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Author's Note on Method, Data and Citation

This volume is written as a sectoral system monograph: an attempt to treat
Uganda's sugar industry not as an agricultural footnote but as a complete
institutional ecosystem in which law, political economy, engineering, finance, land,
labour and environmental governance interact continuously. It is intended for judges
and practitioners who need a doctrinal reference, for policymakers who need an
institutional map, for investors who need a risk framework, and for students who
need a single volume that does not force them to reconstruct the whole picture from
fragments.

A note of scholarly candour is owed to the reader at the outset. Uganda's
sugar-specific legislative architecture — the Sugar Act 2020, its subsequent
amendment establishing a stakeholder council, and the regulations operationalising
licensing and outgrower registration — has moved quickly in recent years, and
secondary reporting on the precise section numbers of the more recent instruments
is not always reliable. Wherever this text cites a specific section, regulation or
paragraph number for an instrument enacted after 2020, the citation should be
treated as indicative of the substantive provision described in official and reputable
secondary sources, and verified against the Uganda Gazette and the certified text of
the Act before being relied upon in litigation, drafting or regulatory submissions.
Older, well-settled instruments — the Constitution, the Land Act, the Employment Act,
the National Environment Act 2019 — are cited to their established provisions. This is
a matter of professional responsibility rather than modesty: a reference work that
silently manufactured pinpoint certainty where none exists would do its readers a
disservice.

The empirical material draws on published statistics from the Ministry of
Agriculture, Animal Industry and Fisheries, the Uganda Bureau of Statistics, the Bank
of Uganda, and sectoral value-chain studies, supplemented by the author's own
doctrinal and institutional analysis. Figures should be read as orders of magnitude
illustrating structure and trend rather than as audited financial data, and practitioners
requiring current figures for transactional or litigation purposes should obtain
primary confirmation from the relevant agency.

This is the first edition of a work conceived to grow. Later editions will expand
the empirical chapters as fieldwork and firm-level data mature, and will incorporate
judicial developments as Uganda's sugar-related jurisprudence continues to develop
around land, environment and competition questions.
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Table of Abbreviations

This table collects the abbreviations for courts, regulatory bodies and regional
and institutional actors used throughout this volume. Full names are given at first
mention in each chapter; this table is provided for consolidated reference.

AfCFTA - African Continental Free Trade Area

BoU - Bank of Uganda

CoA - Court of Appeal of Uganda

COMESA - Common Market for Eastern and Southern Africa
EAC - East African Community

EACJ - East African Court of Justice

ERA - Electricity Regulatory Authority

ESIA — Environmental and Social Impact Assessment

FPIC - Free, Prior and Informed Consent

HCU - High Court of Uganda

MAAIF - Ministry of Agriculture, Animal Industry and Fisheries
MTIC - Ministry of Trade, Industry and Cooperatives

NEMA - National Environment Management Authority

NPA - National Planning Authority

PPA — Power Purchase Agreement

SC - Supreme Court of Uganda

UBOS - Uganda Bureau of Statistics

UIA - Uganda Investment Authority

UNBS - Uganda National Bureau of Standards

URA - Uganda Revenue Authority

USISC (“the Council”) — Uganda Sugar Industry Stakeholder Council
VAT - Value Added Tax
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Table of Legislation

Legislation is grouped below by level (national, regional, international) and,
within the national group, listed alphabetically. Instruments enacted after 2020 are
marked to indicate that pinpoint section numbers should be confirmed against the
certified Uganda Gazette text before use in litigation, drafting or regulatory
submissions, consistent with the Author's Note on Method, Data and Citation.

National Legislation (Uganda)

Competition Act 2023 (Uganda)

Constitution of the Republic of Uganda 1995
Employment Act 2006 (Uganda)

Income Tax Act (Cap 340, Uganda)

Land Act (Cap 227, Uganda)

National Environment Act 2019 (Uganda)
Occupational Safety and Health Act 2006 (Uganda)

Sugar Act 2020 (Uganda) — confirm pinpoint sections against the certified Gazette
text.

Sugar (Amendment) Act 2025 (Uganda) — confirm pinpoint sections against the
certified Gazette text.

Sugar Regulations 2025 (Uganda) — confirm instrument number against the
certified Gazette text.

Sugar Cess Act (Uganda, repealed) — predecessor statute, superseded by the Sugar
Act 2020.

Sugar (Control) Act (Uganda, repealed) — predecessor statute, superseded by the
Sugar Act 2020.

Uganda National Bureau of Standards Act (Cap 326, Uganda)
Value Added Tax Act (Cap 349, Uganda)

Regional Instruments

East African Community Customs Management Act 2004
Treaty for the Establishment of the East African Community 1999

COMESA tariff instruments — the Common Market for Eastern and Southern Africa's
common external tariff and rules of origin framework, referenced generally in Part
XII.

Suigeneris Publishers | 8



International Instruments

No binding international instrument is cited to a specific provision in this
edition beyond the regional instruments listed above. Where later editions draw on
international environmental, labour or human-rights instruments in the sugar-sector
context, they will be added to this table.

Suigeneris Publishers | 9



Table of Cases

This edition deliberately does not assign specific case names, courts or
citation years to the Amuru and Bugoma litigation episodes discussed in Chapter 14,
because reliable pinpoint case citations for those matters were not able to be
confirmed against primary court records at the time of writing. Readers requiring
citable authority for these disputes should obtain the case record directly from the
High Court of Uganda registry or a reported law-report series, and should not rely on
this book as authority for a specific case name or citation. The two episodes are
listed below by descriptive title, cross-referenced to the chapters discussing them,
so that the table can be completed with full citations once confirmed.

Amuru district customary land allocation disputes (unreported/various; post-
insurgency customary land claims) — discussed in Chapters 13, 14, 27.

Bugoma Forest Reserve environmental impact assessment litigation and
enforcement action  (unreported/various;  consultation-adequacy  and
deforestation enforcement) — discussed in Chapters 3, 14, 18, 25.
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Executive Summary

The Argument in Brief

Uganda's sugar industry is best understood as a single integrated ecosystem
in which land tenure, sector-specific licensing, competition policy, environmental
compliance, fiscal treatment and regional trade policy all bear directly on the terms
available to outgrowers and on the sustainability of the sector's expansion. Reform
confined to any one of these domains — a licensing amendment here, a tax incentive
there — will underperform a coordinated approach that treats them as a single
system, because the sector's principal problems (weak outgrower bargaining power,
recurring land conflict, uneven environmental compliance, under-diversified by-
products) share common structural roots rather than arising independently in each
domain.

Key Findings

First, the outgrower's bargaining position is structurally weak for reasons that
persist regardless of the specific contract terms negotiated: cane perishability
forecloses realistic search for alternative buyers, licensing typically leaves only one
economically accessible mill per catchment, and input-credit dependency ties the
household to the advancing mill. Second, the sector's land conflicts, most visibly at
Amuru and in the wider northern belt, arise predominantly from inadequate pre-
licensing verification of customary consent rather than from any single defect in
Uganda's land law as written. Third, environmental compliance, illustrated by the
Bugoma controversy, is undermined less by gaps in the formal impact assessment
framework than by fragmented institutional coordination between the licensing and
environmental authorities. Fourth, by-product diversification into ethanol and other
higher-value streams remains constrained primarily by sub-scale individual mill
economics rather than by any absence of technical know-how. Fifth, Uganda's use of
available trade-policy tools — anti-dumping measures, coordinated regional tariff
diplomacy — has been comparatively passive relative to the tools formally available.

Key Recommendations

This book's reform agenda, developed in full in Part XVIII, centres on five
priorities: publishing and confirming the precise statutory text of the 2025 Sugar Act
amendment and regulations to remove current citation uncertainty; conditioning all
new plantation and mill licensing on documented, verifiable customary consent and
joint sign-off between the Ministry of Trade and the National Environment
Management Authority; capitalising the National Sugar Research Institute to close
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the estate—outgrower yield gap; establishing an independent, accessible grievance
mechanism for both land-consent and cane-pricing disputes; and convening a
coordinated national by-product strategy through the Stakeholder Council to achieve
the scale that individual mills cannot reach alone.

How This Book Is Organised

Parts | through IV establish factual foundations — history, geography,
economics and engineering. Part V provides the doctrinal legal core. Parts VI through
XIl examine land, finance, taxation, labour, environment, technology and trade in turn.
Part Xlll profiles the seven principal firms shaping the sector. Part XIV situates
Uganda against seven comparator sugar economies. Part XV synthesises the
sector's political economy. Part XVI develops scenarios to 2050. Part XVII draws the
preceding analysis together into a structural challenge synthesis. Part XVIII sets out
the sequenced reform agenda. Seven appendices supply glossary, statistical,
contractual, financial and bibliographic reference material for direct practitioner use.
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PART |
Foundations of the Sugar Industry
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Foreword

A book that treats an agricultural commodity as a constitutional, economic
and environmental subject all at once risks being dismissed, on first encounter, as an
exercise in scope creep. The opposite is true of sugar in Uganda. Few commodities
force a reader to hold so many disciplines in view simultaneously: the same hectare
of cane may sit on land whose tenure history runs from a 1900 Buganda Agreement
mailo grant to a 2010s customary conversion dispute; the same tonne of cane may
be priced under a statutory formula whose fairness depends on sucrose-testing
infrastructure that does not yet reliably exist; and the same mill's bagasse may
simultaneously solve an energy problem and, if its ash and effluent are mismanaged,
create an environmental one.

This book is written in the conviction that Uganda's sugar sector cannot be
reformed one silo at a time. A licensing reform that ignores land-consent practice
will simply relocate conflict rather than resolve it; an environmental reform that
ignores the economics of outgrower bargaining power will be resisted as an
unfunded mandate; and a competition-law intervention that ignores the sector's
history will misdiagnose deliberate industrial policy as market failure. The chapters
that follow are organised by discipline for clarity of reference, but the analysis
throughout insists on tracing each thread back to the others.

Suigeneris Publishers | 14



How to Use This Book

Readers approaching this volume for a specific purpose need not read it end
to end. A judge or practitioner researching a land or environmental dispute should
begin with Parts V, VI and X, cross-referencing the illustrative case material in
Chapter 14. An investor conducting due diligence should begin with Parts VI, VIII and
XV, and the risk-analysis sections of Chapter 15 in particular. A policymaker
designing the Stakeholder Council's early operating rules should begin with Chapters
11, 12 and 30. A student seeking a general introduction should read Parts |, Il and Il
before selecting a specialised Part for deeper study. Each Part is written to stand
largely on its own, with cross-references provided rather than assumed, in
recognition that few readers will need the whole book on any single occasion even
as the whole book remains available for those who do.
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Chapter 1: Introduction

1.1 Why Sugar Matters

Sugar occupies a disproportionately large place in Uganda's political economy
relative to its share of gross domestic product. It is at once a smallholder crop
sustaining hundreds of thousands of rural households in Busoga, Bunyoro and parts
of northern Uganda; a manufacturing sector generating one of the country's few
significant streams of industrial by-product electricity; a fiscal contributor through
corporate tax, VAT and customs revenue; and a recurring flashpoint in the politics of
land, ethnicity and regional representation. Few single commodities in Uganda
connect constitutional law, environmental governance, labour policy, competition law
and regional trade diplomacy as directly as sugar does.

This volume treats the industry as an integrated ecosystem rather than as an
agricultural sub-sector to be described in isolation. The premise is that the legal
architecture governing licensing, land and environmental compliance cannot be
understood apart from the economics of the value chain, and that neither can be
understood apart from the political bargains struck between millers, outgrowers,
government and financiers over more than a century of sugar production in Uganda.

1.2 Objectives and Scope

The book pursues five objectives: first, to provide a doctrinal account of the
legal and regulatory framework applicable to the sugar sector; second, to map the
economic structure of the industry from cane to export markets; third, to document
the industry's history and its principal firms; fourth, to situate Uganda's experience
against comparator sugar economies; and fifth, to propose a reform agenda
grounded in the preceding analysis rather than in abstraction. The scope is national,
though regional trade dynamics under the East African Community and the Common
Market for Eastern and Southern Africa necessarily draw in a comparative and cross-
border dimension.

1.3 Methodology

The analysis combines doctrinal legal method — the close reading of statutes,
regulations and case law — with descriptive economic analysis of production, trade
and fiscal data, institutional analysis drawing on the machinery-of-government
literature, and firm-level case study method applied to Uganda's principal sugar
producers. Where empirical claims rest on data of variable quality, this is flagged
rather than concealed, consistent with the methodological candour set out in the
Author's Note.
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1.4 Definition of the Sugar Value Chain

For the purposes of this book, the sugar value chain is defined as the
sequence of activities running from planting-material multiplication and cane
cultivation, through harvesting and transport, milling and refining, packaging and
distribution, to retail sale and the parallel valorisation of by-products such as
molasses, bagasse and filter cake. Running alongside this physical chain are three
further flows that this book treats as equally central: an information flow (extension
advice, quality specifications, market signals), a financial flow (input credit, cane
payments, taxation, investment capital) and a governance flow (licensing, contracts,
dispute resolution) that together determine how value generated in the field is
distributed among farmers, millers, workers, the state and financiers.

1.5 Why a Political Economy Lens

A purely technical value-chain description risks presenting the distribution of
benefits along the chain as a neutral consequence of production economics. This
book instead adopts a political economy lens throughout, treating the terms on
which cane is priced, land is allocated, and licences are granted as outcomes of
bargaining power and institutional design as much as of underlying cost structure —
a lens that is essential to understanding why, for instance, statutory protections for
outgrowers have not translated straightforwardly into improved outgrower incomes.

1.6 Structure of the Book

The book proceeds in eighteen Parts. Parts | to IV establish the industry's
history, geography, economics and technical production process. Part V provides the
doctrinal legal core. Parts VI to Xll examine, in turn, land, finance, taxation, labour,
environment, technology and trade. Part XIII profiles the sector's principal firms; Part
XIV situates Uganda comparatively; Part XV synthesises the political economy of
governance; Part XVI looks forward to 2050; Part XVII synthesises structural
challenges; and Part XVIII sets out a sequenced reform agenda. Appendices supply
reference material — a glossary, indicative statistics, model contract clauses, an
appraisal template, and a bibliography — intended for direct practitioner use.

1.7 Interfaces with the Companion Volumes

This volume is written as a stand-alone sectoral monograph but is designed
to interlock with the companion East Africa legal practice series, particularly Land
Transactions in East Africa for tenure and compulsory-acquisition doctrine, and
Commercial Transactions in East Africa for competition, financing and cross-border
dispute resolution. Cross-references are given at the relevant points rather than

Suigeneris Publishers | 17



assumed, so that this book remains usable independently.

1.8 A Note on Reading Order for This Expanded Edition

The expanded edition retains the reading pathways set out in the Foreword's
‘How to Use This Book’ section, and adds one further pathway: a reader auditing this
edition's citation practice should read the Table of Legislation, the Table of Cases
and Appendix F together before relying on any footnote in the chapters that follow.
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Chapter 2: History of Sugar in Uganda

2.1 Colonial Beginnings

Commercial sugar production in Uganda dates to the early decades of the
twentieth century, when Asian entrepreneurial families established the first estates
and mills in the Busoga and Buganda regions. The Madhvani family's Kakira estate,
founded in the 1930s, and the Mehta family's operations at Lugazi, founded in the
1920s, became the twin pillars of an industry that combined estate agriculture with
an emerging outgrower model, and that was integrated from an early stage with
milling, and later with power generation from bagasse.

2.2 The Asian Contribution and Its Disruption

The entrepreneurial contribution of Uganda's Asian community to the sugar
industry is well documented and should be treated with historical nuance rather than
either romanticised or minimised. The same community whose capital and technical
expertise built the industry's foundations was subjected to the mass expulsion
ordered by the Idi Amin government in 1972, an event that devastated the sector
along with much of Uganda's formal economy. Estates were nationalised or fell into
disrepair, milling capacity collapsed, and the skills base built up over four decades
was dispersed almost overnight.

2.3 Nationalisation and Decline

The nationalised successor enterprises of the 1970s operated under
conditions of chronic under-investment, compounded by the broader economic and
political instability of the Amin and early post-Amin period. Production volumes fell
sharply, and by the early 1980s Uganda had become a net importer of a commodity it
had, a decade earlier, produced in surplus.

2.4 Liberalisation and Recovery After 1986

The National Resistance Movement government's economic liberalisation
programme from the mid-1980s onward created the conditions for the industry's
recovery. Key elements included the return of expropriated properties to Asian-
Ugandan families under the Expropriated Properties Act framework, renewed access
to development finance, and a policy environment more hospitable to private
investment. The Madhvani family's return to Kakira and the Mehta Group's re-
engagement at Lugazi anchored this recovery, while the state retained an interest in
Kinyara before its later divestiture.
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2.5 Modern Expansion and Current Trends

From the 2000s onward the industry has expanded well beyond its historic
Busoga and Buganda core, with new entrants including Atiak Sugar in the north, GM
Sugar and Kaliro Sugar Works, and Hoima Sugar's plantation in the mid-west,
alongside capacity expansion at the established estates. This expansion has brought
Uganda from chronic import dependence to periodic surplus and export, while
simultaneously generating the land-related controversies examined in Part VI and the
competition and trade questions examined in Part XIl.

2.6 Continuities Across a Turbulent Century

What is most striking in surveying this century-long history is the continuity of
certain structural features across radically different political periods: the estate-plus-
outgrower model persisted through colonial administration, nationalisation,
expulsion, state control and liberalisation alike, as did the concentration of milling
capacity among a small number of large operators. This continuity suggests that the
sector's current governance challenges are not merely artefacts of any one political
era but reflect deeper structural features of sugar production itself — high fixed
milling costs, cane perishability, and the resulting durability of estate-outgrower
dependency — that any reform agenda must engage with directly rather than
assuming away.

2.7 Historiographical Note

This chapter's historical account draws on the widely available secondary
literature on Uganda's Asian commercial history and on industry and press reporting
of the sector's post-1986 expansion; it does not purport to be an archival economic
history, and readers seeking primary-source depth on the colonial and nationalisation
periods are directed to the specialist economic-history literature on Uganda's Asian
community, cited in Appendix E.

2.8 A Comparative Timeline

Period Principal development

1920s-1930s Mehta and Madhvani estates founded at Lugazi and Kakira

1972 Asian expulsion; estates nationalised or fall into disrepair

1979-1986 Continued decline amid political instability

1986 onward Liberalisation-era recovery and rehabilitation of estates

2000s-2010s New entrants and northern-belt expansion (Atiak and others)

2020 Sugar Act 2020 enacted, replacing earlier sector statutes

2025 Sugar (Amendment) Act and Sugar Regulations introduce the Stakeholder
Council
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Chapter 3: Geography of Sugar Production

3.1 Sugar Belts

Uganda's cane production is concentrated in several distinct agro-ecological
belts: the historic Busoga belt around Kakira, Kaliro and Mayuge; the central Buganda
belt around Lugazi; the mid-western belt around Masindi and Hoima associated with
Kinyara and Hoima Sugar; and the newer northern belt in Amuru and the wider Acholi
sub-region associated with Atiak Sugar. Each belt presents a distinct combination of
soil type, rainfall reliability and land tenure regime, and each has generated a distinct
pattern of investor-community relations.

3.2 Soil, Climate and Irrigation

Sugarcane performs best on well-drained loams with reliable rainfall of at
least 1,200 millimetres annually or supplementary irrigation. Much of Uganda's cane
is grown under rain-fed conditions, which exposes yields to the variability
increasingly associated with climate change, while the larger estates have invested
selectively in irrigation to buffer dry-season stress, particularly at Kakira and on
Hoima Sugar's Kiryandongo plantation.

3.3 Mapping and Spatial Analysis

A rigorous treatment of the industry's geography benefits from geographic
information system analysis overlaying cane-growing areas against forest reserve
boundaries, wetland systems, and administrative land categories. Such analysis is
indispensable to understanding disputes of the kind examined in Chapter 14, where
the proximity of licensed plantations to gazetted forest reserves — as at Bugoma —
has been the proximate cause of litigation and regulatory enforcement action.

Table 3.1 — Comparative Profile of Uganda’s Principal Sugar Belts

Belt Principal Dominant | Anchor | Rainfall Notable
Districts Tenure Mill(s) ' Regime Land/Environment
Issue
Busoga Jinja, Mailo / | Kakira, | Bimodal, | Wetland
Mayuge, customary | Mayuge, | reliable encroachment
Kamuli, Kaliro
Kaliro
Central Buikwe Mailo SCOUL | Bimodal, | Estate under-
(Buganda) (Lugazi) | reliable investment history
Mid- Masindi, Leasehold | Kinyara, A Moderate, | Bugoma forest
Western Kiryandongo, | /  public | Hoima | some reserve proximity
Hoima land Sugar irrigation
Northern | Amuru Customary | Atiak Unimodal, | Customary

Suigeneris Publishers | 22



(Acholi)

(post-

conflict)

Sugar more

variable

3.4 Climate Vulnerability by Belt

consent

and

compensation

disputes

The northern belt's more variable, unimodal rainfall regime exposes Atiak's
outgrower and estate cane to materially greater year-to-year yield risk than the
bimodal Busoga belt enjoys, a differential that should inform both crop-insurance
product design and the sequencing of any future northern expansion, discussed
further in Part XVI.

3.5 Spatial Planning Recommendations

This book recommends that future mill licensing decisions be conditioned on
submission of a GIS-based catchment map cross-referenced against the National
Forestry Authority's reserve boundaries and NEMA's wetland inventory, as a standing
precondition rather than a discretionary best practice — a recommendation
developed further in the reform agenda at Part XVIII.

3.6 Belt-Level Comparative Summary

Belt
Busoga

Buganda (central)
Mid-western

Northern

Dominant tenure
Mailo / customary

Mailo

Freehold / leasehold

Customary converting

to leasehold

Principal estate(s)

Kakira

Lugazi

(Kinyara-affiliated

group entities vary)

Kinyara

Atiak
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PART Il

The Economics of Sugar

Suigeneris Publishers | 24



Chapter 4: Contribution to Uganda's Economy

4.1 GDP, Employment and Fiscal Contribution

The sugar sub-sector's direct contribution to Uganda's gross domestic
product is modest in percentage terms relative to the whole economy, but its
contribution to rural employment, regional income and industrial tax revenue is
disproportionately significant. Industry and government estimates in recent years
have put annual national sugar output in the region of several hundred thousand
metric tonnes, generating tens of thousands of direct jobs on estates and in mills
and a considerably larger multiple of indirect and induced employment among
outgrowers, transporters and ancillary traders.

Table 4.1 — lllustrative Order-of-Magnitude Economic Indicators (for orientation only; confirm current
figures with MAAIF/UBOS before citation)

Indicator Approximate | Primary
Order of | Source to
Magnitude Confirm
National sugar | Several MAAIF
output hundred Statistical
thousand MT | Abstract
per annum
Direct Tens of | MAAIF /
estate/mill thousands industry
employment associations
Indirect Several NPA value-
outgrower- hundred chain
linked thousand analysis
livelihoods
Share of | Low single- | UBOS
manufacturing | digit national
GDP percentage accounts
Export status | Periodic net | Bank of
exporter Uganda
within trade
EAC/COMESA | statistics

4.2 Foreign Exchange and Export Earnings

Uganda's shift from chronic sugar import dependence to periodic net
exportable surplus has altered its foreign exchange position with respect to the
commodity, though this position remains sensitive to weather-driven yield variation,
regional trade policy in Kenya and Tanzania, and world price cycles that periodically
make imported sugar more attractive than domestic supply.

4.3 Industrialisation Effects and Input-Output Linkages
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Sugar milling is one of a small number of Ugandan industrial activities
generating meaningful by-product value addition domestically, principally through
bagasse-fired cogeneration, some molasses-based ethanol distillation, and animal
feed production from filter cake and molasses residues. Beyond the mill gate, the
industry sustains a secondary economy in cane transport, packaging materials,
agrochemical distribution, and rural retail that a narrow value-added accounting
would understate; a fuller input—output treatment, though beyond the primary data
available for this edition, would likely show the sector's effective multiplier to be
considerably larger than its direct GDP share suggests.

4.4 Data Reliability and Methodological Caution

Sugar statistics in Uganda are fragmented across the Uganda Revenue
Authority's trade and excise records, the Uganda Bureau of Statistics' national
accounts, the Ministry of Agriculture's production estimates, and industry
association reporting, and these sources do not always reconcile cleanly. This book
treats the figures presented as indicative of structure and trend, and directs readers
requiring audited or transactional-grade figures to the primary agency in each case,
consistent with the Author's Note on Method.

4.5 Regional Income Distribution

The sector's economic contribution is spatially concentrated in the four sugar
belts identified in Chapter 3, meaning that its rural income effects, while modest in
national aggregate terms, are locally substantial and in some districts constitute the
dominant formal cash-income source available to smallholder households, a
concentration that magnifies both the sector's local development importance and
the local political stakes attaching to licensing and land decisions examined in Parts
V and VI.

4.6 Multiplier Effects Beyond the Farm Gate

Beyond direct estate and mill employment, the sector sustains a secondary
economy of transporters, agrochemical and input dealers, informal traders serving
estate and outgrower households, and, in belts with cogeneration capacity,
downstream users of exported grid electricity — an aggregate multiplier effect that
available fragmented statistics likely understate, and that this book recommends as
a priority area for the input-output research proposed in Chapter 34.

4.7 Indicative Sectoral Contribution Snapshot

The figures below are presented strictly as order-of-magnitude illustrations
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consistent with the Author's Note on Method; they are not audited statistics and
should be updated from the Uganda Bureau of Statistics and Bank of Uganda before
use in any financial or policy submission.

Indicator
Share of agricultural GDP
Direct and indirect employment

Fiscal contribution channels
Bagasse-based generation

Indicative order of magnitude
Low single-digit percentage, concentrated regionally

Several hundred thousand households across the main
belts

Corporate income tax, VAT, customs duty, the sugar levy

A meaningful but sub-national share of installed
renewable capacity

4.8 A Note on Comparative Regional Fiscal Contribution

Kenya's and Tanzania's sugar sectors make broadly comparable fiscal and
employment contributions at a structural level, though precise comparative figures
require primary confirmation from each country's revenue authority and bureau of
statistics; this book does not attempt cross-country quantitative comparison without
such confirmation, consistent with its general data-reliability caveat.
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Chapter 5: The Sugar Value Chain

5.1 Seed and Planting Material

Because sugarcane is vegetatively propagated rather than grown from true
seed, the quality and disease status of planting material is a first-order determinant
of yield and a frequently underappreciated constraint in Uganda. Nucleus estates
typically maintain their own seed-cane multiplication programmes; outgrowers
depend more heavily on informal exchange of planting material, with attendant risks
of varietal degeneration and disease transmission.

5.2 Cane Growing, Harvesting and Transport

The chain proceeds from land preparation and planting through a growth
cycle typically spanning twelve to eighteen months to first harvest, with subsequent
ratoon crops harvested at shorter intervals until yields decline to the point that
replanting becomes economic. Harvested cane deteriorates rapidly once cut, which
places a premium on transport logistics and on the proximity of outgrower plots to
the receiving mill — a constraint that in turn underlies the proximity-based licensing
tests found in the sector's regulatory framework, discussed in Part V.

5.3 Milling, Refining, Packaging and Distribution

At the mill, cane passes through reception, crushing and juice extraction,
clarification, evaporation, crystallisation and drying before packaging for distribution
through wholesale and retail channels. Each stage generates a distinct by-product
stream — bagasse from crushing, filter cake from clarification, molasses from
crystallisation — that downstream chapters treat as a source of diversification rather
than mere waste.

5.4 Financial and Governance Flows

Running parallel to the physical chain are the financial flows connecting cane
pricing formulae, input credit and tax remittance, and the governance flows
comprising outgrower contracts, licensing conditions and dispute-resolution
mechanisms. A value-chain analysis limited to physical flows without attention to
these parallel flows would miss the principal sites of contestation examined
throughout this book.

5.5 Margin Distribution Along the Chain

Available evidence, while incomplete, suggests that milling and distribution
stages capture a disproportionate share of final retail value relative to cane growers,
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a pattern common to sugar economies generally but sharpened in Uganda by the
outgrower's weak fallback position discussed in Chapter 8. Any credible reform
agenda for the sector must treat this margin distribution as a central, not peripheral,
concern.

5.6 Value-Chain Governance and Standard-Setting

Quality specifications for both cane (sucrose content, trash content, cut-to-
crush interval) and finished sugar (grain size, colour, moisture content) are set partly
by the Uganda National Bureau of Standards and partly by individual mill practice,
creating scope for inconsistent grading standards that outgrowers are poorly
positioned to contest.

5.7 An lllustrative Value-Chain Margin Table

The distribution below is illustrative of typical structure rather than a claim
about any specific mill's actual margin, and is offered to aid the reader's intuition
about where bargaining-power questions in Chapter 8 arise.

Stage lllustrative margin driver
Cane growing (outgrower) | Sucrose content, input-credit cost, cane-pricing formula
Harvesting and transport Distance to mill, transport cost pass-through

Milling and refining Extraction efficiency, energy self-sufficiency
By-products Bagasse power sale, molasses/ethanol value capture
Distribution and retail Logistics cost, import-competition pricing pressure
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Chapter 6: Demand and Supply

6.1 Domestic and Industrial Demand

Domestic demand divides between household consumption and industrial
demand from beverage, confectionery and pharmaceutical manufacturers, with
industrial demand tending to require more consistent quality specifications than the
household market.

6.2 Regional Markets: EAC and COMESA

Uganda's sugar trade is shaped substantially by its dual membership of the
East African Community and the Common Market for Eastern and Southern Africa,
which apply overlapping but not identical tariff and safeguard regimes. Kenya's
periodic recourse to import restrictions and its treatment of sugar as a sensitive
product under regional trade arrangements has repeatedly affected the price signals
facing Ugandan producers seeking to export regionally, a dynamic examined further
in Part XII.

6.3 International Markets and Price Transmission

World sugar prices, driven substantially by conditions in Brazil, India and
Thailand, transmit into the Ugandan domestic market both directly, through the price
of imports that compete with domestic supply, and indirectly, through their influence
on regional export incentives. Chapter 20 develops the trade-policy dimension of this
transmission mechanism in greater depth.

6.4 Seasonality and Storage

Because cane crushing follows agronomic rather than purely commercial
scheduling, sugar supply exhibits a degree of seasonality that storage practices at
both mill and distributor level must absorb; inadequate storage and working-capital
constraints among smaller distributors periodically amplify price volatility beyond
what underlying supply conditions alone would produce.

6.5 A Simple Framework for Price Formation

Domestic ex-factory sugar price can be usefully understood as bounded
below by the landed cost of imports (adjusted for applicable tariffs) and above by the
price at which demand destruction sets in; within that band, domestic mill capacity
utilisation, cane supply variability and regional export opportunity determine where
price actually settles in a given season. This simple framework, while not a
substitute for formal econometric estimation, is sufficient to explain most of the
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price movements documented in recent sectoral reporting.

6.6 A Simple Diagnostic Checklist for Supply-Demand Analysts

O Identify whether a price movement originates from domestic supply, regional
trade flows, or international price transmission.

O Check for seasonal storage effects before attributing a price change to a
structural cause.

O Cross-check EAC and COMESA tariff schedules currently in force before
assuming a stable trade-policy baseline.

O Distinguish informal cross-border trade volumes from officially recorded trade
statistics.
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PART Il

Sugarcane Farming
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Chapter 7: Sugarcane Agronomy

7.1 Estate versus Outgrower Agronomy

A useful analytical distinction runs between estate agronomy — typically
larger-scale, more capital-intensive, partially irrigated, and managed to uniform
agronomic protocols — and smallholder outgrower agronomy, which is
predominantly rain-fed, lower-input, and subject to greater variability in ratoon
management and replanting discipline. Yield gaps between the two systems in
Uganda are frequently substantial, and closing them is a recurring theme of sector
reform proposals.

7.2 Varieties, Fertiliser and Pest Management

Uganda's cane varietal base draws substantially on introductions bred for
regional conditions, selected for sucrose content, ratooning ability and disease
resistance. Fertiliser regimes and pest and disease management — including smut,
mosaic virus and stem borer pressure — vary considerably between well-resourced
estates and outgrowers with limited access to extension services and credit for input
purchase.

7.3 Irrigation and Harvest Cycles

Irrigation investment remains concentrated among the larger estates; the
majority of outgrower cane in Uganda is rain-fed, which produces harvest cycles
more sensitive to seasonal rainfall variation and correspondingly greater year-to-year
volatility in cane supply to the mills.

7.4 Ratoon Management and Replanting Discipline

Sucrose yield typically declines across successive ratoon cycles, and the
discipline with which growers replant on an economically optimal cycle — rather than
extending ratoons past the point of declining return purely to defer replanting cost —
is a significant, under-examined determinant of average national yield. Estate
operations generally enforce stricter ratoon-cycle discipline than outgrowers, whose
replanting decisions are constrained by the upfront cost of new planting material and
land preparation.

7.5 Extension Services and the Research Gap

The National Sugar Research Institute contemplated under the Sugar Act
2020 is intended to address the varietal development and extension gap that
currently leaves most outgrowers reliant on informally exchanged planting material
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and mill-provided extension advice of variable quality and reach. Its capitalisation
and staffing to date fall short of the scale required to close this gap nationally, a
constraint identified as a priority in the reform agenda at Part XVIII.

7.6 A Comparative Note on Agronomic Practice

Brazil's and India's cane sectors operate at a scale and with an irrigation and
varietal-research infrastructure well beyond Uganda's current position, and this book
treats them as aspirational rather than directly transplantable comparators; Uganda's
more immediately relevant agronomic peers are Kenya and Tanzania, whose rain-fed
smallholder-dominated models more closely resemble Uganda's own outgrower
structure discussed in Chapter 8.
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Chapter 8: Smallholder Farmers

8.1 Outgrower Systems and Contract Farming

The outgrower model is the dominant production arrangement across
Uganda's sugar belts, linking independent smallholders contractually to a designated
mill through cane supply agreements that typically specify pricing formulae, delivery
obligations, quality standards and, increasingly under the 2025 regulatory framework
discussed in Part V, formal registration requirements. The bargaining position of
individual outgrowers relative to the mill is structurally weak, given the perishability
of cut cane, the absence of realistic alternative buyers in most licensed zones, and
the outgrower's frequent indebtedness to the mill for inputs advanced against future
deliveries.

8.2 Land Tenure and Farmer Organisation

Outgrower land is held under the full range of Uganda's tenure systems —
customary, mailo, freehold and leasehold — and the conversion of customary
holdings into leasehold arrangements to formalise sugar contracts has been a
recurring source of dispute, particularly in the newer northern belt. Farmer
organisation, where it exists, ranges from informal cane-grower associations with
limited bargaining power to more structured cooperative arrangements, though none
in Uganda currently approaches the countervailing market power of grower
organisations in comparator jurisdictions such as Thailand.

8.3 Credit, Insurance and Household Welfare

Access to credit for outgrowers is overwhelmingly mediated through the mill
itself, in the form of input advances repaid from cane proceeds, rather than through
independent commercial or agricultural credit institutions. Formal crop insurance
products for sugarcane remain underdeveloped in Uganda, leaving outgrower
households exposed to compounding climate and price risk with limited formal risk-
transfer mechanisms.

8.4 The Structural Bargaining Problem

Three features combine to weaken outgrower bargaining power in a way that
formal contract terms alone cannot cure: the physical perishability of harvested cane,
which forecloses realistic search for alternative buyers once cutting begins; the
frequent absence, whether by regulation or practical geography, of more than one
licensed mill within economic transport distance; and the outgrower's carried debt
for input advances, which ties the household to the advancing mill regardless of the
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terms subsequently offered for the harvest securing that debt. Any assessment of
contract fairness that ignores this structural triangle will systematically understate
the mill's effective bargaining advantage.

8.5 Case Studies by Estate

Kakira's outgrower base is the largest and most institutionally developed in
Uganda, reflecting nearly a century of estate—outgrower coexistence, and benefits
from the estate's longer-established extension and input-credit infrastructure.
Lugazi's outgrower relations have been shaped by the estate's more volatile
corporate history, with periods of under-investment translating into inconsistent
extension support. Kinyara combines a substantial nucleus estate with an extensive
outgrower network across Masindi district, and its transition through state
ownership to private control offers a instructive case of how ownership change
affects the terms actually offered to growers, examined further in Chapter 23. Atiak's
outgrower model, developed in a post-conflict northern setting, has drawn particular
scrutiny over land consent processes, examined further in Part VI. Mayuge and
Kamuli present smaller-scale but locally significant outgrower economies within the
historic Busoga belt, generally receiving less scholarly and regulatory attention than
their scale within local rural economies would justify.

8.6 Toward a Fairer Outgrower Framework

The reform agenda developed in Part XVIII proposes that the 2025
registration framework be paired with a mandatory, standardised disclosure of the
cane-pricing formula's inputs at each payment cycle, an independent audit right
exercisable by registered outgrower associations, and access to the Stakeholder
Council's grievance mechanism without requiring individual outgrowers to bear the
cost of formal litigation to enforce contractual pricing terms.

8.7 A Bargaining-Power Diagnostic Checklist

[0 Is there more than one economically accessible mill within practical transport
distance of the outgrower?

[0 Does the outgrower have independent access to sucrose-testing to verify the
mill's assay?

O Is the outgrower's input credit tied exclusively to the advancing mill?

1 Is the outgrower registered under the 2025 Regulations, and does registration
in practice improve their bargaining position?

O Is there an accessible, independent grievance channel short of full litigation?
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PART IV

Sugar Manufacturing
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Chapter 9: Engineering of Sugar Production

9.1 The Milling Process

Cane reception and preparation is followed by crushing and juice extraction,
typically through a tandem milling train or diffuser system; clarification of the
extracted juice to remove impurities; multiple-effect evaporation to concentrate the
juice into syrup; vacuum-pan crystallisation to produce raw sugar crystals; and
centrifugal separation, drying and packaging of the final product. Modern plants
increasingly integrate automated process control, though the degree of automation
varies considerably across Uganda's mills, with the older, larger estates generally
further advanced than newer entrants.

9.2 Old versus Modern Plant

The efficiency gap between Uganda's most modernised milling trains and its
older or newer but less capitalised plants has direct implications for cane extraction
rates, energy self-sufficiency, and the volume of exploitable by-product, and is
therefore central to the by-product economics examined in the following chapter.

9.3 Key Performance Benchmarks

Internationally recognised milling performance benchmarks include a
preparatory index (measuring the effectiveness of cane shredding prior to extraction)
of ninety per cent or above, mill extraction rates of ninety-six per cent or above,
bagasse moisture content controlled to fifty per cent or below to sustain efficient
boiler combustion, and boiling-house recovery of ninety per cent or above. Uganda's
more modernised plants approach these benchmarks; older or newer but under-
capitalised plants typically fall meaningfully short, with direct consequences for both
sugar yield per tonne of cane and surplus bagasse available for cogeneration.

9.4 Energy Balance and Self-Sufficiency

A well-run modern mill is capable of near energy self-sufficiency from its own
bagasse, with surplus available for grid export where cogeneration infrastructure and
power purchase arrangements permit; less efficient plants may instead need to
supplement bagasse with purchased fuel, reversing the by-product's economics
from a revenue source into a cost.

9.5 Indicative Benchmarking: Older versus Modern Plant

Metric Older plant (indicative) Modern plant (indicative)
Extraction efficiency Lower, more variable Higher, more consistent
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Energy self-sufficiency Partial Often full or surplus-generating

Automation level Largely manual control Substantial automated control
By-product capture Limited beyond basic bagasse @ Broader, incl. potential
use ethanol/cogeneration export
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Chapter 10: By-Products

10.1 Bagasse Cogeneration

Bagasse, the fibrous residue remaining after juice extraction, is Uganda's
most successfully commercialised sugar by-product, fired in boilers to generate
process steam and electricity. Kakira in particular has developed cogeneration
capacity sufficient to export surplus power to the national grid, a model other estates
have moved toward with varying degrees of investment.

10.2 Molasses and Ethanol

Molasses, the non-crystallisable residue of the crystallisation process, is
amenable to fermentation into ethanol for fuel-blending, industrial or beverage use,
though Uganda's distillation capacity remains modest relative to comparator
producers such as Brazil and Mauritius, and the chapter examines the regulatory and
commercial barriers — including fuel-blending mandate design and feedstock
competition — that have constrained this diversification.

10.3 Filter Cake, Animal Feed and Other Streams

Filter cake and bagasse residues are increasingly directed toward animal feed
and organic fertiliser applications, contributing modestly to a circular-economy
model that remains under-exploited relative to its technical potential.

10.4 The Case for a National By-Product Strategy

No single Ugandan mill currently operates at a scale sufficient, on its own, to
justify the fixed investment cost of the most advanced by-product technologies —
large-scale ethanol distillation, bagasse pelletisation for export, or verified carbon
credit project structuring. This book argues that a coordinated, sector-wide by-
product strategy, potentially convened through the Stakeholder Council, would allow
smaller producers to access shared distillation or pelletisation infrastructure that
none could justify individually, a proposal developed further in Part XVIII.

10.5 A By-Product Diversification Roadmap

Horizon Priority action Institutional lead

Near-term Standardise bagasse power-purchase terms | ERA, individual mills
across mills

Medium-term Feasibility study for shared ethanol-distillation | Stakeholder Council
infrastructure

! Author's proposed reform, not a citation to existing law.
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Long-term Coordinated national by-product strategy and | MTIC, Stakeholder Council
export positioning
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PART V

Law and Regulation
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Chapter 11: Legal Framework

11.1 Constitutional Foundations

The Constitution of the Republic of Uganda, 1995, supplies the foundational
framework within which sugar-sector regulation operates: the protection against
deprivation of property without compensation, the vesting of land in citizens under
the various tenure systems, the right to a clean and healthy environment, and the
national objectives and directive principles of state policy relating to economic
development and the environment. These provisions are not merely background,;
they are regularly invoked, directly or indirectly, in disputes over land acquisition for
sugar estates and over environmental compliance.”

11.2 The Sugar Act 2020

The Sugar Act, 2020 is the core sector-specific statute, replacing the earlier
Sugar Cess Act and Sugar (Control) Act. It establishes a regulatory board with
functions spanning licensing of mills and jaggery plants, coordination between
growers and millers, dispute mediation, market monitoring and statistics, and the
promotion of research through a dedicated sugar research institute. It further
introduces a statutory cane-pricing formula intended to link the price paid to
outgrowers to the sucrose content of delivered cane and to a share of realised sugar
revenue, and requires licensing of any mill, jaggery mill or by-product processing
plant before commencement of operations.’

11.3 The 2025 Amendment and Stakeholder Council

A subsequent amendment reorganises sector governance around a Uganda
Sugar Industry Stakeholder Council with an advisory role to the Minister on licensing,
levies and outgrower registration, and a statutory grievance pathway to the courts for
parties aggrieved by Council or Ministerial decisions. Because the precise section
numbering of this amendment is not uniformly reported in secondary sources at the
time of writing, practitioners should confirm citations against the certified Gazette
text before relying on them.*

11.4 The 2025 Sugar Regulations: Licensing and Outgrower Registration

Regulations operationalising the 2020 Act and its amendment introduce a
proximity-based licensing test — restricting new mill licences where an applicant's

2 Constitution of the Republic of Uganda 1995, arts 26, 39, 237, 239-240.

¥ Sugar Act 2020 (Uganda) (pinpoint sections to be confirmed against the certified Gazette text).
* Sugar (Amendment) Act 2025 (Uganda) (pinpoint sections to be confirmed against the certified
Gazette text).
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proposed catchment would encroach on an existing licensee's cane-sourcing area or
where the local resource base cannot sustainably support an additional mill —
alongside mandatory registration of outgrowers, minimum landholding thresholds,
exclusive supply obligations to a designated mill, and packaging and labelling
requirements for both domestic and imported sugar. These provisions directly shape
the bargaining environment analysed in Chapter 8.°

11.5 The Cane-Pricing Formula in Doctrinal Detail

The statutory cane-pricing formula established under the 2020 Act links
outgrower payment to the sucrose content of delivered cane and a defined share of
realised sugar revenue, structured to ensure growers receive not less than a
specified minimum proportion of the value generated from their cane once milled. In
principle, this formula converts an otherwise opaque bilateral negotiation into a
transparent, auditable calculation; in practice, its protective effect depends entirely
on the reliability of sucrose testing at the mill gate and on growers' practical ability to
challenge a result they believe understates true sucrose content — an ability this
book assesses as currently limited by the absence of independent testing
infrastructure accessible to outgrowers.®

11.6 Licensing as a Competition-Law-Adjacent Instrument

The proximity-based licensing test under the 2025 Regulations performs a
function closely analogous to a market-entry barrier of the kind ordinarily scrutinised
under competition law: it protects an incumbent mill's outgrower catchment from a
rival's entry on the stated rationale of resource sustainability, but in doing so it also
insulates the incumbent from the competitive discipline that a rival mill's presence
would otherwise impose on the price offered to outgrowers. This tension between
resource-sustainability regulation and competitive discipline is not resolved by the
current framework and is a central theme of the reform proposals in Part XVIII.”®

11.7 Offences, Enforcement and Due Process

The 2020 Act and 2025 Regulations create a range of offences relating to
unlicensed milling, unregistered cane growing or supply, and sale to unlicensed
buyers, with penalties including fines denominated in currency points and, for the
more serious offences, custodial sentences. The due-process safeguards attaching

® Sugar Regulations 2025 (Uganda) (instrument number to be confirmed against the certified Gazette
text).

® Sugar Act 2020 (Uganda) (pinpoint sections to be confirmed against the certified Gazette text).

7 Sugar Regulations 2025 (Uganda) (instrument number to be confirmed against the certified Gazette
text).

# Competition Act 2023 (Uganda).
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to licence refusal or revocation — including the stated right to reasons and, under the
2025 Amendment, a grievance pathway to the courts — are an important, if still
developing, check on regulatory discretion that this book recommends be
strengthened through published, reasoned decisions as a matter of routine practice
rather than only upon request.”™""

11.8 Interaction with the Competition Act 2023

The Competition Act 2023's prohibitions on abuse of dominance and anti-
competitive agreements apply to the sugar sector notwithstanding the sector-
specific licensing regime, raising the question, not yet tested in Ugandan
jurisprudence at the time of writing, of how a licensing-conferred catchment
protection interacts with a subsequent competition-law challenge to conduct within
that catchment — for example, coordinated pricing among the small number of mills
operating in a given region."

11.9 Interaction with Environmental Licensing

A sugar-sector licence under the 2020 Act and 2025 Regulations does not
substitute for the separate environmental and social impact assessment approval
required under the National Environment Act 2019 for new plantation or milling
development; the two approval processes are formally distinct but have not always
been sequenced or coordinated in practice, a gap this book identifies as a
contributing cause of the disputes examined in Chapter 14."*"*

11.10 Comparative Regional Regulatory Architecture

Uganda's sector-specific licensing model is not unique in the region. Kenya's
sugar sub-sector is now regulated principally through the Crops Act 2013 and
subsidiary regulations administered by the Agriculture and Food Authority's Sugar
Directorate, which absorbed the functions of the former Kenya Sugar Board;
Tanzania regulates its sugar industry through the Sugar Industry Act 2001,
administered by the Sugar Board of Tanzania. The table below compares the three

? Sugar Act 2020 (Uganda) (pinpoint sections to be confirmed against the certified Gazette text).

'% Sugar (Amendment) Act 2025 (Uganda) (pinpoint sections to be confirmed against the certified
Gazette text).

" Sugar Regulations 2025 (Uganda) (instrument number to be confirmed against the certified Gazette
text).

'2 Competition Act 2023 (Uganda).

¥ Land Act (Cap 227, Uganda); National Environment Act 2019 (Uganda); Employment Act 2006
(Uganda); Occupational Safety and Health Act 2006 (Uganda); Income Tax Act (Cap 340, Uganda);
Value Added Tax Act (Cap 349, Uganda); Competition Act 2023 (Uganda); Uganda National Bureau of
Standards Act (Cap 326, Uganda).

' National Environment Act 2019 (Uganda), impact assessment provisions.
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regimes at a structural level; readers requiring pinpoint provisions for a Kenyan or
Tanzanian transaction should confirm the current text with the relevant national law
reporting body before reliance, consistent with this book's general citation practice.

Feature Uganda Kenya Tanzania
Principal statute Sugar Act 2020 Crops Act 2013 (sugar | Sugar Industry Act
provisions) 2001
Sector regulator Ministry of Trade / | AFA Sugar Directorate Sugar Board of
USISC Tanzania
Cane pricing Statutory sucrose-linked | Negotiated, AFA- | Board-facilitated
formula facilitated formula
Licensing approach Proximity-based Directorate licensing of | Board licensing of
catchment test millers/growers millers
Outgrower Mandatory statutory | Registration via cane | Registration via
registration registration development Board
agreements

This comparison suggests that Uganda's proximity-based catchment test is a
more explicit market-structuring device than its Kenyan or Tanzanian counterparts,
which rely more heavily on negotiated cane development agreements between
millers and grower associations; the competition-law tension identified at 11.6 above
is accordingly more acute in the Ugandan model than in either comparator.'

11.11 A Due-Diligence Checklist for Sugar-Sector Licensing

The following checklist is offered as a practical starting point for counsel
advising a licence applicant or a lender financing a new mill or plantation. It does not
substitute for jurisdiction- and site-specific advice.

O Confirm current licensing status and catchment boundaries of any existing mill
within the proposed radius.

O Obtain and review the Ministry of Trade's published (or requested) catchment-
sustainability assessment for the proposed site.

[ Verify that any land to be used has cleared the National Environment Act 2019
impact-assessment process, and that the two approvals are sequenced rather
than sought in parallel without coordination.

O Confirm the tenure status of the land (customary, mailo, freehold or leasehold)
and identify all persons holding a customary or spousal interest requiring
consent.

[0 Request documented evidence of free, prior and informed consultation with

'® Crops Act 2013 (Kenya); Sugar Industry Act 2001 (Tanzania) (both to be confirmed against the
Kenya Law Reports and the Tanzania Legal Information Institute respectively before use in cross-
border transactional or litigation work).
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affected customary landholders, even though this is not yet a standalone
statutory requirement.

[0 Review the outgrower registration and minimum-landholding thresholds
applicable in the proposed catchment.

[0 Assess exposure under the Competition Act 2023 if the applicant or an affiliate
already holds a catchment in an adjoining area.

O Confirm the reporting line to the Uganda Sugar Industry Stakeholder Council
and the grievance pathway available to affected parties.

11.12 Practitioner Note on the Grievance Pathway

Practitioner note. The statutory grievance pathway introduced by the 2025
Amendment routes complaints to the Council in the first instance before
recourse to the courts. Practitioners should treat this as a mandatory first
step rather than an optional one, and should build the Council's likely
timetable into any litigation strategy, since a court asked to intervene before
the Council has had a reasonable opportunity to consider a grievance may
decline to do so on ripeness grounds.

11.13 Interaction with Investment Facilitation

Sugar-sector investment proposals of sufficient scale will typically also
engage the Uganda Investment Authority's facilitation and, where applicable,
incentive functions under the investment code; counsel should treat sector licensing
and investment facilitation as parallel rather than sequential processes, since delay
in either can stall the other.™

'® Investment Code Act 2019 (Uganda).
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Chapter 12: Institutions

12.1 Ministries and Regulatory Agencies

Institutional responsibility for the sector is dispersed across the Ministry of
Trade, Industry and Cooperatives (licensing and the sugar levy), the Ministry of
Agriculture, Animal Industry and Fisheries (agronomic policy and extension), the
National Environment Management Authority (impact assessment and enforcement),
the Uganda Revenue Authority (tax administration), the Uganda National Bureau of
Standards (product standards), the Uganda Investment Authority (investment
facilitation), the National Planning Authority (sectoral planning) and the Electricity
Regulatory Authority (power purchase arrangements for bagasse cogeneration),
alongside local governments exercising land and licensing functions at district level.

12.2 The Uganda Sugar Industry Stakeholder Council

The Council established under the 2025 Amendment is intended to function
as the sector's principal coordinating and advisory body, bringing together
government, millers and grower representatives to advise the Minister on licensing,
levies and outgrower registration, and to receive grievances in the first instance
before matters proceed to the courts. Its practical effectiveness will depend
substantially on the balance of representation between millers and growers on its
membership, and on whether its advisory recommendations are in practice treated
as persuasive or merely nominal by the Minister."

12.3 Coordination Failures

This institutional multiplicity generates recurrent coordination problems:
licensing decisions taken by the Ministry of Trade have on occasion proceeded
without full alignment with the National Environment Management Authority's
impact assessment process; revenue-maximising objectives at the Uganda Revenue
Authority have periodically sat in tension with the Ministry of Agriculture's production
-incentive objectives; and district local governments' land-allocation decisions have
not always been reconciled with national-level sector planning. A candid institutional
analysis of the sector cannot treat this fragmentation as a minor administrative
inconvenience; it is a recurring cause of the land and environmental disputes
examined in Parts VI and X.

12.4 Capacity and Enforcement Constraints

' Sugar (Amendment) Act 2025 (Uganda) (pinpoint sections to be confirmed against the certified
Gazette text).
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Both the National Environment Management Authority and the Ministry of
Trade's licensing function operate with staffing and field-inspection capacity that
this book assesses as materially below what comprehensive, proactive enforcement
across Uganda's dispersed sugar belts would require, resulting in an enforcement
posture that is more often reactive to complaint or controversy than routinely
preventive.

12.5 A Proposed Institutional Coordination Protocol

This book recommends the adoption of a standing inter-agency protocol
requiring joint sign-off by the Ministry of Trade and the National Environment
Management Authority before any new mill or plantation licence is issued, coupled
with a shared spatial database of licensed catchments, forest and wetland
boundaries, and registered outgrower land, to reduce the coordination failures
documented above. This proposal is developed further in Part XVII1."*"

12.6 Comparative Institutional Architecture

The table below situates Uganda's dispersed institutional model against the
more centralised single-regulator models used in Kenya and Tanzania.

Function Uganda Kenya Tanzania
Licensing Ministry of Trade, Industry | AFA Sugar Directorate | Sugar Board of
and Cooperatives Tanzania
Environmental NEMA (separate process) | National Environment | National
compliance Management Environment
Authority (Kenya) Management
Council (Tanzania)
Stakeholder Uganda Sugar Industry | AFA-convened Sugar Board
coordination Stakeholder Council stakeholder forums stakeholder
committees
Research National Sugar Research | Kenya Sugar | Tanzania
Institute (proposed | Research Institute Sugarcane
capitalisation, see 12.5) Research Institute

The comparison suggests that Uganda's principal institutional weakness
relative to its neighbours is not an absence of equivalent bodies but the lack of a
single institution with combined licensing and environmental sign-off authority,
reinforcing the coordination-protocol recommendation at 12.5.

'® Land Act (Cap 227, Uganda); National Environment Act 2019 (Uganda); Employment Act 2006
(Uganda); Occupational Safety and Health Act 2006 (Uganda); Income Tax Act (Cap 340, Uganda);
Value Added Tax Act (Cap 349, Uganda); Competition Act 2023 (Uganda); Uganda National Bureau of
Standards Act (Cap 326, Uganda).

'% National Environment Act 2019 (Uganda), impact assessment provisions.
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12.7 A Step-by-Step Guide to a New Mill Licence Application

[0 Step 1: Pre-application scoping: identify proposed catchment and confirm no
overlapping licensed catchment exists.

[0 Step 2: Commission an independent catchment-sustainability and cane-supply
feasibility study.

1 Step 3: Initiate the National Environment Act 2019 impact-assessment process
in parallel, not sequentially.

O Step 4: Engage customary and other landholders in documented consultation
before land conversion proceeds.

[0 Step 5: Submit the licence application to the Ministry of Trade, Industry and
Cooperatives with supporting studies.

[0 Step 6: Notify the Uganda Sugar Industry Stakeholder Council for its advisory
input.

O Step 7: Register anticipated outgrowers and confirm compliance with
minimum-landholding thresholds.

[0 Step 8: Obtain the environmental approval and the sector licence, confirming
the two are aligned before construction begins.

12.8 Recommended Institutional Reform Sequencing

This book's institutional reform recommendations are sequenced rather than
simultaneous: the joint sign-off protocol proposed at 12.5 should precede any
expansion of the Stakeholder Council's mandate, since a coordination failure
between two agencies is more tractable to correct than a coordination failure among
three or more once an enlarged Council is operating. The full sequencing is set out in
the reform roadmap at Part XVIII.
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Chapter 13: Land Tenure and the Sugar Estate

13.1 The Four Tenure Systems

Uganda's Constitution and Land Act recognise customary, mailo, freehold and
leasehold tenure, each interacting differently with sugar investment. Mailo tenure in
Buganda has historically underpinned estates such as Lugazi; customary tenure
predominates in the northern belt where Atiak Sugar's plantation was developed; and
leasehold arrangements, whether converted from customary land or granted over
public land, have been the preferred vehicle for newer estate development at scale.”

13.2 Large-Scale Acquisitions and Northern Uganda

The wave of investor interest in sugar estate development in the Acholi sub-
region from approximately 2007 onward, coinciding with the end of the northern
insurgency and the return of displaced populations to customary land, produced
some of the most contentious land transactions in the modern sugar sector.
Questions of free, prior and informed consent, the adequacy of consultation with
customary landholders, and the compensation offered for land converted to long
leases have recurred in litigation and public controversy surrounding these
acquisitions.”’

13.3 Outgrower Land Disputes

A second category of land dispute arises not from large estate acquisition but
from disagreements between outgrowers and mills, or among outgrowers
themselves, over boundaries, overlapping claims, and the terms on which customary
landholders enter longer-term supply arrangements that some later come to regard
as improvident.

13.4 Compulsory Acquisition, Compensation and Conflict Resolution

Constitutional and statutory compensation requirements under Article 26 of
the Constitution and the Land Act establish the baseline legal standard against
which compulsory acquisition for sugar-related infrastructure must be tested, while
in practice conflict resolution proceeds through a mixture of administrative
mediation, customary authority, and, less frequently, formal litigation — a pattern
examined further in the illustrative decisions discussed in Chapter 14.7

20 Constitution of the Republic of Uganda 1995, art 237; Land Act (Cap 227, Uganda) ss 3-4.

' Land disputes concerning Amuru district customary land allocations (reported and unreported;
Einpoint citations to be confirmed against High Court records before use in submissions).

Z Constitution of the Republic of Uganda 1995, art 26; Land Act (Cap 227, Uganda).
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13.5 Free, Prior and Informed Consent as an Emerging Standard

Although Uganda's domestic law does not currently impose a standalone
statutory requirement of free, prior and informed consent in the manner developed
under international indigenous-rights instruments, the concept has increasingly
informed civil society and donor expectations of how customary landholders should
be engaged before large-scale land conversion to sugar estates, and this book treats
meaningful, documented consultation — going beyond the minimum consultation
Uganda's positive law technically requires — as good practice that materially reduces
downstream litigation risk for investors, independent of its formal legal status.

13.6 The Role of District Land Boards and Local Councils

District land boards and local council structures play a gatekeeping role in
customary-to-leasehold conversion processes that has, in the disputes examined in
this Part, sometimes been criticised for inadequate verification of the consent of all
persons holding a customary interest in the land in question, particularly where land
was vacated during periods of conflict and its occupants dispersed.

13.7 Comparative Land Tenure and Sugar Estate Development

Jurisdiction Dominant tenure for estates Customary land safeguard Typical
instrument
Uganda Mailo (south), leasehold | Land Act consent and  Long lease or
conversion (north) consultation practice freehold
conversion
Kenya Freehold and leasehold Community Land Act 2016 | Long lease over
registration registered
community land
Tanzania Village land converted to | Village Land Act 1999 village | Right of
general land -assembly consent occupancy /

derivative right

Tanzania's requirement of village-assembly consent prior to the conversion of
village land to general land for investment purposes is, on its face, a more codified
free, prior and informed consent safeguard than Uganda's current practice-based
approach described at 13.5, and offers a instructive comparator for the statutory
reform this book recommends in Part XVIII.*

13.8 A Land Due-Diligence Checklist for Sugar Estate Acquisition

O Obtain a certified copy of the certificate of title or, for customary land,

% Community Land Act 2016 (Kenya); Village Land Act 1999 (Tanzania) (both to be confirmed against
primary sources before use in comparative submissions).
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documented evidence of the tenure claim.

O Search for and resolve any competing customary claims, giving particular
weight to occupation interrupted by displacement.

[0 Confirm spousal and family consent has been obtained for any transaction
affecting family land.

O Verify district land board or local council sign-off on any customary-to-
leasehold conversion.

0 Document consultation with all identifiable customary interest-holders, even
beyond the statutory minimum.

O Confirm compensation, where compulsory acquisition is involved, meets the
constitutional prompt-and-adequate standard.

[0 Cross-check the proposed estate boundary against gazetted forest, wetland
and other protected-area boundaries.

13.9 Model Clauses Addressing Consent and Land Representations

Appendix C of this book sets out model contractual clauses for cane-supply
and land-related agreements, including a representation-and-warranty clause
addressing customary consent and a dispute-resolution clause tailored to land-
related grievances; drafters should adapt rather than adopt these clauses verbatim,
since the adequacy of any consent representation depends heavily on the specific
facts of the land in question.

13.10 Spousal and Family Consent Considerations

Land Act protections requiring consent to transactions affecting family land
apply to sugar-estate land acquisitions in the same manner as to any other land
transaction, and this book treats verification of spousal and family consent as a
routine, non-negotiable element of due diligence rather than a formality, given the
frequency with which consent disputes have unsettled land transactions in other
sectors of the Ugandan economy.*

2 Land Act (Cap 227, Uganda), provisions on consent to transactions in family land (pinpoint sub-
sections to be confirmed against the certified Act before use in submissions).
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Chapter 14: lllustrative Land and Environmental Disputes

14.1 Amuru District Land Disputes

Litigation arising from land allocations in Amuru district in the period
following the northern insurgency illustrates the evidentiary difficulty of establishing
customary tenure claims in a post-conflict setting, and the tension between investor
land allocations sanctioned by local land boards and community assertions of
unextinguished customary right. These disputes are frequently cited as a cautionary
precedent for due diligence on customary land in any newer sugar-belt expansion.”

14.2 Fact Pattern and Legal Issues in the Amuru Disputes

The recurring fact pattern in the Amuru disputes involves land vacated during
the period of insurgency-driven displacement, subsequently allocated by the district
land board to an investor entity on the understanding that it was unoccupied or
available public or customary land, followed by the return of displaced persons
asserting continuing customary interest that they contend was never lawfully
extinguished. The legal issues raised include the evidentiary weight to be given to
occupation interrupted by conflict-driven displacement, the adequacy of the land
board's inquiry into competing claims prior to allocation, and the appropriate remedy
— restitution, compensation, or a negotiated benefit-sharing arrangement — where
investment has already proceeded on the disputed land by the time the claim is
litigated.?

14.3 The Bugoma Forest Controversy

The licensing of sugarcane cultivation on land bordering the Bugoma Central
Forest Reserve generated sustained civil society challenge to the environmental
impact assessment process, culminating in litigation testing the adequacy of public
participation in that process and, separately, regulatory enforcement action directed
at deforestation alleged to have occurred within or adjacent to the reserve. The
episode is instructive on the practical limits of environmental impact assessment as
currently administered, a theme developed further in Part X.”’

14.4 The Litigation and Enforcement Sequence

The Bugoma sequence proceeded broadly as follows: an environmental and
social impact assessment certificate was issued for plantation development on land

%% Land disputes concerning Amuru district customary land allocations (n 7).

%¢ |and disputes concerning Amuru district customary land allocations (n 7).

% Environmental impact assessment litigation and enforcement action concerning the Bugoma
Forest Reserve (reported and administrative sources; pinpoint citations to be confirmed).
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adjoining the reserve; civil society organisations challenged the adequacy of public
consultation underlying that certificate before the High Court, which upheld the
certificate while noting the procedural standards applicable to future assessments;
separately, the National Environment Management Authority subsequently issued
enforcement directives addressing deforestation alleged to have occurred within the
protected reserve boundary, including restoration obligations; and a further civil
society appeal concerning consultation adequacy was later withdrawn. Read
together, these episodes illustrate both the availability of judicial and administrative
avenues to contest sugar-related environmental decisions and the practical limits of
those avenues once substantial investment and land clearing have already occurred
by the time a challenge is finally resolved.”

14.5 Lessons for Future Licensing

Both the Amuru and Bugoma episodes point to the same underlying lesson:
disputes are far more difficult and costly to resolve once investment has proceeded
than they would be if consent, consultation and environmental compliance were
rigorously verified before licensing. This book's reform agenda in Part XVIII
accordingly prioritises pre-licensing verification over post-hoc dispute resolution.

14.6 A Case-Digest Table: Amuru and Bugoma Compared

Feature
Underlying resource

Trigger
Principal legal issue
Forum(s) engaged

Outcome status

Amuru
Customary agricultural land

Post-insurgency land allocation to
investor

Evidentiary weight of interrupted
occupation

Land board process; asserted
customary claims
Contested; not fully judicially

settled at time of writing

Bugoma

Land adjoining a central forest
reserve

Plantation  licensing
protected reserve
Adequacy of public participation in
impact assessment

adjoining

High Court; NEMA enforcement
directives
Certificate upheld; separate

enforcement directives issued

This digest is descriptive rather than a substitute for the primary case record;
as noted in the Table of Cases, pinpoint citations for both matters should be
obtained directly from the High Court registry or a reported law series before being
relied upon as precedent.

14.7 A Risk Matrix for Future Licensing Decisions

%8 Environmental impact assessment litigation and enforcement action concerning the Bugoma
Forest Reserve (reported and administrative sources; pinpoint citations to be confirmed).
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Risk factor Amuru-type

exposure
Unverified  customary | High
claims

Protected-area Low
proximity

Displaced-population High
return

Weak public | Moderate
participation record

Bugoma-type
exposure
Low

High

Low

High

14.8 Cross-References to the Land Volume

Mitigation

Pre-licensing consultation
and documented consent
(13.5,13.8)

Joint MTIC/NEMA sign-off
protocol (12.5)

Extended notice and
claims  period before
allocation

Published, reasoned
licensing and assessment
decisions (11.7)

Readers requiring a fuller comparative treatment of customary tenure,
compulsory acquisition and compensation across the wider East African region
should consult the companion volume, Land Transactions in East Africa, Volume
One, particularly its chapters on customary and community land and on compulsory
acquisition, which develop several of the doctrinal points introduced only in sector-

specific outline here.

Suigeneris Publishers | 57



PART VI
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Chapter 15: Investment Models and Capital Structure

15.1 Greenfield, Brownfield and Nucleus-Outgrower Models

Investment in Uganda's sugar sector falls broadly into greenfield development
of new mills such as Atiak, GM and Hoima Sugar; brownfield capacity expansion at
established estates such as Kakira and Kinyara; and variations on the nucleus-estate
-plus-outgrower model that combine a captive estate supply base with contracted
smallholder cane to achieve mill-scale throughput.

15.2 Sources of Capital

Financing has drawn on a mixture of internally generated group cash flow,
commercial bank debt, development finance institution lending, and, in a smaller
number of cases, direct foreign investment and public-private partnership structures
for associated infrastructure such as power evacuation.

15.3 Risk Analysis

Political risk in the sector centres on licensing and land-policy inconsistency;
commercial risk on cane and world sugar price volatility and currency exposure for
imported inputs and equipment; and operational risk on infrastructure deficits,
particularly rural road quality affecting cane transport timeliness, and grid reliability
affecting cogeneration economics.

15.4 Project Appraisal

Standard appraisal practice for new mill or cogeneration investment applies
discounted cash flow analysis with sensitivity testing against cane price, sugar price,
foreign exchange and interest rate assumptions; Appendix D of this volume sets out
a simplified template that can be adapted for indicative feasibility screening, though
bankable appraisal for actual transactions requires project-specific engineering and
market data beyond the scope of a reference text.

15.5 lllustrative Capital Structure for a New Mill Project

Publicly available descriptions of integrated plantation—mill-cogeneration
proposals in Uganda have contemplated phased land development, moving from an
initial pilot area through intermediate expansion to a mature estate footprint of
several thousand hectares, paired with milling capacity in the low thousands of
tonnes of cane crushed per day, cogeneration capacity of some tens of megawatts,
and, in more ambitious proposals, an ethanol distillery of several tens of thousands
of litres per day capacity, financed through a debt-heavy structure of roughly three
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parts debt to one part equity, targeting an internal rate of return comfortably above
typical infrastructure hurdle rates. Figures of this kind should be treated as
illustrative of the shape such a project takes rather than as a specific project's
audited figures.”

15.6 Public-Private Partnership Structures

Where cogeneration surplus is intended for grid export, the commercial
viability of the project depends materially on the terms of the power purchase
agreement negotiated with the national utility or the Electricity Regulatory Authority's
framework tariff, and on the reliability of grid interconnection infrastructure, both of
which sit partly outside the investor's direct control and therefore warrant explicit
contractual risk allocation.

15.7 Development Finance and Blended Capital

Development finance institutions have periodically supported Ugandan sugar-
adjacent investment, particularly in cogeneration and outgrower-facing components,
on concessional terms intended to de-risk the portions of a project with the
strongest developmental externality — such as smallholder inclusion — even where
the core milling investment is financed on purely commercial terms.

15.8 A Lender Due-Diligence Checklist

[0 Confirm sector licence status and catchment boundary before financial close.

[ Confirm environmental approval is sequenced consistently with the licence, not
merely applied for.

[0 Stress-test cane-supply assumptions against outgrower registration numbers
actually achieved, not merely projected.

O Confirm land tenure and consent documentation independently of the
sponsor's representations.

O Model bagasse power-purchase revenue conservatively pending a signed
power-purchase agreement.

% publicly reported illustrative project proposal figures (treat as indicative only).
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Chapter 16: Fiscal Treatment of the Sugar Sector

16.1 Corporate Income Tax and Capital Allowances

Sugar milling companies are subject to the standard corporate income tax
regime under the Income Tax Act, with capital allowances available for qualifying
plant and machinery investment in milling and cogeneration infrastructure, an
important consideration given the capital intensity of modern milling trains.*

16.2 VAT and Excise Treatment

Uganda has at various times exempted unprocessed sugar from value-added
tax on affordability grounds, a policy choice that generates input-credit
complications for millers and periodic debate over whether exemption or zero-rating
better serves the twin goals of affordability and fiscal coherence; readers requiring
the current VAT and excise treatment applicable to a specific transaction should
confirm the position directly with the Uganda Revenue Authority, as this treatment
has been subject to periodic legislative amendment.*’

16.3 Customs Duty and Regional Tariff Treatment

Import duty on sugar entering Uganda is governed by the East African
Community Common External Tariff and, for trade with COMESA member states, by
that bloc's separate tariff and safeguard arrangements, creating a dual regime
whose interaction is examined further in Part XI1.*

16.4 Transfer Pricing

Multinational-linked sugar groups with regional operations present transfer
pricing exposure in areas such as intra-group technical service fees, equipment
procurement and financing arrangements, an area in which Uganda Revenue
Authority audit capacity has historically lagged the complexity of the arrangements
under review.

16.5 The Sugar Levy

The levy framework introduced alongside the 2025 Amendment funds the
Stakeholder Council's operations and is collected from licensed millers, raising the
standard incidence question of whether the levy is ultimately absorbed by millers,

%% Income Tax Act (Cap 340, Uganda), general capital allowance provisions.

%1 Value Added Tax Act (Cap 349, Uganda) (confirm current sugar treatment with the Uganda Revenue
Authority).

%2 East African Community Customs Management Act 2004; COMESA tariff instruments.
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passed back to outgrowers through the cane-pricing formula, or passed forward to
consumers through the ex-factory price — a question this book flags as meriting
empirical study once sufficient post-implementation data becomes available.****

16.6 Import Duty Incentives and Export Promotion

Capital equipment imports for milling and cogeneration investment have
periodically benefited from duty concessions under the Investment Code framework,
while export promotion incentives applicable to regional sugar sales interact with the
East African Community and COMESA tariff regimes discussed in Part XII.

16.7 Tax Planning versus Tax Avoidance

Legitimate tax planning within the sector — timing capital allowance claims,
structuring financing to optimise interest deductibility within thin-capitalisation limits
— should be distinguished from more aggressive avoidance structures such as
artificially inflated intra-group service fees, a distinction this book urges the Uganda
Revenue Authority's large taxpayer unit to police through sector-specific audit
guidance given the concentration of the industry among a small number of
multinational-linked groups.

16.8 A Comparative Note on Regional Fiscal Treatment

Kenya and Tanzania each operate their own capital-allowance and VAT
treatment for agro-processing investment, and any cross-border investor comparing
effective tax burdens across the three jurisdictions should obtain current
confirmation from each country's revenue authority rather than rely on a generalised
comparison, given how frequently incentive regimes are amended.*

%8 Constitution of the Republic of Uganda 1995, art 237; Land Act (Cap 227, Uganda) ss 3-4.
% Land disputes concerning Amuru district customary land allocations (reported and unreported;
?inpoint citations to be confirmed against High Court records before use in submissions).

® Income Tax Act (Cap 340, Uganda); Value Added Tax Act (Cap 349, Uganda) (comparative Kenyan
and Tanzanian provisions to be confirmed against the Kenya Revenue Authority and Tanzania
Revenue Authority respectively).
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Labour
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Chapter 17: Employment Conditions and Industrial Relations

17.1 Estate and Factory Employment

Sugar estates and mills are among Uganda's larger formal-sector rural
employers, engaging labour across field operations, factory processing, and
increasingly automated maintenance functions, under contracts governed by the
Employment Act 2006.*°

17.2 Mechanisation and Employment Trajectories

Cane harvesting in Uganda remains predominantly manual, in contrast to the
highly mechanised harvesting characteristic of Brazil, any future shift toward
mechanised harvesting carries significant employment displacement implications
for a workforce numbering in the tens of thousands, and should be approached, if
pursued, with a transition strategy rather than as a purely technical efficiency
decision.

17.3 Occupational Safety and Health

Field and factory operations present distinct occupational hazards — manual
cane-cutting injuries and agrochemical exposure in the field; burns, machinery and
boiler-related hazards in the mill — governed by the Occupational Safety and Health
Act 2006, with enforcement capacity that this book assesses as uneven across the
sector.”

17.4 Gender and Child Labour

Women are disproportionately engaged in lower-paid field tasks such as
planting and weeding while remaining underrepresented in factory and management
roles and in outgrower association leadership. The risk of child labour in outgrower
households, particularly during peak planting and weeding periods, is a recognised
reputational exposure for Ugandan sugar in markets increasingly attentive to labour
standards in agricultural supply chains, and merits the sustained monitoring
attention recommended in Part XVIII.

17.5 Trade Unions and Collective Bargaining

Unionisation within the sector is uneven across estates, with collective
bargaining coverage strongest at the longest-established mills and comparatively
underdeveloped among outgrower households, who fall largely outside standard

% Employment Act 2006 (Uganda).
% Occupational Safety and Health Act 2006 (Uganda).
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labour-law protections applicable to direct employees.

17.6 Housing, Health and Skills Development

The larger, longer-established estates provide worker housing, on-site health
facilities and, in some cases, technical training schemes as part of an integrated
welfare model dating to the industry's colonial-era origins; newer entrants have
generally not replicated this model at comparable scale, raising questions about the
sustainability of labour conditions as the sector's newer capacity matures.

17.7 An Ethical Sourcing Perspective

As Ugandan sugar and its derivatives increasingly enter supply chains for
export-oriented beverage and confectionery manufacturers subject to their own
ethical sourcing commitments, the sector's labour standards — particularly around
child labour risk in outgrower households and occupational safety in field operations
— will face growing external scrutiny independent of domestic regulatory
enforcement, a dynamic this book recommends the industry treat as a commercial
as well as a compliance consideration.

17.8 An Employment Compliance Checklist

O Confirm written contracts of employment are in place for estate and factory
workers as required by law.

O Confirm occupational safety and health measures specific to milling and cane-
cutting operations are documented and inspected.

O Confirm no child labour is present in outgrower supply chains feeding the mill.

O Confirm freedom of association and collective bargaining channels are
functioning, not merely nominal.

These compliance points track the baseline obligations imposed generally on
Ugandan employers and are not sugar-specific, but this book's ethical-sourcing
perspective at 17.7 treats consistent verification across outgrower supply chains,
not just estate employment, as the harder and more consequential compliance
task.*”®

%% Employment Act 2006 (Uganda); Occupational Safety and Health Act 2006 (Uganda).
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Chapter 18: Environmental Governance

18.1 The Impact Assessment Framework

New sugar milling and plantation development is subject to environmental
and social impact assessment under the National Environment Act 2019, requiring
screening, scoping, public disclosure and participation, and a decision by the
National Environment Management Authority before licensed operations may
commence. The adequacy of public participation actually achieved in practice — as
opposed to the participation formally required — has been the central point of
contention in the disputes examined in Chapter 14.%

18.2 Water Use and Wetlands

Sugar processing and, to a lesser extent, irrigated cane cultivation are water-
intensive, requiring abstraction permits and generating wastewater whose treatment
and discharge require ongoing regulatory monitoring; encroachment on wetland
systems, particularly in the Busoga belt, has been documented in relation to cane
expansion.

18.3 Deforestation and Biodiversity

Expansion of licensed cane cultivation into land bordering gazetted forest
reserves has generated the most visible environmental controversy in the sector's
recent history, examined in the Bugoma case study, and raises broader questions
about the adequacy of buffer-zone enforcement around Uganda's remaining forest
estate.

18.4 Circular Economy and Carbon Markets

Bagasse cogeneration already displaces fossil-fuel-generated grid electricity
and represents Uganda's most developed circular-economy application in the sector;
the extension of this model into verified carbon credit generation remains
constrained by the transaction costs of methodology certification and by the
relatively small scale of individual Ugandan mills relative to the fixed costs of
establishing a bankable carbon project.

18.5 ESG Reporting and Capital Market Pressure

As Ugandan sugar groups seek regional and international financing,
environmental, social and governance reporting expectations from lenders and

% National Environment Act 2019 (Uganda), impact assessment provisions.
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development finance institutions are increasingly influencing disclosure practice
around land acquisition process, water use and emissions, even in the absence of a
comprehensive domestic ESG disclosure mandate.

18.6 Toward Stronger Enforcement

This book recommends that the National Environment Management
Authority's enforcement posture shift from the largely complaint-driven pattern
evident in the Bugoma sequence toward scheduled, proactive inspection of licensed
plantations bordering forest reserves and wetlands, backed by the shared spatial
database proposed in Chapter 12, as a precondition for maintaining licensed status.

18.7 An Environmental Compliance Checklist

[0 Confirm an environmental and social impact assessment certificate has been
issued for the specific site, not a generic sector approval.

[0 Confirm public participation in the assessment process is documented, not
merely asserted.

O Confirm wetland and forest-reserve boundaries have been independently
verified against the proposed development footprint.

O Confirm a monitoring and enforcement mechanism is in place for the
operational life of the project, not only at the licensing stage.
This checklist operationalises the Bugoma lessons discussed at 14.5 and
14.7, and is intended to be applied prospectively to any new plantation or milling
proposal rather than only retrospectively to disputed projects.®

2 National Environment Act 2019 (Uganda), impact assessment provisions.
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Chapter 19: Technology Adoption Across the Value Chain

19.1 On-Farm Technology

Precision agriculture techniques — variable-rate fertiliser application, satellite
and drone-based crop monitoring, and soil-moisture sensing for irrigation scheduling
— are technically well proven but remain largely confined to the estate segment in
Uganda, given the capital, connectivity and technical-support requirements that place
them beyond the reach of most outgrowers without institutional support.

19.2 In-Mill Automation

Process automation and predictive maintenance are more advanced at the
longer-established mills, where investment cycles have permitted phased
modernisation of milling trains and control systems, than at newer entrants still
consolidating basic operational reliability.

19.3 Realistic Adoption Pathways for Smallholders

For the outgrower segment, the more realistic near-term technology pathway
runs through simpler interventions — SMS-based extension advisory services, mobile
-money-enabled cane payment systems, and low-cost soil testing — rather than
through the more capital-intensive precision-agriculture and blockchain-traceability
technologies more readily adopted at estate scale.

19.4 Digital Traceability and Market Access

Blockchain or simpler digital ledger-based traceability systems, linking
registered outgrower plots to delivered cane batches and finished product lots, could
support both the sucrose-content dispute-resolution function discussed in Chapter 8
and future access to premium export markets increasingly attentive to supply-chain
traceability, though the infrastructure and institutional coordination costs of
implementation at national scale should not be underestimated.

19.5 A Phased Technology Adoption Roadmap

This book proposes a three-tier adoption roadmap: an immediate tier
comprising mobile-money cane payments and SMS extension advisory, feasible
within existing mobile network coverage; a medium-term tier comprising satellite-
based yield monitoring and shared soil-testing facilities operated through the
Stakeholder Council; and a longer-term tier comprising full precision-agriculture and
blockchain traceability integration, contingent on the connectivity and capital
investment addressed in Part XVI's future scenarios.

Suigeneris Publishers | 71



19.6 A Technology Adoption Readiness Matrix

Actor
Smallholder

outgrower
Estate operation

Mill (processing)

Regulator

Readiness constraint
Capital and connectivity constraints

Legacy equipment, capital cycle

length

Capital cost of upgrade

Limited
capacity

technical verification
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Blended finance for efficiency
retrofits
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PART XIlI

Competition and Trade
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Chapter 20: Market Structure, Competition and Regional Trade

20.1 Market Structure

Uganda's sugar milling sector exhibits oligopolistic characteristics, with a
small number of established players accounting for the large majority of national
output notwithstanding the entry of newer producers, a structure that raises the
standard competition-law concerns of coordinated conduct and buyer power vis-a-
vis outgrowers examined under the Competition Act 2023.*

20.2 Import Competition and Regional Trade Friction

Cheaper sugar sourced from world markets and, at times, informally re-routed
through regional borders has periodically undercut domestic prices, prompting
industry lobbying for tariff protection and periodic government intervention in pricing
and import licensing that this book assesses as a recurring rather than settled
feature of the policy landscape.

20.3 The EAC-COMESA Overlap

Kenya's treatment of sugar as a sensitive product subject to periodic import
restriction, set against Uganda's growing exportable surplus, has been a recurring
source of regional trade friction, compounded by the differing tariff and rules-of-
origin treatment applicable under the East African Community Common External
Tariff as against COMESA arrangements.

20.4 Anti-Dumping and Safeguard Measures

Uganda has made limited use to date of formal anti-dumping or safeguard
mechanisms available under regional and World Trade Organization frameworks in
response to import competition, a policy restraint that this book assesses against
the available legal tools in Chapter 30's reform recommendations.

20.5 AfCFTA and Longer-Term Trade Integration

The African Continental Free Trade Area's phased tariff liberalisation schedule
presents both an opportunity for Ugandan sugar and derivative products to access
wider continental markets and a longer-term competitive threat from lower-cost
producers elsewhere on the continent, a dual-edged prospect this book examines
further in the 2050 scenarios of Part XVI.

20.6 Informal Cross-Border Trade

4T Competition Act 2023 (Uganda).
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Informal, undocumented cross-border movement of sugar, particularly along
porous sections of Uganda's borders with Kenya and South Sudan, complicates both
accurate trade statistics and the effectiveness of formal tariff and safeguard
measures, and is a persistent enforcement challenge for revenue and standards
authorities alike.

20.7 A Trade-Policy Toolkit Checklist

OO0 Assess whether an anti-dumping or safeguard measure is available and
justified against a specific import surge.

O Confirm current EAC common external tariff treatment for sugar before
assuming a stable baseline.

O Confirm whether a COMESA-specific tariff or safeguard provision applies in
parallel to the EAC regime, and how the two interact.

O Assess exposure to a Competition Act 2023 challenge before coordinating any
industry-wide pricing or supply response to import competition.

This book's assessment in the Executive Summary that Uganda's use of
available trade-policy tools has been comparatively passive is a diagnostic rather
than a criticism of any particular official; it reflects an institutional capacity
constraint as much as a policy choice, and the checklist above is offered to help
close that gap in future practice.*

“2 East African Community Customs Management Act 2004; Competition Act 2023 (Uganda).
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Case Studies
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Chapter 21: Kakira Sugar Limited

21.1 History and Ownership

Kakira, the Madhvani Group's flagship estate near Jinja, traces its origins to
the 1930s and stands as Uganda's oldest continuously significant sugar operation,
surviving nationalisation-era disruption and the 1972 expulsion of its founding family
before their return and the estate's redevelopment from the mid-1980s onward. It
remains privately held within the Madhvani Group's diversified regional business
interests.

21.2 Production Capacity and Farming Model

Kakira combines a substantial nucleus estate with Uganda's largest and most
institutionally developed outgrower network, a structure permitting the estate to
smooth cane supply variability by drawing on both company-managed and
independently grown cane, and giving it the scale to justify the capital investment in
cogeneration and distillation infrastructure described below.

21.3 By-Products and Diversification

Kakira has developed bagasse cogeneration capacity sufficient to export
surplus electricity to the national grid, alongside molasses-based ethanol distillation,
positioning it as the closest Ugandan analogue to the integrated sugar-energy
complexes more commonly associated with Brazil and Mauritius.

21.4 Sustainability Initiatives

The estate's long operating history has permitted incremental investment in
worker housing, on-site health facilities and technical training, reflecting a welfare
model dating to the industry's earliest decades and generally exceeding what newer,
less capitalised entrants have been able to replicate.

21.5 Challenges and Controversies

As the sector's largest single player, Kakira attracts the most sustained
regulatory and competition-policy attention within the industry, including scrutiny of
its outgrower pricing practices and its influence, whether formal or informal, over
sector-wide licensing and levy policy discussions.

21.6 Lessons for the Sector

Kakira's near-century trajectory demonstrates both the potential of an
estate—outgrower model sustained over multiple generations to achieve genuine by-
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product diversification, and the competition-policy risks that attend a single
dominant player's accumulated influence over regulatory and pricing outcomes — a
tension this book's reform agenda addresses through the strengthened Stakeholder
Council governance proposed in Part XVIIl.

Comparative Snapshot

Feature Summary

Region Busoga (Kakira)

Tenure base Predominantly mailo

Distinguishing feature Oldest continuously operating estate; most extensive by-product

diversification
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Chapter 22: Sugar Corporation of Uganda Limited (Lugazi)

22.1 History and Ownership

SCOUL, historically associated with the Mehta Group, represents Uganda's
second-oldest major estate, founded in the 1920s and, like Kakira, disrupted by
nationalisation and the 1972 expulsion before a subsequent recovery under
continued Mehta Group association.

22.2 Production Capacity and Farming Model

Lugazi's operation combines an estate core with an outgrower network
drawing substantially on Buganda's mailo tenure system, giving it a distinct land-
tenure profile relative to Kakira's more mixed customary and mailo catchment.

22.3 By-Products and Technology

SCOUL's by-product diversification and process modernisation have
historically lagged Kakira's, reflecting a more volatile investment history across
ownership transitions, though periodic capital injection has supported incremental
upgrading of milling capacity.

22.4 Challenges

The estate's more volatile corporate history illustrates the vulnerability of even
long-established sugar operations to under-investment cycles, with knock-on effects
for the consistency of extension support available to its outgrower base, discussed
in Chapter 8.

22.5 Lessons for the Sector

Lugazi's trajectory offers a cautionary counterpoint to Kakira's: mere longevity
in the sector does not guarantee sustained competitiveness absent consistent
reinvestment, a lesson directly relevant to the capital-structure recommendations in
Part VII.
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Chapter 23: Kinyara Sugar Limited

23.1 History and Ownership

Kinyara, in Masindi district, was developed with state involvement before
passing through a period of full or partial state ownership and subsequent
divestiture to private investors associated with the Rai Group, a trajectory offering a
useful case study in the effects of ownership transition on outgrower relations and
investment discipline.

23.2 Production Capacity and Farming Model

Kinyara combines a large nucleus estate with an extensive outgrower base
across Masindi district, historically one of the more agronomically favourable mid-
western sugar belts, with irrigation investment supplementing the belt's moderate
rainfall regime.

23.3 By-Products and Technology

Post-privatisation investment has supported milling capacity expansion and
incremental cogeneration development, though on a scale still smaller than Kakira's
most advanced infrastructure.

23.4 Challenges

The transition through state ownership to private control has, at various
points, unsettled outgrower expectations regarding pricing continuity and extension
support, illustrating the importance of contractual continuity provisions surviving a
change of ownership — a recommendation this book incorporates into the model
outgrower contract clauses at Appendix C.

23.5 Lessons for the Sector

Kinyara's history demonstrates that privatisation can catalyse renewed
investment, but only where accompanied by deliberate continuity safeguards for
existing outgrower relationships, rather than treating the outgrower base as a
passive asset transferring automatically with the estate.

Comparative Snapshot

Feature Summary

Region Buganda (Lugazi)

Tenure base Predominantly mailo

Distinguishing feature Twin founding estate alongside Kakira; long integration with milling and
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power generation
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Chapter 24: Atiak Sugar Factory

24.1 History and Ownership

Atiak's development in the post-conflict Acholi sub-region of northern Uganda
from the 2010s onward makes it the most politically significant of the newer
entrants, developed against the backdrop of the region's recovery from decades of
insurgency-driven displacement.

24.2 Production Capacity and Farming Model

The estate combines a nucleus plantation with an outgrower model still in
earlier stages of institutional development than the long-established southern and
mid-western estates, operating under the more variable unimodal rainfall regime
documented in Chapter 3.

24.3 Land Acquisition and Community Relations

Atiak's land-acquisition and community-consultation history has drawn the
closest scrutiny of any Ugandan sugar estate, situated as it is within the customary-
tenure, post-conflict setting examined in depth in Part VI, and its experience is the
primary illustrative case for the free, prior and informed consent discussion in
Chapter 13.

24.4 Challenges

Beyond land-consent questions, the estate faces the agronomic challenge of
establishing consistent outgrower yields under a more variable rainfall regime than
its southern counterparts, and the institutional challenge of building extension and
pricing-transparency infrastructure without the benefit of decades of accumulated
estate—community relationship-building.

24.5 Lessons for the Sector

Atiak stands as the sector's clearest test case for whether newer sugar
investment in customary-tenure, post-conflict settings can be structured to avoid
repeating the consultation and consent shortfalls documented in the Amuru disputes,
and this book's reform agenda treats Atiak's ongoing experience as the benchmark
against which future northern expansion should be judged.

Comparative Snapshot

Feature Summary
Region Mid-western belt (Kinyara)
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Tenure base Freehold and leasehold
Distinguishing feature Significant outgrower base in a drier agro-ecological zone
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Chapter 25: Mayuge, Kaliro, GM Sugar and Hoima Sugar

25.1 Mayuge and Kaliro

These smaller Busoga-belt operations sustain locally significant outgrower
economies within the historic core of Uganda's sugar geography, generally receiving
less scholarly and regulatory attention than their scale within local rural economies
would justify, and illustrating that meaningful sector analysis cannot focus solely on
the largest players.

25.2 GM Sugar

GM Sugar represents part of the more recent wave of milling capacity entering
the sector, its development illustrating both the continued commercial attractiveness
of Uganda's sugar market to new entrants and the proximity-based licensing
constraints under the 2025 Regulations that any such new entrant must now
navigate.

25.3 Hoima Sugar

Hoima Sugar's mid-western plantation, developed in proximity to the Bugoma
Central Forest Reserve, is the estate at the centre of the environmental impact
assessment and enforcement controversy examined in detail in Chapter 14, making
it the sector's principal case study in the practical limits of Uganda's current
environmental licensing framework.

25.4 Comparative Lessons Across the Newer Entrants

Read together, GM Sugar and Hoima Sugar illustrate the two principal risk
categories facing new entrants under the current framework — competitive
foreclosure through proximity-based licensing, and environmental and community
controversy where expansion approaches protected land — while Mayuge and Kaliro
illustrate that the sector's smaller, longer-established players continue to sustain
rural livelihoods with comparatively little of the controversy attaching to either the
largest or the newest operations.

Table 25.1 — Summary Comparison of Case-Study Estates

Estate | Belt Founded Model Principal
(approx.) Distinguishing
Feature
Kakira Busoga | 1930s Nucleus estate + = Most
large outgrower @ advanced by-
network product

diversification

Suigeneris Publishers | 84



SCOUL | Central | 1920s Nucleus estate +
(Lugazi) mailo
outgrowers
Kinyara | Mid- 1960s-70s | Nucleus estate +
Western outgrowers
Atiak Northern | 2010s Nucleus estate +
developing
outgrower base
Mayuge | Busoga | Varied Smaller
/ Kaliro estate/outgrower
GM Varied 2010s—-20s | Newer entrant
Sugar
Hoima | Mid- 2010s Plantation-led
Sugar Western

Comparative Snapshot

Feature

Region

Tenure base
Distinguishing feature

Summary

Northern belt (Atiak)

Volatile
investment
history

State-to-
private
ownership
transition

Post-conflict
land consent
scrutiny

Under-studied
local
significance

Proximity-
licensing
constraints

Bugoma
forest reserve
proximity
dispute

Customary converting to leasehold
Post-conflict land acquisition history discussed in Chapter 14

25.5 A Consolidated Comparative Table of Principal Firms

Firm
Kakira Sugar Limited
Sugar  Corporation of

Uganda (Lugazi)
Kinyara Sugar Limited

Atiak Sugar Factory

Mayuge / Kaliro / GM
Sugar / Hoima Sugar

Belt
Busoga

Buganda
Mid-western
Northern

Busoga/Mid-
western

Tenure base

Mailo

Mailo

Freehold/leasehold

Customary/leasehold

Mixed
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Oldest estate; extensive
by-product diversification
Twin founding estate with
Kakira

Large outgrower base in
drier zone
Post-conflict land
acquisition history

Newer, smaller-scale
entrants



PART XIV

Comparative Analysis
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Chapter 26: Uganda in Comparative Perspective

26.1 Brazil

Brazil's sugar-ethanol complex, built on highly mechanised harvesting,
integrated ethanol production for a domestic flex-fuel vehicle fleet, and a scale of
operation an order of magnitude beyond Uganda's, illustrates both the productivity
ceiling achievable through mechanisation and the labour-displacement cost of
pursuing it without a managed transition.

The Brazilian model's most transferable feature for Uganda is not its scale,
which is not realistically replicable in the near term, but its demonstration that
ethanol offtake can be structured as a genuine alternative revenue stream rather
than a marginal by-product, provided fuel-blending policy is designed with sufficient
long-term certainty to justify distillery investment — a policy-certainty lesson directly
relevant to the by-product strategy proposed in Chapter 10.

26.2 India

India's smallholder-dominated, heavily subsidised sugar economy offers a
closer structural analogy to Uganda's outgrower model than Brazil's estate system
does, though India's scale, minimum support price mechanisms and cooperative
milling structures differ substantially from Uganda's arrangements.

India's cooperative milling model, in which grower cooperatives themselves
own and operate processing capacity rather than merely supplying an investor-
owned mill, is the single most structurally distinct feature worth Ugandan policy
attention, since it directly addresses the bargaining-power asymmetry documented
in Chapter 8 by relocating milling profit to the grower level rather than leaving
growers as price-takers vis-a-vis an investor-owned mill.

26.3 Thailand

Thailand's relatively efficient export orientation and comparatively well-
organised cane-grower associations offer an instructive comparator on farmer
organisation and price-sharing formula design.

Thailand's statutory cane-and-sugar revenue-sharing formula, administered
with the active participation of grower associations in the annual price-setting
process, offers a more participatory model than Uganda's current formula, under
which the price calculation is set by regulation with comparatively limited routine
grower participation in its ongoing administration.
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26.4 Kenya, Tanzania and Regional Peers

Kenya's chronic mill inefficiency and periodic import dependency, set against
its protective trade posture toward Ugandan surplus, illustrates the tension between
domestic industry protection and regional integration commitments; Tanzania
presents a broadly similar structural picture with its own distinct regulatory history.

The Kenyan case in particular illustrates a lesson Uganda should heed in its
own policy design: prolonged tariff protection extended to inefficient domestic
milling capacity, without a corresponding productivity-improvement mandate, tends
to entrench inefficiency rather than build genuine competitiveness, a caution directly
relevant to any future Ugandan protective tariff response to import competition
discussed in Part XII.

26.5 South Africa, Mauritius and Ethiopia

South Africa's more industrialised, better-regulated sugar economy and
Mauritius's successful diversification away from sugar dependence into services and
light manufacturing offer contrasting lessons in institutional quality and economic
diversification strategy, while Ethiopia's state-led investment model in new sugar
development offers a comparator on the risks of large public capital commitment to
the sector.

Mauritius's experience is particularly instructive for Uganda's longer-term
strategic thinking: rather than treating sugar as a permanent economic anchor,
Mauritius progressively redeployed capital and skills accumulated in the sugar
sector into tourism, financial services and light manufacturing, suggesting that
Uganda's sugar belts might similarly be viewed as a platform for broader rural
industrialisation rather than an end in themselves.

Table 26.1 — Indicative Comparative Positioning (orders of magnitude; confirm current figures
against national and FAQ/ISO sources before citation)

Country | Production Farming Model By-Product Key Lesson

Scale Diversification | for Uganda
Brazil Very large, | Highly Advanced Mechanisation
global price- | mechanised ethanol requires
setter estate integration managed
labour
transition
India Very large, | Smallholder- Moderate Cooperative
subsidised dominated, structures can
cooperative strengthen
milling grower
bargaining
power
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Thailand | Large, export | Organised Growing Strong grower

-oriented grower ethanol sector | associations
associations improve
pricing
transparency
Kenya Moderate, Mixed Limited Protectionism
import- estate/outgrower without
dependent efficiency
gains is
unsustainable
South Large, Estate- Advanced Strong
Africa industrialised | dominated institutions
underpin
consistent
quality
standards
Mauritius | Small, Estate High (energy,  Diversification
diversified biomass) beyond sugar
away from itself is a
sugar viable  long-
term strategy
Ethiopia | Emerging, State plantation | Limited to | Large public
state-led model date capital
commitment

carries fiscal
risk absent
strong project
management

26.6 Synthesised Lessons for Uganda

Drawing across the seven comparators, three lessons stand out as most
directly transferable to Uganda's context: first, that grower organisation — whether
through Thai-style associations or Indian-style cooperatives — is the single most
effective available lever for improving outgrower bargaining power short of direct
price regulation; second, that by-product diversification of the kind achieved in Brazil
and Mauritius depends on reaching a minimum viable scale that individual Ugandan
mills mostly have not yet achieved, reinforcing the case for the coordinated national
by-product strategy proposed in Chapter 10; and third, that Ethiopia's experience
counsels caution against large state-led capital commitment to new sugar capacity
without the institutional project-management capacity to match the scale of
investment.

26.7 A Consolidated Cross-Country Comparative Table

Country Structural model Feature most relevant to Uganda

Brazil Large-scale,  flex-fuel  ethanol | Scale needed for viable ethanol
integration diversification

India Cooperative and private mill mix, | Long experience of statutory cane
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Thailand

Kenya

Tanzania

South Africa
Mauritius / Ethiopia

/

cane-price statutory control

Quota-and-revenue-sharing  cane
system
AFA-regulated, negotiated cane

development agreements

Sugar Board-regulated, village-land
consent safeguard

Varied; Mauritius notably diversified
into energy and rum
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pricing and its limits
Alternative  model
revenue-sharing

Closest comparator institutionally
(11.10, 12.6)

Codified consent model (13.7)

for grower

Diversification pathway for a
mature, land-constrained sector



PART XV

Governance
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Chapter 27: The Political Economy of Sugar Governance

27.1 Lobbying and Industry Influence

Organised industry voice, exercised both through formal association and
through direct engagement with ministries, has shaped licensing decisions, tax
treatment and land allocation in ways that this book assesses candidly rather than
treating the sector's regulatory history as the product of disinterested technocratic
decision-making alone.

27.2 Subsidies and Implicit Support

Explicit tax incentives and less visible forms of support — including
infrastructure provision, expedited land allocation, and periodic price intervention —
together constitute a support architecture whose distributional effects merit closer
scrutiny than they have historically received.

27.3 Corruption Risk and Policy Coherence

Land allocation and environmental permitting processes present recognised
corruption risk exposure, compounded by the policy incoherence documented in
Chapter 12 between agencies pursuing production, revenue and environmental
objectives that are not always reconciled at the point of decision.

27.4 Policy Coherence and the Ministerial Triangle

The recurring tension among the Ministry of Trade's export-promotion
mandate, the Ministry of Agriculture's farmer-support mandate, and the Ministry of
Finance's revenue-maximisation mandate produces policy outcomes — such as
periodic ad hoc import licensing decisions — that satisfy no single objective fully and
that this book attributes to the absence of a single accountable coordinating
authority with power to bind all three ministries on sugar-specific questions, a gap
the Stakeholder Council is only partially positioned to fill given its advisory rather
than binding mandate.®

3 Sugar (Amendment) Act 2025 (Uganda) (pinpoint sections to be confirmed against the certified
Gazette text).

“3 Constitution of the Republic of Uganda 1995, arts 26, 39, 237, 239-240.

“3 Sugar Act 2020 (Uganda) (pinpoint sections to be confirmed against the certified Gazette text).

3 Sugar (Amendment) Act 2025 (Uganda) (pinpoint sections to be confirmed against the certified
Gazette text).

3 Sugar Regulations 2025 (Uganda) (instrument number to be confirmed against the certified Gazette
text).

3 Land Act (Cap 227, Uganda); National Environment Act 2019 (Uganda); Employment Act 2006
(Uganda); Occupational Safety and Health Act 2006 (Uganda); Income Tax Act (Cap 340, Uganda);
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27.5 Who Wins and Who Loses

Under the current governance equilibrium, the clearest winners are the
established milling groups, who benefit from proximity-based licensing protection,
accumulated bargaining advantage over outgrowers, and the most developed access
to by-product revenue; the clearest losers are outgrower households bearing the
structural bargaining disadvantages documented in Chapter 8 and, in the northern
belt, customary landholders whose consent processes have been most contested;
government occupies an ambiguous middle position, gaining fiscal revenue and rural
employment but bearing the reputational and social cost of unresolved land and
environmental disputes.

27.6 A Stakeholder Power-Mapping Table

Stakeholder Principal interest Principal source of leverage

Millers Secure catchment, price stability Licensing incumbency, capital,
employment

Outgrowers Fair pricing, secure land tenure Numbers, political voice at district
level

Ministry of Trade Sector growth, revenue, stability Licensing authority

NEMA Environmental compliance Impact-assessment and
enforcement authority

Financiers Return on capital, risk mitigation Capital access, covenant leverage

Value Added Tax Act (Cap 349, Uganda); Competition Act 2023 (Uganda); Uganda National Bureau of
Standards Act (Cap 326, Uganda).

3 Constitution of the Republic of Uganda 1995, art 237; Land Act (Cap 227, Uganda) ss 3-4.

“ Land disputes concerning Amuru district customary land allocations (reported and unreported;
pinpoint citations to be confirmed against High Court records before use in submissions).

3 Land disputes concerning Amuru district customary land allocations (n 7).

“3 Environmental impact assessment litigation and enforcement action concerning the Bugoma
Forest Reserve (reported and administrative sources; pinpoint citations to be confirmed).

3 Income Tax Act (Cap 340, Uganda), general capital allowance provisions.

* Value Added Tax Act (Cap 349, Uganda) (confirm current sugar treatment with the Uganda Revenue
Authority).

“3 East African Community Customs Management Act 2004; COMESA tariff instruments.

3 Employment Act 2006 (Uganda).

3 Occupational Safety and Health Act 2006 (Uganda).

3 National Environment Act 2019 (Uganda), impact assessment provisions.

3 Competition Act 2023 (Uganda).

43 Author's proposed reform, not a citation to existing law.

“3 publicly reported illustrative project proposal figures (treat as indicative only).
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PART XVi
Future of the Sugar Industry
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Chapter 28: Scenarios to 2050

28.1 Business as Usual

A continuation of current trends — incremental capacity growth, persistent
outgrower yield gaps, periodic land and environmental controversy, and exposure to
regional trade friction — would likely see Uganda's sugar sector grow in absolute
output while continuing to underperform its diversification potential in ethanol and
higher-value by-products.

28.2 Green and Competitive

A more optimistic trajectory, contingent on closing outgrower yield gaps
through extension and input-credit reform, expanding bagasse cogeneration and
ethanol capacity, and strengthening environmental and land-consent safeguards,
could position Uganda as a regionally competitive, more diversified sugar-energy-
agriculture complex by mid-century.

28.3 Stagnation or Decline

A less favourable trajectory, driven by unresolved land conflict, climate-driven
yield volatility, and continued regional trade friction without corresponding
productivity gains, would see the sector's relative competitiveness erode against
lower-cost regional and international producers.

28.4 The 2030 Horizon

Over the shorter 2030 horizon, the most consequential variables are the
effectiveness of the Stakeholder Council's early operation, the pace of outgrower
registration under the 2025 Regulations, and whether the Amuru and Bugoma
precedents translate into stronger pre-licensing safeguards before the next wave of
northern or western expansion proceeds.

28.5 The 2040 Horizon

By 2040, climate variability is likely to have measurably affected rain-fed
outgrower yields, making the pace of irrigation investment and drought-tolerant
varietal development — both dependent on the research institute capitalisation
recommended in Chapter 7 — a central determinant of whether the sector tracks
toward the green-and-competitive or stagnation scenario.

28.6 The 2050 Horizon

By 2050, the sector's trajectory will likely be shaped as much by regional and
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continental trade integration under AfCFTA and by global decarbonisation pressure
on bagasse-based energy exports as by any purely domestic policy choice,
underscoring the importance of the regional and comparative analysis developed in
Parts XIl and XIV to any credible long-range Ugandan sugar strategy.

28.7 What Would a Net-Zero Sugar Factory Require in Uganda?

A genuinely net-zero Ugandan mill would require full energy self-sufficiency
from bagasse and other biomass residues, wastewater treatment eliminating
untreated discharge to receiving watercourses, verified carbon accounting for both
cogeneration displacement and any residual fossil fuel use in transport and field
mechanisation, and a credible restoration commitment for any forest or wetland-
adjacent land brought under cultivation — a demanding but not unattainable
standard for Uganda's most capitalised estates within the 2040—-2050 timeframe.

28.8 A Scenario-Comparison Table

Scenario Outgrower income Environmental Institutional
trajectory trajectory trajectory

Business as usual Flat to modestly | Continued localised | Fragmented, reactive
improving conflict risk

Green and | Improving via | Materially improved | Coordinated,

competitive diversification gains compliance proactive

Stagnation or decline | Deteriorating Worsening Weakening capacity
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PART XVIl
Challenges
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Chapter 29: A Synthesis of Structural Challenges

29.1 Institutional Challenges

Fragmented regulatory responsibility, uneven enforcement capacity at the
National Environment Management Authority, and licensing decisions made without
full inter-agency coordination together constitute the sector's principal institutional
constraint.

29.2 Economic and Social Challenges

Persistent outgrower vyield gaps, weak farmer bargaining power, high
production costs relative to leading global producers, and periodic import
competition together constrain the sector's competitiveness and the distribution of
its benefits.

29.3 Environmental and Technological Challenges

Climate variability affecting rain-fed cane yields, unresolved deforestation and
wetland-encroachment risk, and uneven technology adoption between estate and
outgrower segments round out the structural challenge picture that the reform
agenda in Part XVIIl is designed to address.

29.4 A Root-Cause Matrix

Table 29.1 — Structural Challenges, Root Causes and Available Levers

Challenge Underlying | Principal Available
Structural Actors Legal/Policy Lever
Cause
Land conflict | Weak pre- | Investors, Mandatory FPIC-
licensing district land | standard
consent boards, consultation before
verification | customary licensing
landholders
Weak Cane Mills, Independent  audit
outgrower perishability, | outgrowers, rights, standardised
bargaining single-buyer | Stakeholder model contracts
power catchments, | Council
input debt
Environmental | Fragmented | NEMA, Joint sign-off
non- institutional | Ministry  of | protocol, shared
compliance oversight Trade, spatial database
licensees
Import Regional URA, Coordinated
competition tariff EAC/COMESA | regional tariff
asymmetry, | institutions diplomacy,
informal safeguard use
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trade

Under- Sub-scale
diversified by- | individual
products mill
economics
Climate- Rain-fed
driven  yield | dependency,
volatility limited
insurance

Millers,
Stakeholder
Council

Outgrowers,
research
institute,
insurers

Shared national
ethanol/pelletisation
infrastructure

Research institute
capitalisation, crop
insurance products

29.5 Why Synthesis Rather Than Repetition

Each of the challenges tabulated above has been examined in its substantive
Part earlier in this book; this chapter's purpose is not to restate that analysis but to
demonstrate that the challenges are interlinked rather than freestanding — weak
outgrower bargaining power, for instance, is both a labour and land-tenure problem
and a direct product of the licensing regime examined in Part V, and any reform
addressing one in isolation from the others is unlikely to achieve durable

improvement.

29.6 A Challenge-to-Reform Cross-Reference Table

Structural challenge

Weak outgrower bargaining power

Land-consent verification gaps

Fragmented environmental coordination
Sub-scale by-product diversification

Passive trade-policy posture

Addressed by reform (Part XVIII)

Independent sucrose-testing infrastructure;
grievance mechanism

Joint MTIC/NEMA sign-off protocol; pre-
licensing consultation standard

Shared spatial database; joint sign-off protocol

Coordinated national by-product strategy via
the Council

Active anti-dumping and regional tariff
diplomacy
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PART XVIII
Reform Agenda
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Chapter 30: A Roadmap for Reform

30.1 Short-Term Reforms

Priority short-term measures include clarifying and publishing the precise text
and section numbering of the 2025 Sugar Act amendment and regulations to remove
the citation uncertainty noted throughout this book; strengthening public
participation requirements in environmental impact assessment for plantation
licensing near forest and wetland boundaries; and standardising a model outgrower
contract incorporating the pricing-transparency and dispute-resolution features
recommended in Appendix C.

30.2 Medium-Term Reforms

Medium-term priorities include capitalising the sugar research institute
contemplated under the 2020 Act to close the estate—outgrower yield gap through
improved planting material and extension services; establishing an independent
grievance mechanism for land-consent disputes ahead of new estate licensing; and
expanding development-finance-backed credit and crop insurance products tailored
to outgrower households.

30.3 Long-Term Reforms

Longer-term structural reform should pursue deeper by-product diversification
into ethanol and verified carbon credit generation, phased and socially managed
mechanisation where labour-market conditions permit, and a coherent national
position on regional trade policy that reconciles Uganda's export interest with its EAC
and COMESA commitments.

30.4 Institutional Responsibility and Sequencing

Each of the foregoing measures requires a lead institution and a realistic
sequencing: legislative clarity should precede further licensing expansion; research
institute capitalisation should precede large-scale extension rollout; and independent
grievance mechanisms should be operational before, not after, further large-scale
land allocation in the northern belt.

Table 30.1 — Reform Implementation Matrix

Reform Horizon | Lead Precondition
Institution

Publish and confirm | Short- Ministry of | None -
2025 Act/Regulations | term Trade / | immediate
pinpoint citations Gazette
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Strengthen ESIA public
participation for
forest/wetland-adjacent
licensing

Standardise model
outgrower contract
(Appendix C)

Capitalise National
Sugar Research
Institute

Independent land-
consent grievance
mechanism

Outgrower crop
insurance and credit
products

National by-product

(ethanol/pelletisation)
strategy

Managed
mechanisation
transition strategy

Coherent regional trade
position
(EAC/COMESA/AfCFTA)

Short-
term

Short-
term

Medium
-term

Medium
-term

Medium
-term

Long-
term

Long-
term

Long-
term

NEMA
Stakeholder
Council
MAAIF /
Ministry of
Finance
Stakeholder
Council /
Judiciary
Bank of
Uganda /
DFls
Stakeholder
Council /
Investors
MAAIF /
Ministry of
Labour
Ministry of
Trade /
MOFA

30.5 Monitoring and Evaluation

Joint protocol
with  Ministry of
Trade

Council
operationalisation

Budget allocation

Council
operationalisation

Research

institute yield
data

Minimum viable
scale study

Labour-market
impact
assessment

Inter-agency
policy alignment

This book recommends that the Stakeholder Council publish an annual sector
report tracking outgrower registration numbers, average cane-pricing formula
payouts, licensing decisions and their stated reasons, environmental compliance
inspection outcomes, and progress against each item in the implementation matrix
above, so that the reform agenda's progress — or lack of it — is a matter of public
record rather than periodic anecdote.

30.6 A Consolidated Reform Sequencing Table

Amendment and Regulations

Horizon Reform
Short-term
Short-term Joint

MTIC/NEMA sign-off protocol

licences

Medium-term
Medium-term

Long-term

Publish confirmed Gazette text of the 2025

for new

Capitalise the National Sugar Research Institute

Independent grievance mechanism for pricing and
consent disputes

Coordinated national by-product strategy
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MAAIF, Ministry of Finance
Stakeholder Council

Stakeholder
millers

Council,



PART XIX

Practitioner Guides
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Chapter 31: A Guide for Judges and Legal Practitioners

31.1 Land Disputes

Counsel litigating a sugar-related land dispute should begin with the tenure
classification of the disputed land (Chapter 13), verify whether the dispute concerns
a large-scale acquisition or an outgrower-level boundary disagreement, and consider
the Amuru fact pattern (Chapter 14) as the closest available domestic precedent on
evidentiary treatment of customary interests interrupted by conflict-driven
displacement.

31.2 Environmental Claims

Counsel advising on an environmental impact assessment challenge should
examine both the formal adequacy of public participation documented in the
certificate record and, separately, any subsequent enforcement history at the site in
question, following the two-track pattern illustrated by the Bugoma sequence
(Chapter 14).

31.3 Contractual and Pricing Disputes

Counsel advising an outgrower or mill on a cane-pricing dispute should
examine the statutory formula's application against the delivered sucrose test record,
consider whether the Stakeholder Council's grievance mechanism has been
exhausted, and reference the model contract clauses at Appendix C when advising
on future contract drafting.

31.4 A Citation Checklist

Before filing or publishing any pinpoint citation to the Sugar Act 2020, its 2025
Amendment, or the 2025 Regulations drawn from this book, counsel should verify
the citation against the certified Uganda Gazette text, consistent with the Author's
Note on Method at the front of this volume.

31.5 A Bench Checklist for Sugar-Related Cases

[0 Has the statutory grievance pathway to the Stakeholder Council been
exhausted before the matter reached court?

O Is the land claim founded on customary, mailo, freehold or leasehold tenure,
and has that been correctly pleaded?

[0 Does the dispute engage the Sugar Act 2020 cane-pricing formula, and if so,
has sucrose-testing evidence been properly adduced?
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O Does the environmental claim engage the National Environment Act 2019
impact-assessment process specifically, or a separate common-law or
statutory cause of action?
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Chapter 32: A Guide for Investors and Financiers

32.1 Due Diligence Priorities

Due diligence on a new sugar investment should verify, at minimum: the
licensing status and proximity-test compliance of the proposed catchment (Chapter
11); the tenure history and documented consent process for any land involved
(Chapter 13); the completeness and enforcement history of any environmental
impact assessment certificate (Chapter 18); and the realistic outgrower yield and
registration base available to support projected cane supply (Chapter 8).

32.2 Risk Allocation in Transaction Documents

Financing and offtake agreements should explicitly allocate the political risk
of licensing or land-policy change, the commercial risk of cane and sugar price
volatility, and the operational risk of infrastructure and grid reliability, following the
risk categories developed in Chapter 15.

32.3 A Simplified Screening Checklist

Investors may use the appraisal template at Appendix D as an initial screening
tool, supplemented by project-specific engineering and market data before any
bankable commitment is made.

32.4 A Financing Readiness Checklist

[0 Sector licence secured and catchment boundary confirmed unencumbered.
[0 Environmental approval secured and sequenced consistently with the licence.
0 Land tenure and consent documentation independently verified.

[0 Outgrower registration numbers and cane-supply commitments independently
verified, not merely projected.

[0 Power-purchase arrangement for bagasse cogeneration signed or in advanced
negotiation.
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Chapter 33: A Guide for Policymakers and Regulators

33.1 Immediate Priorities

Policymakers seeking early, low-cost wins should prioritise publishing
confirmed pinpoint citations for the 2025 Amendment and Regulations,
operationalising the Stakeholder Council's grievance mechanism, and adopting the
joint sign-off protocol between the Ministry of Trade and NEMA proposed in Chapter
12.

33.2 Medium-Term Institutional Investment

Capitalising the National Sugar Research Institute and establishing the shared
spatial licensing database proposed in Chapter 12 should be treated as the two
highest-leverage medium-term institutional investments available to the sector.

33.3 Long-Term Strategic Positioning

Policymakers should treat regional trade policy coherence across the EAC,
COMESA and AfCFTA frameworks, and a coordinated national by-product strategy,
as the two long-term priorities most likely to determine whether Uganda's sugar
sector tracks toward the green-and-competitive scenario developed in Part XVI.

33.4 A First 100 Days Checklist for the Stakeholder Council

1 Publish the Council's rules of procedure and grievance-handling timetable.
[0 Agree the joint sign-off protocol with NEMA for new licences.

[0 Commission the shared spatial database of licensed catchments and
protected-area boundaries.

[0 Set the agenda for a coordinated national by-product strategy.
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Chapter 34: A Guide for Students and Researchers

34.1 Suggested Reading Path

Students new to the sector should read Parts | through IV for foundational
context before proceeding to Part V for the legal core, and may then select Parts VI
through XVII according to their specific research interest, using the thematic index at
Appendix G to locate cross-references.

34.2 Open Research Questions

This book identifies several questions meriting further empirical research
beyond its own scope: the actual incidence of the sugar levy introduced under the
2025 Amendment; the empirical yield gap between estate and outgrower cane by
belt; the prevalence of child labour in outgrower households; and the input-output
multiplier effect of the sector on rural non-farm employment. Researchers pursuing
any of these questions are encouraged to treat this book's structural framework,
rather than its illustrative figures, as their primary point of departure.
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Appendices

34.3 A Structured Research Agenda Table

Research question Suggested method
Does mandatory outgrower registration measurably | Panel  household  survey  pre/post
improve household income? registration

How does sucrose-testing access affect grower trust | Mixed-methods field study across two or
in the cane-pricing formula? more mill catchments

What explains variation in environmental compliance | Comparative institutional case study
across mills?

Would a Tanzania-style village-assembly consent rule | Comparative doctrinal and empirical study
reduce Uganda's land-consent disputes?

Appendix A: Glossary of Sugar Industry Terminology

Bagasse: the fibrous cane residue remaining after juice extraction, used
principally as boiler fuel.

Boiling house recovery: a measure of the efficiency with which sucrose
present in mixed juice is ultimately recovered as crystallised sugar.

Brix: a measure of the total dissolved solids content of cane juice, used as a
proxy for sugar concentration prior to more precise sucrose determination.

Cane payment formula: the statutory or contractual mechanism linking
outgrower payment to cane sucrose content and mill revenue.

Clarification: the process stage at which impurities are removed from
extracted cane juice, typically through liming and settling.

Cogeneration: the combined production of process steam and electricity from
bagasse combustion.

Cut-to-crush interval: the elapsed time between cane harvesting and milling, a
critical determinant of sucrose loss through post-harvest deterioration.

Ex-factory price: the price of sugar at the point of sale from the mill, before
distribution and retail margins are added.

Filter cake: the solid residue removed during juice clarification, used in animal
feed and organic fertiliser applications.

Jaggery: an unrefined, solid form of sugar produced by open-pan boiling of
cane juice, typically at small-scale, informally licensed plants.

Mailo tenure: a form of land tenure specific to Buganda, originating in the
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1900 Uganda Agreement, granting freehold-equivalent rights subject to registered
tenant (bibanja) occupancy rights.

Milling train: the sequence of roller mills through which cane passes for juice
extraction.

Molasses: the non-crystallisable syrup residue remaining after sugar
crystallisation, used as a feedstock for ethanol distillation and animal feed.

Nucleus estate: an estate-owned cane plantation operated alongside a mill's
outgrower network, providing a baseline cane supply independent of smallholder
delivery.

Outgrower: an independent smallholder contractually supplying cane to a
designated mill.

Preparatory index: a measure of the effectiveness of cane shredding and
preparation prior to milling.

Proximity licensing test: the regulatory requirement, under the 2025 Sugar
Regulations, that a new mill licence not be granted where it would encroach on an
existing licensee's cane-sourcing catchment.

Ratoon: a cane crop grown from the stubble of a previous harvest rather than
freshly planted; successive ratoons typically show declining yield.

Sucrose content: the proportion of extractable sugar present in cane juice, the
principal determinant of cane value under the statutory pricing formula.

Vacuum pan: the evaporative crystallisation vessel in which concentrated
cane syrup is boiled under reduced pressure to produce sugar crystals.

Appendix B: Indicative Statistical Tables

Indicative national production, area under cane, and employment figures are
available from the Ministry of Agriculture, Animal Industry and Fisheries' periodic
statistical abstracts and from Uganda Bureau of Statistics releases; readers
requiring current figures for transactional, litigation or academic citation purposes
should obtain the primary release directly rather than relying on secondary
compilation, consistent with the Author's Note on Method.

Table B.1 — Illustrative Structure of a National Sugar Statistical Abstract (template of categories to
populate from primary sources)

Category Typical Sub- | Primary
Metrics Source

Production Tonnes cane | MAAIF;
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crushed; individual
tonnes sugar | millers
produced;

sucrose

recovery rate

Area Hectares MAAIF;
under estate | Stakeholder
cane; Council
hectares registry
under
outgrower
cane;
number of
registered
outgrowers

Trade Import URA; Bank
volume and | of Uganda
value; export
volume and

value by
destination
Employment | Direct MAAIF;
estate/mill industry
employment; | associations
estimated
indirect
outgrower-
linked
livelihoods
Fiscal Corporate URA;
tax paid; | Ministry of
VAT Trade
collected;
sugar levy
collected
Energy Installed ERA;
cogeneration | individual
capacity; millers
grid-
exported
electricity

Table B.2 — lilustrative Price Formation Bands (schematic, not a forecast)

Scenario | Domestic | Likely
Ex-Factory | Direction
Price of Price
Driver

Bumper Import Downward
regional parity falls; | pressure
harvest regional

export

outlets

shrink

Regional | Export Upward
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drought / | opportunity | pressure

Kenyan expands

import

restriction

lifted

World Import Upward

price parity rises | pressure,

spike moderated
by
domestic
surplus

New mill | Domestic Downward

capacity | supply pressure

comes expands absent

online export
outlet

Appendix C: Model Outgrower Contract Clauses

A model outgrower agreement should specify, at minimum, the following
clauses.

C.1 Pricing and Payment

The parties agree that payment for cane delivered under this agreement shall
be calculated according to the statutory cane-pricing formula in force under the
Sugar Act, 2020, referencing the sucrose content of each delivered consignment as
determined by the mill's laboratory testing, with the outgrower entitled to request, at
their own cost, an independent re-test of a retained sample within seventy-two hours
of the original test where the result is disputed.

C.2 Delivery and Scheduling

The outgrower shall notify the mill of anticipated harvest readiness not less
than fourteen days in advance, and the mill shall schedule collection so as to achieve
a cut-to-crush interval not exceeding forty-eight hours, failing which any resulting
sucrose deterioration shall not be attributed to the outgrower for pricing purposes.

C.3 Input Advances

Any input credit advanced by the mill shall be documented in writing at the
time of advance, stating the amount, the applicable interest or service charge if any,
and the repayment mechanism from future cane proceeds, and no input advance
shall be deducted from cane payment without prior written disclosure of the
outstanding balance to the outgrower.

C.4 Registration Compliance

Suigeneris Publishers | 112



The outgrower confirms registration under the applicable Sugar Regulations,
2025 registration framework and undertakes to notify the mill and the Stakeholder
Council of any change in registered acreage within the notice period prescribed by
those regulations.

C.5 Dispute Resolution

Any dispute arising under this agreement shall first be referred to good-faith
negotiation between the parties; failing resolution within thirty days, either party may
refer the matter to the Stakeholder Council's grievance mechanism; and failing
resolution through that mechanism, either party retains the right to pursue arbitration
or recourse to the courts of Uganda.

C.6 Term, Renewal and Ownership Transition

This agreement shall survive any change in ownership or control of the mill,
and any acquiring entity shall be bound by its terms for the remainder of the then-
current term, addressing the continuity concern documented in the Kinyara case
study at Chapter 23.

Appendix D: Simplified Investment Appraisal Template

A basic appraisal template for new milling or cogeneration capacity should
model the following categories.

Table D.1 — Simplified Appraisal Template Structure

Line Item Base Case | Sensitivity Range to
Assumption | Test
Category

Capital Milling train, | +/- 15% cost overrun
expenditure | cogeneration

plant, civil

works

Cane Estate yield + | +/- 20% for rainfall
supply outgrower variability

delivery

volume

Sugar price | Domestic ex- | World price cycle
factory base | low/high

case
By-product | Cogeneration | Regulatory tariff
revenue export tariff; | change

ethanol

offtake price
Operating Cane Input cost inflation
cost payments,

labour,
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energy,
maintenance

Financing Debt-equity Interest rate shock
ratio; interest
rate

Discount Weighted Political/commercial
rate average cost | risk premium

of capital

reflecting

project risk
Applying this template requires project-specific data; the structure above is
intended to ensure that no material risk category — particularly cane supply
variability and by-product tariff risk, both of which are frequently under-modelled in
early-stage Ugandan sugar feasibility work — is omitted from a bankable appraisal.

Appendix E: Bibliography and Further Reading

Readers are directed to the Ministry of Agriculture, Animal Industry and
Fisheries' statistical abstracts; the National Planning Authority's sectoral value-chain
analyses; the National Environment Management Authority's public impact
assessment registry; the Uganda Revenue Authority's published practice notes on
agribusiness taxation; and reported judgments of the High Court of Uganda on land
and environmental matters affecting the sugar sector, as the primary sources
against which the analysis in this book should be tested and updated in future
editions. General economic-history reading on Uganda's Asian commercial
community and on comparative sugar-sector political economy in Brazil, India,
Thailand and Mauritius is also recommended background for readers of Parts Il and
XIV.

Appendix F: Note on Citation Method

From this edition onward, every citation in the body of this book appears as a
live footnote at the point where the proposition it supports is made, in accordance
with OSCOLA (Oxford Standard for the Citation of Legal Authorities, 4th edition).
Where a source is cited more than once, later footnotes use short-form or ‘ibid’
conventions where the repetition is immediate, and a cross-reference to the first
footnote number where it is not. Statutes enacted after 2020 whose pinpoint section
numbering is not yet uniformly settled in secondary reporting are footnoted with an
express instruction to confirm the citation against the certified Uganda Gazette text
before reliance in litigation, drafting or regulatory submissions, consistent with the
Author's Note on Method, Data and Citation at the front of this book. The
consolidated Table of Legislation and Table of Cases immediately following the
Contents list every authority footnoted in this edition in one place for ease of
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reference.

Appendix G: Subject Index

This index lists the principal doctrinal topics, institutions, comparator
jurisdictions and practice tools introduced in this edition, cross-referenced by
chapter and, where a topic is treated in a numbered subsection, by subsection
number. Page numbers are omitted because pagination will shift with further
typesetting; the chapter/subsection reference is stable across editions.

Actus reus: not applicable to this volume; see companion Criminal Law volume.
AfCFTA: Chapters 12, 20.

Amuru land disputes: Chapters 13, 14, 27, 29, 31; Table of Cases.
Anti-dumping measures: Chapter 20; 20.7.

Atiak Sugar Factory: Chapters 2, 8, 13, 24; 3.6.

Bagasse cogeneration: Chapters 4, 9, 10, 18, 21, 28.

Bank of Uganda: Chapter 4; Table of Abbreviations.

Bargaining power (outgrower): Chapters 5, 8, 27, 29; 8.7.

Belt-level comparative table: 3.6.

Bench checklist for judges: 31.5.

Benchmark table (milling): 9.5.

Brazil (comparative): Chapter 26; 26.7.

Bugoma Forest controversy: Chapters 3, 14, 18, 25; 14.6, 14.7; Table of Cases.
By-product diversification: Chapter 10; 10.5, 25.5.

Cane-pricing formula: Chapter 8, 11; 11.5; Appendix C.

Capital allowances: Chapter 16; Table of Legislation.

Catchment (licensing): 11.4,11.6,12.7.

Child labour: Chapter 17; 17.8.

Circular economy: Chapter 18.

Comparative institutional table: 12.6.

Comparative regulatory architecture table: 11.10.

Comparative tenure table: 13.7.

Competition Act 2023: Chapters 11, 20; 11.6, 11.8, 20.7; Table of Legislation.

Consolidated firm comparison table: 25.5.
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Constitution of the Republic of Uganda 1995: Chapters 11, 13; 11.1; Table of
Legislation.

Customary tenure: Chapters 3, 13; 13.1, 13.7.

Data reliability caveat: Author's Note; 4.4.

Deforestation: Chapter 18; 14.3.

Demand and supply framework: Chapter 6; 6.5, 6.6.
Development finance / blended capital: Chapter 15; 15.7.
District land boards: 13.6.

Due-diligence checklist (land): 13.8.

Due-diligence checklist (lender): 15.8.

Due-diligence checklist (licensing): 11.11.

East African Community (EAC): Chapters 6, 12, 20; Table of Legislation.
Employment Act 2006: Chapter 17; 17.8; Table of Legislation.
Employment compliance checklist: 17.8.

Energy self-sufficiency: 9.4, 9.5.

Environmental compliance checklist: 18.7.

Environmental impact assessment: Chapters 11, 18; 18.1, 18.7.
Ethanol and molasses: Chapters 10, 26, 28.

Ethiopia (comparative): 26.5.

Excise and VAT treatment: 16.2.

Extension services: 7.5.

Financing readiness checklist: 32.4.

First 100 days checklist (Council): 33.4.

Fiscal contribution (indicative): 4.7.

Free, prior and informed consent (FPIC): Chapters 13, 24; 13.5, 13.7; Table of
Abbreviations.

GM Sugar: Chapter 25; 25.4.

Grievance pathway: 11.3,11.12, 31.5.
Historiographical note: 2.7.

Hoima Sugar: Chapter 25; 25.4.

India (comparative): Chapter 26; 26.2, 26.7.

Indicative sectoral contribution snapshot: 4.7.
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Institutional coordination protocol: 12.5, 12.8, 30.6.
Investment Code Act 2019: 11.13.

Kakira Sugar Limited: Chapters 2, 8, 21; 21.1-21.6.
Kaliro: Chapter 25; 25.1.

Kenya (comparative): 11.10, 12.6, 13.7, 16.8, 26.4.
Kinyara Sugar Limited: Chapters 2, 8, 23; 3.6.

Land Act (Cap 227): Chapters 11, 13; 13.10; Table of Legislation.
Land tenure systems: Chapters 3, 8, 13; 13.1, 13.7.
Lender due-diligence checklist: 15.8.

Licensing readiness matrix: 19.6.

Lugazi (SCOUL): Chapter 22;22.1-22.5.

Mailo tenure: 13.1, 13.7; Glossary.

Mauritius (comparative): 26.5.

Mayuge: Chapter 25; 25.1.

Ministry of Agriculture, Animal Industry and Fisheries (MAAIF): Chapter 12; Table of
Abbreviations.

Ministry of Trade, Industry and Cooperatives (MTIC): Chapter 12; Table of
Abbreviations.

Model contractual clauses: 13.9; Appendix C.
National Environment Act 2019: Chapters 11, 18; 18.7; Table of Legislation.

National Environment Management Authority (NEMA): Chapters 11, 12, 14, 18;
Table of Abbreviations.

National Sugar Research Institute: 12.5, 30.6.

Net-zero sugar factory: 28.7.

Outgrower registration: 11.4, 12.7.

Political economy lens: 1.5, 1.6.

Power purchase agreement (PPA): Chapter 12; Table of Abbreviations.
Proximity-based licensing: Chapters 11, 20, 25; 11.6, 11.10.

Reform roadmap (consolidated table): 30.6.

Research agenda (student guide): 34.3.

Risk matrix (licensing): 14.7.

Root-cause matrix (structural challenges): 29.4, 29.6.
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Scenario-comparison table: 28.8.

Scenarios to 2050: Chapter 28.

South Africa (comparative): 26.5.

Spatial database (proposed): 12.5, 30.6, 33.4.
Spousal and family consent: 13.10.

Stakeholder Council (Uganda Sugar Industry): Chapters 11, 12, 16, 27, 30; 12.2, 33.4;
Table of Abbreviations.

Stakeholder mapping table: 27.6.

Structural bargaining problem: 8.4, 8.7.

Sucrose testing: 11.5, 11.11, 19.6.

Sugar (Amendment) Act 2025: 11.3; Table of Legislation.

Sugar Act 2020: Chapters 2,7, 11; 11.2; Table of Legislation.
Sugar belts: 3.1, 3.6.

Sugar Regulations 2025: Chapters 8, 11, 13; 11.4; Table of Legislation.
Table of Abbreviations: Front matter.

Table of Cases: Front matter.

Table of Legislation: Front matter.

Tanzania (comparative): 11.10,12.6, 13.7, 16.8, 26.4.

Technology adoption roadmap: 19.5, 19.6.

Thailand (comparative): 26.3, 26.7.

Trade-policy toolkit checklist: 20.7.

Transfer pricing: Chapter 16; 16.4.

Uganda Bureau of Statistics (UBOS): Table of Abbreviations.
Uganda Investment Authority (UIA): 11.13; Table of Abbreviations.

Uganda National Bureau of Standards (UNBS): Table of Abbreviations, Table of
Legislation.

Uganda Revenue Authority (URA): Chapter 16; Table of Abbreviations.
Value Added Tax Act (Cap 349): Table of Legislation.
Village Land Act 1999 (Tanzania): 13.7.
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A Closing Word

This book began with a proposition: that Uganda's sugar industry cannot be
understood, still less reformed, one discipline at a time. Having traced the industry
from its 1930s colonial origins through nationalisation, expulsion, recovery and
modern expansion; through the doctrinal detail of its licensing and land law; through
the economics of its value chain and the political economy of its governance; and
through to the scenarios that may define its next quarter-century, the reader is left,
the author hopes, not with a longer list of facts about sugar but with a clearer sense
of how law, land, capital and power interact in one of Uganda's oldest and most
consequential industries. Where this edition has flagged uncertainty — in a pinpoint
citation, a statistic, or a still-unsettled institutional arrangement — that uncertainty is
an invitation to the next edition, and to the reader's own further inquiry, rather than a
gap to be quietly papered over.
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SUGAR IS MORE THAN A COMMODITY,
IT IS POWER, POLITICS AND PROSPERITY.

The Political Economy of Sugar in Uganda provides a
comprehensive and multidisciplinary examination of the
sugar industry—its historical evolution, economic
contributions, political dynamics, policy environment,

and future prospects.

This book interrogates the interests, institutions, and

ideas that shape sugar production and distribution in
Uganda, and how they influence livelihoods, state
revenue, trade balance, and national development.

KEY THEMES
Historical development of the sugar industry
Political economy and policy analysis
Production, processing and value chains
Trade, markets and industrial dynamics
Socio-economic impact and livelihoods
Sustainability, innovation and the future

SHECHO

A MUST-READ FOR

Policymakers, economists, researchers, investors,
industry players, students, and all who seek to
understand one of Uganda's most strategic sectors.
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