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1.          Introduction

This proposal is for a new project to be established in the Xhora Mouth Administrative Area in the 
Eastern Cape of South Africa. We have completed the detailed feasibility study and have ascertained from
the targeted communities that they are very keen to participate. Each of the four communities have 
elected committees to drive the process forward. However funding is now required to proceed with 
initiating this project in full. 

2.          What is the Bulungula Incubator?

The Bulungula Incubator (BI) is a rural development NGO which operates in the four rural villages of the
Xhora Mouth Admin Area located in the poorest municipality in the Eastern Cape. For the past ten years 
we have initiated and run a wide spectrum of successful community development projects focussing on 
Education, Health and Sustainable Livelihoods.

The BI has won multiple awards for its innovative work in one of the most remote locations in South 
Africa. Our Early Childhood Development (ECD) programs are regarded as the national benchmark for 
ECD in rural areas and our Health programs are similarly admired. Over the past 10 years, the BI has 
assembled a highly skilled, motivated team of people totally dedicated to lifting our region out of poverty 
and creating vibrant, sustainable communities.

The Bulungula Incubator is a Not-For-Profit Association
Our vision is to be an innovative agent in the creation of vibrant, sustainable rural communities

P.O. Box 43 Mqanduli  5080 | Ph 047 577 8908
Website: www.bulungulaincubator.org | email: rejane@bulungulaincubator.org

Department of Social Development reference no: 057-666 | SARS PBO number: 930029899
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3.          Project introduction and problem identification

The lack of economic development in the former-Transkei region of the Eastern Cape is widely lamented.
The latest census figures show that the unemployment rate in our region is 93% with 33% of households 
living on less than R800/€52 per month. 60% of the population is illiterate. 

Agriculture is the most important economic activity in rural areas worldwide and the relative lack of 
agricultural productivity in our region is one of the main contributors to the high level of unemployment.  
It is widely accepted that the area of land used to grow crops has shrunk over the past 20 years and our 
communities have become ever more dependent on food bought from shops for their subsistence needs..

However,  a common mistake is made when looking at the failure of productive agriculture in the former-
Transkei: the analysis typically only considers  the very low rate of crops planted. What is not often taken 
into account  is that the primary agricultural activity in our region is livestock farming. Almost all the 
farming land in our region is used to grow grass to feed cattle and sheep. The problem is that livestock are
poorly managed resulting in high death rates and very low birth rates thus generating very little surplus 
income for the owners.

Commercial livestock farmers  focus on  one main measure of their success or failure,  called the Weaner 
Ratio. This ratio measures the number of cows that successfully give birth to a calf every year and raise it 
to the age at which it is weaned off milk. A calf that can live off grass is known as a “Weaner.” For 
example, if a farmer has 100 cows and from these he gets 80 weaned calves every year then his Weaner 
Ratio is said to be 80 out of 100 or 80%. In commercial livestock farming you need to have a Weaner 
Ratio of above 75% to stay economically viable. In our region, we have calculated the Weaner Ratio at 
less than 10%! To put this in simple terms: if you owned 10 cows and had a Weaner Ratio of 80%, you 
would expect 8 calves to be born a year. If your Weaner Ratio is only 10%, then you expect to get only 
one calf per year. Families here typically slaughter one cow per year for ceremonial purposes which 
means that with a 10% Weaner Ratio, the total number of livestock is stagnant. With a cow being worth 
about R8,000/€520, this means that a farmer with an 80% Weaner Ratio would earn R64,000/€4130 per 
year while the farmer with a 10% Weaner Ratio earns at most R8,000/€520 per year.  This is the 
opportunity that this project  will harness.

In a nutshell, the current method of managing livestock leads to no increase in the numbers of cattle and 
no income for the farmer. At best it allows the farmer to slaughter one cow a year for ceremonial 
purposes.

The opportunity: even if we can increase the Weaner Ratio to only half that achieved by commercial 
farmers we will triple farmers’ annual income and we will in the process dramatically improve the health 
of the livestock in the area.

In the Xhora Mouth Admin Area, where we will implement this project, we have approximately 940 cattle
and 1620 sheep.
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4.          Project goal and measurable objectives

To increase the Weaner Ratio by 10 percentage points per year over three years thereby generating a 
surplus that can be sold for income or used for increased meat consumption.

5.          Project design and process

For this project to succeed, it is crucial that all livestock farmers support it fully. This project will need 
ALL livestock farmers in a particular village to participate in the project and it will take up to six months 
before tangible results are evident. For this reason the livestock farmers in each of our four villages have 
been approached and the project idea presented. Each of the communities have shown high levels of 
enthusiasm for this proposed intervention.

As required, each community has elected a Community Livestock Committee that is mandated to 
implement this project. These committees have conducted a site visit at a distant project where livestock 
health is well-managed and they have expressed a strong desire to see that replicated here. 

Leading agricultural and pasture experts in the field have visited our communities and assessed the 
potential of this project and have confirmed that our area has excellent potential for much higher livestock
productivity. Additional partnerships with experts (specifically commercial farmers and veterinarians) in 
this field have already been cultivated and will be utilised in conjunction with our local community 
experts. Additional partnerships with feed companies and veterinary pharmaceutical companies will be 
developed as these are the major costs involved in this project. We will also link up with the local 
Department of Agriculture to have them on board from the outset.

When the project commences it will have interventions in three main areas that determine the success or 
failure of commercial livestock farming: food, health and breeding.

5.1 Food

When farming livestock in many ways you are in fact farming grass. The more grass you can 
grow, and the better the quality of this grass, the healthier and more numerous your cattle will be. 
Unfortunately, the way cattle are managed here currently is that they roam around with little 
control and as a result they eat up all the best sweet grass while it is still very short and does not 
yet contain much nutritional value. In addition, eating grass while it is short means that cows have 
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Objective End of year 3 Notes

20% 30% 40%

End of 
year 1

End of 
year 2

1. Increase of Weaner Ratio from 
current rate (<10%) to:

This ambitious target aims to 
double the Weaner Ratio in the 
first year and to quadruple it 
after three years.

2. Increase in annual household cash 
income derived from livestock

200% 
(minimum of 
R2000)

In many cases, farmers have 
not derived income from their 
livestock for many years, hence 
the stipulated minimum.



to use up a lot of energy while getting only small mouthfuls of grass at a time. Lastly, when cows 
eat long grass, they use mostly their tongues to pull out the grass. When the grass is short, they are
forced to nibble using their teeth which wears out their teeth rapidly and ultimately leads to the 
cows dying of starvation while still relatively young due to their teeth having worn away to the 
extent that they cannot bite off enough grass in a day to sustain themselves. In short, long grass 
gives cows more nutritional bang per bite.

We have consulted with renowned grazing and pasture expert Roger Ellis who visited our area to 
assess the pasture conditions. He stated that we have excellent grass species and that much of our 
pasture land was of the highest grade. The most important intervention required was to fence off 
designated grazing camps to allow them to remain ungrazed for one to three months (depending 
on the season) so that the grass could reach the optimal nutritional length.

The Community Livestock Committee has identified eight potential grazing camps (two in each of
the four villages) that could be fenced off at an affordable cost. These camps make use of natural 
boundaries like forests and rivers to reduce the amount of fencing required and the communities 
have agreed to provide all the fencing labour themselves.

Livestock do benefit from food supplements although they are not essential. We may add 
phosphates to their summer diet and urea to their winter diet if deemed necessary by our expert 
advisers.

5.2 Health

The main health problems is our area are due to parasites, parasitic diseases and sexually 
transmitted diseases (STDs).

When managing these health problems we need to ensure that our medical interventions don’t 
significantly weaken our animals’ natural resistance to local diseases. For this reason we should 
focus primarily on reducing the number of parasites – specifically worms and ticks – that live in 
and on our animals. This is best achieved by using a pour-on-dip and various injectable 
medications on a monthly basis. One member of our community has been trained to dose the 
animals with the standard monthly medications that should prevent most of the common parasitic 
diseases.

STDs can be a major reason for the low rate of reproduction. One common disease is known as 
“spontaneous abortion” and this dramatically lowers the Weaner Ratio. However, dealing with this
requires every single cow and sheep to be tested and treated. This will be an expensive exercise 
but we will test a representative sample of animals from each village to get an idea as to what is 
the prevalence of STDs in our animals.

We will need to have a veterinarian visit every 6 months to assess the health of our herd and to 
treat health issues and to make changes to our parasite management system. 

5.3 Reproduction

If we run the Food and Health aspects of the project well, then we should see an improvement in 
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the reproduction rates and thus the Weaner Ratio. But to achieve a good Weaner Ratio of 60%+ 
additional interventions will be required that the farmers may not agree to initially. 

Commercial farmers aim to have one high quality bull for every 20 cows. A high quality bull has 
good genes and a high level of fertility. In our area between a third and a half of our cattle are 
bulls which means that half our grass is wasted feeding animals that will never have calves. We 
will at some stage have to reduce the number of bulls and will have to bring in new, high quality 
bulls from outside or use artificial insemination.

It will be difficult to get farmers to agree to a reduction in bull numbers early on in the project 
before the benefits of better feeding and health management are evident. So the reduction in bulls 
will only begin in year three. That said, the farmers may willingly send their bulls to be cared for 
in other non-participating villages if they are given an impressive bull (or quality insemination) as 
a potential mate for their cows. There are a number of options for quality bulls: one is the Nguni 
Cattle Breeding project at Fort Hare University. The other is a successful cattle farmer near East 
London who is keen to support this project. This aspect of the project will only begin in Year 3.

6.          Potential challenges

We want to ensure that the  increase in livestock numbers leads to a  simultaneous improvement in 
farmers’ living standards. It is possible that  a farmer’s herd could  increase significantly in size while his 
children may be dropping out of high school due to a lack of funds. Built into the project will be the direct
link between potential income generated and an increase in living standards.  A process will be developed 
with the farmers that will enable the cash generated from a portion of their surplus Weaners  to be used 
for the investment in education and household improvement. This will begin in Year 3 when the Weaner 
Ratio exceeds 30%.

7.          Funds required

The estimated budget for the first year will be R785,910. This budget will fall significantly in Year 2 and 
Year 3 as fencing costs are mostly a once-off cost. The budget is comprised as follows:
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Description Year 1 Year 2 Year 3

Project manager salary (per year): R 168,000 R 178,080 R 188,765

Animal health technician (part time per year): R 24,000 R 25,440 R 26,966

Fencing and water provision and maintenance: R 126,000 R 20,000 R 20,000

Medication (R260/cow/year, R50/sheep/year) R 325,400 R 348,178 Self-funding

Expert Advisor fees and costs: R 40,000 R 42,400 R 44,944

BI overhead costs (transport, phone, administration, audit, etc.) 15%: R 102,510 R 92,115 R 42,101

Artificial insemination with quality sperm R 65,000

Total annual budget R 785,910 R 706,213 R 387,776

Fencing labour valued at R120,000 to be provided free of charge by the community themselves.



By far the biggest cost item is medication for the animals. It is hoped that this medication may be donated
or offered at cost by pharmaceutical companies as they may see this as an opportunity to grow new 
markets for their products. Approximately half the livestock in South Africa are owned by people living in
traditional communal areas  (i.e not by commercial farmers) and most of these animals are not using any 
pharmaceutical products currently. This represents a huge opportunity for expansion for these 
pharmaceutical companies.   In Year 3 the intention is for our farmers to fund the medication themselves 
(see Long-term sustainability below).

The community are highly motivated to make this project work and don’t want to be seen as merely 
recipients of aid. For this reason they have chosen to offer all their labour free of charge for installing the 
4.2km of fences that this project will require. This is an enormous job.

8.          Long-term sustainability

The intention with this project is that by Year 3, the farmers will have increased their Weaner Ratios and 
thus their cash incomes to the extent that they will be able to fund the ongoing costs of managing their 
livestock (primarily the cost of medication) themselves. 

The Community Livestock Committee  visited the Donald Woods Foundation Livestock programme in 
Hobeni where there has been a livestock treatment program in operation for eight years. This project 
operates on a full-cost-recovery basis whereby all farmers are charged per dose per animal at a rate of the 
medication cost plus a 30% mark-up to cover the animal technician’s costs. The Community Livestock 
Committee was highly impressed by the condition of the animals in Hobeni and expressed much 
enthusiasm for this cost-recovery approach. However, it was felt that due to the appalling health of our 
livestock and the very low cash incomes of many of the farmers currently, it would be necessary for all 
medication to be provided free of charge for the first two years to ensure that all farmers participated and 
thus saw the health benefits and increased incomes associated with regular, appropriate medical treatment 
of livestock. If we operated on a full-cost recovery basis from the outset, then the poorest families would 
not be able to participate in the program,  leading to an increase in wealth-inequality in our community. 

9.          Scalability

In South Africa, five million cattle worth approximately R40 billion are owned by people living in 
communally owned areas. If the nationwide Weaner Ratio is similar to ours (10%) then these cattle 
produce about R4 billion in offspring annually. If the Weaner Ratio were to reach 40% (which is just half 
the rate achieved by commercial farmers) then this annual income would increase to R16 billion per year 
for the poorest people in our country. This number would more than double if sheep and other livestock 
are added to the calculation. 

The intention of this project is to develop a simple model that could be scalable to similar regions with 
large numbers of livestock on communal land. The BI will work closely with the local Department of 
Agriculture’s extension officers and motivate strongly that they  consider this project as a model for other 
communities. These other communities would then  be able to visit our projects to see the model at work. 
The government already has a budget for fencing and medication so this model may align with existing 
government budgets quite neatly. 
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10.        Proposed project time-line
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Description Completed By

Community consultation and facilitation Done

Community census on livestock numbers and historical birth recores Done (Sept 2016)

Consult with Department of Agriculture extension office to get government-recorded historical Weaner Ratios End of Nov 2016

Community Livestock Committees elected Done (Sept 2016)

Community visit to similar project elsewhere Done (Sept 2016)

Done (Oct 2016)

Potential grazing camps identified and fences mapped Done (Sept 2016)

Test sites (25sqm) within proposed grazing camps fenced to assess speed of grass growth during fallow periods Done (Oct 2016)

Expert advisers on pasture management and livestock health visit Xhora Mouth and provide expertise Done (Sept 2016)

Contact made with potential funders including livestock pharmaceutical and feed companies for in-kind donations In progress, ongoing.

Veterinarian to visit and assess STD situation Dec 2016

First round of livestock medication/treatment End of Dec 2016

Fencing of pastures Dec 2016, Jan 2017

Remove cattle from grazing camps to be kept fallow January 2017

End of Jan 2017

End of Feb 2017

First rotation into fallow grazing camp 1 March 2017

End of Mar 2017

Second rotation into fallow  grazing camp 2 April 2017

End of Apr 2017

Third rotation into fallow communal living area May 2017

Assessment of supplementary feed needs May 2017

Assessment by experts of pasture improvements due to rotational grazing May 2017

End of May 2017

Fourth rotation into grazing camp 1 (beginning rotation cycle again) June 2017

End of June 2017

Fifth rotation into fallow grazing camp 2 July 2017

End of July 2017

Sixth rotation into fallow communal living area Aug 2017

End of Aug 2017

Seventh rotation into grazing camp 1 (beginning rotation cycle again) Sep 2017

End of Sept 2017

Eighth rotation into fallow grazing camp 2 Oct 2017

End of Oct 2017

Ninth rotation into fallow communal living area Nov 2017

Assessment of supplementary feed needs Nov 2017

Assessment by experts of pasture improvements due to rotational grazing Nov 2017

End of Nov 2017

Seventh rotation into grazing camp 1 (beginning rotation cycle again) Dec 2017

End of Dec 2017

Assessment of impact of project on Weaner Ratio after one year of project being implemented January 2018

Community Livestock Committees member undergoing training as animal health technician with Donald Woods 
Foundation

2nd round of livestock medication/treatment

3rd round of livestock medication/treatment

4th round of livestock medication/treatment

5th round of livestock medication/treatment

6th round of livestock medication/treatment

7th round of livestock medication/treatment

8th round of livestock medication/treatment

9th round of livestock medication/treatment

10th round of livestock medication/treatment

11th round of livestock medication/treatment

12th round of livestock medication/treatment

13th round of livestock medication/treatment



11.        Conclusion

We believe this project represents one of our best hopes to turn the rural areas of the former-Transkei into 
far more productive contributors to our economy. Livestock are an integral part of local culture and we 
seek merely to enhance existing management systems to make our farmers more profitable, thereby 
improving living standards. While we will probably not be able to compete with commercial farmers in 
terms of productivity and efficiency, our community has the advantage that it owns huge swathes of 
grazing land debt-free. Thus the problem encountered by small crop farmers across SA who can’t deliver 
their vegetables to market at prices that compete with commercial farmers does not apply in our case. 
When higher productivity/weaner ratios are achieved then the corresponding input costs per animal are 
relatively minimal.

Our community is very excited about implementing this project and has offered the considerable labour 
required to install over 4km of fencing free-of-charge as a sign of their commitment to making this 
project a success. 

In general there is huge interest from government, commercial farmers and agricultural supply companies
to see our communal farmers improve their productivity. Some of our country’s poorest people live on 
valuable grazing land with valuable animals that are not breeding. None of the interventions we propose 
are new or experimental. What has been missing, until now, is an implementation partner that is 
permanently based in these remote areas to assist farmers with the inevitable, day-to-day problem-solving
that all farming entails. This is what the Bulungula Incubator uniquely provides: skilled, accountable and 
dedicated people living with the community, permanently. 

For easily accessible information on what we do, please watch these short documentaries on our work:

https://www.youtube.com/watch?v=6HVXdBRSGKU

https://youtu.be/w7UAmgOStTc

https://www.youtube.com/watch?v=PZ9E7iswDQY

Alternatively you can find a copy of our latest Annual Report with audited financial statements here:

https://bulungulaincubator.files.wordpress.com/2014/03/annual-report-2014-small.pdf
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