
East African Community Leather 
Strategy 2020–2030
STRATEGIC OPTIONS FOR UNLOCKING  

INDUSTRIAL POTENTIAL 

MIDTERM REVIEW



Street address:	 International Trade Centre
		  54-56, rue de Montbrillant
		  1202 Geneva, Switzerland

Postal address:	 International Trade Centre
		  Palais des Nations
		  1211 Geneva 10, Switzerland 

Telephone:	 +41 22 730 0111

E-mail:		  itcreg@intracen.org

Internet:		  www.intracen.org/publications

The International Trade Centre (ITC) is the joint agency 
of the World Trade Organization and the United Nations.

© International Trade Centre



East African Community 
Leather Strategy 
2020–2030

Strategic Options for Unlocking 
Industrial Potential

Midterm Review

Geneva 2026



ii

ABSTRACT

International Trade Centre (ITC) 
Public-private collaboration for export success: Case studies from Barbados, Ghana, India, Thailand and Malaysia 
Geneva: ITC, 2016. ix, 102 p.

Lorem ipsum dolor sit amet, consetetur sadipscing elitr, sed diam nonumy eirmod tempor invidunt ut labore et 
dolore magna aliquyam erat, sed diam voluptua. At vero eos et accusam et justo duo dolores et ea rebum. Stet 
clita kasd gubergren, no sea takimata sanctus est Lorem ipsum dolor sit amet.

Descriptors: Partnership, Public Sector, Private Sector, Case Studies, Barbados, Ghana, India, Malaysia, 
Thailand.

ITC, Palais des Nations, 1211 Geneva 10, Switzerland (www.intracen.org)

The designations employed and the presentation of material in this publication do not imply the expres-
sion of any opinion whatsoever on the part of the International Trade Centre concerning the legal status 
of any country, territory, city or area or of its authorities, or concerning the delimitation of its frontiers 
or boundaries. 

Digital image on the cover: © Photo

© International Trade Centre 2026

All rights reserved. No part of this publication may be reproduced, stored in a retrieval system or transmitted in any 
form or by any means, electronic, electrostatic, magnetic tape, mechanical, photocopying or otherwise, without prior 
permission in writing from the International Trade Centre.

�



iii

Foreword
The East African Community (EAC) Leather and Leather Products Strategy 2020–2030 (LLPS) was adopted by the 
EAC Council of Ministers as a transformative framework to reposition the region’s leather sector from a predomi-
nantly raw material exporter into an integrated industrial ecosystem anchored in value addition, employment creation 
and long-term competitiveness. At its core, the Strategy reflects a shared regional ambition: to harness the EAC’s 
considerable livestock endowment in service of industrialization, and to ensure that the wealth generated by hides, 
skins and leather stays within the region.

Now at the midpoint of its implementation, the EAC Secretariat presents this Midterm Review (MTR) as both a candid 
assessment and a call to action. Mandated by the 40th Extraordinary Session of the Sectoral Council on Trade, 
Industry, Finance and Investment in May 2025, the MTR was conducted by the International Trade Centre (ITC) under 
the European Union–EAC Market Access Upgrade II Programme, drawing on national consultations across all eight 
Partner States, extensive trade data analysis, and direct engagement with private sector actors, tanneries, footwear 
manufacturers and national focal points. Somalia and the Democratic Republic of Congo, though not covered under 
the original Strategy, participated in the review process, a testament to the growing recognition across the region 
that the leather value chain is a shared opportunity, not a national one alone.

The findings of this review are frank. Progress has been made, in particular in upstream livestock traceability, slaugh-
terhouse classification, digital licensing, and the integration of leather skills into technical and vocational education 
and training (TVET) institutions. The EAC Leather and Leather Products Platform, established in 2025, has created 
a structured mechanism for coordination that did not previously exist, and regional environmental standards for 
tannery effluent have been gazetted by all Partner States. These are meaningful foundations. 

Yet the review also confirms what many in the sector have long observed: the transition from Strategy design to indus-
trial delivery has been slower and more uneven than anticipated. Tannery parks, dedicated financing instruments and 
downstream manufacturing zones remain largely at the planning or early construction stage. The region continues 
to export raw or semi-processed leather while importing substantial volumes of finished goods and footwear. The 
seven strategic objectives of the Strategy remain valid but their realization requires a decisive shift in pace.

The EAC Secretariat is committed to translating the recommendations of this review into concrete regional action. The 
Secretariat will work with Partner States to operationalize Leather Development Funds, fast-track the development 
of bankable industrial parks with shared compliance infrastructure, and establish a regionally coordinated approach 
to export levy reform, one that is calibrated to actual domestic processing capacity rather than applied in advance of 
it. We will champion public procurement policies that create predictable demand for locally manufactured footwear, 
and we will advocate for the skills development investments necessary to build a competitive workforce along the 
full length of the value chain.

The EAC Secretariat wishes to express its sincere appreciation to the European Union and ITC for their continued 
partnership under the Market Access Upgrade II Programme, and to the national focal points, private-sector as-
sociations, tanneries, footwear producers and government officials across all eight Partner States who contributed 
their time, expertise and candour to the national consultations underpinning this review. The quality and credibility 
of this MTR reflects their engagement.

The remaining years of the Strategy represent a critical window. Global demand for finished leather goods is resilient; 
domestic demand across the EAC is growing rapidly; and the region possesses the raw material base, the institutional 
architecture and the policy frameworks to compete. What is now required is to adopt the agreed leather interventions 
into national fiscal priorities and coordinated investment to close the gap between ambition and execution. The EAC 
Secretariat is confident that, with the sustained commitment of Partner States, development partners and the private 
sector, the EAC leather sector can yet fulfil the transformative potential envisioned in 2020.

XXX
EAC Secretariat
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Unless otherwise specified, all references to dollars ($) are to United States of America dollars, and all references 
to tons are to metric tons.
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Definitions of key terms and glossary
The following definitions are provided to assist readers in understanding the technical, policy and trade terms used 
throughout this Midterm Review of the EAC LLPS.

Term Definition

Administrative burden 
cost 

A framework used to quantify the costs imposed on traders by administrative and 
procedural requirements in trade and regulatory processes, including costs associated with 
documentation, inspections and institutional interactions.

African Continental 
Free Trade Area

A continent-wide free trade agreement aiming to create a single market for goods and 
services across Africa, reduce tariffs, and boost intra-African trade and industrialization.

Capacity utilization 
rate

The proportion of a factory’s or tannery’s installed productive capacity that is actually being 
used at a given time, expressed as a percentage. Low-capacity utilization (e.g. 20–40%) 
signals inefficiency, insufficient demand or supply chain constraints.

Common effluent 
treatment plant 
(CETP)

A shared wastewater treatment facility serving multiple tanneries or industrial operators 
within a leather park or cluster. CETPs are a prerequisite for environmentally compliant 
leather processing and are critical for attracting investment and accessing regulated export 
markets.

Compound annual 
growth rate (CAGR)

A measure of the mean annual growth rate of a value (such as trade volumes or export 
revenues) over a specified time period, assuming growth occurs at a steady rate. Used in this 
report to track long-term trends in leather and footwear trade.

Crust leather An intermediate stage in leather processing between wet-blue and finished leather. Crust 
leather has been dried and re-wetted but has not yet received final surface finishing 
treatments such as dyeing, fat-liquoring or coating. It represents a higher value-add stage 
than wet-blue.

East African 
Community (EAC)

A regional intergovernmental organization comprising eight Partner States: Burundi, the 
Democratic Republic of Congo (DRC), Kenya, Rwanda, Somalia, South Sudan, the United 
Republic of Tanzania (URT) and Uganda. The EAC provides the institutional framework for 
the LLPS.

Export levy A tax or duty applied to goods when they are exported from a country. In the EAC leather 
sector, export levies on raw hides and skins are used as a policy instrument to retain raw 
materials domestically and incentivize local value addition. Rates vary across Partner States 
and have historically ranged from 10% to over 90% ad valorem.

Finished leather Leather that has completed all tanning, re-tanning and surface finishing stages, and is 
ready for use in the manufacture of footwear, leather goods or apparel. Finished leather 
commands significantly higher prices than raw hides or wet-blue leather, and its production 
is the primary objective of downstream value addition in the EAC Strategy.

Flaying The process of removing the hide or skin from a slaughtered animal. Proper flaying 
techniques, including the use of appropriate tools such as curved knives, are critical to 
preventing physical damage (cuts, holes and grain defects) that reduce the quality and value 
of H&S for tanning.

Glue stock H&S classified under Harmonized System (HS) code 0511.99 as unsuitable for tanning, 
intended for use in the production of glue, gelatine or other collagen-based products. In the 
EAC context, the glue stock exemption from export levies has been subject to misuse, with 
tannable hides deliberately fragmented or misclassified to avoid levy payments.

Hides and skins (H&S) The raw animal skins obtained from slaughtered livestock. ‘Hides’ typically refers to the 
skins of large animals such as cattle, while ‘skins’ refers to those of smaller animals such 
as sheep and goats. H&S are the primary raw material input for tanneries and form the 
foundation of the leather value chain.
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Term Definition

Leather Development 
Fund (LDF)

A sector-specific financing mechanism intended to fund investment in leather processing, 
tannery modernization, small and medium-sized enterprise (SME) upgrading, skills 
development and shared compliance infrastructure. LDFs are referenced in the EAC LLPS 
but remain largely non-operational or undercapitalized across most Partner States.

Leather industrial 
park / cluster

A designated industrial zone designed to concentrate tanneries and leather goods 
manufacturers in a single location with shared infrastructure, including CETPs, utilities 
and logistics facilities. Parks enable economies of scale, compliance with environmental 
standards, and a more attractive investment environment. Examples include the Kenya 
Leather Industrial Park (Kenanie) and the Bugesera Green Tannery Park (Rwanda).

Material efficiency The degree to which raw material inputs (particularly leather) are used without waste during 
manufacturing. Higher material efficiency means more usable product is obtained per unit 
of input. SMEs typically exhibit lower material efficiency than large factories due to manual 
cutting methods and limited nesting optimization, leading to higher production costs per pair 
of footwear.

Midterm review (MTR) A formal assessment conducted at the midpoint of a strategy implementation period to 
evaluate progress, identify constraints, assess the continued relevance of objectives and 
recommend corrective actions. 

One-stop border post 
(OSBP)

A border crossing facility where Customs, immigration and other regulatory agencies of 
two neighbouring countries operate in a single location, allowing traders to complete all 
necessary clearance formalities in one place without crossing the border twice. OSBPs are 
intended to reduce both transit times and administrative burdens on intraregional trade.

Public-private 
partnership (PPP)

A collaborative arrangement between government and private-sector entities to jointly 
develop, finance or operate infrastructure and services. In the EAC leather sector, PPPs are 
proposed for abattoir modernization, leather industrial park development and CETPs.

Raw H&S Unprocessed animal skins at the first stage of the leather value chain, classified under HS 
Chapter 41. They are typically preserved with salt (wet-salted) or by air-drying. Exporting raw 
H&S represents the lowest value-add stage; the EAC Strategy aims to reduce such exports 
in favour of domestic tanning and processing.

Single Customs 
Territory 

An EAC integration framework under which goods in transit through Member States 
are treated as if within a single Customs zone, reducing the need for repeated Customs 
declarations and inspections at internal borders. The Single Customs Territory is intended to 
reduce trade costs and clearance times for intraregional consignments.

Tanning The industrial process of converting raw H&S into leather through chemical treatment 
(typically using chromium salts or vegetable tannins) to prevent decomposition, impart 
durability and render the material suitable for use in manufacturing. Tanneries are the core 
midstream processing facilities in the leather value chain.

Technical and 
vocational education 
and training (TVET)

Institutions and programmes that provide practical, skills-based education for specific 
trades and industries. In the leather sector context, TVET institutions are expected to train 
workers in hide grading, tanning, footwear design and manufacturing.

Value addition / value 
chain upgrading

The process of increasing the economic worth of a product by processing it further along 
the production chain. In the leather context, this refers to moving from raw hide exports 
towards semi-processed leather (wet-blue), then to finished leather, and ultimately to 
manufactured goods such as footwear. Each step retains more economic value within the 
producing country.

Wet-blue leather Semi-processed leather that has been chrome-tanned but not yet dried or finished. It takes 
its name from the characteristic blue-grey colour imparted by chromium salts. Wet-blue is 
traded internationally as an intermediate input and represents a higher-value stage than raw 
hides but a lower value stage than crust or finished leather. The EAC continues to export 
most of its processed leather in this semi-finished form.
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Background

1.1. Meeting of the 40th Extraordinary SCTIFI dedicated to industrialization, May 2025. REF: EAC /SCTIFI/040/2025.
1.2. Somalia and DRC were not originally covered under the EAC LLPS. They were involved in the national consultations of the MTR to enhance 
regional leather value chain integration. 
1.3. The review is being conducted by ITC under the European Union-EAC Market Access Upgrade II Programme based on a request by the 
EAC Secretariat and agreed terms of reference. The review used a comprehensive methodology that included collecting data from relevant 
documents, surveys, interviews and consultations with regional and national stakeholders. National consultations were conducted in EAC Partner 
States to collect quantitative and qualitative data on target achievement levels and stakeholder perceptions.

The EAC Leather and Leather Products Strategy 
2020–2030 (LLPS) builds on a decade of policy direc-
tives, studies and stakeholder engagement to transform 
the region’s leather sector. Developed in response to EAC 
Heads of State directives in 2015–2016, the Strategy 
aims to promote local leather industries, reduce reliance 
on imported used footwear, and increase value addition 
along the value chain.

The EAC in 2019 adopted the EAC LLPS as a long-term 
framework to transform the regional leather sector. It 
aims to develop the sector from a predominantly raw 
material exporter into an integrated industrial ecosystem 
centred on value retention and industrialization. The LLPS 
seeks to create jobs, strengthen the livestock industry 
and address the growing domestic and regional demand 
for footwear, leather accessories and apparel.

Implementation of the Strategy began in 2021, guided 
by a regional coordination platform and an implementa-
tion roadmap. However, progress has been varied due to 

structural challenges, including limited access to finance, 
institutional capacity gaps and policy bottlenecks. Key 
value chain development issues have been identified 
through national consultations and EAC regional statu-
tory meetings such Sectoral Council on Trade, Industry, 
Finance and Investment (SCTIFI) deliberations.

In response, the SCTIFI (EAC/ExSCTIFI 40/Directive 
11)1 mandated an MTR to assess progress, identify key 
constraints and recommend corrective actions for the 
remainder of the LLPS. In line with this SCTIFI Directive, 
the terms of reference prepared by the EAC Secretariat 
and validated by Partner States at the EAC Leather and 
Leather Products Platform meeting (30 September 
2025) define the core analytical areas of this MTR. It 
also aims to evaluate achievements to date, challenges 
and lessons learned, drawing on national consultations 
across all eight EAC Partner States.2 Findings from these 
consultations feed into a regional validation process to 
consolidate priorities and refine recommendations for 
sector development.3
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Progress of EAC Leather Strategy 
implementation

By the midpoint of its implementation, the EAC LLPS has 
achieved initial gains in upstream quality improvement 
and institutional strengthening. Improvements have 
been identified in livestock traceability and genetics, 
upgraded slaughter infrastructure, digital licensing 

systems and the integration of leather skills into universi-
ties and TVET institutions. These actions reflect a shared 
regional objective to retain raw materials, improve H&S 
quality, and shift away from unprocessed exports. Table 
1 summarizes the strategic objectives of the EAC LLPS.

Table 1: EAC Leather Strategy strategic objectives (2020–2030)

Strategic objective Focus What it aims to achieve

1. Improve and modernize livestock husbandry 
practices for sustainable supply of renewable 

resources for downstream industries.

Upstream 
production

Improve animal husbandry, health and 
breeding practices to reduce defects and 

increase the quality and consistency of 
H&S

2. Improve / modernize processing infrastructure 
to guarantee the provision of a sufficient quantity 
of high-quality H&S, and preserve the critical raw 

materials for domestic value addition.

Primary 
processing

Upgrade abattoirs, slaughter slabs and 
collection systems to reduce flaying 
damage and post-slaughter losses

3. Facilitate increased investment in integrated 
tanneries and management of tannery wastes and 

by-products.

Tanning and 
environment

Expand and modernize tannery capacity, 
promote cleaner tanning technologies, 

and improve waste and by-product 
management

4. Develop footwear manufacturing capacities 
to increase production for domestic and export 

markets.

Downstream 
industrialization

Build large-scale and clustered footwear 
manufacturing facilities to serve domestic, 
regional and international export markets

5. Enhance the productivity of small-scale 
producers (SMEs) of footwear and other leather 

goods to raise their export capabilities, and 
contribution to employment and poverty reduction.

Inclusive 
industrial 

growth

Support SME clusters, shared facilities, 
access to finance, and formalization to 

raise productivity and employment

6. Develop skills, technology, and research 
and development capabilities to improve 

competitiveness and innovation in the sector.

Human capital 
and innovation

Upgrade training institutions; address skills 
gaps; and improve design, technology and 
innovation capacity along the value chain

7. Strengthen governance, policy, regulatory 
systems, and institutional coordination mechanisms 

and support services for a conducive business 
environment.

Enabling 
environment

Strengthen regulatory frameworks, quality 
standards, public procurement and regional 
coordination to support private investment

Source: EAC (2021).

Figure 1 shows the overall implementation of the EAC 
LLPS on the left panel, and the level of implementation 
by country on the right panel.
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Figure 1: Country-level average implementation (left panel) Strategic objective average (right panel) and implementation 
by strategic objective and country (bottom panel)4

Source: ITC compilation based on the inputs from Partner State focal points.  
Data collected and extracted from https: //simt.tradestrategy.org/.

1.4. Disclaimer: Information on the progress of implementation of the EAC LLPS is based on self-reported inputs from EAC national consultations 
and has not been independently verified by ITC. National focal points are in the process of providing supporting evidence to substantiate 
reported progress. Somalia and DRC were not covered under the original EAC-led LLPS.

These upstream initiatives are important because raw 
material quality and traceability are fundamental pre-
conditions for downstream value addition. Improvements 
in slaughter practices, preservation and grading help 
reduce defects in H&S, and increase the proportion 
of material suitable for tanning and manufacturing. 
Institutional measures such as training programmes 
and digital licensing systems also contribute to better 
coordination across the value chain and create a founda-
tion for further industrial development.

Progress beyond the upstream stage, however, has been 
slower and uneven. Tannery and footwear manufactur-
ing zones, as well as dedicated financial instruments 
to support industry development and private invest-
ment, remain largely at the design stage. Similarly, the 
Strategy’s goals for quality and standards enforcement, 
certification capacity and environmental infrastructure 
have not yet been met. As a result, the region continues 
to export raw or semi-processed leather while importing 
large volumes of finished leather goods and footwear. 

https://simt.tradestrategy.org/
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Closing this gap will require a shift from Strategy design 
to execution, with stronger focus on financing, industrial 
infrastructure, public procurement and enforcement at 
both national and regional levels.

The following section assesses the current state of the 
leather sector in each EAC country, drawing on available 
trade data, findings from the MTR of the EAC LLPS, and 
information reported by national focal points. It high-
lights areas of progress as well as gaps in implementa-
tion and industrial outcomes, and identifies the key policy 
implications emerging from the assessment.

Burundi

Burundi has abundant livestock resources, a large rural 
population engaged in livestock keeping, and proximity 
to EAC markets. In principle, these conditions provide a 
strong potential supply of H&S. In practice, however, the 
volume and quality reaching formal markets both remain 
modest. As a result, the leather value chain remains at 
an early stage of development, with low productivity and 
limited value addition. At the midpoint of implementation, 
progress under the EAC LLPS in Burundi can be observed 
across the different strategic objectives, as illustrated in 
Figure 2.

Figure 2: Burundi average implementation progress by strategic objective (%)

Sources: ITC calculations derived from Strategy Implementation Management Tool (SIMT) results and added following the midterm 
assessment. Data collected and extracted from https: //simt.tradestrategy.org/.

Upstream supply and raw material quality remain the 
main constraint. Around 80% of animals are slaughtered 
at household level using traditional methods, which fre-
quently leads to flaying damage and poor preservation. 
Although some slaughter slabs exist, many lack adequate 
equipment and supervision. Shortages of preservation 
inputs such as salt, together with slow collection from 
rural areas, further reduce raw material quality. Grading 
standards exist but enforcement is uneven and quality-
based pricing is rarely applied, limiting incentives for 
producers to improve practices. Livestock improvement 
is also constrained by limited breeding facilities.

Processing capacity exists but is underutilized. Burundi 
has two industrial tanneries. The first is Afritan, which 
faces significant operational challenges. The second 

tannery, Burundi Prosperity Tannery, opened on 1 March 
2024. H&S quality depends on proper handling through-
out the value chain, from livestock management at farm 
level to slaughter and flaying practices in abattoirs. 
Around 40% of H&S do not meet processing standards 
due to defects caused by pests, ticks, injuries and poor 
preservation, while delays in collection and delivery fur-
ther reduce processing yields. Informal exports of raw 
H&S also remain a concern, diverting raw materials away 
from domestic processing and limiting opportunities for 
value addition within the country. As a result, many H&S 
are exported in raw or semi-processed form, mainly to 
URT and Kenya, where further value addition takes place.

Downstream manufacturing is small and largely 
informal. According to the Africa Leather and Leather 

https://simt.tradestrategy.org/
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Products Institute (ALLPI), Burundi has three footwear 
enterprises, while production of both footwear and 
leather goods is largely carried out by small-scale pro-
ducers serving the domestic market. These firms face 
limited access to finance, lack collateral for loans, rely on 
outdated equipment and operate under high costs, all of 
which constrain investment. Production volumes remain 
low and inconsistent, preventing firms from participat-
ing in institutional procurement markets such as school 
footwear and protective boots. Limited access to export 
markets further constrains growth. As a result, Burundi 
imports significantly more footwear and leather products 
than it exports.

Skills development and sector coordination remain 
limited. Burundi currently prioritizes A2-level techni-
cal training through TVET institutions, with plans to 
expand to degree programmes. However, the sector 
faces a shortage of qualified instructors. Establishing 
a dedicated leather training centre and clearer train-
ing pathways aligned with industry needs would help 
strengthen workforce development. Leather is not yet 
part of the TVET curriculum but training modules are 
being developed. At the start of the 2026/27 school year, 
leatherworking instruction will begin in one TVET centre.

Institutional coordination and regulatory systems are 
still evolving. Quality inspection at border entry points 
is not yet fully operational, though plans exist to expand 
inspection capacity. Strengthening standards enforce-
ment and aligning the national leather strategy with the 
EAC LLPS would improve coordination between public 
and private stakeholders, and support the development 
of domestic leather manufacturing. Nationally, enforcing 
quality controls on imported footwear – especially low-
quality products from China and Türkiye – and requiring 
certified products could reduce unfair competition. The 
goal of reducing footwear imports by 20% over five years 
through targeted training for youth and women shows 
the potential for more jobs and industrial growth from 
coordinated skills and market programmes.5

Country-level priority recommendations

Improve raw material quality and collection systems

	� Train slaughterers in standardized flaying techniques, 
subsidize curved knives and introduce systems to 
track tool distribution in order to reduce damage dur-
ing hide removal.

	� Expand slaughter infrastructure, improve access to 
preservation inputs such as salt, and strengthen rural 

1.5. National Coordination meeting in Burundi.

collection networks to increase both the volume and 
quality of raw materials reaching formal markets.

	� Strengthen enforcement of H&S Trade Acts and grad-
ing systems to improve quality control and incentivize 
better handling practices across the value chain.

Retain raw materials for domestic processing

	� Strengthen traceability, monitoring and enforcement 
mechanisms to reduce informal exports of raw H&S.

Support investment and upgrading in leather processing 
and manufacturing

	� Facilitate access to finance, technology upgrades and 
business support services to strengthen processing 
capacity and improve productivity among small-scale 
footwear and leather goods producers.

	� Expand the product basket under public procurement 
(school shoes, safety boots).

Strengthen skills development and specialized training

	� Expand leather sector-specific entrepreneurial and 
technical training programmes through TVET institu-
tions and establish dedicated leather training facilities 
aligned with industry needs.

Strengthen standards enforcement and market 
regulation

	� Develop and expand quality inspection capacity at 
border entry points and enforce standards for im-
ported footwear and leather products.

	� Stronger market surveillance and certification re-
quirements would support fair competition and create 
better conditions for domestic producers.

Kenya

Kenya has a relatively advanced leather ecosystem 
in the EAC, with established institutions, export ex-
perience and a growing industrial base. This includes 
long-standing sector bodies such as the Kenya Leather 
Development Council, national standards and environ-
mental regulators, and experience with export process-
ing and Special Economic Zone (SEZ) frameworks. It is 
the largest exporter of leather-based final goods in the 
region, yet the sector has not fully translated this advan-
tage into competitive scale or strong export growth (ITC, 
2025). Imports of finished leather goods and footwear, 
estimated at about $16.5 million, continue to far exceed 



﻿﻿6

exports of roughly $1.8 million, signalling strong domestic 
demand that is still largely met by foreign suppliers. Over 
2005–2024, exports of raw hides and semi-processed 

leather declined sharply, while imports of finished prod-
ucts increased, indicating a persistent gap between raw 
material availability and downstream absorption.

Figure 3: Kenya’s leather trade by processing stage, 2005–2024 ($ millions)

Sources: ITC calculations based on Kenya National Bureau of Statistics since January 2011. ITC calculations based on United Nations 
Comtrade statistics before January 2011.

The MTR of the EAC LLPS points to substantial progress 
in laying upstream and institutional foundations. Kenya 
has strengthened slaughterhouse classification, cur-
ing centre registration, flaying practices and livestock 
traceability, with the national digital traceability system 
scheduled for launch. These reforms align with EAC 
grading standards (East African Standard (EAS) 93) 
and are intended to create clearer quality incentives at 
first sale, though enforcement remains uneven. At the 
industrial level, Kenya has identified initiatives such as 
the Kenya Leather Industrial Park, designated as an SEZ, 
and a planned CETP, intended to support environmentally 
compliant tanning operations. In late 2025, approximately 
79% of park infrastructure had been completed, and en-
abling institutions such as TVET centres, cleaner tanning 
awareness programmes and trade promotion platforms 
are in place. However, capitalization of new tanneries, 
large-scale downstream manufacturing and effective 
deployment of sector-specific financing instruments 
remain limited.

At the midpoint of implementation, progress under the 
EAC LLPS in Kenya can be observed across the different 
strategic objectives, as illustrated in Figure 4.

Progress towards higher-value production continues to 
be constrained by structural policy and market factors. 
Kenya introduced an export levy on raw H&S in 2003 
(20%), increased it to 40% in 2007, and raised it to 80% 
(Global Trade Alert, 2013) in 2012 to retain raw materials 
for domestic processing; the levy was reduced to 50% 
in 2023. These measures were intended to support do-
mestic tanning and manufacturing but were introduced 
before sufficient processing capacity was in place (World 
Footwear, 2019). Export volumes declined without a cor-
responding increase in wet-blue, crust or finished leather 
production. Enforcement gaps have also contributed 
to informal cross-border trade and smuggling, includ-
ing seizures at the Port of Mombasa (Kenya Revenue 
Authority, 2021). At the same time, domestic manufactur-
ers face strong competition from second-hand footwear 
and low-cost synthetic imports. As a result, Kenya’s raw 
material base and emerging industrial infrastructure re-
main underutilized, with value leaking through exports of 
under-processed materials and rising imports of finished 
leather goods.
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Figure 4: Kenya average implementation progress by strategic objective (%)

Sources: ITC calculations derived from SIMT results and added following the Midterm assessment. Data collected and extracted from 
https: //simt.tradestrategy.org/.

Country-level priority recommendations

Fully operationalize the Kenya Leather Industrial Park

	� Phase I is complete and the site is now open to inves-
tors. Occupation criteria have been developed and 
published on the Kenya Leather Development Council 
website.

	� Finalize and publish the operating framework for 
the Park, including CETP commissioning timeline, 
tariff structure, tenant criteria and a one-stop regu-
latory desk integrating approvals from the National 
Environment Management Authority, Kenya Bureau 
of Standards, Kenya Revenue Authority and counties.

	� Link tenant onboarding to clear service-level timelines 
for environmental approval and utilities connection to 
accelerate investment uptake.

	� Upgrade common manufacturing facilities and incuba-
tion centres, and expand SME manufacturing clusters 
beyond major urban areas to strengthen production 
capacity and support regional value chains.

Strengthen enforcement of H&S quality standards and 
traceability systems

	� Strengthen enforcement of H&S Trade Acts, grading 
systems and slaughterhouse classification aligned 
with EAC standards (EAS 93).

	� Train slaughterers in standardized flaying techniques, 
subsidize curved knives, and introduce systems to 

trace tool distribution in order to reduce damage dur-
ing hide removal.

	� Fully implement the national livestock traceability 
system to support monitoring and quality-based pric-
ing incentives.

Create a dedicated leather financing window anchored 
in Kenya’s industrial finance architecture

	� Establish a ring-fenced leather financing facility 
under the Kenya Leather Development Council to fi-
nance SME upgrading, tannery modernization (wet-
blue to crust and finished leather) and compliance 
investments.

	� Financing should be milestone-based and linked to 
measurable outputs such as processing capacity, cer-
tification and connection to the Park infrastructure.

Facilitate investment in tanning and downstream leather 
manufacturing

	� Mobilize sector-specific financing instruments and 
provide targeted fiscal incentives, including tax 
exemptions on chemicals, machinery and production 
inputs, with appropriate monitoring safeguards.

	� Enforce public procurement to anchor domestic 
demand and expand the range of products to include 
school shoes, military boots and safety footwear with 
minimum local content requirements. Provide targeted 
support to SMEs so they can meet technical standards 
and scale up production.

https://simt.tradestrategy.org/
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Strengthen skills development and enterprise upgrad-
ing across the leather value chain

	� Conduct comprehensive skills gap assessments 
across the leather value chain and provide leather-
specific entrepreneurial and technical training.

	� Strengthen TVET and incubation programmes to 
support SME upgrading and improve productivity in 
footwear and leather goods manufacturing.

Strengthen governance, regulatory coordination and 
market surveillance

	� Fast-track legal reforms, including the Leather 
Development Authority Bill, to strengthen sector 
governance and institutional coordination.

	� Gradually reduce export levies on raw H&S and re-
move import duties on key leather inputs in line with 
domestic processing capacity.

	� Strengthen monitoring of cross-border trade and de-
velop joint monitoring systems for imported footwear 
to ensure fair competition and improve enforcement 
against informal trade.

Rwanda

Rwanda’s leather sector remains at an early stage of 
industrial development but has made notable progress 
in strengthening upstream systems and laying the 
foundations for future value addition. Under the EAC 
LLPS, Rwanda has invested in livestock productivity and 
hide quality through genetic improvement programmes, 
expanded artificial insemination services, strengthened 
veterinary systems and modernized slaughterhouses to 
improve flaying and preservation practices. Preparatory 
work for the Bugesera Tannery Park has also advanced, 
and initiatives to promote footwear and leather goods 
manufacturing zones, SME clustering and digital market 
platforms such as SOKOKUU have begun to emerge.

Domestic tanning capacity remains extremely limited, 
constraining Rwanda’s ability to convert raw hides into 
finished leather products. More than 90% of H&S are 
exported without value addition (Ntirenganya, 2025). 
Imports of finished leather goods from outside the 
EAC have increased steadily, particularly after 2018, 
following tariff adjustments on footwear and leather 
products (Global Trade Alert, 2018). This reflects gaps 
in investment, finishing technology, working capital and 
environmental compliance infrastructure.

1.6. Rwanda National Consultation meeting on 23 October 2025 at the Ministry of Trade and Industry.

While export restrictions and levies were later relaxed 
(Global Trade Alert, 2011), their impact is clearly visible 
in the data. Exports of raw H&S declined sharply and 
have not recovered to earlier levels. Cattle hide prices 
fell from about RWF 1,500 per kg before 2015 to as low as 
RWF 100 per kg in 2024, while goat hide prices declined 
from roughly RWF 3,000 per piece to around RWF 500, 
despite improvements in hide quality.6 The expected shift 
towards domestic processing has been constrained by 
limited tanning capacity and persistent quality gaps. 
Exports of semi-processed or finished leather have 
increased only marginally and remain far below the level 
required to offset lost raw hide export revenues.

The strict export levy on raw hides was introduced before 
sufficient domestic processing capacity was in place. 
This contributed to a sharp decline in local hide prices, 
weakening incentives across the value chain without 
generating the expected expansion in domestic tanning. 
Investment has further been constrained by financing 
gaps estimated at around RWF 5 billion, limited access 
to long-term capital, shortages of specialized skills, and 
regulatory uncertainty around tannery effluent manage-
ment. As a result, exports of leather and leather products 
remain negligible, and the sector continues to operate 
largely at a foundational stage despite improvements in 
upstream systems.

The planned Bugesera Tannery Park therefore repre-
sents a potential inflection point. If fully operational, it 
could anchor domestic tanning and finishing capacity, 
strengthen environmental compliance and provide a plat-
form for Rwanda to move towards higher-value leather 
and leather product manufacturing.

Country-level priority recommendations

Construct and operationalize the Bugesera Green 
Leather Tannery Park as a national industrial anchor

	� Finalize and reach financial close for the Bugesera Green  
Leather Tannery Park by confirming the investor/op-
erator model, and prioritize construction of the CETP.

	� Publish a clear commissioning and tenant onboarding 
timeline to position the park as Rwanda’s core leather 
processing hub and attract private investment in tan-
ning and finishing facilities.
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Figure 5: Rwanda’s leather trade by processing stage, 2005–2024 ($ millions)

Sources: ITC calculations based on:
•	 Common Market for Eastern and Southern Africa statistics since January 2022.
•	 United Nations Comtrade statistics between January 2019 and January 2022.
•	 Common Market for Eastern and Southern Africa statistics between January 2015 and January 2019.
•	 on United Nations Comtrade statistics before January 2015.

Figure 6: Rwanda average implementation progress by strategic objective

Sources: ITC calculations derived from SIMT results and added following the Midterm assessment. Data collected and extracted from 
https://simt.tradestrategy.org/.

https://simt.tradestrategy.org/


﻿﻿10

Adopt a capacity-linked export policy for raw H&S

	� Maintain the current suspension of the 80% export levy,  
whereby any future restrictions are applied only once 
verified tanning capacity is operational and compliant.

	� Any future restrictions should be moderate, time-
bound and clearly linked to sector upgrading objec-
tives so that export policy supports, rather than 
constrains, value addition.

Establish a targeted leather SME upgrading and financ-
ing window:

	� Create a dedicated leather financing window within 
an existing industrial or SME facility to support firms 
supplying or locating near Bugesera Park.

	� Prioritize machinery upgrading, cleaner production 
investments, quality finishing, and working capital 
for hides and wet-blue procurement. Link access to 
support to compliance readiness and integration into 
domestic and regional value chains.

Strengthen skills development and enterprise capabili-
ties across the leather value chain:

	� Address shortages of specialized skills in tanning, 
leather processing and footwear manufacturing 
through targeted training programmes and stronger 
partnerships between training institutions and 
industry.

Institutionalize structured public-private dialogue for 
the leather sector:

	� Establish a formal leather sector dialogue platform 
bringing together livestock authorities, the Ministry 
of Trade and Industry, environmental regulators, park 
developers and private operators.

	� Use this platform to coordinate sector development 
and signal policy changes in advance, including 
export rules, standards enforcement and investment 
incentives.

South Sudan

South Sudan possesses a large livestock resource base 
relative to the size of its economy, with cattle, sheep 
and goats playing a central role in rural livelihoods. 
The country is estimated to host over 40 million head of 
livestock, placing it among the largest livestock holders 
in Africa, despite its small population (FAOSTAT, 2026). 
In principle, this endowment provides a strong founda-
tion for developing an H&S and leather value chain. In 

practice, however, the sector remains largely informal 
and subsistence-oriented, with H&S predominantly 
used for traditional purposes or traded informally across 
borders rather than processed domestically or exported 
through formal channels.

Following independence in 2011, South Sudan did not 
inherit institutional capacity, a policy framework or 
implementation mechanisms. As a result, the leather 
sector has remained fragmented and underdeveloped, 
with minimal domestic processing and negligible formal 
exports. The absence of industrial processing capacity 
is a critical constraint: South Sudan currently has no 
significant operational tanneries and leather manufac-
turing is virtually non-existent. Consequently, H&S are 
either wasted due to improper preservation and flaying 
practices or exported informally to neighbouring coun-
tries –particularly Sudan, Uganda and Ethiopia– where 
tanning and leather industries are more established 
(Intergovernmental Authority on Development Centre 
for Pastoral Areas and Livestock Development, 2016). 
With no leather industrial parks, CETPs or downstream 
manufacturing clusters, the country is effectively unable 
to convert its livestock endowment into semi-processed 
or finished leather products, leaving it trapped at the raw 
material stage.

Trade in H&S and leather from the South Sudan is con-
strained by highly complex export procedures, extensive 
documentation requirements and prolonged clearance 
timelines. Compared with other EAC corridors, export 
movements from South Sudan involve a significantly 
larger number of procedural steps, institutional interac-
tions and required documents, resulting in much higher 
administrative costs and clearance times that can extend 
from 19 to 58 days. Much of this burden arises from re-
peated physical submissions, sequential approvals across 
agencies and extended engagement with authorities, 
which together generate high submission-related costs. 
These procedural frictions, combined with unpredictable 
clearance timelines and export corridor-level delays, 
reduce the competitiveness of formal trade and create 
strong incentives for informal cross-border flows of H&S 
to neighbouring countries where processing capacity is 
more established.

In this context, South Sudan currently records only 
marginal formal exports of leather and leather products 
but possesses substantial potential as a supplier of 
raw inputs, particularly bovine H&S (ITC, 2025). Annual 
production is estimated at approximately 21,000 tons. 
These inputs could either form the basis for the gradual 
development of domestic processing capacity or be chan-
nelled to established regional processing hubs, notably 
Uganda, which is a net importer of raw leather (ITC, 2025).
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Figure 7: South Sudan average implementation progress by strategic objective (%)

Sources: ITC calculations derived from SIMT results and added following the Midterm assessment. Data collected and extracted from 
https: //simt.tradestrategy.org/.

Country-level priority recommendations

Basic upstream quality and preservation stabilization 
programme

	� Prioritize low-cost, high-impact upstream interventions 
before pursuing large-scale industrial investments.

	� The government, state authorities and livestock as-
sociations should jointly implement mobile salt distri-
bution points in pastoral areas, establish community-
level hide collection centres, and deliver rapid training 
for butchers on proper flaying techniques.

	� Introduce a simple two- or three-tier grading system 
with visible price premiums of at least 25–30% for 
higher-quality H&S.

	� This programme should be embedded within a broader 
national policy framework for the H&S and leather 
sector to support coordinated sector development.

Phased micro-tanning and semi-processing hubs

	� Given fiscal and infrastructure constraints, establish 
2–3 small regional micro-tanning or wet-blue process-
ing hubs located near major livestock corridors. These 
hubs should use modular equipment and shared water 
treatment systems, and operate under PPP or coop-
erative models, with basic environmental compliance 
standards.

Trade facilitation and border procedure simplification 
for H&S

	� Streamline export procedures to support formal trade 
in H&S and reduce informal cross-border flows. Key 
measures include consolidating export documenta-
tion into a single digital application, reducing agency 
touchpoints at borders, and introducing predictable 
clearance timelines with a maximum processing 
window (for example, 72 hours).

United Republic of Tanzania

URT has made important progress in strengthening the 
foundations of its leather sector, and possesses signifi-
cant long-term potential to expand leather processing 
and manufacturing. With Africa’s second-largest live-
stock population, the country has a strong raw material 
base that can support a competitive leather value chain 
(FAOSTAT). Under the EAC LLPS, URT has taken steps 
to strengthen upstream systems and institutional coor-
dination. These include expanded livestock traceability 
through electronic tagging, the development of new ab-
attoirs and collection centres, digital licensing systems, 
and early investments in skills development and cleaner 
tanning pilots. Institutional coordination has also im-
proved with the strengthening of the Leather Association 
of Tanzania and the launch of the Dar es Salaam Leather 

https://simt.tradestrategy.org/
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Cluster as a platform for clustering manufacturers, 
service providers and industry stakeholders.

These initiatives have helped lay the groundwork for fu-
ture industrial growth. However, translating URT’s large 
livestock resource base into scaled leather processing 
and manufacturing remains a work in progress. Despite 
strong domestic demand, the sector’s contribution to na-
tional gross domestic product remains below 1% (Msafiri 
et al., 2021), and exports of leather and leather products 
remain limited. Domestic footwear demand exceeds 60 
million pairs annually, yet local production is estimated 
at only 2–3 million pairs, leaving the market largely sup-
plied by imported synthetic and second-hand footwear 
(China et al., 2022). This gap reflects limited midstream 
and downstream processing capacity rather than weak 
demand.

Policy measures introduced over the past two decades 
aimed to retain raw materials for domestic process-
ing. Export levies on H&S were introduced at 15% in 
2003, increased to 40% in 2006, and raised sharply to 
90% in 2012 before being restructured in 2015 (World 
Trade Organization (WTO) Secretariat, 2019; Enhanced 
Integrated Framework, 2005; PwC, 2014). The current 
regime applies an 80% levy on raw H&S and a 10% levy 
on semi-processed wet-blue leather (Tanzania Revenue 
Authority, 2023; Tanzania Revenue Authority, 2026). 
These measures have reduced formal exports of raw and 
semi-processed materials, but domestic value addition 
has remained limited due to the continued shortage of 
midstream processing capacity and investment in down-
stream manufacturing.

The expected expansion of downstream processing has 
been slower than anticipated. Less than 10% of hides are 
currently processed into finished leather domestically, 
largely because midstream infrastructure, compliance-
ready processing facilities and sector-specific financing 
mechanisms have not yet been developed at sufficient 
scale. While levy-financed mechanisms exist in principle 
under the Production Development Funds framework, the 
Leather and Leather Products Fund has not yet operated 
as a predictable source of financing for SME upgrading 
and investment in tanning and leather manufacturing.

As a result, URT continues to export relatively small vol-
umes at early stages of the value chain while importing 
growing quantities of finished leather goods. Raw hides 
are typically exported at values of around $5–$10 per 
unit, whereas finished leather products can command 
values of $50–$200 (Uchumi 360, 2025), illustrating 
the scale of the value addition opportunity available to 
domestic industry.

Several structural constraints continue to affect com-
petitiveness, including skills shortages, outdated equip-
ment and continued smuggling of H&S that undermines 
formal market incentives. Domestic producers also face 
strong competition from second-hand footwear and 
low-cost synthetic imports. Addressing these challenges 
while building on the progress already achieved upstream 
could allow URT to capture significantly greater value 
from its livestock resources and strengthen its position 
within regional leather value chains.

Country-level priority recommendations

Industrialization and tanning upgrade

	� Reform or establish other financial schemes as a 
dedicated financing window to support industrial up-
grading across the leather value chain. Priority actions 
include selecting one strategic leather cluster for the 
construction and operation of a shared CETP; and 
establishing an SME upgrading facility that finances 
machinery modernization, product testing, durability 
improvements and compliance investments.

Footwear manufacturing and demand anchoring

	� Strengthen domestic footwear manufacturing by 
anchoring demand through public procurement (lo-
cal content policy) and targeted industrial support. 
Introduce minimum local content requirements for 
publicly procured school shoes and protective boots. 
Pair this with a time-bound upgrading facility that 
will support 5–10 domestic manufacturers in meeting 
technical specifications and scaling up production.

	� Complement this with continued development of 
manufacturing clusters such as the Dar es Salaam 
Leather Cluster, alongside measures to improve ac-
cess to machinery, inputs and specialized skills.

Strengthen the competitiveness of domestic leather 
producers

	� Address structural constraints affecting leather 
manufacturing by expanding skills development, up-
grading equipment and strengthening supply chains 
for inputs and components used in footwear and 
leather goods production.

	� At the same time, strengthen enforcement of product 
standards and market surveillance for imported foot-
wear to reduce unfair competition from low-quality 
synthetic and second-hand footwear.
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Figure 8: United Republic of Tanzania’s leather trade by processing stage, 2005–2024 ($ millions)

Sources: ITC calculations based on:
•	 National Bureau of Statistics data since January 2024.
•	 United Nations Comtrade statistics between January 2021 and January 2024.
•	 National Bureau of Statistics data between January 2016 and January 2021.
•	 United Nations Comtrade statistics before January 2016.

Figure 9: United Republic of Tanzania average implementation progress by strategic objective

Sources: ITC calculations derived from SIMT results and added following the Midterm assessment. Data collected and extracted from 
https://simt.tradestrategy.org/.

https://simt.tradestrategy.org/
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Trade facilitation and regional integration

	� Pilot a fast-track intra-EAC export procedure for 
finished leather and footwear, reducing inspection 
duplication by bundling standards, Customs and 
certification checks at designated exit points.

	� Strengthen border monitoring and improve trade 
facilitation to help reduce smuggling of H&S while 
supporting URT’s integration into regional leather 
value chains.

Export levy reform and calibration

	� Replace fixed levy rates on raw H&S and wet-blue 
leather with a capacity-linked review mechanism 
under which levy rates are periodically adjusted based 
on verified domestic tanning capacity and firms’ com-
pliance readiness.

Uganda

Uganda has made important progress in developing 
its leather sector over the past decade, particularly in 
strengthening upstream systems and expanding tan-
ning capacity. Policy measures aimed at retaining raw 
materials for domestic processing significantly reduced 
exports of raw H&S after 2012–2013. These measures 
initially delivered tangible results: tanning activity ex-
panded rapidly between 2010 and 2014, with exports of 
semi-processed leather peaking at more than $70 million. 
During this period, domestic tanneries absorbed a larger 
share of locally produced hides, marking Uganda’s most 
significant phase of upstream value addition.

Building on this progress, Uganda has continued to 
strengthen the foundations of the sector. Livestock im-
provement programmes, awareness campaigns on hide 
quality, and academic integration have helped improve the 
supply base and human capital. Notably, the introduction 
of a Bachelor of Science in Leather Tanning Technology at 
Kyambogo University has contributed to developing spe-
cialized skills for the sector. Policy frameworks such as 
Buy Uganda Build Uganda and the National Local Content 
Act have also created a supportive demand-side environ-
ment aimed at strengthening domestic manufacturing.

Despite these advances, the transition from upstream 
improvements to competitive downstream manufactur-
ing has been slower than anticipated. Since 2015, exports 
of semi-processed leather have declined steadily, falling 
below $10 million by 2024, while exports of finished leath-
er products have remained low and volatile. At the same 
time, imports of finished leather goods have increased, 

indicating that growing domestic demand is still largely 
met by foreign suppliers rather than local manufacturers.

The MTR suggests that progress has been strongest in 
upstream systems, while advancement in industrial and 
downstream segments has remained limited. Critical 
physical investments –including standardized H&S 
collection centres, modern flaying infrastructure and 
specialized footwear manufacturing zones– have yet to 
be implemented at scale. Proposed footwear clusters 
and manufacturing zones remain largely at the feasibil-
ity stage, and upgrades to common facility centres have 
progressed slowly.

Several structural constraints continue to affect the 
sector’s ability to move further up the value chain. 
Uganda currently lacks dedicated leather sector financ-
ing instruments to support tannery upgrading, working 
capital and SME scale-up. The absence of an operational 
LDF, combined with delays in finalizing the implement-
ing decree, has limited the availability of sector-specific 
financing mechanisms that could crowd in private invest-
ment. At the same time, outdated equipment in common 
manufacturing facilities and weak enforcement of 
quality standards continue to constrain the competitive-
ness of domestic footwear producers and their ability to 
participate in public procurement markets.

As a result, Uganda’s leather sector can be characterized 
as being in a transitional phase. The country has moved 
beyond relying on exports of raw materials and has dem-
onstrated the viability of domestic tanning. However, the 
shift towards competitive downstream manufacturing, 
particularly of footwear, is still under way. Strengthening 
access to finance, industrial infrastructure and domestic 
market opportunities will be critical to enabling Uganda 
to build on its upstream achievements and expand into 
higher-value segments of the leather value chain.

Country-level priority recommendations

Operationalize the LDF and/or expand to other sector 
financing schemes

	� Finalize the implementing decree and operationalize 
the LDF as a dedicated financing mechanism for the 
leather sector.

	� The LDF should support tannery upgrading, SME 
expansion, working capital and machinery moderniza-
tion across the value chain.

	� Complement the LDF with additional financing instru-
ments, such as blended finance facilities or special-
purpose investment vehicles, to crowd in private 
investment in leather processing and manufacturing.
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Figure 10: Uganda’s leather trade by processing stage, 2005–2024 ($ millions)

Sources: ITC calculations based on:
•	 Uganda Bureau of Statistics data since January 2017.
•	 United Nations Comtrade statistics between January 2016 and January 2017.
•	 Uganda Bureau of Statistics data between January 2015 and January 2016.
•	 United Nations Comtrade statistics before January 2015.

Figure 11: Uganda average implementation progress by strategic objective

Sources: ITC calculations derived from SIMT results and added following the Midterm assessment. Data collected and extracted from 
https://simt.tradestrategy.org/.

https://simt.tradestrategy.org/
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Develop leather industrial infrastructure and manufac-
turing clusters

	� Accelerate the establishment of specialized leather 
industrial zones and footwear manufacturing clusters 
supported by fully serviced industrial infrastructure.

	� Priority should be given to operationalizing a leather 
industrial park anchored by a functioning CETP, 
treated as core industrial infrastructure with transpar-
ent user tariffs and reliable access to utilities.

Strengthen upstream H&S quality systems

	� Establish a national H&S quality improvement pro-
gramme led jointly by the Ministry of Agriculture, 
Animal Industry and Fisheries; local governments; and 
private slaughter operators.

	� Priority actions should include mandatory training and 
certification for slaughterers in standardized flaying 
techniques, the distribution of subsidized curved flaying  
knives and preservation salt in pastoral districts, and 
the expansion of standardized H&S collection centres.

	� The programme should also introduce a simple na-
tional grading system with clear price premiums for 
higher-quality hides, alongside stronger enforcement 
of the H&S Trade Acts and grading standards to im-
prove traceability and quality across the supply chain.

Promote downstream footwear manufacturing and 
domestic market development

	� Prioritize downstream value addition through targeted  
support for footwear and leather goods manufacturing.

	� Measures should include duty-free import of special-
ized footwear machinery, matching grants for product 
design and branding, and strengthened support for 
footwear manufacturing clusters.

	� Public procurement policies such as Buy Uganda Build 
Uganda should include enforceable local content 
requirements for school shoes, military boots and 
safety footwear, while expanding the product basket 
under public procurement to include items such as 
school shoes and safety boots. Considering a 25–30% 
domestic procurement share can create predictable 
baseline demand, allowing firms to scale and gradu-
ally compete with imports.

Align export management policies with domestic pro-
cessing capacity

	� Replace blanket export restrictions with a transpar-
ent, capacity-linked export policy.

1.7. Ministry of Agriculture, Fisheries & Livestock. (2016). DRC Livestock Census Data. (Cited in National Leather Value Chain Strategy, Page 22) 
derived from the World Bank Data: World Bank Open Data | Data.

	� Export limitations on raw H&S should apply only 
when verified domestic tanning utilization exceeds a 
defined threshold.

	� Any levies introduced should be moderate, time-bound 
and clearly earmarked to support sector upgrading, 
including machinery imports, CETP operations, and 
investments in leather industry infrastructure.

Democratic Republic of Congo

DRC is one of the largest untapped leather markets in 
Africa. It has a sizeable domestic consumer base and 
substantial livestock resources (World Bank, 2024). With 
a population exceeding 110 million and official estimates 
of around 6.8–7 million head of livestock (Democratic 
Republic of the Congo National Agency for Investment 
Promotion, 2020), alongside significantly higher eco-
logical carrying capacity, the country has the potential 
to generate a meaningful supply of H&S for industrial 
use.7 Despite this latent potential, the leather sector cur-
rently plays a negligible role in the national economy, 
accounting for an estimated 0.01% of exports, while the 
broader economy remains heavily dominated by extrac-
tive industries (Government of Democratic Republic of 
Congo, 2017).

The core constraint is the absence of a domestic 
processing ‘middle’. Without local tanneries producing 
wet-blue or finished upper leather, Congolese footwear 
manufacturers are forced to import leather from neigh-
bouring countries or overseas. This creates an extreme 
cost disadvantage: imported upper leather costs up to 
7–10 times more than in regional leather hubs, making 
it impossible for domestic footwear production to scale 
despite proven artisanal skills and strong local demand. 
As a result, H&S generated domestically are either unde-
rutilized or leak informally across borders, feeding value 
addition elsewhere in the region.

This structural gap is reinforced by weak upstream 
quality, limited finance and inadequate infrastructure. 
Disease prevalence and poor animal health manage-
ment significantly reduce the share of hides suitable 
for quality tanning. At the same time, SMEs in tanning 
and footwear are effectively excluded from finance, with 
industrial funds prioritized towards large infrastructure 
rather than productive upgrading. Skills erosion following 
the collapse of formal tanneries in the 1990s, unreliable 
electricity, weak industrial water supply, and the absence 
of environmental compliance infrastructure further deter 
investment in modern processing.

https://data.worldbank.org/
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The combined effect is a trapped equilibrium: DRC re-
tains raw material and demand but captures almost none 
of the value. Without a basic domestic tanning platform 
supported by finance, skills and shared infrastructure, 
the leather sector will remain import-dependent, with 
continued value leakage through both informal raw mate-
rial exports and rising imports of finished footwear and 
leather goods.

Country-level priority recommendations

	� Upgrade slaughterhouse infrastructure and imple-
ment improved practices for handling H&S. Increase 
awareness of the economic and material value of H&S, 
and promote quality preservation measures through-
out the livestock value chain.

	� Establish a modern tannery that complies with en-
vironmental standards to support domestic leather 
processing.

	� Strengthen the Kinshasa leather incubator to promote 
youth entrepreneurship and advance leather manu-
facturing. Expand vocational training programmes in 
leather processing and manufacturing to all provinces.

	� Establish a multi-stakeholder steering committee to 
coordinate national priorities for the development 
of the leather sector. Align national leather sector 
standards with regional frameworks and enhance the 
traceability of imported leather products.

	� Enhance trade monitoring systems, and strengthen 
safety and logistics along H&S trade corridors.

Somalia

Somalia’s leather sector remains largely disconnected 
from industrial value addition despite a sizeable livestock 
base. With an estimated 224 million cattle, sheep, and 
goats (Somalia Ministry of Livestock, Forestry and Range, 
2019) the country has significant potential for H&S produc-
tion, yet the livestock economy is overwhelmingly oriented 
towards live animal exports, particularly to Gulf markets. 
As a result, H&S recovery, preservation and processing 
remain marginal, and the leather sector contributes  
little to domestic manufacturing or export diversification.

Upstream constraints are severe and structural. Most 
slaughtering takes place at slaughterhouses but using 
rudimentary tools, leading to extensive flaying damage 
and rapid quality deterioration. Collection systems are 
informal and decentralized, with flat pricing regardless 
of quality, weak access to salt, and no grading at source. 
These conditions generate high levels of wastage and 

downgraded material before skins reach urban markets or 
processing facilities, undermining the viability of domes-
tic tanning. There is also a lack of standardized slaughter  
slabs and community-based preservation centres.

Formal processing capacity exists but is narrow and 
uneven. Bosaso Tannery accounts for most recorded 
exports, while Berbera Tannery represents the most 
advanced facility, operating at partial capacity and 
meeting only basic environmental standards. Tanneries 
in Mogadishu operate at very low utilization due to 
extremely high energy costs and limited access to 
finance, contributing negligible volumes to formal trade. 
Downstream manufacturing is virtually absent, with no 
industrial footwear or leather goods production, and 
domestic demand met almost entirely through imports.

The lack of sector upgrading reflects binding constraints 
across finance, infrastructure, skills and regulation. 
Tanneries operate with obsolete machinery and face se-
vere barriers to importing modern equipment due to the 
absence of trade finance instruments such as Letters of 
Credit. Skills shortages in tanning, finishing, design and 
branding further limit competitiveness. These challenges 
are compounded by regulatory uncertainty, the absence 
of a dedicated leather policy framework, security risks 
and prohibitive electricity costs. Electricity in Somalia 
is among the most expensive in the region, with prices 
ranging from $0.40 to $1.00 per kWh, depending on the 
location. This is due to the heavy reliance on diesel and 
the lack of a national grid. The average cost in Mogadishu 
is around $0.41 per kWh (2023). Higher usage rates 
qualify for discounts. Electricity remains a major chal-
lenge for the leather sector. The absence of wastewater 
treatment infrastructure further prevents environmental 
compliance and excludes Somali producers from higher-
value, certified export markets, locking the sector into 
low-quality and low-value outcomes.

Country-level priority recommendations

	� Initiate implementation of the National Leather and 
Leather Products Strategy. Define standardized 
regulations for grading, collecting and flaying H&S. 
Establish a national leather platform to enhance col-
laboration among ministries and regional authorities.

	� Modernize tanneries to enable semi-processing (wet-
blue) and basic finishing. Construct collection centres, 
preservation facilities and waste management sys-
tems. Establish small industrial clusters dedicated 
to footwear and leather goods manufacturing. Assist 
coastal artisanal leather producers to transition to 
semi-mechanized production.
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	� Initiate a national training programme focused on 
footwear design and leather craftsmanship. Create a 
standardized curriculum for SMEs, applicable across 
all regions. Establish training and incubation hubs 
equipped with modern technology. Promote SME 
formalization and integration into regional markets 
and trade fairs.

	� Consolidate livestock data, H&S market information 
and export records into a unified national informa-
tion system. Deliver training for key personnel in data 
entry, reporting and monitoring.

Regional implementation

At the regional level, steady progress has been made 
in strengthening coordination and building institutional 
foundations for the implementation of the EAC LLPS. 
Several activities under Strategic Objectives 1–7 have 
been initiated, particularly those focused on regional 
dialogue, knowledge exchange and platform develop-
ment. The establishment of the EAC Leather and Leather 
Products Platform in 2025 represents an important step 
forward, providing a structured mechanism for coordina-
tion among Partner States and stakeholders across the 
regional leather value chain.

Progress has also been achieved in the development of 
regional standards and guidelines. Regional frameworks 
on livestock management and quality assurance have 

been developed, and a regional wastewater discharge 
standard for tanneries (EAS 1172:2024) has been adopted 
and gazetted by all Partner States. This represents a 
significant milestone in strengthening environmental 
management and regulatory alignment across the sector.

Regional knowledge-sharing and capacity building 
have also advanced. In 2021, a benchmarking study visit 
to Ethiopia was organized under a GIZ project, providing 
stakeholders with practical insights into successful leath-
er sector development models. Leather SMEs have also 
participated in regional and international exhibitions, in-
cluding JuaKali platforms and trade fairs, helping to raise  
the profile of the sector and facilitate market exposure.

Some Partner States have also begun introducing pro-
curement policies that support locally produced leather 
goods. Discussions have also started on expanding public 
procurement opportunities for domestic producers. 
These developments indicate growing recognition of the 
importance of domestic market development as a driver 
of industrial growth.

However, translating these initial achievements into 
larger structural changes across the regional value chain 
remains an ongoing process. Several planned initiatives – 
including the establishment of a regional animal welfare 
council, harmonization of abattoir operational standards, 
and the development of financing mechanisms for tan-
nery modernization – remain at the preparatory or concept 
stage due to institutional and funding constraints.

Figure 12: EAC regional average implementation progress by strategic objective

Sources: ITC calculations derived from SIMT results and added following the Midterm assessment. Data collected and extracted from 
https://simt.tradestrategy.org/.

https://simt.tradestrategy.org/
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Similarly, some of the Strategy’s larger regional initia-
tives have yet to move beyond early planning stages. 
These include the development of an integrated re-
gional leather park, a targeted investment promotion 
programme, a joint monitoring system for imported foot-
wear, and unified regional leather training programmes. 
Investment promotion efforts have largely remained 
broad-based rather than specifically targeted at the 
leather sector, and a dedicated regional financing mecha-
nism for leather SMEs has not yet been established.

Challenges faced during implementation

The main constraint affecting implementation across all 
Strategic Objectives has been the lack of a dedicated 
regional funding mechanism for leather-specific inter-
ventions. Several planned actions have not been carried 
out. These included setting up a regional animal welfare 
council, standardizing abattoir rules, creating funding 
options for tannery upgrades, organizing study tours, 
starting surveillance systems, encouraging investment 
and building integrated leather parks. The Secretariat 
could not move from coordination to actual operations 
because of institutional challenges and insufficient 
secured funding.

Implementation was also slowed by fragmented respon-
sibilities. Different departments and national agencies 
handle leather industrialization, livestock development, 
standards and investment promotion, which makes co-
ordination difficult and slows progress. Environmental 
regulations for tanneries, especially those related to 
waste management, make it harder to attract investors 
and develop parks. Without unified border enforcement, 
it is difficult to control the flow of low-quality imported 
and second-hand shoes. Reforming leather training pro-
grammes is complex, so the focus should be on improving 
vocational training rather than higher education at the 
regional level.

Differences in national procurement laws and weak 
monitoring systems made it difficult to implement 
procurement directives. While some Partner States did 
issue these directives, there were no formal systems to 
track compliance or report at the regional level. Work 
with development partners was reactive, and the lack 
of well-prepared proposals for the leather sector limited 
access to outside funding.

Regional-level priority recommendations

Going forward, regional efforts should focus on practi-
cal, measurable actions that align with the rest of the 
Strategy period. The Secretariat should help one Partner 
State establish an integrated leather park with shared 
waste management, serving as a regional example 
and showing how to meet environmental standards. A 
regional investment guide for the leather sector should 
also be created to help connect the sector with wider 
industrial and green growth plans, making it easier to 
work with development finance groups.

Advocacy for public procurement should be stronger 
by setting aside quotas for locally made leather goods 
in national procurement systems and using a regional 
template to track progress. Rather than forming a new 
committee, better coordination among current national 
standards and Customs agencies should be encouraged 
to improve border quality checks.

Regional standards for vocational certification in leather 
skills should be unified, and certain institutions should 
be chosen as reference centres (centres of excellence) 
for technician training. Financing options tailored to 
leather SMEs should be added to broader regional SME 
support programmes to support equipment upgrades 
and working capital. These steps would make efforts 
more consistent, support long-term growth, and help the 
Secretariat move from coordination to upgrading the 
regional value chain.
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EAC trade performance  
and implications for the Strategy

Global trade in raw H&S (HS 41) has contracted sharply 
and persistently over the past decade. From a peak of 
over $9 billion in the early 2010s, global trade values fell 
to around $3 billion by 2024, representing a decline of 
more than 67%. According to United Nations Comtrade 
data, the five-year CAGR of exports was negative (-4.6%). 
The 10-year CAGR also showed sustained contraction 
(-7.8%) (see Figure 13). This prolonged downturn high-
lights a structural shift, not a cyclical dip.

Three forces are driving this decline:

	� Synthetic substitutes: Global footwear and uphol-
stery industries have rapidly shifted towards cheaper, 
durable and more sustainable alternatives such as 
polyurethane and polyvinyl chloride leather. The 
global synthetic leather market, valued at $34.9 billion 
in 2024 (Global Newswire, 2026), is projected to grow 
steadily, displacing natural raw hide demand.

	� Consumer preferences: Demand in high-income mar-
kets has shifted away from animal-based materials, 
with fashion houses and automobile manufacturers 
pledging to reduce or phase out leather. This reduces 
the willingness of key importers (e.g. Italy, France, 
Germany) to expand purchases of raw hides.

	� Regulatory pressures: Environmental and health 
standards, especially in the European Union, have 
increased compliance costs for tanning. This has 
encouraged importers to consolidate supply from a 
handful of efficient suppliers (e.g. the United States 

of America, Australia) while discouraging entry from 
smaller exporters.

EAC export trends mirror the global decline in trade 
in raw H&S. Exports of raw H&S stood at $15 million in 
2010. After the introduction of export levies in 2014, and 
subsequent market adjustments, exports declined to 
around $12 million in 2024 (see Figure 13).

Trade Map data further shows that China and Italy 
alone accounted for nearly 50% of global imports in 
2024, underscoring both the shrinking scale and the 
concentration of demand. On the supply side, the United 
States of America and Australia together represented 
nearly 40% of global exports, while most African export-
ers contributed marginally (typically under 1% of global 
trade each) (see Figure 14).

Therefore, the EAC’s continued reliance on HS 41 exports 
is no longer viable, as global demand is shrinking, prices 
are eroding and trade is consolidating around a few 
dominant players. EAC hides –which used to have ready 
buyers in China and Italy– are facing two main problems. 
First, the unit values are dropping. Second, there is a lot 
of competition from large exporters with better logistics 
who can maintain consistent product quality. Price com-
parisons illustrate the value gap (see Table 2). This aligns 
with the Strategy’s objective of strengthening the case 
for moving up the value chain.

Table 2: Value addition across the leather value chain

Stage of value chain Product Indicative price

Raw material Raw hides $0.50 – $1.00 per kg

Semi-processed Wet-blue leather $1.50 – $2.00 per sq. ft

Processed Finished leather Up to $5.00 per sq. ft

Manufactured product Leather shoes (retail) $17 – $30 per pair

Source: EAC LLPS.
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Figure 13: Exports of raw hides and skins, Global and EAC, 2005–2024 (value)

Source: ITC calculations based on United Nations Comtrade and ITC statistics.

Figure 14: Top raw hides exporters (left) and importers (right), 2024

Source: ITC calculations based on United Nations Comtrade and ITC statistics.
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Trade in semi-processed hides has mirrored the raw 
segment’s decline. Global exports fell from around $24 
billion in 2010 to about $12 billion in 2022, a drop of 50% 
(see Figure 15). This trend is reflected in the decline of 
the average growth rate of global exports, which has 
dropped by 6.7% over the past 10 years. However, there 
has been a modest recovery of 2% since 2021. This 
reflects a structural shift away from natural raw hides, 
driven by the rapid expansion of synthetic substitutes, 
changing consumer preferences in high-income markets, 
and rising environmental compliance costs that favour a 
small number of large, efficient exporters.

Export trends in the EAC mirror the global decline in the 
trade of semi-processed H&S, but with greater volatil-
ity. Exports increased from $79 million in 2010 to $190 
million in 2014. After levies took effect, exports declined 

consistently, reaching approximately $25 million in 2024 – 
an overall drop of about 87%. This decline is significantly 
steeper than the approximately 50% drop observed glob-
ally, suggesting that the contraction in the region was 
disproportionate to global market trends.

For the EAC, this confirms that, although export levies 
reduced HS41 shipments, restricting raw exports has 
not automatically resulted in upgrading the downstream 
sector. Consequently, the region remains vulnerable to 
the repercussions of waning global demand, which can be 
mitigated only through the development of competitive 
finished products. Without rapid industrialization efforts, 
the EAC risks being sq.ueezed out of both ends of the 
market. It is unable to compete in the declining global 
wet-blue trade and is also falling behind in the higher-
value finished leather and footwear markets.

Figure 15: Exports of semi-processed H&S, Global and EAC, 2005–2024 (value)

Source: ITC calculations based on United Nations Comtrade and ITC statistics.
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In contrast, global trade in finished leather goods 
and footwear has remained resilient and captures the 
majority of value in the leather trade. In 2024, the total 
global trade of finished leather products reached $99 
billion, with leather footwear consistently dominating 
the market at around two-thirds of the total trade value. 
Growth has moderated in recent years (exports CAGR 
2.0% over five years – see Figure 16). While trade in raw 
and semi-processed leather has stagnated or declined, 
downstream products continue to dominate global trade 
and show greater resilience.

The EAC has not followed this trend. In 2024, EAC ex-
ports of all finished leather goods excluding footwear 
amounted to $2.1 million, while footwear exports reached 
$2.6 million (see Figure 16). Combined, this represents 
only about 0.005% of global exports. Meanwhile, total 
imports of leather goods reached $49 million, of which 
footwear accounted for $38 million.

The recent narrowing of the trade deficit reflects slower 
import growth rather than stronger export performance. 
This points to continued dependence on external supply 
and limited domestic value addition. Both imports and 
exports have declined since 2021, with CAGRs of -7.7% 
and -13% respectively. This reduction of imports of leather 
goods and footwear partly reflects the growing role of 
unrecorded second-hand footwear imports and low-cost 
synthetic shoes in regional markets.

In this context, the EAC LLPS highlights that developing 
countries account for nearly 50% of global footwear 
exports, yet Africa’s share is only about 2.5%, concen-
trated mainly in Kenya and URT. This disparity reinforces 
the need for the EAC to pivot decisively away from raw 
material exports towards local processing and integrated 
footwear manufacturing, where value addition, employ-
ment creation and export competitiveness are now most 
strongly concentrated.

Figure 16: Exports of finished leather goods (HS 42 and 64), Global and EAC, 2005–2024 (value)

Source: ITC calculations based on United Nations Comtrade and ITC statistics.
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The domestic market faces structural pressure from the 
dominance of second-hand footwear from Europe and 
North America, and low-cost synthetic shoes from Asia. 
These imports often enter at prices below production 
cost, depressing local output through effective dump-
ing of leather and synthetic footwear products, despite 

their inferior durability and shorter lifespan. This price 
undercutting is compounded by outdated machinery, lim-
ited design and technical capacity, and weak domestic 
supply chains for key components such as soles, eyelets 
and laces, which together constrain the ability of local 
manufacturers to compete on cost, quality and scale.

Figure 17: EAC exports and imports of finished leather goods (HS 42 and 64), 2005–2024 ($ millions)

Source: ITC calculations based on United Nations Comtrade and ITC statistics.

Figure 18: EAC leather footwear trade, 2013–2024 ($ millions)

Source: ITC calculations based on United Nations Comtrade and ITC statistics.





﻿﻿ 27

Opportunity for value addition  
from raw hides to leather goods

The EAC region remains one of the world’s most under-
performing leather-producing areas. Despite hosting 
around 4% of the global cattle population and 6% of 
small ruminants (FAOSTAT, 2023), the region accounts for 
only about 2% of global raw H&S production and an even 
smaller share of finished leather and footwear output. 
This reflects a deep structural imbalance in the value 
chain. Although millions of H&S are generated annually, 
more than 80% of processed leather is exported in semi-
finished wet-blue form, depriving domestic manufactur-
ers of reliable access to the quality inputs needed for 
competitive downstream production.

Assessment of value addition in the EAC leather sector 
shows that progress beyond the wet-blue stage remains 
limited. While the region produces substantial volumes 
of H&S and has established tanning capacity, most pro-
cessed leather continues to be exported in semi-finished 
form rather than absorbed by domestic manufacturers. 
This limits backward links between tanneries and foot-
wear producers, and constrains the development of an 
integrated leather value chain. As a result, downstream 
segments where value, employment and learning effects 
are highest remain underdeveloped.

Across the EAC, both tanning and footwear manufactur-
ing are characterized by persistent underutilization of 
installed capacity, particularly among SMEs. Evidence 
shows that most firms operate on intermittent, order-
driven production cycles rather than continuous runs. 
Typical utilization rates in footwear manufacturing are 
estimated at 20–40% of installed capacity, reflecting 
fragmented demand, limited working capital and weak 
forward links to stable buyers. Even where machinery is 
available, factories often shut down lines between orders 
to conserve cash, resulting in high idle time and elevated 
per-unit overhead costs.

In tanning, utilization constraints are even more 
pronounced. Many tanneries operate well below their 
capacity. This reflects irregular H&S supply, persistent 
quality defects and export-oriented wet-blue production 
that focuses on a narrow range of grades. Raw H&S can 
represent up to 85% of wet-blue production costs, leav-
ing tanneries highly exposed to fluctuations in supply 

and quality. Consequently, facilities often run at partial 
capacity or halt operations when input conditions worsen.

The EAC LLPS identifies footwear manufacturing as 
the main downstream sector for regional leather indus-
trialization. The Strategy cites strong and predictable 
demand, abundant raw materials, and the opportunity to 
replace imported leather footwear with locally produced 
alternatives. It adopts a sequenced market orientation 
of ‘local first, regional next’, prioritizing domestic and 
regional markets before pursuing extraregional exports.

Footwear demand in the EAC is driven by rapid population 
growth, rising incomes and policy-driven consumption 
patterns. The region’s population exceeds 300 million, 
and a significant portion of this population is enter-
ing education systems and the workforce. Mandatory 
school uniforms in most Partner States create a stable 
and predictable baseline for leather footwear demand. 
Ongoing industrialization is generating a growing need 
for safety and protective footwear. Furthermore, rising 
urbanization and the expansion of the middle class are 
shifting consumer preferences towards higher-quality, 
branded footwear, which reinforces the long-term growth 
potential of domestic leather shoe manufacturing.

At factory level, production volumes are typically modest. 
SMEs often produce 100–300 pairs per day, while better-
equipped factories may reach 500–1,000 pairs per day 
when operating near capacity. However, sustained opera-
tion at these levels is rare. Interviews and cost models sug-
gest that many factories achieve these outputs only during 
short production windows linked to school procurement 
cycles, safety footwear contracts or donor-supported  
programmes, rather than year-round commercial demand.

Costing evidence from footwear production models shows 
that ex-factory prices for locally manufactured leather 
footwear are broadly competitive by international stan-
dards, provided factories operate at reasonable scale.  
These prices already include labour, utilities, depreciation 
and value-added tax, indicating that cost competitive-
ness is achievable under existing regional conditions. The 
challenge lies less in unit cost levels and more in scale, 
consistency and cost dispersion across firm types.
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Further analysis indicates that limited scale and ef-
ficiency, rather than prohibitive input prices, explain 
the weak translation of competitiveness into sustained 
production. Leather typically accounts for 45–60% of 
total footwear production costs, making it the dominant 
cost component. Leather prices per square foot overlap 
significantly between large factories and SMEs when 
comparable finishes are used. The main source of cost 
divergence lies in procurement scale and material ef-
ficiency. Large factories benefit from bulk sourcing, 
mechanized cutting and better nesting efficiency, 
resulting in lower wastage and more consistent leather 
consumption per pair. SMEs, by contrast, rely on small-lot 
purchases and manual or semi-manual cutting, leading 
to higher leather consumption per pair and a higher ef-
fective leather cost, even when nominal input prices are 
similar. This material efficiency gap widens for leather-
intensive products such as work and safety boots.

Competitiveness is also shaped by the quality standards 
applied to products entering and circulating within the 
regional market. Although there are regional standards 

for footwear and leather goods, they are unevenly en-
forced. The market is characterized by large inflows of in-
expensive, low-durability imports, including second-hand 
footwear. The weak enforcement of grading, labelling, 
safety and durability requirements reduces manufactur-
ers’ incentives to improve quality, making it more difficult 
for compliant producers to compete with substandard 
products. The ability of smaller manufacturers to meet 
procurement requirements and access export markets 
is further constrained by an absence of awareness of 
standards. Gaps in technical skills related to material 
grading, cutting efficiency, pattern development and 
quality control also contribute to production defects, 
higher rejection rates and reduced product durability.

Industrialization is missing at scale (East African 
Development Bank, n.d.; Heitzig & Newfarmer, 2023), with 
an urgent need to establish leather and footwear indus-
trial parks, strengthen demand aggregation and build a 
robust manufacturing ecosystem capable of sustaining 
large-scale production and generating meaningful long-
term employment.

Table 3: EAC leather and footwear sector status (2024 estimates), by country

Country Number of tanneries
Number of 
footwear 

enterprises

Footwear 
production 

(annual pairs)

Average capacity 
utilization (%)

Kenya 10 licensed tanneries, including both 
large-scale and mini tanneries. Eight 
tanneries have ceased operations in 

the recent past.

13 formal 
factories

>1,000 artisans (in 
Kariokor alone)

~14 million 30% – 40% (tanneries)
<1% (cluster common 

manufacturing facilities)

URT Four, including Ace
Himo Tanneries (Moshi)

150 ~5.2 million Large tanneries: 21–40%; 
SMEs: 41–60% 

Uganda Fragmented; one closed, three on the 
verge of closure; Kawumu is the state 

anchor

27 ~2.1 million 30–35%

Rwanda One tannery (Nova) 9 ~1.2 million 30% due to insufficient 
supply of quality hides 

Burundi One industrial anchor (Afritan) 5 ~0.5 million Partial / limited; 
restricted by 80% 

household slaughter rate 

South 
Sudan

No functional tanneries or processing 
clusters

2 ~0.2 million Minimal to zero industrial 
utilization 

DRC No industrial tanneries 7 The Diocesan Tannery in 
Moba-Kirungu has not 
yet been rehabilitated

Somalia Two – Bosaso Tannery
Berbera Tannery

2 Capacity utilization 
unknown 

Source: ALLPI and ITC data compilation.
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Table 4: Illustrative ex-factory footwear prices under Kenyan industrial conditions ($/pair)

Product type Ex-factory price International price

School shoes (cement-lasted) ~25.9 22.0 – 28.0

Men’s leather shoes ~30.8 28.0 – 35.0

Safety / work boots ~64.2 55.0 – 75.0

Source: ITC, ALLPI and author’s compilation.

Table 5: Quantitative evidence on leather costs in EAC footwear production

Cost dimension Large / industrial factory SME / workshop Key implication

Leather share of total 
production cost (%)

45–55% 55–65% Leather is the dominant cost 
driver in both systems

Leather price (corrected / 
embossed, $/sq. ft)

0.80–2.50 1.10–3.00 Price differences reflect 
procurement scale, not leather 

type

Leather consumption – 
school shoes (sq. ft/pair)

1.5–1.8 ~2.0 SMEs consume 10–30% more 
leather per pair

Leather consumption –  
work boots (sq. ft/pair)

4.0–5.0 5.0–6.0 Higher wastage in manual 
cutting

Leather cost per pair – school 
shoes ($)

2.7–5.0 3.5–6.3 Higher unit cost driven by 
excess consumption

Leather cost per pair –  
work boots ($)

7.6–15.8 9.5–19.2 Efficiency gap widens for 
leather-intensive products

Cutting method Steel dies, press cutting Manual / semi-
manual

Determines nesting efficiency

Implied material efficiency 
gap

Baseline +15–30% leather 
use

Main source of cost 
disadvantage for SMEs

Source: ITC, ALLPI and author’s compilation.

Table 6: Material efficiency and leather cost per pair of different types of shoes

Product type Indicator Large / industrial factory SME / workshop

School shoes Leather consumption (sq. ft/pair) 1.5–1.8 ~2.0

Leather cost per pair ($) 2.7–5.0 3.5–6.3

Work boots Leather consumption (sq. ft/pair) 4.0–5.0 5.0–6.0

Leather cost per pair ($) 7.6–15.8 9.5–19.2

Implied efficiency gap Extra leather use versus large factory Baseline +15–30%

Source: Based on regional cost benchmarks and material consumption tables by ALLPI.
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The challenge of regional value 
chain integration

The EAC leather value chain remains fragmented, with 
limited coordination between livestock production, 
slaughter operations, H&S collection, tanning and 
leather goods manufacturing. Livestock production is pri-
marily meat-oriented, and formal links between farmers, 
abattoirs and tanneries are incomplete. H&S collection is  
carried out largely by dispersed informal agents, with no 
integrated regional aggregation or traceability system.

This lack of coordination reduces traceability, constrains 
quality upgrading and disrupts consistent sourcing 
for tanneries. Cross-border raw material flows remain 
limited and often informal, restricting supply predict-
ability and reducing incentives for upstream investment 
in quality improvement.

At the midstream level, tanning and finishing activities 
are only partially connected to downstream manufactur-
ing. Tanneries across the region primarily process hides 
for export, mainly to India, China and Pakistan, at the 
semi-finished wet-blue stage. Collaboration with domes-
tic footwear and leather goods producers is limited, and 
intra-EAC trade in finished leather remains small. As a 
result, downstream manufacturers frequently depend on 
imported leather inputs from outside the region.

Import trends reflect this structural gap. EAC imports 
of semi-processed leather reached nearly $8.4 million 
in 2010 and remained above $13 million in 2014, indicat-
ing stronger industrial demand at that time. Since then, 
imports have declined steadily, reaching approximately 
$5 million in 2024. This decline does not signal effec-
tive import substitution. Rather, it reflects a contraction 
in downstream manufacturing capacity and reduced 
industrial demand.

In the downstream segment, footwear and leather goods 
production spans both industrial and artisanal scales. 
Artisanal producers are present across Partner States 
but the industrial manufacturing base remains limited 
in several markets. Most firms operate at small scale 
and focus primarily on domestic markets, with minimal 
cross-border sales. Intraregional trade in footwear 
and leather goods remains underdeveloped, reflecting 
limited regional distribution networks, modest branding 
capabilities and insufficient harmonization of quality 
standards.

These structural constraints are reinforced by strong 
import competition, high logistics costs and divergent 
national policies on H&S export restrictions. Together, 

these factors limit the emergence of integrated regional 
value chains and constrain the EAC’s ability to expand 
into higher-value segments of the global leather market.

To illustrate how these constraints shape value chain 
performance and how they could be addressed, three 
schematic value chain representations are presented. 
Figure 19 reflects the leather and leather products value 
chain as set out in the EAC Strategy in 2017, while Figure 
20 updates this structure using 2024 data to show how 
current constraints and fragmentation persist. Figure 21 
presents a forward-looking value chain for 2026–2030, 
illustrating the intended transformation if the Strategy’s 
recommendations are implemented, with stronger inte-
gration and increased value addition within the EAC.

Beyond these structural bottlenecks within the value 
chain, a set of cross-cutting policy and institutional chal-
lenges further constrains sector performance. These 
include the impact of export levies and restrictions on 
raw H&S, which have often been applied in contexts 
where domestic processing capacity remains limited; 
the weak operationalization of leather-specific industrial 
financing instruments, including the absence or limited 
effectiveness of LDF-type mechanisms; and persistent 
barriers to intraregional trade, such as divergent national 
policies, non-tariff barriers, and weak trade facilitation 
along EAC corridors.

These issues are analysed in detail in subsequent chap-
ters of this report.

Key recommendations for value 
addition

	� Strengthen oversight of slaughterhouses and hide 
collection systems to reduce the loss, disposal and 
illegal diversion of H&S, and ensure they enter formal 
processing value chains.

	� Expand skills development across the leather value 
chain, including hide grading, tanning and finishing; 
and leather goods manufacturing; to improve quality 
and productivity.

	� Promote public-private collaboration through nation-
al and regional leather value chain pilot programmes 
linking livestock producers, slaughterhouses, tanner-
ies and manufacturers.

	� Fast-track implementation of the EAC LLPS by pri-
oritizing actions that address the main delivery gaps 
identified in the MTR.
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Figure 19: EAC leather and leather products value chain, 2018

Source: EAC LLPS.
Note: The data have not been verified by ITC, and some figures may be overstated. The value chain is reproduced as presented in the EAC LLPS.
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Figure 20: Current value chain of leather and leather products in the EAC, 2024

Source: ITC compilation built on the EAC LLPS and based on the latest trade data from Trade Map and ALLPI, as available. 

Calculation methodology and 
assumptions 
The Food and Agriculture 
Organization of the United 
Nations reports H&S in tons (wet-
salted equivalent). A weighted 
regional average of 7.5 kg per 
hide or skin is applied. Conversion 
formula: Units = Tons × 1,000 ÷ 7.5.
Raw H&S:
•	 Total production: 337,900 tons, 

equivalent to ≈48 million units.
•	 Raw H&S exports: 21,900 tons 

(6.5% of production).

Wet-blue processing and exports:
•	 Material remaining after raw 

exports is assumed to be 
domestically available for 
tanning.

•	 Wet-blue exports of 14,000 
tons correspond to ≈1.9 million 
units, or 4.7% of domestically 
processed wet-blue.

Finished leather availability:
•	 All non-exported wet-blue 

is assumed to be absorbed 
by the domestic market (for 
finishing, further processing 
or internal consumption). 
This yields an estimated 38.5 
million units available annually 
for conversion into finished 
leather products, representing 
an upper-bound estimate, as 
quality losses and informality 
persist.
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Figure 21: Proposed Future value chain, 2026–2030

Source: ITC compilation based on stakeholders consultation and built on the EAC LLPS.
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Why footwear manufacturing 
matters for the EAC

Leather footwear manufacturing offers a strategic and 
economic rationale for the EAC countries aiming to 
transition from raw material exporters to value-added 
producers. The region possesses an abundant sup-
ply of H&S, a large and growing consumer base, and 
increasing demand for affordable yet quality footwear. 
However, most EAC countries still export raw hides or 
semi-processed leather, missing the higher value addi-
tion associated with finished products like shoes.

Demand for raw hides has declined due to shifts in 
consumer preferences, environmental pressures and 
competition from synthetic substitutes. Exporting 
semi-processed leather yields minimal returns, forfeit-
ing significant downstream value. By contrast, footwear 
manufacturing offers a labour-intensive, tradable and 
high-value product that can be scaled with moderate 
capital investment, generate substantial employment for 
youth and women, and foster backward and forward links 
across the economy.

Price comparisons illustrate the value gap – for every 
$1 earned from raw leather exports, the region forfeits 
$4–5 in potential value from downstream processing (as 
mentioned in Table 2) (EAC, 2021). By investing in local 
footwear manufacturing, EAC countries can create jobs, 
retain more value within the region, substitute costly im-
ports and build a foundation for industrialization aligned 
with the African Union’s Agenda 2063 and national 
development visions like Kenya Vision 2030.

The EAC footwear market is increasingly shaped by 
imports of second-hand shoes and low-cost synthetic 
products. These imports dominate entry-level price 
segments and account for a large share of footwear con-
sumption across the region. As consumers develop stable 
purchasing habits around cheap, short-lived imports, it 
becomes harder for locally produced leather footwear to 
gain market share, even where domestic capacity exists.

This import-led market structure has economic and en-
vironmental consequences. Second-hand and synthetic 
shoes typically have shorter lifespans, generate higher 
volumes of waste and contribute to microplastic pollu-
tion. By contrast, locally manufactured leather footwear, 

when produced to appropriate quality standards, is more 
durable and environmentally sustainable. Continued reli-
ance on imports therefore locks in low-value consump-
tion patterns while weakening incentives for domestic 
industrial upgrading.

Although HS 6309 covers both used clothing and 
footwear, trade under this heading is overwhelmingly 
dominated by second-hand garments. Disaggregated 
national tariff data available for Kenya, URT, Burundi and 
Uganda indicate that imports of second-hand footwear 
alone reached approximately $91.9 million in 2024. This 
figure covers only four of the eight EAC Partner States 
and includes both leather and synthetic footwear, 
suggesting that the regional market for second-hand 
footwear is likely significantly larger.

Strengthening local footwear manufacturing would 
help reverse these dynamics. Domestic production cre-
ates stable demand for H&S, supports downstream links 
to retail and exports, and retains more value within the 
regional economy. Over time, this would reduce import 
dependence, support employment and anchor a more 
resilient and sustainable leather value chain in the EAC.

Missed industrialization 
opportunities and urgent need  
for transformation

EAC footwear demand surpassed 130 million pairs in 
2017, yet domestic production supplied only a fraction 
(6 million pairs) highlighting a substantial missed indus-
trial and economic opportunity. In 2024, production was 
increased to just over 17 million pairs, while total demand 
was estimated at 290 million pairs. Rising incomes and 
rapid population growth will push demand to nearly 385 
million pairs by 2030 and over 560 million pairs by 2050.
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Figure 22: EAC footwear demand trajectory, 2017 baseline and projections to 2080 (millions of pairs)

Sources: EAC (2021); and United Nations Population Division Data Portal (2026).
Note: From 2030 onwards, footwear demand is projected assuming a constant consumption rate of 1.55 pairs per capita per year. This 
is a conservative simplifying assumption; even under this constant per capita scenario, total footwear demand rises steadily, driven 
entirely by population growth.

The global production and consumption structure 
reinforces the case for industrialization in Africa. Asia 
accounts for nearly 88% of global footwear produc-
tion while consuming only about 56%, whereas Africa 
produces just over 3% of global footwear but consumes 
more than 9%. This imbalance shows that Africa is a 
net demand centre rather than a production hub, with 
consumption systematically met by imports.

For the EAC, this gap is not a question of insufficient 
demand but of missing manufacturing capacity. Without 
scaling domestic footwear production, the region will 
continue to export raw materials and import finished 
products, locking in trade deficits and foregone value 
addition. Industrializing footwear manufacturing is there-
fore not optional but necessary to align Africa’s growing 
consumption with domestic production and to capture 
value within the region.

Table 7: Distribution of footwear production and consumption by continent, 2024 (%)

Production Consumption

Asia 88.0 55.5

Europe 2.3 13.5

Africa 3.2 9.2

Australia 0.0 0.9

South America 5.0 7.3

North America 1.5 13.6

Source: World Footwear (2025).
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Addressing this missed opportunity requires a deliber-
ate leather and footwear industrialization strategy, 
and supportive policies. The LLPS focuses on meeting 
existing domestic demand, estimated at about 600,000 
pairs of industrial shoes per month, compared to current 
production of only around 60,000 pairs. It also promotes 
Buy Made in East Africa initiatives to substitute imports 
from Asia and Europe.

The LLPS also calls for providing a larger share of H&S 
for domestic processing, as well as upgrading tanning 
and finishing capacity. This includes establishing fully in-
tegrated tanneries with footwear production capabilities. 
Once domestic capacity and quality standards improve, 
the Strategy points to opportunities to expand intra-EAC 
trade in footwear and to gradually position the region 
for exports beyond the EAC. This sequencing supports 
value addition, employment creation, SME development 
and reduced foreign exchange leakage, while aligning 
with Agenda 2063 and national development plans.

In the first phase, the priority is to secure the domestic 
market. This provides a stable and predictable base for 
scaling production. It requires investment in small and 
medium-sized shoe factories with modern and energy-
efficient machinery. Workers must be trained to meet 
consistent quality standards (United Nations Industrial 
Development Organization, 2015). The focus should 
be on high-demand products such as school shoes, 
safety boots and other industrial footwear (EAC, 2021). 
Public procurement by governments, schools and large 

employers can provide reliable offtake. Stronger links 
between manufacturers and tanneries are needed to 
ensure a steady supply of finished leather and to reduce 
reliance on imported uppers and synthetic materials.

Once domestic capacity is established, the second phase 
should focus on expanding sales across the EAC common 
market. This will require stronger brand visibility for EAC-
made footwear in major urban centres. Targeted market-
ing, participation in trade fairs and partnerships with 
regional retailers will be important. Efficient logistics and 
distribution systems are also needed to ensure timely and 
cost-effective cross-border deliveries. Export processing 
zones and SEZs can support cross-border manufacturing 
 partnerships and allow firms to specialize in different 
stages of production (African Development Bank, 2020).

The final phase aims to position the EAC as a competi-
tive footwear exporter beyond the region. This requires 
compliance with international technical and quality 
standards, and the adoption of sustainable production 
practices. Relevant certifications will be essential. Export 
growth can be supported through African Continental 
Free Trade Area preferences and access to underserved 
African markets (United Nations Conference on Trade 
and Development, 2024). In parallel, the region should 
attract anchor investors and original equipment manu-
facturer contracts with established international brands. 
This would help local firms integrate into global value 
chains while developing their own export-ready brands 
(Gereffi & Memedovic, 2003).
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Export levies and competitiveness  
in the EAC leather sector

1.8. ITPD-S documentation suggests that this sectoral classification is approximately comparable to HS Chapter 41, i.e. it consists mostly of raw 
leather products. Processed products are contained in a separate sector, while downstream products like footwear are also identified separately.
1.9. This classification does not separately identify footwear made of leather.

The issue of export levies on H&S emerged as a regional 
policy priority through a series of discussions and direc-
tives beginning with the 37th Extraordinary Meeting 
of SCTIFI on 23 April 2021. The Council approved the 
establishment of the Leather and Leather Products 
Platform as part of the regional coordination framework 
for implementing the EAC LLPS. Although industry had 
voiced concerns about H&S export levies for years, the 
issue was reaffirmed as a priority area during East Africa 
Textile and Leather Week in Nairobi on 23–24 May 2024. 
Partner states further emphasized this priority during the 
National Coordination Committee meetings in July 2024. 
Rwanda, URT and Kenya explicitly called for analytical 
work on the impacts of export levies, given concerns 
about misclassification, revenue leakage and loss of raw 
materials to unregulated channels.

These national-level signals led to the issue being ele-
vated to the regional policy platform at the EAC Regional 
Leather Meeting in Kampala, 3–5 April 2025. At this 
meeting, stakeholders again emphasized the necessity 
of reviewing export-related measures as part of broader 
value chain reforms. The conclusions of this meeting 
were reviewed by the SCTIFI, and it issued a directive 
mandating an MTR of the EAC LLPS (SCTIFI Directive, 
May 2025). As part of the MTR process, which began in 
mid-2025, the EAC Secretariat incorporated an analytical 
component focusing on export levies. This incorporation 
was validated through Partner State feedback and at 
the EAC Leather and Leather Products Platform meeting 
held on 30 September 2025.

Across the EAC Partner States, export levies on raw 
H&S and semi-processed leather have been used as a 
central policy instrument to encourage domestic value 
addition and retain inputs for downstream manufac-
turing. By creating a wedge between domestic and 
international prices, export restrictions can lower input 
costs for downstream processors and encourage invest-
ment in local processing industries. Indeed, governments 
around the world have frequently used export restrictions 
as an industrial policy tool to promote domestic value 

addition, secure raw material supply and generate fiscal 
revenue (Organisation for Economic Co-operation and 
Development, 2010). In practice, however, export levies 
can introduce significant price distortions into the value 
chain and affect incentives for production, trade and in-
vestment. Assessing their impact is therefore important 
to determine whether current trade policies are aligned 
with the EAC LLPS objectives of competitiveness, up-
grading and employment creation.

Although leather and footwear represent a small share 
of overall exports, the trade policies governing these 
sectors have had disproportionate effects on produc-
tion decisions, export performance and regional trade 
patterns. Evidence from international experience sug-
gests that export taxes and similar restrictions have 
often produced mixed results in promoting domestic 
processing and value addition. In many cases, they 
have shifted activity towards early processing stages 
without significantly increasing overall exports or sector 
competitiveness.

Baseline trade patterns reveal a highly uneven sectoral 
structure. Figure 23, based on the International Trade and 
Production Database for Simulation (ITPD-S) for 2019 (the 
latest year available) shows the region’s trade in leather 
(tanning and dressing of leather)8 and footwear,9 distin-
guishing between intra-EAC and extraregional flows. The 
upper panel shows that Kenya dominates exports in both 
sectors, followed by URT and Uganda. The lower panel, 
in proportional terms, shows that intra-EAC trade domi-
nates in footwear, but exports to third markets are more 
significant in leather goods. At the same time, import 
tariffs on leather and footwear are moderate across the 
region, while export levies on leather are exceptionally 
high in ad valorem terms in several countries.

The structure of trade taxation in the EAC leather sector 
is highly asymmetric. ALLPI collected data on export lev-
ies and specific import levies on leather in the EAC coun-
tries, based on official sources. To ensure comparability 
across countries and products, all specific taxes and 
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Box 1: Global experiences with export taxes

A 2010 Organisation for Economic Co-operation and 
Development report examines cases related to export 
taxes in food and agriculture sectors. Using a simulation 
model, the authors show that an export tax on wheat 
in response to a price spike on world markets would be 
effective in lowering domestic prices: however, they 
assume, but do not measure, passthrough. There would 
also be some limited positive impact on downstream 
sectors that use wheat as an input. The overall impact on 
economic welfare is small but positive, but is related to the 
fact that Argentina is a large player in the global wheat 
market and can therefore influence its terms of trade. 
Small countries do not have this ability, and so are more  
likely to lose in economic welfare terms from export taxes.

A WTO report (Piermartini, 2004) cites the example of 
an export tax on cotton in Pakistan, designed to promote 
downstream yarn production. Although yarn exports 
increased and cotton exports decreased, detailed studies 
suggest that the impact of the export tax was marginal. 
However, it resulted in a significant transfer of income 
from domestic cotton producers to domestic yarn 
producers. It also had a major detrimental effect on the 
cotton sector. The WTO report concludes that the efficacy 
of an export tax in promoting downstream processing 
may be short-lived, as it reduces the incentive to invest 
in new technology, thereby undermining the competitive 
position of the downstream processing sector, while also 
inhibiting the growth of the upstream primary sector.

Figure 23: Baseline trade values and proportions, by exporter and importer, leather and footwear, 2019,  
$ millions (upper panel) and per cent (lower panel)

Source: Author’s calculations based on data from ITPD-S; data unavailable for South Sudan and Somalia.
Note: Data on export levies compiled by ALLPI.
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levies were converted into ad valorem equivalents using 
quantities and values from the 2024 Base pour l’Analyse 
du Commerce International (BACI) database, which pro-
vides the most up-to-date reconciled trade and quantity 
data available for this purpose. The resulting baseline 
shows that, even accounting for the effects of specific 
import levies, tariff rates are only moderately high in the 
baseline. However, the picture is dramatically different for 
export levies in most countries. Ad valorem export levies 
are extremely high, up to over 90% in the case of Rwanda. 

Although export levies there were abolished in 2025, the 
analysis here uses the baseline year of 2019 for assessing 
export tax incidence. Burundi, Kenya, Rwanda, URT and 
Uganda all have substantial export levies on leather in  
the baseline. Rates for countries and product lines not 
mentioned in official documents are assumed to be zero.

A comprehensive, country-by-country table of export 
levy rates and import tariffs across EAC Partner States 
is provided in the Technical Annex.

Figure 24: Baseline trade policies, EAC countries, leather and footwear, latest available year (2019), ad valorem (%)

Source: Author’s calculations based on data from ITPD-S, data unavailable for South Sudan and Somalia.
Note: Data on export levies compiled by ALLPI.

High trade taxes can create governance challenges 
(Javorcik & Narciso, 2008). Evidence from many con-
texts shows that high tariffs and export taxes increase 
incentives for circumvention through practices such as 
under-invoicing, relabelling of goods or the use of infor-
mal border crossings. The exceptionally high ad valorem 
export taxes applied to leather in several EAC countries 
may therefore also create incentives for informal trade. 
Uganda has recently removed an exemption for glue 
stock exports (EY, 2025), reflecting concerns that raw 
H&S were being exported under this classification to 
avoid export levies.

Recent policy divergence between Rwanda and Uganda 
illustrates two contrasting reform trajectories within the 
EAC, each responding to the existing levy regimes but 
in opposite directions. Rwanda, which had historically 
applied one of the highest export levies in the region, 

reaching over 90% ad valorem on raw H&S, made the 
decision to abolish all export levies on H&S in 2025. This 
reversal acknowledges that the levy regime, introduced 
before sufficient domestic tanning capacity was in 
place, suppressed raw hide prices without generating 
the expected expansion in domestic leather processing. 
With local hide prices collapsing from approximately 
RWF 1,500 ($1.03) per kg before 2015 to as low as RWF 
100 ($0.07) per kg by 2024, the government concluded 
that restoring market price signals was a precondition 
for reviving upstream investment incentives. Rwanda’s 
approach is explicitly contingent on accelerating the 
development of the Bugesera Green Tannery Park to 
provide the processing anchor that the levy regime had 
not created.

Uganda, by contrast, has moved in a different direction: 
rather than reducing levy rates, it has strengthened 
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the integrity of the existing regime. Through the H&S 
(Export Duty) (Amendment) Act, 2025, Uganda closed 
the glue stock loophole that had allowed tannable hides, 
fragmented into prescribed fractions, to be exported 
duty-free under HS 0511.99. By subjecting previously 
exempt cut hides to the standard export levy of $0.80 
per kg, Uganda has sought to plug a circumvention 
pathway estimated to account for between 40% and 50% 
of formal raw hide exports from the region. Together, 
these divergent approaches reflect a broader regional 
reckoning that neither blanket restriction nor unilateral 
liberalization is sufficient without accompanying invest-
ment in domestic processing capacity.

1.10. Export values in each sector are rebased to equal 100 in the year 2000. Changes over time can therefore be interpreted in percentage terms 
and reflect relative changes, not differences in values.

Figure 25 shows that leather exports were growing 
considerably faster than other sectors prior to the intro-
duction of export taxes on extra-EAC exports in 2012.10 
Following their introduction, leather exports declined 
sharply. Footwear exports, meanwhile, remained largely 
stagnant or declined slightly. These trends are visible 
in both extraregional and intra-EAC trade. Overall, the 
data suggest that export taxes have had a significant 
negative impact on the leather sector and may also have 
contributed to slower growth in footwear exports relative 
to other sectors.

Figure 25: EAC export values by sector, index (year 2000 = 100), 2000–2019, by destination

Source: Author’s calculations based on data from ITPD-S, data unavailable for South Sudan and Somalia.
Note: Data on export levies compiled by ALLPI.

Figure 26 highlights a clear divergence between the EAC 
and global leather trade patterns. Between 2012 and 
2024, the region’s exports of raw leather (HS Chapter 41) 
fell by $167.8 million, while exports of processed leather 
goods (HS Chapter 42) grew by only $4.0 million. In simpler 
terms, just $1 was gained in processed exports for every 
$41 lost in raw exports. At the global level, the picture 
is precisely the reverse: worldwide gains in processed 
leather exports over the same period were 1.72 times 
larger than losses in raw exports, confirming that the 
global industry did successfully trade up the value chain 
during this period. The EAC, by contrast, contracted at the 
bottom of the value chain without capturing a meaningful 
share of the markets opening at the top. This asymmetry 

is the quantitative expression of the Strategy’s central 
challenge: export levy regimes and industrialization 
investments have, to date, reduced raw hide outflows 
without generating the downstream manufacturing 
 expansion needed to convert that raw material retention 
into finished goods, jobs and export revenue.

To assess the economic implications of these policies, 
counterfactual simulations were conducted using a 
multi-sector general equilibrium trade model calibrated 
to EAC data. The simulations examine how trade and pro-
duction outcomes would have differed in the absence of 
leather export levies, holding other conditions constant. 
The results show that removing export levies would lead 
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to very large increases in leather exports, close to 400% 
at the regional level, with the strongest gains occurring in 
countries that initially applied the highest taxes. Export 
growth is driven primarily by improved competitiveness 
in extraregional markets, though intra-EAC leather trade 
also increases modestly due to scale and productivity 
effects.

Production effects closely mirror the trade outcomes. 
Regional leather output increases by more than 300% 
in the counterfactual scenario, reflecting the removal 
of the tax wedge between producers and international 
markets. In contrast, footwear production declines only 
marginally, by less than 1% at the regional level. This 
small effect reflects a limited reallocation of resources 
towards the now more competitive leather sector and 
suggests that export levies have not been a decisive 
driver of downstream expansion. Importantly, economy-
wide indicators such as real wages and real absorption 
change by less than 0.1%, indicating no meaningful 
macroeconomic losses from removing export levies, even 
after accounting for foregone fiscal revenue. Figure 27 
shows the production and export effects that the coun-
terfactual simulation produced.

Taken together, the evidence indicates that leather 
export levies have significantly constrained export 
growth, while production has remained stagnant without 
delivering commensurate benefits to downstream manu-
facturing. Rather than catalysing footwear development, 

these measures have reduced sectoral scale, weakened 
competitiveness and contributed to export contraction. 
The results show that export taxation has delivered 
mixed industrial outcomes, weakening incentives for 
scale, learning and market integration across the value 
chain. These findings suggest that continued reliance on 
export levies is poorly aligned with the Strategy’s objec-
tives of competitiveness, value addition and employment 
creation. A gradual, capacity-linked reduction of export 
levies, sequenced alongside investments in compliance 
infrastructure, finance and skills, would better support 
sustainable upgrading while avoiding abrupt adjustment 
shocks.

The MTR further finds that export levies and sector-
specific fees, while often proposed as a primary revenue 
source for LDFs, are structurally ill-suited to serve as the 
backbone of sector financing. Levy revenues are inher-
ently volatile, fluctuating with livestock cycles, trade 
volumes and policy changes, which undermines their 
predictability as a funding source. Moreover, success-
ful upgrading of midstream and downstream activities 
would, over time, reduce raw hide exports, eroding the 
levy base itself. Where levy revenues are not legally 
ring-fenced, they are also vulnerable to diversion into 
general budgets, further weakening their effectiveness. 
As a result, levy-based funding is best treated as a 
contributory rather than exclusive financing mechanism, 
particularly for capital-intensive investments such as 
leather industrial parks.

Figure 26: Exports of raw (HS Chapter 41) and processed leather goods (HS Chapter 42), EAC countries and the rest of 
the world, 2002–2024 ($ millions)

Source: Author’s calculations based on BACI data.



﻿﻿44

Box 2: Provision of remedies regarding the exemption of ‘glue stock’ and the circumvention 
of levies

The treatment of ‘glue stock’ (HS 0511.99, products of 
animal origin n.e.s.) within the export levy framework has 
created a pathway through which export duties on H&S 
could be avoided. Under Customs legislation in several 
EAC Partner States, H&S classified as glue stock are 
exempt from export levies because they are considered 
unsuitable for tanning and intended for processing into 
glue, gelatine or other collagen-based industrial products.

In practice, classification often depended on how hides 
were cut rather than on their intrinsic quality. Hides 
qualified as glue stock once fragmented into specified 
fractions and accompanied by an exporter certificate 
declaring them to fall within that category. For example, 
dry cattle hides exceeding a defined weight threshold 
became duty-exempt when cut into pieces not exceeding 
one-quarter of the whole.

This regulatory structure created incentives to fragment 
otherwise tannable hides in order to qualify for the 
exemption, diverting raw materials away from domestic 
tanneries. As a result, hides could be exported duty-free 
under the glue stock category, reducing the extent to 
which the levy regime retained raw materials for domestic 
processing and value addition. 

Uganda addressed this issue through the H&S (Export 
Duty) (Amendment) Act, 2025, which removed the glue 
stock exemption and subjected previously exempt cut 
hides to the standard export levy of $0.80 per kg (EY, 
2025). Achieving policy coherence at the regional level 
will require similar alignment across EAC Partner States. 
Without harmonized treatment and effective enforcement, 
differential exemptions risk distorting trade flows within 
the region and weakening the collective objective of 
promoting domestic leather processing capacity.

Figure 27: Counterfactual changes in exports (left panel) and production (right panel) of leather following the removal of 
export levies, percentage change relative to 2019 baseline (%)

Source: Author’s calculations based on data from ITPD-S, data unavailable for South Sudan and Somalia.
Note: Data on export levies compiled by ALLPI.
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A regional instrument on downstream export levies 
already exists but has not been operationalized since 
its adoption. In June 2019, the EAC Council of Ministers 
gazetted Legal Notice EAC/96/2019, which imposed an 
export levy of 10% on wet-blue and crust leather destined 
for outside the EAC for financial year 2019/20, with the 
rate scheduled to increase by 10 percentage points each 
subsequent year for 10 years. The Republics of Uganda 
and Rwanda were granted a one-year stay of imple-
mentation. In the six years since, there is little publicly 
available evidence that the gazetted escalation has been 
implemented, monitored or revisited at the regional level, 
even as Partner States have moved unilaterally in oppo-
site directions on raw hide levies.

The MTR recommends that this instrument be revisited 
as part of a coordinated regional approach to export 
levy reform, ensuring that any levies on semi-processed 
leather are calibrated to verified domestic finishing ca-
pacity rather than applied on a fixed escalation schedule. 
Further analytical work and a deeper review of Legal 
Notice EAC/96/2019, alongside the country-level regimes 
already discussed in this chapter, should be undertaken 
as a priority follow-up to this MTR.

Key recommendations

	� Gradually calibrate export levies on H&S and semi-
processed leather, sequencing reforms with the 
expansion of domestic processing capacity to restore 
competitiveness and stimulate export growth.

	� Reduce exports of H&S as glue stock by levelling the 
playing field: strengthening oversight of slaughter-
houses, hide collection points and traceability systems 
to improve quality and retain hides within formal do-
mestic supply chains will help secure a reliable supply 
of hides for local tanning and reduce opportunities for 
levy circumvention.

	� Partner States should develop and implement a 
deliberate leather and footwear industrialization 
strategy, anchored in supportive domestic policies, to 
close the substantial gap between existing demand 
and local production capacity.

	� Revisit EAC Legal Notice EAC/96/2019 on the wet-
blue and crust export levy as part of the regional 
export levy reform package, and assess implementa-
tion status, escalation feasibility and alignment with 
current downstream processing capacity across 
Partner States.
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Sector financing and leather parks 
to stimulate industrialization

Review of leather and industrial 
development funds

Structurally, most LDFs and Industrial Development 
Fund leather windows suffer from weak legal anchoring. 
In several cases, funds are cited in sector strategies or 
national development plans without an accompanying 
law, decree or regulation that establishes their mandate, 
governance and operational authority. Even where a 
legal basis exists, subsidiary instruments required to 
operationalize boards, secretariats and disbursement 
procedures are frequently missing or delayed. As a result, 
Funds cannot enter into binding financing commitments, 
approve projects or provide predictable support to firms 
and industrial infrastructure. This has contributed to a 
gap between policy ambition and delivery, particularly in 
financing SME upgrading, compliance investments and 
shared infrastructure such as CETPs.

Revenue mobilization and ring-fencing are a second 
major constraint. Across the EAC, financing arrange-
ments for the leather sector are typically based on export 
levies or sector-specific fees on raw H&S. The intention 
is to recirculate revenues generated by the sector into 
its own development. In practice, these revenue streams 
are often volatile, politically contested or not effectively 
ring-fenced, and in several cases remain only partially 
operational or at the design stage. Even where levies are 
collected, there is limited transparency on how much 
revenue accrues to the sector and how it is allocated. 
This weakens financial sustainability and undermines 
credibility with the private sector, which is reluctant to 
invest when sector financing mechanisms are perceived 
as unpredictable or vulnerable to diversion.

Further analysis of utilization patterns reveals why 
LDFs and Industrial Development Fund windows have 
had a limited impact on industrialization outcomes. 
Financing support for the leather and footwear sector 
remains fragmented and often not aligned with the sec-
tor’s investment needs. In several Partner States, sector 
financing instruments cited in strategies are either not 
operational or weakly implemented. Where support 
exists, it often focuses on ad hoc activities or isolated 
infrastructure components, rather than addressing the 
full range of needs across the value chain, including 
working capital, equipment upgrading, skills develop-
ment and compliance support. Critically, few funds have 
been able to support the large upfront investments re-
quired for environmentally compliant tanning, including 
CETPs, or to provide medium-term finance suitable for 
SME upgrading and technology modernization.

Institutional governance arrangements further 
constrain the effectiveness of LDFs’ leather-specific 
financing windows. Where such instruments exist or 
are referenced, country materials point to gaps in gov-
ernance design and operation, including the absence of 
clear board structures, limited secretariat capacity and 
a lack of transparent criteria for fund allocation. In addi-
tion, monitoring and accountability mechanisms remain 
weak, with limited use of results frameworks, annual 
public reporting or independent audits. Together, these 
weaknesses reduce the predictability and credibility of 
sector financing instruments.

Table 8 illustrates how these design and implementa-
tion weaknesses manifest across EAC Partner States. It 
shows that, despite variation in institutional form, most 
LDFs or leather-specific financing windows remain either 
non-operational or only partially functional, with limited 
capacity to support industrial upgrading at scale.
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Table 8: Cross-country snapshot of LDFs and industrial financing windows

Country Fund / window status Operational status  
(as of February 2026)

Burundi LDF proposed; implementation decree pending Not operational; LDF is provisioned within the draft 
Industrial Development Bill, which currently awaits 

parliamentary enactment

DRC No dedicated LDF; potential ‘leather window’ in 
existing mechanisms

Opportunity to create a dedicated financing 
window for machines / skills and tannery 

rehabilitation

Kenya No dedicated LDF; industrial financing via 
broader mechanisms

Need for a clearer leather-specific financing 
window linked to the Kenya Livestock Insurance 

Programme and SME upgrading

Rwanda A Special-Purpose Investment Vehicle 
intended to capitalize the Bugesera Tannery 

Park is currently undergoing legal structuring

The Special-Purpose Investment Vehicle has not 
started operations, and its scope is under review; 

SME upgrading finance remains a priority

Somalia No LDF / no active national or donor initiatives 
reported

High reliance on the private sector; large 
infrastructure gaps (CETPs, energy, relocation)

South Sudan No LDF; National Export and Investment 
Strategy for H&S recommends having 

financing mechanisms in place 

The jurisdiction completely lacks dedicated 
financing instruments, sector-specific development 

funds, or a statutory framework to govern leather 
value chain modernization

URT The Leather and Leather Products Fund is 
statutorily anchored under the Production 

Development Funds Act of 1974

The LDF, from its inception, remained operational 
until 2015/16 when changes to the Finance 

Act occurred, resulting in these funds being 
consolidated into the Treasury’s Consolidated Fund

Uganda A distinct LDF is conceptually proposed but 
lacks a gazetted statutory instrument

Priority is to finalize the LDF laws and launch 
operational instruments, including a Special-
Purpose Investment Vehicle and SME support

Source: ITC and author’s compilation.

Leather industrial parks, 
clusters and shared compliance 
infrastructure

Leather industrial parks and clusters are essential for 
scale and compliance, but most initiatives remain stalled. 

In several Partner States, park concepts are referenced 
in strategy documents but land title, zoning confirmation, 
environmental approvals, utility servicing and operator 
structures are not yet finalized. In some cases, projects 
have not progressed beyond feasibility stage or remain 
under review, and no tenant operations have commenced.

Table 9: Cross-country snapshot of park initiatives

Kenya

Park / cluster and stage Kenya Leather Industrial Park (Kenanie). Under construction but structurally 
delayed; not yet investor-ready.

Land & tenure Historical land acquisition disputes constrain full spatial operationalization.

Utilities Binding constraints in industrial roads, power and water provisioning.
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Kenya

CETP status CETP mandated and under construction; progress stalled due to arbitration 
between Ministry and contractor. Cost-recovery model not yet confirmed.

Governance / operator model Joint oversight by Kenya Leather Development Council and Export-Processing 
Zone Authority.

Anchor tenant pipeline Investor uptake weak; delays in utilities and CETP operationalization deter 
commitment.

URT

Park / cluster and stage Zuzu Leather Industrial Cluster (Dodoma). Planning and procurement stage; 
budget allocated (~TZS 3.5 billion (~$1.3 million)).

Land & tenure Land allocation procedures opaque; tenure mechanisms require clarification.

Utilities Utilities included in master plan; high industrial energy costs undermine 
viability.

CETP status Shared effluent infrastructure planned; compliance standards across SEZs 
inconsistent; financing model not finalized.

Governance / operator model Governed under the URT SEZ Authority framework.

Anchor tenant pipeline No confirmed anchor tenant; upstream raw material defects reduce investor 
confidence.

Uganda

Park / cluster and stage No dedicated leather park. Focus redirected to generalized industrial parks 
(Jinja-Namanve corridor). Feasibility study for specialized footwear zones not 

initiated.

Land & tenure Jurisdictional ambiguity between ministries and state entities constrains land 
utilization.

Utilities No concessional industrial power tariffs; high operating costs.

CETP status No shared CETP; investors must finance individual effluent treatment.

Governance / operator model Uganda Investment Authority administers parks; no leather-specific facilitation 
unit.

Anchor tenant pipeline Kawumu Tannery functions as primary anchor; broader private pipeline 
constrained by compliance costs.

Rwanda

Park / cluster and stage Bugesera Green Tannery Park. Feasibility and structuring stage; supported by 
the African Development Bank.

Land & tenure 15-hectare site earmarked in Bugesera District.

Utilities Strategic location near airport; water and power connectivity pending civil 
works completion.

CETP status Dual-capacity CETP budgeted ($1.1 million allocated); cost-recovery model 
under development.

Governance / operator model Administered under Rwanda Development Board SEZ framework.

Anchor tenant pipeline No operational industrial tanneries; pipeline contingent on mobilizing ~$15.1 
million equity. Relocation discussions ongoing.



﻿﻿50

Burundi

Park / cluster and stage Specialized footwear manufacturing zones referenced but remain conceptual.

Land & tenure Industrial land tenure acquisition administratively complex; greenfield zones 
not secured.

Utilities Legacy tanneries use municipal sewerage; new zones lack verified utility plans.

CETP status No shared CETP; recommended for Bujumbura District but financing / 
procurement absent.

Governance / operator model Agence de Développement du Burundi provides investor facilitation; sector-
specific land protocols did not operationalize.

Anchor tenant pipeline Afritan is the sole industrial anchor in the legacy district; no confirmed pipeline 
for new zones.

South Sudan

Park / cluster and stage No functional industrial leather park or cluster at any stage.

Land & tenure Post-conflict tenure disputes and fragmented legal frameworks render 
projects unbankable.

Utilities Reliable power, water and paved access roads largely absent.

CETP status No CETP planned or financed; limited regulatory capacity for effluent 
governance.

Governance / operator model South Sudan Investment Authority administers general incentives; no 
specialized zone authority.

Anchor tenant pipeline No anchor tenant pipeline; infrastructure deficits and market distortions 
undermine business case.

Source: ITC and author’s compilation.

To make these projects bankable, the regulatory and 
institutional framework must be finalized before con-
struction and investor outreach begin. This includes 
clear land tenure and zoning compatibility; enforceable 
environmental approvals; utility service agreements; and 
a legally empowered operating entity with authority to 
contract, collect fees and enforce tenant obligations. 
Early designation as SEZs, combined with one-stop 
facilitation and clearly structured PPP or concession ar-
rangements, significantly reduces regulatory uncertainty 
and strengthens investor confidence.

CETP governance and cost recovery are decisive to park 
viability. CETPs represent the largest shared capital 
and operating cost in tanning clusters. Without clearly 
defined legal responsibility, predictable tariff structures 
and competent operation, they quickly become under-
maintained and non-compliant. Robust models combine 
legally binding obligations for pre-treatment and tariff 
payment, user fees linked to pollutant load, time-bound 
public support during the ramp-up phase, and perfor-
mance-based operation by specialized providers. Clear 

allocation of compliance responsibility and enforcement 
authority prevents CETPs from becoming a fiscal or 
environmental liability.

Country experience reinforces these governance risks. 
In Kenya, arbitration delays around CETP construction 
have stalled park operationalization, while in Uganda the 
absence of shared treatment infrastructure shifts pro-
hibitive capital costs onto individual investors. Rwanda’s 
strict environmental enforcement, in the absence of op-
erational shared compliance infrastructure, has resulted 
in tannery closures, demonstrating the consequences of 
regulatory tightening without synchronized infrastruc-
ture delivery.

Environmental and social compliance must be anchored 
in binding legal and licensing requirements rather than 
voluntary standards. Mandatory Environmental Impact 
Assessment approval, discharge permits and compulsory 
connection to approved treatment systems should be 
explicit conditions of operation, supported by graduated 
sanctions. Enforceable labour and social safeguards, 
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together with statutory reporting, independent audits and 
publication of inspection outcomes, strengthen account-
ability and reduce regulatory discretion. When embedded 
in licensing rules, park governance frameworks, and 
eligibility criteria for LDF and incentive support, compli-
ance reduces investor risk, facilitates access to green  
finance, and accelerates certification and market access.

Financial instruments  
for the leather sector

A well-functioning financial ecosystem for the leather 
sector requires instruments calibrated to the specific 
constraints firms face at different stages of development. 
Access to working capital remains a binding constraint 
for most leather SMEs, particularly given the mismatch 
between production cycles and payment timelines. 
Concessional loan schemes, delivered through partici-
pating financial institutions rather than stand-alone gov-
ernment agencies, offer a pragmatic entry point. These 
refinancing windows can be extended with dedicated 
leather lending envelopes, provided that participating 
banks develop sector-specific lending products with 
appropriate repayment structures, interest rate conces-
sions and reduced collateral requirements. The recent 
experience of I&M Bank’s Kassiga programme in Rwanda, 
offering collateral-free SME financing at preferential 
rates, illustrates the potential of this approach, even 
where uptake has so far been limited (Ntarindwa, 2025).

Beyond debt instruments, a broader suite of non-debt 
mechanisms is needed to address investment decisions 
that firms may not undertake on purely commercial 
terms, however concessional the loan. Tax-based incen-
tives – including accelerated depreciation, double or 
triple deductions on qualifying capital expenditure, and 
investment-linked tax relief – can reduce the effective 
upfront cost of technology upgrading and relocation 
to industrial parks without requiring governments to 
disburse funds immediately.

These instruments are particularly relevant for the transi-
tion to leather industrial parks, where firms face lumpy 
one-off costs. When structured with a clear list of eligible 
activities and aligned with revenue authority procedures, 
such incentives can encourage investment decisions 
that would otherwise be deferred. Matching grants and 
co-financing mechanisms complement this by target-
ing specific upgrading purposes –including finishing 
equipment, design capabilities and cleaner production 
technology– with the grant element calibrated to absorb 
early-stage risk rather than substitute for commercial 
finance.

For export-oriented firms, export credit guarantees and 
insurance instruments address a distinct constraint: the 
risk of buyer default in new or unfamiliar markets, and the 
cash flow gap between production and payment receipt. 
These instruments are well-established in advanced 
economies and have demonstrated positive effects on 
export performance, particularly for SMEs that lack the 
balance sheet strength to absorb payment delays.

At the regional level, a structured call for partner 
financial institutions in each EAC country, modelled on 
development finance auctions in which banks bid to on-
lend at the most favourable terms, could reveal genuine 
institutional appetite for leather sector lending while 
avoiding the governance and capitalization challenges 
associated with establishing a new regional fund. This 
hybrid approach preserves national-level flexibility while 
enabling a regionally coordinated signal of commitment 
to leather sector financing.

Other financial solutions

The long-term viability of LDFs and leather financing 
windows hinges on diversifying their revenue sources 
beyond the current, often limited reliance on export 
levies on raw H&S. One option is to link sector financing 
more closely to downstream market activity. Allocating 
a defined share of import-related fiscal measures on 
competing footwear and leather products to a leather 
financing window, where national budget law permits, 
would align revenue mobilization with the objective of 
strengthening domestic manufacturing and reducing 
import dependence. For example, in DRC, policy discus-
sions have considered ring-fencing a portion of industrial 
promotion tax revenues linked to competing imports to 
finance machinery upgrading and skills development. 
Such approaches reduce exposure to volatility in raw 
hide export flows. Any allocation mechanism should be 
transparent, legally defined, and consistent with national 
and EAC fiscal commitments

A second leather industry financing pathway relates to 
cost recovery from shared compliance and industrial 
infrastructure. Leather industrial parks and clusters, par-
ticularly those incorporating CETPs, require predictable 
operation and maintenance funding. Structured tariff 
setting for effluent treatment services, utility connec-
tions, land leases and park service charges can provide 
an ongoing revenue stream to sustain operations. Kenya’s 
Leather Industrial Park and Rwanda’s Bugesera Green 
Tannery Park concept both treat CETP infrastructure as 
a core compliance condition for investment. While such 
revenues are unlikely to finance initial capital expendi-
ture, they are essential to ensure long-term operational 
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viability. Clear tariff formulas, metering systems and en-
forceable billing arrangements are necessary to preserve 
financial discipline.

A third revenue pathway lies in blended capitalization 
models. Large-scale infrastructure – including CETPs, 
waste management systems and cleaner production 
technologies – often generate public environmental ben-
efits that justify concessional support. URT’s experience 
demonstrates that levy revenues alone are insufficient to 
finance capital-intensive compliance infrastructure, even 
where a leather fund exists in law. Combining budget al-
locations, levy revenues, concessional loans, guarantees 
and climate-related financing instruments can expand 
available resources while lowering risk for private 
investors. Green and sustainability-linked financing is 
particularly relevant for park-level compliance systems, 
where measurable environmental performance can be 
linked to financing conditions.

In fragile or early-stage institutional contexts, tran-
sitional arrangements may be more appropriate than 
immediate establishment of a stand-alone national 
fund. Somalia and South Sudan, for example, face foun-
dational infrastructure and governance constraints that 
limit the short-term feasibility of a fully capitalized LDF. 
A dedicated leather window within an existing industrial 
or SME financing mechanism, supported by development 
partners and phased capitalization linked to concrete 
milestones, may provide a more realistic entry point, 
with scope to evolve into more permanent structures as 
institutional capacity matures.

Across all models, two design principles are essential. 
First, revenue streams should be legally defined and, 
where feasible under national public finance law, pro-
tected through ring-fencing or equivalent mechanisms 
to ensure predictability. Second, disbursements should 
be linked to measurable outputs such as CETP com-
missioning, SME upgrading, certification readiness and 
compliance milestones, and employment creation, shift-
ing sector financing from ad hoc resource mobilization 
towards structured investment delivery aligned with 
industrial upgrading objectives.

Diversified and performance-linked revenue models will 
increase credibility, reduce volatility and better support 
leather and footwear industrialization across the EAC.

Key recommendations  
for improved financing  
and industrialization

At national and regional levels, the study recommends 
a sequenced reform package centred on the following 
priorities.

	� Commission a dedicated assessment of financial 
instruments for the EAC leather sector. While this 
MTR identifies relevant mechanisms including 
concessional loans, blended finance, tax incentives, 
export credit guarantees and matching grants, the 
sector-specific evidence base remains limited. A 
country-by-country diagnostic should establish actual 
financing needs, map existing instruments and their 
uptake, and determine which modalities best fit dif-
ferent firm sizes and investment purposes. It should 
also assess the feasibility of a regionally coordinated 
financing facility through existing partner institutions, 
including both multilateral and national development 
banks. Findings should be tabled at the relevant EAC 
sectoral committee for agreement on a prioritized 
package of instruments.

	� Establish operational LDFs, or equivalent, with clear 
governance, legal anchoring and transparent man-
agement mechanisms to fund the modernization of 
the leather sector. A stand-alone LDF is not necessary 
in every Partner State: in lower-capacity settings, a 
protected leather window in an existing Industrial 
Development Fund or development bank may be 
more realistic. Funding should be diversified over time 
through budget appropriations, development finance, 
park user charges and blended finance, especially if 
export levies are gradually reduced. Disbursement 
should be through published instruments such as 
matching grants, concessional loans, credit guaran-
tees and shared-infrastructure support with clear 
performance conditions.

	� Introduce rules-based duty remission, duty draw-
back and value-added tax refund mechanisms for 
imported inputs used in tanning and leather goods 
manufacturing. Separately, provide targeted duty re-
lief for capital machinery not produced competitively 
in the region. Lower the cost of essential production 
inputs, including accessories, soles, and flaying and 
cutting equipment. These trade policy measures 
should be complemented by a targeted mix of finan-
cial instruments – including working capital facilities, 
equipment upgrade grants, preferential-rate loans, 
credit guarantees and green finance – designed to 
support SME productivity.
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	� Use public procurement as a time-bound launch 
market for locally manufactured shoes and boots, 
including from firms operating in compliant leather 
parks or clusters, while keeping tenders competitive, 
transparent and performance-based. Institutional 
demand for military, police, school and industrial 
safety footwear can create a predictable commercial 
floor for local manufacturers, but only if procurement 
is backed by funded budget lines, prompt payment, 
quality specifications and supplier upgrading support. 
Public procurement can therefore de-risk investment 
and reward formal, compliant production, including 
firms linked to compliant parks/clusters and CETPs. 
Any preference should be time-bound, performance-
based and linked to measurable upgrading results 
(quality, delivery reliability, formal employment and 
verified environmental compliance, including CETP 
access where relevant), not simply to location in an 
SEZ or park.

	� Regulate imports of second-hand footwear by priori-
tizing quality, safety and environmental standards, as 
well as Customs valuation enforcement. Coordinate 
measures at the EAC level to prevent policy arbitrage 
and the diversion of illicit trade.

	� Recalibrate export restrictions and levies on raw 
H&S using a capacity-linked approach. This approach 

involves phasing out trade measures over time, mak-
ing them conditional on the development of measur-
able domestic processing capacity and compliance 
infrastructure, including CETPs.

	� Develop a regional skills and standards package that 
includes the mutual recognition of TVET certifica-
tions and harmonized grading standards for H&S. 
Provide regional support for certification readiness, 
including Leather Working Group readiness where 
relevant.

	� Ensure that environmental and social compliance 
obligations are legally embedded, making CETP con-
nections and effluent standards statutory conditions 
for licensing. Align enforcement with the availability 
of shared infrastructure and transitional support.

	� Use PPP structures and clear investor guarantees 
to fast-track the development of a small number of 
bankable leather industrial parks and clusters with 
shared CETPs. This should include upgrading and 
relocation plans for tanneries in residential areas.

	� Strengthen institutional coordination, public-private 
dialogue and accountability. This should include a na-
tional apex body or equivalent in each country, which 
would bridge the gap between agriculture, livestock, 
industry and commerce, and provide a formal channel 
for the private sector.
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Intraregional trade facilitation  
and regional value chains

Review of existing EAC measures 
and processes for free movement 
of hides, skins and leather

While tariff elimination is important, facilitating the 
free movement of H&S and leather within the EAC also 
involves addressing additional regulatory and opera-
tional factors. In practice, it depends on the predictable, 
timely and mutually recognized application of Customs, 
sanitary, quality and regulatory controls across Partner 
States. Given the animal-origin nature of H&S, effective 
free movement must balance trade facilitation objectives 
with legitimate public policy concerns relating to animal 
health, public health, environmental protection and qual-
ity assurance.

Within the EAC Customs Union, Common Market and 
Single Customs Territory frameworks, the movement 
of H&S and leather is expected to rely on a limited and 
clearly defined set of core trade compliance require-
ments. These include the issuance of Certificates of 
Origin to confirm EAC origin and eligibility for preferential 
treatment; the acquisition of relevant sanitary and quality 
certificates or standards marks, particularly for raw H&S; 
and the completion of Customs clearance and release 
procedures by the competent authorities. In principle, 
once these requirements are fulfilled and recognized 
across Partner States, intra-EAC consignments should 
move with minimal additional regulatory friction.

For free movement to function effectively, traders should 
therefore be able to move consignments across borders 
with minimal duplication of inspections, consistent 
documentary requirements and mutual recognition of 
certificates issued by competent authorities. Clearance 
processes should be transparent, proportionate to risk, 
and aligned with Single Customs Territory principles, 
particularly for intra-EAC trade. Where these conditions 
are not met, trade costs rise, predictability declines, and 
incentives for informal or unrecorded trade increase.

In the context of regional value chains, these require-
ments are especially critical. The ability to source hides 
in one country, process them in another and manufacture  

leather goods in a third depends on smooth cross-border 
movement at each stage of transformation. Any friction 
at borders, whether procedural or sanitary, directly frag-
ments value chains and discourages regional production 
integration.

The effectiveness of existing trade facilitation mea-
sures, Customs instruments, and regulatory frameworks 
and processes depends on consistent implementation 
across corridors and Partner States, as well as alignment 
between Customs procedures and sector-specific regu-
latory controls, including veterinary, sanitary, quality and 
environmental requirements relevant to H&S and leather.

Comparative analysis of 
procedures and administrative 
burden in EAC countries

Procedural complexity and corridor variation 
for exports of H&S

The analysis of the procedural complexity and admin-
istrative burden associated with the movement of H&S 
and leather products across selected EAC corridors 
highlights significant differences across corridors in 
terms of steps, documentation, institutional interfaces, 
time and cost, with direct implications for predictabil-
ity and the feasibility of developing integrated regional 
value chains.

There is a clear structural distinction between intra-EAC 
corridors and routes associated with external trade 
flows, with important implications for trade facilitation 
and regional value chain integration. Where procedures 
are mapped, intraregional corridors generally exhibit 
fewer procedural steps, fewer institutional interfaces 
and lighter documentary requirements than seaport-
based routes, reflecting, at least in part, the intended 
operation of the Single Customs Territory frameworks.
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Table 10: Export procedures for hides and skins across selected borders for first-time traders (December 2025)

Measure

External EAC markets Intra-EAC

Kenya via 
Mombasa 

Port

URT via Dar 
Port

Kenya via 
Malaba 
OSBP

Rwanda 
via Rusumo 

Border

Uganda via 
Malaba

South Sudan 
by road*

Number of steps 45 32 32 16 26 56

Number of institutions 18 13 14 7 11 11

Results of documents 
received

7 8 6 4 11 14

Required documents 36 37 31 11 19 53

Estimated cost ($) 131.74 223.47 131 36.41 89.33 1,198.91

Total duration 2.5–16 days 2–8.5 days 2.5– 5 days 3.5–6 days 6–10 days 19–58 days

Number of laws 15 7 7 8 10 6

Source: EAC Trade Portals (on 22 December 2025).
*Mapped data from the South Sudan Trade Information Portal Team on 5 January 2026.
**Cost is for all mapped procedures. It does not include transport and shipping costs.

On the export side, Rwanda via Rusumo stands out as 
the most streamlined intra-EAC corridor, combining 
relatively low step counts and documentation with 
shorter clearance periods. Uganda via Malaba and Kenya 
via Malaba OSBP also show lower procedural intensity 
than seaport routes, although the latter still involves a 
substantial number of steps and documents, indicating 
that intraregional routing alone does not automati-
cally translate into minimal procedural burden. Clearance 
times along these intra-EAC export corridors remain vari-
able, suggesting that implementation practices, rather 
than formal requirements alone, continue to shape trader 
experience.

Exports routed through Mombasa and Dar es Salaam 
seaports remain consistently more procedurally inten-
sive than intra-EAC exports, characterized by higher 
numbers of steps, institutions and documents, alongside 
longer and less predictable clearance windows. These 
additional layers of control, while often justified for 
extraregional trade, significantly increase compliance 
burdens relative to intra-EAC movements.

Based on mapped export procedures, the Republic of 
South Sudan exhibits a procedural profile that differs 
from other intra-EAC corridors. Export movements by 
road involve comparatively higher procedural complexity, 
including a greater number of steps, extensive documen-
tation and longer clearance periods, pointing to broader 
institutional and system-level constraints influencing 

South Sudan’s engagement in regional H&S value chains. 
To a certain extent, the complexity of these procedures, 
combined with long queues at the border and Customs 
delays, limits the ability of exporters from the country to 
fully participate in this business.

Overall, the export comparison suggests that where 
intra-EAC procedures are mapped and implemented, 
they tend to be lighter than port-based routes; but that 
uneven implementation and incomplete import mapping 
continue to undermine predictability and the develop-
ment of integrated regional supply chains.

Procedural requirements for leather products

Processing alone does not eliminate procedural com-
plexity, even though leather products are subject to 
fewer animal health controls than raw H&S. Across 
mapped corridors, exports of leather products continue to 
face substantial administrative and procedural burdens.
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Table 11: Export procedures for leather/leather products across selected borders for first-time traders (December 2025)

Measure

External EAC markets Intra-EAC

Kenya via 
Mombasa 

Port

Rwanda via 
Kigali Int’l 

Airport

United Republic 
of URT via Dar 

Port

Kenya via Malaba 
OSBP

South Sudan 
by road*

Number of steps 39 18 30 26 59

Number of institutions 17 10 12 13 11

Result of documents 
received

6 7 8 6 14

Required documents 30 10 33 21 56

Estimated cost ($) 53.39 45.58 221.43 53.39 1,298.91

Total duration 2.5 – 14 days 4.5 – 13.5 days 1.5 – 8.5 days 2 – 12.5 days 18 – 64 days

Number of laws 13 14 7 11 6

Source: EAC Trade Portals (on 22 December 2025).
*Mapped data from the South Sudan Trade Information Portal Team on 5 January 2026.

1.11. The analysis relies primarily on step-level procedural mappings and administrative burden cost data drawn from EAC Trade Information 
Portals; the analysis also explored the extent to which comparable procedural elements could be identified for Burundi, DRC and Somalia.

On the export side, intra-EAC corridors again tend to 
be procedurally lighter than seaport-based routes. 
Rwanda via Kigali International Airport and Kenya via 
Malaba OSBP involve fewer steps and documents than 
exports routed through Mombasa or Dar es Salaam. 
However, clearance times remain variable across all cor-
ridors, indicating that reduced formal requirements do 
not necessarily translate into faster or more predictable 
outcomes in practice.

The export comparison suggests that leather products 
do not benefit from a qualitatively different procedural 
environment from H&S. Corridor-level practices, rather 
than the degree of processing, remain the dominant 
determinant of trader experience. The persistence of 
heavy procedures on both the export and import sides, 
combined with incomplete mapping of imports, contin-
ues to constrain the development of integrated regional 
leather value chains.

Description of selected export /
import procedures and cross-
border issues

Through comparative analysis of key administrative bur-
den cost drivers within export and import procedures, it 
becomes clear that administrative burden is generated 

not by a single requirement but by the accumulation 
and sequencing of multiple procedural blocks. In the 
compared countries (Kenya, URT and Uganda), exporters 
are required to pass through several distinct regulatory 
stages, many of which involve physical inspections, in-
person submissions or engagement with different agen-
cies. Each additional block introduces potential waiting 
time, travel and repeated interaction, which together 
drive submission-related administrative burden under 
the administrative burden cost framework.

Administrative burden is driven less by the number 
of documents, and more by how regulatory functions 
are layered and sequenced within export procedures. 
Where procedural blocks are numerous, sequential and 
inspection-heavy, submission-related costs escalate, 
even in contexts where individual steps are partially 
digitized.

Importantly, a significant share of the administrative 
burden identified in these procedures arises from re-
quirements completed before goods reach the border, 
underscoring that trade facilitation constraints are 
driven as much by behind-the-border processes as by 
border-level clearance itself.11

In terms of time-related frictions and clearance at the 
border, the duration is characterized by significant 
variability among the countries. Traders and clearing 
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agents reported that clearance timelines are frequently 
affected by system downtime, particularly where digital 
platforms such as the Integrated Customs Management 
System or Regional Electronic Cargo Tracking System 
experience outages or interoperability failures. Even 
where approvals have been granted online, consign-
ments may be placed on hold pending inter-agency 
correspondence, introducing idle time that is not pre-
dictable in advance.12

Additional time-related frictions arise from officer avail-
ability and inspection scheduling. Inspections are often 
conducted sequentially by different agencies and may 
depend on the physical presence of specific officers. 
Where inspection slots are limited or officers are unavail-
able, consignments remain idle, sometimes for days, 
despite having completed earlier procedural steps.13

Corridor-level factors further amplify time variability. 
At Malaba and along the Northern Corridor, respondents 
highlighted congestion, limited parking and holding 
facilities, Regional Electronic Cargo Tracking System-
related delays and weighbridge operations as contribut-
ing to extended transit and clearance times. In some 
cases, enforcement practices and informal roadblocks 
along corridors compounded delays, increasing the 
overall time required to move goods even after border 
clearance had been granted.

For H&S in particular, time delays have sector-specific 
implications. Prolonged clearance increases the risk of 
quality deterioration, raises preservation and handling 
costs, and creates pressure on traders to reroute con-
signments or rely on informal coping mechanisms. As 
a result, time unpredictability directly reinforces the 
administrative burden captured under the administra-
tive burden cost framework by increasing waiting time, 
repeated engagement with authorities, and the need for 
follow-up visits and interventions.

Time-related frictions are a defining feature of H&S and 
leather trade across the region. The issue is not only that 
procedures take a long time but that traders cannot reli-
ably predict how long they will take. This unpredictability 
undermines supply chain planning, discourages formal 
intraregional trade, and helps explain why submission-
related costs dominate administrative burden cost 
outcomes, even where procedures are partially digitized. 
This unpredictability is further compounded by the 
need for repeated physical visits to regulatory agencies, 
which increases transport and travel costs associ-

1.12. As reported during the Isebania / Malaba border mission.
1.13. Ibid.
1.14. This was reported for the section from Malaba to Nairobi but also generally for the northern corridor. 

ated with reaching offices for submissions, follow-ups  
and approvals.

In terms of critical documents and certificates for export 
for H&S and leather, it was noted that export procedures 
for H&S and leather are built around a common core set 
of trade documents but are supplemented by a range 
of additional administrative requirements that are not 
directly linked to the physical movement of goods. 
Exporters are required to submit a range of additional 
supporting documents and administrative artefacts that 
are not intrinsic to the export transaction itself, but rather 
to process access and system compliance. There is a 
limited exchange or reuse of information between regula-
tory agencies across Partner States. Streamlining export 
procedures will therefore require not only harmonization 
of substantive trade certificates, but also a review of sup-
porting documentation requirements that are currently 
treated as mandatory despite having limited relevance 
to the actual movement of goods.

Along key corridors linking EAC Partner States, traders 
and drivers reported frequent enforcement stops and 
roadblocks, sometimes exceeding 10 separate police 
checks on a single journey.14 Governance and enforce-
ment practices along corridors were repeatedly cited as 
a major source of unpredictability. Drivers indicated that 
inconsistent enforcement often compels night travel to 
avoid checkpoints, increasing safety and security risks. 
In addition, theft and security incidents along sections 
of the Kenya–Uganda corridor undermine confidence in 
transit operations and contribute to cautious, risk-averse 
routing decisions by traders.

Operational constraints at border points and along 
corridors further compound administrative burden. At 
Malaba OSBP, respondents highlighted congestion, limit-
ed parking and holding areas, and delays associated with 
Regional Electronic Cargo Tracking System installation, 
removal and seal management, including shortages of 
seals and lack of authority to deactivate them at certain 
points. These issues can result in trucks being held at the 
border for extended periods or rerouted unnecessarily, 
increasing waiting time and administrative follow-up.

Sanitary and phytosanitary and standards controls are 
embedded at multiple stages of export and import pro-
cedures for H&S and are largely sequential rather than 
consolidated. These controls typically include premises 
inspection, consignment inspection and the issuance of 
veterinary or animal health certificates, all of which must 
be completed prior to Customs clearance.
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The border and corridor mission findings indicate that 
the application of sanitary and phytosanitary and qual-
ity controls is not always predictable in practice. While a 
draft EAS for raw H&S intended for salting and tanning, 
as well as a draft for H&S preserved by air-drying and 
intended for tanning were proposed, neither has yet been 
finalized or formally adopted as a regional standard in 
the current EAC standards catalogue.15

Taken together, the step-level and field-based evidence 
confirms that administrative burden in H&S and leather 
trade is driven primarily by implementation practices, 
coordination gaps and corridor-level constraints, rather 
than by the existence of regulations alone.

Key recommendations

	� Rationalize and consolidate licensing and registration 
requirements for H&S and leather. Undertake sector-
specific licensing rationalization for H&S and leather, 
consolidating trader and premises authorizations into 
a single sector licence, subject to periodic, risk-based 
renewal rather than transaction-by-transaction verifi-
cation. In addition, the validity of licences should be in-
creased from the current annual renewal approaches.

	� Reduce inspection duplication through joint or 
bundled inspections. Introduce coordinated inspec-
tion scheduling for H&S and leather consignments, al-
lowing veterinary, standards and Customs inspections 
to be conducted in parallel where legally permissible, 
supported by shared risk profiles and pre-inspection 
information exchange. This would reduce idle time 
without compromising regulatory objectives.

	� Eliminate ancillary documentation not directly linked 
to export control. Conduct a document relevance audit 
for H&S and leather procedures, removing or digitiz-
ing supporting documents that do not contribute to 
regulatory outcomes, and ensuring trader identity and 
payment information is submitted once and reused 
across procedures.

	� Digitalize and enable pre-arrival processing for H&S 
and leather consignments. Integrate sector-specific 
permits, veterinary certification, grading results and 

1.15. Uganda National Bureau of Standards. (2019). Draft EAS: Raw hides and skins – Preservation by salting – Specification (WTO TBT Notification 
No. G/TBT/N/UGA/1079). WTO. Uganda standards Template https: //www.puntofocal.gob.ar/notific_otros_miembros/uga1079_t.pdf

inspection data for H&S and leather into national sin-
gle windows to allow advance electronic submission 
and risk assessment prior to arrival at border points. 
This should support fast-track or low-intervention 
release for compliant consignments, reduce physical 
document handling, and minimize delays that can lead 
to quality deterioration.

	� Harmonize the core documentation set for H&S 
and leather. The EAC Secretariat should lead the 
development of a harmonized regional documentation 
checklist for H&S and leather, clearly distinguishing 
mandatory core trade documents from optional or 
nationally specific administrative documents. This 
checklist should be formally endorsed and reflected 
across all EAC Trade Information Portals.

	� Finalize and adopt a harmonized EAS for H&S 
and leather product quality and grading. The EAC 
Secretariat, working through the System of Quality 
Management framework, should prioritize the comple-
tion, adoption and gazettement of a harmonized EAS 
specifically covering grading and quality requirements 
for raw H&S (including those intended for salting 
and tanning), and minimum quality specifications for 
leather and leather products.

On the export side, intra-EAC corridors again tend to 
be procedurally lighter than seaport-based routes. 
Rwanda via Kigali International Airport and Kenya via 
Malaba OSBP involve fewer steps and documents than 
exports routed through Mombasa or Dar es Salaam. 
However, clearance times remain variable across all cor-
ridors, indicating that reduced formal requirements do 
not necessarily translate into faster or more predictable 
outcomes in practice.

Taken together, the export comparisons suggest that 
leather products do not benefit from a qualitatively 
different procedural environment from H&S. Corridor-
level practices, rather than the degree of processing, 
remain the dominant determinant of trader experience. 
The persistence of heavy procedures on both the export 
and import sides, combined with incomplete mapping 
of imports, continues to constrain the development of 
integrated regional leather value chains.

http://www.puntofocal.gob.ar/notific_otros_miembros/uga1080_t.pdf
https://www.puntofocal.gob.ar/notific_otros_miembros/uga1079_t.pdf
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Strategic priorities  
and recommendations

1.16. The existing research on financial instruments for the leather and footwear sector in the EAC covers broad value chain financing 
mechanisms – including trader credit, input-supplier credit, lead-firm financing, receivables finance, factoring, warehouse receipts, loan 
guarantees, insurance, forward contracts and joint-venture finance – with only illustrative references to leather applications (e.g. tannery 
equipment leasing, hide collateralization or outgrower schemes linking pastoralists to tanneries). No dedicated financial instrument frameworks, 
sector-specific guarantee schemes or EAC-tailored fiscal measures have been identified for the leather and footwear sector.

Fast-tracking EAC LLPS activities

1. Deploy dedicated financial instruments / 
fiscal measures for the leather and footwear 
sector

EAC LLPS activity: Enhance the productivity of small-
scale producers (SMEs) of footwear, and other leather 
goods producers to raise their export capabilities.

Rationale: LDF work revealed deeper financing gaps 
across the leather value chain; investment in the value 
chain must be nationally anchored and driven; and there 
is limited dedicated research on financial instruments for 
the EAC leather sector.16 Lowering the cost of essential 
production inputs such as accessories, soles and ma-
chinery inputs, including flaying and cutting equipment, 
would reduce manufacturing costs, improve input avail-
ability and strengthen the competitiveness of footwear 
and leather goods producers. These inputs constitute a 
significant share of total production costs. High import 
costs on these inputs increase production costs and 
reduce the ability of domestic producers to compete with 
lower-cost global competitors.

In addition, administrative delays in value-added tax 
refunds and drawback claims create material cash flow 
constraints for exporters and growth-oriented firms. 
However, duty relief alone is insufficient. Leather sector 
SMEs also face binding constraints in access to working 
capital, technology and finance. A broader package of 
financial instruments is needed for explicit de-risking 
mechanisms led by governments and development 
finance institutions.

Proposed implementation: A rapid assessment of 
financial instruments in Partner States available to the 
EAC leather sector should be conducted as a prior-
ity. The EAC Leather Platform should recommend that 

SCTIFI commission this research in collaboration with 
the African Development Bank and relevant financial 
institutions to map existing gaps and identify suitable 
instruments for deployment. General common external 
tariff reductions would require EAC-level action and are 
not the only available tool. In practice, the measures to 
prioritize are: (i) duty remission or exemption schedules 
for critical inputs and capital equipment that are not 
available competitively in the region; (ii) WTO-compliant 
duty drawbacks or value-added tax refunds for imported 
inputs physically incorporated into exported products, 
subject to verification; and (iii) temporary admission or 
bonded arrangements where relevant. These measures 
should be rules-based, transparent and administratively 
predictable.

Beyond trade cost instruments, the following additional 
financial measures could be considered.

	� Export credit guarantees through a government 
or quasi-governmental agency, protecting leather 
exporters against buyer default risk in new markets. 
Evidence from advanced economies shows these 
positively affect export performance, and they fill 
a gap when private banks are unable or unwilling to 
extend credit to exporters facing long payment lags 
between production and receipt.

	� Matching grants for product upgrading and technol-
ogy adoption, modelled on Tunisia’s Fonds d’Accés aux 
Marchés d’Exportation (Export Market Access Fund) 
programme, where grants supporting product devel-
opment led to stronger and longer-lasting impacts on 
export performance than market access assistance 
alone. These could co-finance investments in modern 
tanning equipment, finishing technology or design 
capabilities for footwear SMEs.

	� Concessional loans and credit guarantees through na-
tional development banks, which can provide longer-
term capital and higher risk tolerance than private 
banks because of government backing. Countries like 
Brazil, Chile, Colombia and Mexico have used national 
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development bank instruments such as structured 
finance, factoring and credit guarantees to coordinate 
private-sector players and expand access to credit. 
National development bank financing for the leather 
sector should require co-financing from private inves-
tors and set performance benchmarks for continued 
access.

	� Production-linked incentive payments tied to 
incremental sales of domestically manufactured 
leather goods, following India’s model, which covers 
14 industries. These may be paid as a percentage 
of incremental sales of domestically manufactured 
goods. This would reward actual output rather than 
just capacity installation, aligning public support with 
demonstrated commercial performance.

2. Harmonize grading standards for H&S 
across Partner States

EAC LLPS activities:

	� Finalize review and harmonization of standards and 
quality guidelines for H&S handling and grading

	� Review and harmonize rules and practices for opera-
tions of slaughter slabs / houses and abattoirs

	� Establish a slaughterhouse index in all Partner States 
to differentiate quality of slaughterhouses

	� Institute a stringent enforcement system for laws and 
regulations governing trade in H&S.

Rationale: As it is estimated that between 40% and 
50% of hides from the EAC are exported officially under 
the category of ‘glue stock’. Evidence suggests that 
exemptions for ‘glue stock’ incentivize misclassification, 
deliberate downgrading and fragmentation of hides 
to avoid levy payments. In addition, the current quality 
classification and grading definitions allows traders to 
fragment tannable hides to qualify for duty-free export.

These dynamics weaken the effectiveness of the export 
levy regime, reduce the availability of quality raw mate-
rials for domestic processors, and distort price signals 
along the value chain. They also reduce incentives for 
improving the quality of hides at the slaughterhouse 
level, reinforcing a cycle of low-quality supply. Enabling 
regulation – including licensing of abattoirs, regular 
inspections, qualified H&S inspectors, proper grading 
and enforcement of standards – could increase supply of 
quality raw materials for EAC tanneries. Quality should 
be promoted through a transparent grade-based pricing 
system for H&S across Partner States.

Proposed implementation: To address these challenges, 
Partner States should harmonize definitions of ‘glue 
stock’ and tannable hides, establish clear and enforce-
able grading criteria and price premiums, and align 
inspection protocols across the region.

3. Develop integrated abattoirs with H&S 
collection and distribution centres

EAC LLPS activities:

	� Design and commission a Programme of Action on 
installation of modern infrastructure at abattoirs and 
slaughterhouses, in ALL Partner States

	� Set up a Special-Purpose Investment Vehicle Facility 
to support investment in diversification, upgrading 
and modernization of existing facilities

	� Mobilize funding for Partner States to renovate and/
or rebuild new standardized H&S collection centres

	� Improve technology in flaying practices
	� Organize and coordinate efforts of industry actors 

(contract tanning) to make use of established finish-
ing capacity

Rationale: Low recovery rates of quality H&S remains 
one of the major constraints across the EAC leather 
value chain. Lack of investment in modern slaughter 
infrastructure and the predominance of small, informal 
abattoirs contribute to widespread slaughter defects, 
poor flaying and substandard handling practices, all of 
which significantly diminish hide quality. Fragmented 
and poorly coordinated collection systems further divert 
hides into informal or low-value channels, including ex-
ports reported as ‘glue stock’, reducing the volume of raw 
material available for domestic tanneries. At the same 
time, weak grading and inadequate inspection systems 
result in poor quality control and undermine incentives 
for actors to improve handling practices. This combina-
tion of structural and behavioural constraints prevents 
the region from capturing value in downstream tanning 
and leather manufacturing.

Proposed implementation: Strengthening regulation 
and enforcement will be critical. This includes licensing 
of abattoirs, conducting routine inspections, deploying 
qualified H&S inspectors, properly applying grading 
standards and mandating the use of appropriate flay-
ing tools. A central component of this intervention 
should be the mandatory adoption and enforcement of 
standardized grading systems, supported by clear price 
differentials that reward high-quality H&S and create 
strong economic incentives for improved handling at the 
slaughter level.
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Governments should also introduce targeted fiscal incen-
tives, facilitate foreign direct investment and support 
PPP-ready project preparation to develop modern, inte-
grated abattoirs linked directly to organized H&S collec-
tion and distribution centres. Priority should be given to 
investments in which anchor operators combine slaugh-
tering, grading, cold-chain logistics and by-product uti-
lization. Rather than being linked to construction alone, 
incentives should be linked to measurable performance 
outcomes, including improved recovery rates, compli-
ance with grading standards, enhanced traceability and 
stronger supply links to domestic tanneries.

4. Update the EAC TC064 standard for 
footwear and leather goods, and strengthen 
import surveillance for second-hand footwear

EAC LLPS activity: Develop / establish joint monitoring 
and surveillance of imported footwear by public agen-
cies and footwear associations to control pirated and 
counterfeit brands of footwear coming to the region.

Rationale: Weak enforcement of quality standards allows 
low-quality and undervalued imports, including second-
hand footwear, which depresses domestic price points. 
These imports affect prices for locally available shoes 
and discourage investments in footwear manufacturing, 
thereby affecting the competitiveness of local footwear 
manufacturing. Fragmented standards and conformity 
assessments limit intraregional trade. Therefore, stronger 
standards enforcement and greater awareness among 
producers would improve product quality and durability, 
support fair competition against substandard imports, 
and enable local manufacturers to meet procurement 
and export requirements more reliably.

Proposed implementation: Harmonize quality standards 
for EASC/TC 064 on footwear and EASC/TC 063 for 
leather goods, ensuring mutual recognition of conformity 
assessment across Partner States. Strengthen market 
surveillance of second-hand footwear imports.

5. Streamline cross-border procedures for H&S 
and leather consignments across EAC border 
points

EAC LLPS activity: Enhance the quality and regulatory 
systems for livestock management to ensure sustain-
able production and supply of high-quality H&S along 
the value chain.

Rationale: Administrative burdens for leather consign-
ments arise from multiple pre-export requirements (per-
mits, licensing, inspections and agency approvals) before 
reaching the border. Leather is particularly sensitive to 
quality loss and regulatory non-compliance. Streamlining 
is essential to reduce postharvest losses, ensure sanitary 
and phytosanitary and standards compliance, and deliver 
on the Common Market Protocol’s non-tariff barrier elimi-
nation objective.

Proposed implementation: Partner States, supported by 
the EAC Secretariat, should:

1.	 Audit export procedures to distinguish requirements 
linked to international market access from those 
serving domestic objectives, and remove the latter 
from the export clearance sequence (i.e. veterinary 
certificate for semi-processed and finished leather).

2.	 Rationalize sector-specific licensing into a single, risk-
based periodic licence.

3.	 Digitalize remaining export documentation through na-
tional single windows to enable pre-arrival processing.

4.	 Reduce inspection duplication through coordinated, 
joint border controls.

5.	 Establish mutual recognition of electronic trade docu-
ments for H&S and leather across Partner States.

6. Operationalize dedicated leather industrial 
parks

EAC LLPS activities:

	� Develop specialized footwear and leather products 
manufacturing zones / parks

	� Develop footwear manufacturing capacities to in-
crease production for domestic and export markets

	� Attract and match at least 10 anchor global footwear 
brands / global buyers with local SMEs.

Rationale: The leather processing industry in the EAC 
has fragmented processing capacity, underserviced 
industrial sites and missing compliance infrastructure, 
especially CETPs, which makes tanning and manufac-
turing costly, and limits value addition. Regional action 
is needed on standards, conformity assessment, trade 
facilitation and, where relevant, Customs treatment. 
National action remains decisive for land, licensing, 
environmental permitting, utility connections, park 
governance and investor facilitation. Industrial parks 
with shared services can address these bottlenecks by 
concentrating tanneries and manufacturers, lowering 
unit costs, and enabling firms to meet environmental 
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and quality standards, which the assessment identifies 
as essential for market and investor readiness. Any fiscal 
or regulatory support associated with such parks should 
be designed under applicable national law and regional 
commitments, and should avoid open-ended preferences 
or measures contingent on export performance.

Proposed implementation: Partner States should ac-
celerate the development and operationalization of 
dedicated leather industrial parks through coordinated 
investments in infrastructure, including land, reliable 
energy supply and CETPs. At EAC level, priority should 
be given to regional standards, mutual recognition, cor-
ridor facilitation and, where relevant, common Customs 
treatment. At national level, priority should be given to 
land allocation, licensing, environmental approvals, util-
ity servicing, park governance and investor facilitation. 
Clear governance frameworks are required within each 
park, including transparent land allocation, standardized 
lease terms, and predictable user fee and cost-recovery 
models. It is also important to streamline administrative 
procedures and provide one-stop facilitation to reduce 
transaction costs for firms and improve investor confi-
dence, consistent with the park governance requirements 
outlined in the study.

7. Review export levies on intra-EAC trade 
and gradually harmonize extra-EAC export 
levies, with a capacity-based and differentiated 
approach to H&S, while closing exemptions.

EAC LLPS activities:

	� Priority area of focus from 2024 and 2025 Leather 
Platform meetings

	� Support establishment of links between SMEs and 
international brands / investors

	� Develop a harmonized regulatory framework

Rationale: Evidence from the MTR indicates that export 
levies have constrained leather exports and upstream 
production. They can distort prices and constrain 
leather exports without consistently generating gains 
for downstream sectors. Between 2012 and 2024, the 
region’s exports of raw leather (HS Chapter 41) fell by 
$167.8 million, while exports of processed leather goods 
(HS Chapter 42) grew by only $4.0 million, meaning just 
$1 gained in processed exports for every $41 lost in raw 
exports. This suggests that existing levy structures have 
not succeeded in redirecting value addition domestically 
at the scale intended. A gradual reduction over a five-
year period would support increases in production and 

trade in raw materials while allowing time to strengthen 
domestic processing capacity.

Proposed implementation: In the first two years, the levy 
on hides could be maintained, while supporting comple-
mentary measures such as capacity building, quality 
improvement programmes and targeted investments 
in processing infrastructure. This will be necessary to 
ensure that the benefits translate into greater avail-
ability of quality hides for domestic tanneries, increased 
processing investment and stronger regional integration 
of the leather sector. Partner States should convene a 
dedicated multi-stakeholder dialogue including minis-
tries of finance, trade authorities, private-sector actors 
and Customs agencies to review export levy regimes. 
This dialogue should assess the effectiveness of current 
measures, including EAC Legal Notice No. 96/2019, and 
consider policy options including retention, reform or 
phased adjustment. The process should aim to improve 
the transparency, predictability and consistency of levy 
application, while ensuring alignment with broader 
industrialization objectives.

8. Use public procurement to stimulate EAC-
origin leather and footwear manufacturing 
through time-bound, performance-based 
preference measures in national procurement 
policy

EAC LLPS activities:

	� Facilitate Partner States to issue ministerial direc-
tives to all procuring entities to give preference to 
locally manufactured leather goods

	� Identify and analyse opportunities for pooled pro-
curement of leather products for the public sector

	� Design and implement a programme for instituting 
public procurement

Rationale: Across EAC Partner States, reliance on 
imported and second-hand footwear weakens the invest-
ment case for domestic leather and footwear production. 
Institutional demand for military, police, school and 
industrial safety footwear can create a reliable early mar-
ket for manufacturers, provided procurement is funded; 
paid on time; and tied to quality, durability and delivery 
requirements. Public procurement should support firms 
that carry out real manufacturing in the EAC and meet 
defined origin, quality, tax, labour and environmental 
requirements. It should not give automatic contracts to 
firms solely because they are located in a park or SEZ. 
Since the covered Partner States are not parties to the 
WTO Agreement on Government Procurement, there 
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is policy space for procurement measures. That policy 
space should still be used in line with national procure-
ment law, EAC non-discrimination principles, competition 
policy and value for money.

Proposed implementation: Start with product lines 
where demand is large, repeated and easy to specify, 
such as military boots, police boots, school shoes and 
industrial safety footwear. Partner States should use 
open or competitive tendering with clear technical 
specifications, durability testing, delivery requirements 
and inspection rules. Where national law permits prefer-
ence measures, they should apply to EAC-origin leather 
and footwear products or EAC-based manufacturers that 
meet defined origin, production and compliance criteria, 
rather than to undefined ‘local firms’.

Eligibility should require verifiable manufacturing in an 
EAC Partner State, compliance with applicable stan-
dards, tax and business registration, delivery capacity 
and environmental compliance, including CETP access 
where tanning is involved. Preferences should be time-
bound, reviewed periodically and linked to measurable 
results, including quality, delivery reliability, formal 
employment, EAC value addition and supplier upgrading. 
Prompt payment rules, framework contracts and supplier 
development finance should accompany the measure so 
that SMEs can participate.

9. Build technical skills across the value chain

EAC LLPS activities:

	� Conduct a skills gap and needs assessment study 
covering the entire value chain, and develop course 
curricula, assessment standards and infrastructure 
requirements for training programmes

	� Develop skills, technology, and research and develop-
ment capabilities in order to improve competitiveness 
and innovation in the sector

Rationale: Technical skills gaps remain a key constraint 
across the leather value chain, particularly in tanneries 
and manufacturing firms. Limited availability of techni-
cally skilled people contributes to lower quality of leather, 
inefficient materials use and higher defect rates. This is-
sue was highlighted in the EAC LLPS, namely: the limited 
availability of technicians for CETPs, chemical handling 
and quality control; technical skills gaps in design, 
branding and industrial manufacturing capabilities; as 
well as weak coordination between training institutions 
and industry needs. For example, limited cutting skills 
among SMEs lead to higher leather consumption per pair 
and higher production costs, undermining their ability to 

compete in domestic and export markets. Addressing 
skill gaps across the value chain will strengthen com-
petitiveness and access to higher-value markets.

Proposed implementation: Conduct a skills gap assess-
ment across upstream and manufacturing segments 
to identify priority gaps. Training curricula in leather 
institutes should then be updated to reflect industry 
needs, with a focus on practical and industry-led training. 
Partnerships with private firms should support appren-
ticeships and on-the-job learning. At the regional level, 
certification standards should be developed to harmonize 
skills recognition across Partner States.

10. Promote domestic production of leather 
inputs (soles and accessories)

EAC LLPS activity: Enhance the productivity of small-
scale producers (SMEs) of footwear and other leather 
goods to raise their export capabilities.

Rationale: The competitiveness of footwear manufac-
turing in the EAC is significantly constrained by heavy 
reliance on imported inputs – particularly soles, insoles, 
adhesives and accessories – which account for a sub-
stantial share of production costs. During stakeholder 
consultations, it was emphasized that sole quality alone 
accounts for a significant proportion of overall footwear 
durability and market acceptance. Limited domestic 
production of these inputs increases costs, weakens 
supply chain resilience and reduces local value addition.

Proposed implementation: Partner States should pro-
mote investment in domestic production of key leather 
inputs through targeted fiscal incentives, industrial park 
integration and investment promotion. A regional feasi-
bility study should be conducted to assess demand, scale 
requirements, and viable locations for sole and accessory 
manufacturing. In the short term, temporary importation 
and duty remission for inputs not competitively available 
in the region should be maintained while domestic capac-
ity is developed.

11. Strengthen public-private and private-
private collaboration across the leather value 
chain

EAC LLPS activities:

	� Strengthen / establish National Leather Development 
Councils / Boards / Institutes and private leather apex 
societies (a union of all leather associations)
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	� Facilitate meetings / workshops for the creation of 
one overarching body to coordinate sector activities

	� Conduct strategy meetings with associations and 
ministries, departments and agencies to strengthen 
the capacity of key institutions

Rationale: Despite existing coordination mechanisms 
such as the EAC Regional Leather Platform and the 
East African Business Council, implementation of prior-
ity actions in the leather sector remains uneven due to 
fragmented institutional responsibilities, limited engage-
ment of key factors such as finance and investment 
authorities, and weak monitoring systems. As a result, 
policy commitments have not consistently translated into 
investment, upgrading or improved competitiveness.

Proposed intervention: Operationalize and ensure 
sustainability of the EAC Regional Leather and Leather 
Products Platform as the central mechanism for public-
private collaboration, with a clear mandate to coordinate 
implementation, align national and regional priorities, 
and mobilize investment. This should be supported by a 
monitoring and evaluation framework, clear reporting by 
national focal institutions and strengthened technical 
capacity at the EAC Secretariat. Stronger engagement 
with ministries of finance and investment promotion 
agencies will be critical to unlock resources and scale up 
priority actions. In parallel, private-private collaboration 
should be strengthened through leather apex bodies and 
the leather industry network to facilitate peer learning, 
joint market development and coordinated private sector 
engagement with regional and national institutions.

12. Prioritize the national-level actions of the 
EAC LLPS, ensuring that each Partner State 
focuses on the actions and interventions most 
relevant to its specific sector maturity and 
developmental priorities.

Rationale: The MTR confirmed that the seven strategic 
objectives of the EAC LLPS remain valid. However, 
implementation effectiveness varies widely due to dif-
ferences in national contexts, levels of industrialization 
and market readiness. Some activities have already been 
completed, while others no longer hold equal relevance 
across Partner States.

Proposed implementation: Partner States should priori-
tize the actions most relevant to their national realities 
as their key actions for the next five years of implemen-
tation. As identified during the national consultations in 
October–November 2025:

	� Kenya, Rwanda, Uganda and URT should focus on up-
grading tanneries, modernizing processing technolo-
gies, strengthening skills and design capabilities, and 
attracting investment into integrated processing fa-
cilities and leather manufacturing clusters (Strategic 
Objectives 4–6).

	� In contrast, South Sudan and Burundi should prioritize 
improving livestock production systems, strengthen-
ing slaughtering practices, enhancing H&S collection 
and preservation, and gradually improving primary 
processing facilities (Strategic Objectives 1–3).
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To support this differentiated approach, Table 12 pres-
ents the recommendation aligned to national objectives 
and the EAC LLPS strategic objectives.

Table 12: Updated key recommendations within the existing EAC Strategy strategic objectives

Recommendation from national consultations Partner States Implementation 
phases

Strategic objective 1: Improve and modernize livestock husbandry practices

Scale national livestock identification and 
traceability systems (ear tags)

•	 Uganda (pilot)
•	 Kenya

•	 URT Phase 2 (Years 2–3)

Decentralize modern abattoirs and enforce 
slaughterhouse classification standards 
(include de-hiders)

•	 Kenya
•	 Burundi

•	 Uganda
•	 South Sudan

Phase 2 (Years 2–3)

Train slaughterers in standardized flaying 
techniques; subsidize curved knives; trace tool 
distribution

•	 Kenya
•	 Uganda

•	 Burundi Phase 1 (Year 1)

Strengthen enforcement of H&S Trade Acts and 
grading systems

•	 Kenya
•	 Uganda

•	 Burundi
•	 URT 

Phase 1 (Year 1)

Strategic objective 2: Improve / modernize processing infrastructure

Rebuild / modernize standardized collection 
centres (public-private model)

•	 Uganda (Kalerwe 
Kawumu)

•	 Burundi
•	 URT

Phase 2 (Years 2–3)

Install modern infrastructure in abattoirs 
(Programme of Action)

•	 Kenya
•	 Uganda

•	 Burundi
•	 South Sudan

Phase 2 (Years 2–3)

Operationalize export-grade abattoirs •	 Uganda (nine planned; four existing) Phase 2 (Years 2–3)

Finalize harmonized grading standards and 
revise outdated H&S legislation

•	 Uganda (under 
review)

•	 Rwanda
•	 Kenya

Phase 1 (Year 1)

Strengthen tannery environmental compliance •	 Rwanda •	 Uganda (aligned 
regionally)

Phase 2 (Years 2–3)

Strategic objective 3: Facilitate investment in tanneries and waste management

Provide fiscal incentives (tax exemptions) 
on chemicals, machinery and inputs, with 
monitoring safeguards

•	 Kenya
•	 Uganda

•	 URT Phase 1 (Year 1)

Establish or operationalize LDFs or credit 
guarantees

•	 Rwanda
•	 Kenya

•	 Uganda
•	 URT (Regional 

Framework)

Phase 2 (Years 2–3)

Operationalize tannery parks with CETPs 
(Bugesera; Kawumu support)

•	 Rwanda
•	 Uganda

Phase 3 (Year 4)

Prioritize tannery establishment in national 
fiscal budgets

•	 South Sudan Phase 1 (Year 1)

Strategic objective 4: Develop footwear manufacturing capacities

Enforce local procurement policies (Buy Kenya 
Build Kenya, Buy Uganda Build Uganda, Local 
Content Acts)

•	 Kenya
•	 Uganda
•	 Rwanda

•	 Burundi
•	 URT

Phase 2 (Years 2–3)
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Recommendation from national consultations Partner States Implementation 
phases

Expand product basket under public 
procurement (school shoes, safety boots)

•	 Kenya
•	 Uganda

•	 Burundi
•	 URT

Phase 1 (Year 1)

Establish footwear training institutes / 
specialized hubs

•	 Kenya (feasibility)
•	 Uganda (pending)

•	 Rwanda (priority)
•	 Burundi

Phase 2 (Years 2–3)

Construct and operationalize industrial parks 
(Bugesera; footwear zones in industrial parks)

•	 Rwanda •	 Uganda (within 
parks)

Phase 1 (Year 1)

Institutionalize National Leather Week and 
integrate leather promotion into national trade 
fairs and expos

•	 URT (TanTrade) Phase 1 (Year 1)

Strategic objective 5: Enhance SME productivity and export capability

Map and expand SME clusters beyond capital 
cities (KIWANGO cluster in Kilimanjaro and 
Kigali Leather Cluster)

•	 Uganda
•	 Kenya

•	 URT
•	 Rwanda

Phase 1 (Year 1)

Upgrade common manufacturing facilities and 
incubation centres

•	 Uganda 
(Management 
Training and 
Advisory Centre 
/ Training and 
Common Facility 
Centre)

•	 Kenya
•	 URT (Dar es 

Salaam Institute 
of Technology 
Mwanza)

Phase 1 (Year 1)

Provide leather-specific entrepreneurial and 
technical training

•	 Kenya
•	 Uganda

•	 Rwanda
•	 Burundi

Phase 1 (Year 1)

Improve SME access to affordable finance via 
targeted instruments

•	 All Partner States Phase 2 (Years 2–3)

Strategic objective 6: Develop skills, technology, and research and development

Conduct skills gap assessments across the full 
leather value chain

•	 Uganda
•	 Kenya

•	 Rwanda Phase 1 (Year 1)

Harmonize regional curricula (TVET, diploma, 
degree)

•	 All Partner States Phase 2 (Years 2–3)

Equip universities with leather laboratories and 
updated tools

•	 Uganda
•	 Kenya

Phase 2 (Years 2–3)

Strategic objective 7: Strengthen governance, policy and coordination

Establish / strengthen national apex leather 
associations

•	 Uganda (not yet)
•	 Rwanda 

(strengthen)

•	 Burundi
•	 URT

Phase 1 (Year 1)

Fast-track the Leather Development Authority 
Bill / legal reforms

•	 Kenya Phase 1 (Year 1)

Harmonize licensing procedures and reduce 
multiple levies

•	 Kenya Phase 1 (Year 1)

Develop joint monitoring systems for imported 
footwear

•	 Kenya
•	 Uganda

•	 Burundi
•	 URT (regional 

coordination)

Phase 1 (Year 1)

Source: ITC compilation based on finding from national consultation meetings for MTR of the EAC LLPS in eight Partner States, 
conducted October–December 2025.
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Technical annex

The simulations use a standard multi-sector structural 
gravity model from academic literature, modified to take 
account of export taxes and revenue effects (Costinot et 
al., 2012). This annex sets out full technical details for the 
model and data.

Model

The world consists of N countries, indexed by i for ex-
porter and j for importer. There are K industries indexed 
by k, with constant returns to scale in production. Labour 
is perfectly mobile across industries but immobile across 
countries. The fixed labour endowment of each economy 
is denoted by L, and the nominal wage rate is denoted 
by w.

Each industry comes in an infinite number of varieties 
index by , with  the number of units of a given 
variety that can be produced with one unit of labour in 
industry k and country i. Productivity z is represented by 
independent random draws from a Fréchet distribution. 
It depends on fundamental productivity stemming from 
natural resources, infrastructure and institutions, for ex-
ample, as well as intra-industry heterogeneity captured 
by a dispersion parameter .

Trade frictions take the standard iceberg form. The ap-
proach here splits the standard trade variable into three 
components: ad valorem tariffs, ad valorem export taxes, 
and frictions. Tariffs and export taxes create revenue 
flows, which are rebated to consumers through the ex-
penditure function. Frictions do not create revenue flows. 
In terms of the standard model,  where d is 
the total iceberg trade costs, and the three components 
correspond to the decomposition just given. Standard as-
sumptions rule out cross-country arbitrage opportunities.

Markets are perfectly competitive with constant returns 
to scale. As a result, in any country j the price paid by pur-
chasers of a particular variety is  
where  is the cost of producing and deliv-
ering one unit of this variety from country i to country j.

In each country, a representative consumer has a two-
tier utility function. The upper tier is Cobb-Douglas 
across industries, while the lower tier is constant 

elasticity of substitution across varieties within an 
industry. Accordingly, total expenditure on a variety is:

  

where  is the standard constant elasticity of substitu-
tion price index,  is the elasticity of substitution,  is a 
Cobb-Douglas expenditure share, and  is expenditure.

Model closure differs from the standard model by al-
lowing for an exogenous trade deficit and recycling 
revenue from tariffs and export taxes to consumers. 
Accordingly,   where D is 
the exogenous deficit, and the two revenue terms are 

 and ,  
where X is bilateral exports (including output that is 
consumed in the same country where it is produced).

Under these assumptions, bilateral exports take the 
standard structural gravity form:

To examine the impact of trade policy changes, the 
standard model is extended by considering proportional 
changes in the iceberg factors associated with export 
taxes, import tariffs and frictions. Applying exact hat 
algebra yields the following system for a comparative 
static solution, where is the baseline import share and is 
the baseline export share:

ŵ Ê

ŵ

Ê
ŵ

Solution of the system is via a fixed-point iteration. Inputs 
are baseline trade values, tariff rates and export tax 
rates, as well as counterfactual tariff rates and export 
tax rates. Outputs are changes in trade values, wages, 
expenditures and prices.
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The baseline model does not include input-output links 
between sectors. To allow for a spillover effect from 
leather sector trade policies to downstream sectors, the 
model is iterated using , where the 
coefficient is an ITC estimate of the approximate cost 
share of leather in footwear production.

Data

Running a counterfactual simulation using the above 
model requires data on domestic production and con-
sumption in addition to trade values. The most disag-
gregated source available that satisfies this criterion is 
ITPD-S, which identifies leather and footwear as separate 
sectors, in addition to a wide range of other goods and 
services sectors that together allow for a general equi-
librium closure. The latest available year of data is 2019, 
since ITPD-S uses advanced statistical techniques to 

reconcile export and import value reports from different 
sources, and to impute missing values in the trade and 
production matrix. A rigorous simulation can only be con-
ducted using a complete matrix with imputed values. It is 
not possible to use raw trade data for a simulation model 
with a general equilibrium closure. The key advantage 
of a general equilibrium closure is that it allows for real-
locations across sectors and countries, while respecting 
macroeconomic constraints such as economy size. Partial 
equilibrium closures typically require stronger assump-
tions, and may provide misleading results where, as here, 
policy shocks are relatively large.

Tariff data come from the Trade Analysis Information 
System database accessed via the World Bank’s World 
Integrated Trade Solution server. In addition, ITC sup-
plied data on specific import levies. Data on export taxes 
come from ALLPI. Details of these data are in Tables A1  
and A2.

Table A1: Specific export taxes, leather sector, EAC member states ($ per kg)

HS 6 Kenya Rwanda URT South 
Sudan Uganda Burundi Somalia DRC

410120 0.52 0.52 0.032 0.2 0.8 0.52 0.2

410150 0.52 0.52 0.032 0.2 0.8

410190 0.52 0.52 0.032 0.2 0.8 0.52 1

410210 0.52 0.52 0.032 0.2 0.8 N/A

410221 0.52 0.52 0.032 0.2 0 N/A

410229 N/A N/A N/A N/A 0 N/A

410320 N/A N/A N/A 0.8 N/A

410330 N/A N/A N/A 0.8 N/A

410390 N/A N/A N/A 0.8 0.53 N/A

410411 0.52 0.52 0.032 0 N/A

410419 0.52 0.52 0.032 0.2 N/A N/A

410441 0.52 0.52 0.032 0 N/A

410449 0.52 N/A N/A 0 N/A

410622 0.52 0.52 0.032 0.2

410631 0.52 0.52 0.032 0.2

410632 0.52 0.52 0.032 0.2

410640 N/A N/A N/A N/A 0
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HS 6 Kenya Rwanda URT South 
Sudan Uganda Burundi Somalia DRC

410691 N/A N/A N/A N/A 0

410692 N/A N/A N/A N/A 0

410711 0.52 0.52 0.032 0.2 0 0.3

410712 0.52 0.52 0.032 0.2 0 0.3

410719 N/A N/A N/A 0.4

410791 N/A N/A N/A 0.4

410792 N/A N/A N/A 0.3

410799 N/A N/A N/A 0.4

411310 0.52 0.52 0.032 0.2 N/A 0.1

411320 N/A N/A N/A N/A N/A

411330 N/A N/A N/A N/A N/A

411390 N/A N/A N/A N/A N/A

411410 N/A N/A N/A N/A N/A N/A

411420

411510

411520

Source: ALLPI compiled.

Table A2: Specific import levies, leather sector, EAC member states ($ per kg)

HS 6 Kenya Rwanda URT South 
Sudan Uganda Burundi Somalia DRC

410120 0.52 0.52 0.032 0.2 N/A N/A

410150 0.52 0.52 0.032 0.2 N/A N/A

410190 0.52 0.52 0.032 0.2 N/A N/A

410210 0.52 0.52 0.032 0.2 0.3

410221 0.52 0.52 0.032 0.2 N/A 0.3

410229 N/A N/A N/A N/A N/A 0.66 0.3

410320 N/A N/A N/A

410330 N/A N/A N/A

410390 N/A N/A N/A 0.39 N/A

410411 0.52 0.52 0.032 0.2 2.5
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HS 6 Kenya Rwanda URT South 
Sudan Uganda Burundi Somalia DRC

410419 0.52 0.52 0.032 0.2 2.5

410441 0.52 0.52 0.032 2.5

410449 0.52 N/A N/A

410622 0.52 0.52 0.032 0.2 2.5

410631 0.52 0.52 0.032 0.2 2.5

410632 0.52 0.52 0.032 0.2 2.5

410640 N/A N/A N/A N/A N/A

410691 N/A N/A N/A N/A N/A

410692 N/A N/A N/A N/A N/A

410711 0.52 0.52 0.032 0.2 N/A

410712 0.52 0.52 0.032 0.2 N/A

410719 N/A N/A N/A

410791 N/A N/A N/A

410792 N/A N/A N/A

410799 N/A N/A N/A

411310 0.52 0.52 0.032 0.2 N/A N/A

411320 N/A N/A N/A N/A N/A

411330 N/A N/A N/A N/A N/A

411390 N/A N/A N/A N/A N/A

411410 N/A N/A N/A N/A N/A N/A

411420

411510 0.14

411520

Source: ALLPI compiled.

The simulation requires ad valorem, not specific, export 
taxes and import levies as inputs. To convert them, data 
on values and quantities for 2024 are taken from the 
BACI database. Ad valorem rates are calculated as fol-
lows, where h indexes HS 6-digit product lines and an 
s subscript indicates a specific rate applied to quantity 
q (imports in the case of tariffs, exports in the case of 
export taxes).
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