
This report has been prepared for Global Livingston Institute (GLI) by the Denver MBA (DMBA) in 

February 2018. 

Executive Summary 

Following the mantra of “Listen, Think, Act,” the DMBA team has provided a thorough audit of the 

current Entusi Boat operation and a recommendation for alternative uses of the boat. 

Listen. The DMBA team made it a point of emphasis to diligently listen prior to arriving at conclusions. 

Through observational research, surveys conducted at the Rutinda market both before and upon arrival, 

and interviews with villagers, vendors, the Entusi staff, and Ugandan businessmen and businesswomen, 

the DMBA team gathered diverse perspectives and a considerable amount of information to digest.  

Think. The DMBA team reconciled the research findings with the assumptions of the previous Denver 

MBA project. After thinking, it was apparent several prior assumptions did not hold: (i) Demand for the 

Entusi Boat service was much lower, and less consistent than expected; (ii) An expectation of immediate 

profitability of the service was unrealistic; and (iii) In the eyes of locals, the Entusi Boat does not provide a 

significant competitive advantage for person transport. 

Additionally, the DMBA team distilled the most common pain points from the research findings. After 

thinking, the pain points were evident: (i) Villagers around Lake Bunyonyi have limited access to 

commonly used goods; (ii) Acquiring these goods is costly; (iii) There is not an organized system to 

acquire goods. 

Act. Based on the thought analysis, the DMBA team has two primary recommendations.  

First, the current operation of the Entusi Boat needs to be streamlined. The team recommends continuing 

scheduled service during times of high demand (Rutinda market days) and eliminating scheduled service 

during times of low demand (Tuesday through Thursday, and weekends). During off-peak times, the 

Entusi Boat should only be used for high capacity rides (special hires, church/funeral services). 

Additionally, the team recommends continuing the school children transport service to facilitate trust 

with villages and give back to the community. 

Second, the DMBA recommends implementing a delivery service as an additional revenue stream. The 

delivery service offers many advantages: (i) It solves a focal pain point of villagers by providing access to 

hard-to-find goods at an affordable price; (ii) It utilizes current Entusi operations (traveling to Kabale 

Town to pick up goods for the resort); (iii) It requires relatively little capital investment (the service is 

recommended to begin as a pilot program, delivering a small quantity of goods to one village); and (iv) 

The delivery service can occur during low demand times, providing additional income and moving toward 

a sustainable operation of the Entusi Boat. 

In the report that follows, the DMBA provides more detail around the audit and recommendation, and the 

methodology, research findings, and analysis that led to the team’s conclusions. 
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Project Overview 

 

Phase 1: 

The first phase analyzes the previous team’s recommendations and provides insight into why the 

scheduled transportation service was not feasible as initially proposed.  This phase begins with a review of 

the assumptions made in the previous team’s report. This leads into an overview of the research 

performed by this year’s DMBA team and exploration as to why many of those assumptions were 

inaccurate. This section concludes with a recommendation for general boat operation. 

Phase 2: 

The second phase explores additional opportunities for the boat. The DMBA team provides a 

recommendation and implementation strategy for a delivery service on non-market days.  This phase 

introduces a pilot program in a village that the team has identified as an ideal location to test the 

service.  Included is a marketing strategy, a financial analysis, and an outline of key considerations that 

have been identified by the team. 

Phase 1 – Audit 

 

Overview 
The DMBA team audited the current operation of the Entusi boat within the framework of 
recommendations made by the previous team.  This includes an analysis of previous assumptions, a 
review of financial data, and determination of necessary revisions for the current boat operation. 

Assumptions 
The previous University of Denver MBA team relied on a number of assumptions that were necessary to 
recommend the purchase of the boat for the Entusi Resort. Below, you will find the prior assumptions and 
the current DMBA team’s analysis as to why these assumptions were inaccurate or prevented the plan 
from working as recommended. 

1. A transportation service would be profitable immediately after the initial purchase of the boat. 
Initial costs for starting up were covered by the donation. The team built in a month’s worth of 
costs as back-up. 

Conclusion 

Businesses require an initial learning period to become established.  One month’s worth of 
funding was not sufficient to cover marketing costs, initial fuel costs, and address cultural 
issues.  The boat service needed much longer than one month to establish rapport and trust 
among the villagers. 
 
The Ugandan culture is relationship-based, and relationships are built on trust. It takes time for 
villagers to trust a new system (i.e. daily scheduled boat service). The boat needed to run longer 
on a scheduled loop to establish loyalty through a consistent and trustworthy service.  Instead, the 
lack of immediate profitability led to the abandonment of the recommended scheduled loop by 
the Entusi staff. 
 



Daniels College of Business – Global Challenge 2018 

 

 

2   

 

 

2. The Bunyonyi villagers live on a linear time schedule as opposed to a flexible time schedule. 

Conclusion 

Ugandans, in general, have a flexible time schedule.  The previous team recommended a 
schedule-based service, which was a new concept for the locals.  Ugandans are not used to being 
at the dock at a scheduled time. Rather, they tend to simply walk to the dock when transportation 
is needed, regardless of the expected wait time. 

 
 

3. Waiting at each stop for five minutes is enough time to allow passengers to embark and 
disembark. 

Conclusion 

As described in the previous conclusion, five minutes does not appear to be enough time for 
embarking and disembarking.  Passengers are used to boats waiting until they are full to depart, 
negotiation over cost of transportation is frequent, and goods must also be loaded, leading to a 
process that takes much longer than five minutes. 

 
4. Lake Bunyonyi villagers are less concerned with loyalty than consistency. 

Conclusion 

Uganda’s trust-based culture emphasizes loyalty.  Many villagers were reluctant to try the new 
service due to loyalty to their prior boat service; villagers who did switch received backlash from 
their former boat captains for their disloyalty.    

 
5. Safety is an important issue when villagers consider a boat service. 

Conclusion 

The previous team emphasized safety as a point of differentiation for the Entusi boat.  While the 
“high quality reputation” of the Entusi boat was established, the villagers are unable and/or 
unwilling to pay additional fees for higher quality and greater safety.  Our market and 
observational research confirmed that price is a far greater concern than safety. 
  

 
6. There is enough demand in the southern villages to pick-up at least 6 passengers at each stop, 

and a break-even point of 98 passengers/day is attainable. 

Conclusion 

Locals travel on the lake primarily between the hours of 7-9am and 4-6pm on Mondays and 
Fridays when the market at Rutinda is active.  There is not enough consistent demand across 
other times and days of the week to allow the service as proposed by the previous MBA team to 
operate sustainably. The boat has averaged 9 passengers per day in the last four months.   
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Financial Analysis 
As part of the audit, the DMBA team analyzed financials from a four-month period in 2017. The financial 
data included basic revenue and expense figures for the Entusi boat from July 1, 2017 through October 31, 
2017. From this data, the Denver MBA team created profit and loss reports on two bases: (i) Monthly, and 
(ii) Daily. 
 
Monthly Analysis 

Figure [1]. Monthly Profit and Loss – Totals and Per Passenger. 
 

 

 
From the analysis, the main takeaways are as follows: 
  
(i) On average, the Entusi Boat is (marginally) profitable. 
  
Over the period, total profits were 207,500 UGX. This figure represents average monthly profits of 
~50,000 UGX and annualized profits of ~623,000 UGX. It should be highlighted, however, that profits 
declined substantially over the period. While profits from the first two months totaled 216,000 UGX, the 
boat operated at a net loss over the final two months. This trend demonstrates the variability of profit, 
supporting the need for additional revenue streams to stabilize cash flows. 
 
Further exploration is needed to determine if this period variance is representative of an entire year’s 
operation. For instance, are the number of passengers month-to-month mostly random, or are there 
consistently more riders in the summer months? When an analysis can be performed over a longer time 
period (2-3 years), this information will become clearer. 
 
(ii) Demand for the boat is relatively low. 
  
To operate at a break-even point, the previous team concluded that the Entusi boat would need to carry 
~85 passengers per day. From July through October, the Entusi boat carried only 9 passengers per day. In 
addition, the number of passengers steadily declined over the period, from 12 per day in July to 7 per day 
in October. The low number of passengers per day supports a need for additional, non-person revenue 
streams. 
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(iii) The efficiency (demand) of the Entusi boat is not consistent. 
  
Per passenger analysis provides insight into how efficiently the Entusi boat operates. For example, an 
efficient ride would consist of a boat at near capacity traveling a short distance. Such a trip would generate 
a high profit per passenger, as income from fares would outweigh the limited costs of transportation (fuel 
expense). If the Entusi boat generally sees similar demand, profit per passenger should be consistent. This 
was not the case over the analyzed period. The Entusi boat saw profits per passenger of ~500 UGX in 
July, compared to losses of ~40 UGX per passenger in September. The discrepancy is likely a result of 
inconsistent demand. 
  
This finding highlights the importance of selective operation of the Entusi boat. For the Entusi boat to be 
sustainable, it needs to only take rides when there are a sufficient number of passengers. In July and 
August, for instance, gross income was similar, at ~1,000,000 UGX. Net profit, however, was more than 
four times greater in July than it was in August. The difference in net profit was driven by efficient 
operations in July, with an expense per passenger of only 2,300 UGX (compared to an expense of greater 
than 3,000 UGX in August). 

 
Daily Analysis 

Figure [2]. Daily Profit and Loss – Totals and Per Passenger 

 

From the analysis, the main takeaways are as follows: 
  
(i) Demand is greatest on Rutinda market days and weekends. 
  
As previously mentioned, the Entusi boat averaged 9 passengers per day over the period. The number of 
passengers, however, varied throughout the week. Demand was consistently highest on market days 
(Monday and Friday) and on weekends (Saturday and Sunday). These days all saw 10 or more passengers 
per day, with the highest being Friday, at ~13 passengers per day. Tuesday, Wednesday, and Thursday 
saw nearly identical low demand, at ~6.5 passengers per day. This analysis supports finding additional 
use of the boat on non-market weekdays, when demand is lowest. 
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(ii) Passenger fares are substantially lower on market days. 
  
From the per passenger daily analysis, it is evident that the Entusi boat charges its lowest fares on 
Mondays and Fridays. Gross income per passenger was 1,750 UGX on Monday and 2,200 UGX on Friday, 
compared to over 3,000 UGX on average. 
  
(iii) Net profits by day of the week are inconclusive. 
  
One limitation of the given financial data is the method by which revenues and expenses were recorded. 
Daily Entusi boat P&L entries frequently show income without any associated fuel, oil, or transportation 
expenses. This would indicate that expenses are not always properly aligned with income (for instance, 
purchasing fuel on Monday that is used for a Tuesday ride). This method of recording makes it difficult to 
determine the profitability of days of the week. Going forward, the DMBA team recommends assigning 
fuel, oil, and transport expenses based on estimated distance traveled. Properly allocating costs to 
revenues will allow for more accurate analysis and will allow the Entusi staff to determine which 
operations are most profitable. 
 

Conclusions & Recommendations 

 
Conclusions: 

• It is not feasible to continue running the boat for transportation purposes 7 days per week due to 
the low and inconsistent demand. 

• The competitive advantages of the Entusi boat are not apparent to the local villagers. 

• The greatest demand for transportation on Lake Bunyonyi conflicts with when the school children 
are transported by the Entusi boat. 

 
Recommendations: 

The Entusi staff should continue operations as they currently are on Mondays and Fridays. Monday & 
Friday operations should be streamlined to efficiently work with the students’ school schedules. For 
example, after dropping the kids at school, start a pick-up route at the villages closest to the school while 
operating in the direction of Rutinda. This will help save on time/fuel by routing the least distance 
possible. Additionally, it can help build rapport within the communities near the school which has the 
potential to evolve into recurring passengers on market days.  Locals in the villages near the school can 
then rely on a consistent service and will preferably use the Entusi service. 
 
In order to continue transporting the children to/from school Monday - Friday, the Entusi resort will need 
to implement a new business strategy to operate the boat on Tuesdays - Thursdays when transportation 
demand it at its lowest. 
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Phase 2 – Alternative Strategy 

 
Given the lack of demand for transportation beyond rush-hours and on Rutinda market days, as well as 
the desire to continue operation of the school transportation service, the DMBA team explored additional 
opportunities.  In conversations with market-goers, market-vendors, and, in particular, villagers from 
around Lake Bunyonyi, the large cost of transporting goods on the lake was a common pain point.   
 
For many villagers, a trip to Kabale to purchase commercial goods unavailable at the Rutinda market can 
cost up to 40,000-50,000 UGX.  Many villages will pool together a list of needed items and send a single 
representative on a shopping trip to limit these high transportation costs.  While a single trip on behalf of 
a group is far more cost-effective than multiple trips for individual needs, a single trip still requires a 
significant investment and removes a villager from their day-to-day work.  Villagers and small shop 
owners consistently expressed a need for factory produced goods, such as soap, sugar, rice, maize flour, 
beans, and g-nut paste, as well as fuel.   
 
The staff from Entusi Resort frequently makes trips to Kabale to acquire necessary items that are not 
available at the Rutinda market.  This includes both factory-produced items and produce that is of greater 
quantity and/or quality than what can be found closer to the resort.  Conversations with the staff 
indicated that shopping trips to Kabale occur at least weekly.  The trips involve driving the boat to the 
dock at Rutinda, chartering a motor vehicle to Kabale, shopping at the various shops and markets in 
Kabale, and then returning to Rutinda by vehicle before departing back to Entusi via boat.   
 
As Entusi staff members are already visiting Kabale on a regular basis, the DMBA team identified a village 
bulk-order delivery service as a potential use for the large boat.  In addition to the items employees would 
naturally pick up, villages could provide a shopping list of 3-5 easy to find items that are needed on a 
weekly basis.  This would add minimally to the duties already being performed, while leveraging the size 
of the boat to accommodate orders that others on the lake may not be able to handle.  Furthermore, this 
could be performed on non-Rutinda market days between morning and afternoon school services.  This 
may be a particularly appealing solution as it provides a use for the boat during a time when it would 
otherwise sit idle, and still allows for continued transportation operation as currently performed.     
 
In what follows, the DMBA team has provided a strategic operation and marketing plan, as well as a 
financial analysis for the proposed delivery service.   

 

Overview of Delivery Service Operations 

 
On a weekly basis, the Entusi Boat should be used to deliver goods from Kabale to villages on Lake 
Bunyonyi.  The DMBA team recommends an initial pilot program with one village to ensure the feasibility 
of this operation and identify potential challenges before expanding the service.  Deliveries should be 
made between the hours of 10am and 3pm on non-market days (Tuesday-Thursday) when the Entusi staff 
must also travel to Kabale for supplies.  This will avoid extraneous trips and allow for continued 
transportation of school children and market-goers, as well as special hires for weekend events.  Based on 
its relative proximity, the relationship with current Entusi staff, and interest expressed in this type of 
service when interviews were performed, the DMBA team suggests starting with Buhutu village. 
 
The Entusi staff should establish a standing weekly order for factory-made goods with the village.  Items 
such as sugar, rice, soap, and fuel were commonly desired; however, the specific order should be 
determined with the village leaders, as each location may vary slightly in the need for specific items in 
differing quantities.  In order to simplify the initial process, the DMBA team recommends limiting orders 
to five different items.  It will be important to select items that are easily secured in Kabale without 
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requiring substantial additional work on the part of the Entusi staff when purchasing goods for the 
resort.   
 
Once an order is placed, agreement on payment must also be established.  When first creating the 
program, the DMBA team suggests allowing payment upon delivery of items in order to facilitate trust, 
with the clear expectation that payment for ½ of the value of the order will be expected up front in the 
future.  It should also be articulated to the village customer that payment both for the goods delivered and 
a delivery fee is required.  The delivery fee will be less than what is typically paid for transportation by 
individuals traveling to Kabale and therefore represents substantial savings, not only in payment but also 
the productivity of a day of work that is saved when market trips are no longer necessary.  An initial 
working capital investment to fund initial purchases and supplies will be required from GLI. 
 
Once an order is placed via prearranged agreement, or update via phone call or text, and payment is 
collected (either the preceding week or when children are transported to or from school), the Entusi staff 
will travel to Kabale and acquire the goods while also picking up supplies for the resort.  After traveling 
back to Rutinda, the Entusi Boat will be used to deliver bulk goods to the ordering village(s) before 
afternoon transport of the school children.  Payment in full for goods delivered along with the delivery fee 
should be collected at that time.   
 
If the pilot program with one village proves successful, delivery services may be expanded to other 
villages.  Financial modeling indicates that a delivery service can be profitable with two deliveries made 
per week.  In order to minimize operational costs, including fuel and oil, the Denver MBA team 
recommends identifying villages that are on the route of the school transportation service and therefore 
already visited at least once per week. 

 

Financial Analysis 
 
A financial model was created by the DMBA team to forecast investment requirements and future 
performance of the Entusi Boat operation.  This includes transportation services on market days, the 
school transportation program, special hires, and the new delivery service.  The following are the key 
drivers and assumptions for the model: 

 
Figure [3]. Delivery Service: Key Model Drivers and Assumptions 
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The financial model also assumes a pilot period of six months during which the Entusi Boat will deliver to 
one village per week.  The DMBA team feels that this should provide adequate time to address important 
logistical challenges, adjust the operational plan, and demonstrate proof of concept before expanding to 
additional villages.  After the sixth month, the model anticipates expansion to delivery to two villages per 
week; in year two, further expansion to three villages per week is anticipated.  Under the current 
assumptions, the Entusi Boat operation will be profitable when making two deliveries per week.  The 
DMBA team anticipates growth to four deliveries per week in the fourth and fifth years of 
operation.  Deliveries beyond four per week will likely require additional trips to Kabale.  As this 
eliminates the synergy obtained from Entusi's regular shopping in Kabale, deliveries beyond four per 
week should only be considered after the delivery service is established and can support the expense 
associated with additional shopping trips.  The DMBA team feels that four deliveries per week is a feasible 
goal for the area surrounding Entusi Resort on Lake Bunyonyi.   
 
Based on the financial projections, a working capital investment of 300,000 UGX will be required from 
GLI.  This will ensure the Entusi Boat service has cash necessary to fund market purchases prior to 
receiving payment and to maintain reserves needed until the operation is cash flow positive.  The DMBA 
team forecasts that the Entusi Boat operation will return the initial working capital investment early in 
the second year, while generating an IRR of 89% (relative to the initial working capital investment) in the 
five-year period.  By the end of the fifth year, the operation is forecasted to generate an NPV of UGX 
1,277,386 using a discount rate of 15%.  

 
Figure [4]. Delivery Service Model Projections 
 

 

Figure [5]. Delivery Service Profitability Metrics 
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Implementation Recommendations 
Effective marketing will be essential for the success of the delivery service.  Based on conversations with 

staff leaders at Entusi Resort, the DMBA team recommends publicizing the service at community events, 

including church services, soccer games, and celebratory occasions.  Entusi may consider hosting locals 

from the surrounding area for a party that highlights the new service to increase awareness.  Further, the 

Entusi staff should leverage the relationship it has established with local parents and school teachers as 

the delivery service will, in-part, subsidize the school transport program.  Parents of students using the 

boat should be encouraged to use the delivery service as they already have a trusting relationship with the 

Entusi boat.   

The order(s) taken each week must be consistent.  The delivery service depends on regular business; 
intermittent disruption of service or irregular orders will make operation far more difficult.  The Entusi 
staff should establish clear expectations of what can be ordered when initially implementing this service.  
A consistent ordering system is also vital.  There is some concern that exclusive use of one village 
representative could create an unwanted “middle man” scenario. In this scenario, arbitrage could occur, 
as the recipient of the Entusi delivery could take advantage of the discounted transportation costs and sell 
the goods to villagers at a premium.  Given that the boat travels to the area on a daily basis with the school 
children, the boat operator may establish a regular weekly routine for a village at which time anyone can 
place an order.  For example, if the shopping and delivery process happens on a Wednesday, the orders 
should be collected on Tuesday at 3pm prior to picking up the children from school.  The 20,000 UGX 
delivery fee can then be divided amongst those who place an order, as would customarily be done when 
the village sends a single representative to Kabale for shopping.  Payment for orders should be collected 
upon delivery of goods.  The Entusi Resort should not be expected to finance purchases and needs to 
ensure adequate cash flows to continue operations.  Prices for goods must be agreed upon by the village 
and Entusi prior to fulfillment of each order. 
 
Bulk orders must be of sufficient size to require use of the large boat.  The smaller motor boat also used by 
Entusi is more fuel efficient and therefore represents a more economical mode of transportation on the 
Lake.  As the delivery service evolves, orders should grow to a size beyond the capacity of the smaller 
boat.   
 
Deliveries should occur on days when the Entusi Resort staff are already traveling to Kabale, minimizing 
the additional expenses associated with the new service.  All possible opportunities to utilize the same 
resources (i.e. labor and ground transportation from and to Rutinda) should be employed.  This may also 
help establish greater discipline on the part of the Entusi staff when it comes to running errands for 
supplies.   
 
Locations for deliveries should be strategically selected around the area of Bwama, as this is where the 
children are dropped off for school.  Targeting villages in this area will minimize the additional kilometers 
traveled and fuel and oil consumed.   
 
Entusi may also consider delivering goods to those within walking distance of the resort.  This would 
similarly reduce the costs locals traditionally incur on market trips and also strengthen Entusi’s 
relationship with the surrounding community.  In addition to the delivery by-boat, Entusi could pick up 
goods for the nearby villages and have them visit the resort for a celebratory event on a monthly basis. 
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