.
The cnswer nust be in the affirmative but highly qualified because
only the strength of the owncr's crcdit tided it over a costly
learning period. There is no doubt thot its’'development could be
‘improved upon if the former were to start again, with his present
knowledge. The technical ~nd business aspects, where the closest
nanagerial attention nust be focussed, are discussed in more
general terms in the concluding chapter. Only if thesc points are
observed can the newconer to dairying attain the standards sct
out in the first chapter without acute financial enbarassment,

Sone procedures rccormended for the sctting

up _and running of a large scale cormmercial

deiry farm in Ugonda

Clearly it is not casy to establish a large dairy herd
fron small beginnings and to operate it at or improve upon the
levels of performoncc sct out ot the beginning of this rcport. In
this ‘concluding section some inmportont technicnl features of milk
production are identified and tentative proposnls are made for
improving performance., Finally questions of farm business organ-—
isation and managenent arc discussed together with appropriate
rccommendation.,

a) Recomnendations on major technical issues in

nilk production -

Expericnce from the Casc Study Farm has shown that major
financial deficits can be reduced as technical difficultics. are
noastered, Proven modern techniques can greatly increase the nana-
gerial control in: threc najor productio arcas. These relate to
seasonal fluctuations of forange, brecding and health control.

1. Seasonal fluctuations in forage production

Grass and fornge crops arc the cheapest source of feed
but shortages of forage may occur during the dry scasons when
natural growth is at its lowest level. These "hungry gaps' nust
be filled if milk production is to be naint~ined.
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Dry scason shortages of forage can be alleviated by the
application of fertiliscre at the cnd of the rainy season, the
use of new leys established in the previous rainy scagon and by
forage crops such as naize, guatemnala, columbus or clcphant grnss,
forage sorghuns, nnd grain and forage legunes., Molasses and urea
could be fcd as a supplcnent on their own, or in conjunction with
~forage crops. Forage conscrvation, for the dry senson, in the
forn of hay or silage rcquircs considerablc capital cxpenditure,
and is in most cases beyond the necans of the majority of commer-
cial dairy farmers. However, farners can deternine the calving
pattern to sonc cxtent and ensure that the herd nokes its biggest
denands on forage when it is in plentiful supply ot the beginning
of the wet season,

The critical inportnnce of high encrgy fecds in the carly
stages of lactation cannot be overenmphasized. The penk milk yield
achicved determines the level of production at all loater stages
and hcence, the total production, In addition to providing quolity
forage to new calvers, concentrates should be fed well in exccss
of the reccorended rates per gallon, Conversely, savings can bc
nade in the last third of the lactation,

2. Breedings

Ideally cows should calve once a year, If the calving
interval is greatly extended herd production will suffer, In the
tropics long calving intervals are cormon, and nay be due to poor
nutrition, mineral deficiencies, the occurrence of silent heats,
untinely inseninations and poor perception of cows in heat, These
breeding difficulties can be greatly reduced by better nutrition,
recording in readily accessible form both insemination dates and
expected dates of return to service, by the use of natural service,
visual aids to breecding such as the cow calender, and as a last
resort the use of teascr bulls., Regular veterinary inspections
should bec made of the cows which arce persistently bad breeders.

3 Disease Control

Routine vaccinations for foot and routh, rinderpest,
haenorrhagic septicacnia, anthrax and blackguarter, and routine
tick control measures and deworning arc essential if a najor
breakdown in health is to be avoided. The annual cost of thesc
discasc control measures is approximately Shs., 17/- per aninmal,
and are thereforc well worthwhile,

Considerable loss of production also occurs when affected
animals are recovering from discase and also from sub-clinical
diseases such as nastitis,
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Closc attention should therefore bc paid to hygienic nilking.

Performnnce in thesc three major areas of dairy monagenent
determines the ability of cows to express theilr true genetic
potential for nilk proluction, Cows on commercicl dairy forms-
should be of such o quality thnt their genetic potential can be
rcalisced under the prevailing nanogenent and. envirommental cond-
itions., There is no econonic nerit in paying higher prices for

high performance aninals whose potential will not be expresscd.

b) Aspects of dairy business planning and control,

The items discussed below:. are not comprchensive but their

importance has been denonstrated on the Case Study Farm.

1) Lower performance occurs in the initial period of

establishment

Wholc farm budgets invariably overstate the aectual perfor-
nance that will be achieved during herd establishment, Typically,
perfornance inmproves over the next three years before attaining
the long run cexpectéd level., A cost for " running-in " the
busincss is inevitable but ifts level can be reduced by carcful
planning,

2) Pace and phasing of developncnt is slower than expected.

The urge is to cxpand as rapidly as possiblc so that over-
heads nay be spread norce thinly, Sone caution is needed, with
pauscs for consolidation and improvencnt in efficiency. If ecarly
results arc scverely depressed below budget levels, o rapidly
expanding herd may run into a position of "over-trading" when
short tern liabilities exceed currcnt asscets. Any loss of confi-
dence by crecditors c® chance recall of loans would then lead to
the sale of productive assets such as milking cows. In such cascs
busincsses could be forced into liguidation or their developrnient
severely crippled. Despite the ganmbler's instinct to put all
available funds into productive stock, it is desirable to naintain
sone fairly liquid reserves in order to cope with the early short
fall on budget expcctations and with any possible withdrawal of
borrowcd capital.

3) “Managerial skills arc worth rewarding

Good managcers arc rarc in any country and even adequate
nanagcrs are scarce in Uganda and other developing countries.
For skilful nmanagecrs payrient should be commensuratce with the
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rcesponsibilitices of the final planned size of business so that on
experienced nan nay be attracted. Payment of between 4 ond 7 per
cent of turnover, depcnding on busincss size nay be token as a
guide,

4) Match stock requircnents wibh the feed available

The speed with which dairy cattle nay be bought and nunbcrs
incrcascd contrasts with the nced for long-fterm planning and the
slow naturation of hone grown forage supplics. The tenptation is
always to overstock before carrying capacities are known through-
out the year and before feed reserves have been planned against
unusunlly dry scnsons. Despitce the ovnilability of cheap molasscs
in many areas, ecrniergency supplics are costly and production may
be inmpaired for the fellowing twelve months, It is essential to
plan the forage progroarmce in adv-nce and to match stock number to
the supply available,

5)  Business rccording is valuable for control and planning.

The critical evaluation of the preccding Farm Casc Study
and its forward planning were only possiblce because records exis—
ted, If thesc rccords had been analyscd coarlier in crier to serve
as controls for herd and busincss perfornonce, it is probable thnt
quick rcnmedial action would have been tonken., Only sinple records
which will actually be uscd should be kept. Brecding records arc
inportont as we saw carlicr, individucl nonthly or weekly nilk
yiclds can aid fecd rationing ond herd selection, and sonc form
of indiwvidual cow rntioning ~nd fced rcconciliation is worthwhilc,

6) Forward Planning is nceded

Technically efficicnt businesses nay still fail becouse
their turnover iz irisufficicnt to nect overhcad expenscs.
Financial stability ~xid thce process of herd expansion nay be
jeopardiscd because privatc drawings on the busincss account have
been too heowvy or because capital investnent has been poorly. tined
in relation to cash flows. Single - ninded pursuit of cxccllence
in dairying nay blind the managcr to the foct that other enter-
priscs nay give greater returns to the resources ot his disposal.
Thc benefits obtaincd from cnch separately accountable unit of
the busincess should be.weighed against the costs and the incone
from alternative activitics. In short, time spent on forward
planning nzy be time well spent. Some of the basic concepts and
tools have becen illustrnted already in the study of Farn Casc No.
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1l so they will not be repcated here.,

Finally it is worth stating that the authors are fully
awarc of theilr cavnlicr treatment, of production possibilitics,
input — output reclationships and precise cstination of the nost
econonic ratecs of yield, feed and stocking. The proactical constr—
cints which oper~ted on the Case Study Farm and thic® intractab-
ility arc not imncdiately apparcnt to the onlooker, Above all it
was the author's conviction that the many newcomers tec milk
croduction in Uganda were in urgent need of irmedldiante advice if
past nigtakes were not to be repreated., The ultinate approach to
the problems posed by dairy expansion in a region of climatic =~nd
biological unccrtainty would regquirc o degree of complexity and
sophistication which might rarely be justificd by the bencfits
obtaincd, In feocussing on both technical and ccononic problens
in this explanatory rcport on dairy herd cstablishnment, the authors
hope that new entrants will be helped in their objective to creante
o viable business,
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