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The history of supar industry in Chane is such that it 1is
difficult to bdlame its dismal verformance on tochnolopy. At
least that is not *he feeling yet in sovernnmen: quarters, as

{g evidenced by the fact that, in spite of the sad story of
Chana Surar Fstates Ltd., (MHASEL) which forms the main subject
of this paper, a new factory “eing plannec by the State in
eollaboration with Tate & Lyle is nearly of the same size

as GHASEL's,

And perhaps this is not illorical since the GHLSEL story is
a peculiar one, as will be seen in tre followire nages, and
eannot therefore serve as a useful gulde In the choice of
appropriate technology. It is now generally believed that
had GHASTL been vronerly planned and had been edecuately
provided with the basie {infrastructure fror the teeinning,
the performance would have teen different.

This ts not to say however that there is no rerit, even at
this stage, to consider the adention of a new technology as
a cornlement to what exists in the industry nov. The only
snag which mipht arise would probatlv be with the product
which would he turned out. rhanalans as a pecple, are very
choosey, and if the semi-refined CHASEL pgranulated sugar
does not seer to find much favour with threr - cube supar

is what they have heen used to over the years - it 1is

doubt ful if Khandsari suerar would “e accentable to ther.

As for the corparative studv conducted a few years back
which tends to give srall-scale sugar industries an edre
over large ones in economic terms, it is the view of this
writer that this may not necessarily te the cese. The
11ttle farm whichk was used in duilding un the case had so
many advantapes to start with: Ddetter location, better-
trained staff, adequate finance, end round-the-clock
extension services. It also had & certain arount of flexi-
r1l1ity in fixinc the nrice for 1ts nrcduet and in deciding
on what to pey for the croo for its rills. But NHASEL

had to operate in a strait-jaclket, poinr s4rictly sccording
to governrent-centrolled nrices,

Tre choice of an enprcpriate technolopy 1is certainly
important, end will continue to te so, to most of the Third
worlid countries. But in places where an industry is started
off at 2 fairlry sophisticeted level and not fror the prass-
roots, like the sursar industry in Chans, it nroratbly rakes
more sense to try to meke it work at that level than to dowr.-
prade it. This is particularly imoortsnt in situations

where +he lower technolory is eaually new to the veovnle and
has never teen nart of their traditian.




HISTORICAL BACKGROUND

Sugurcane as a crop has long been cultivated in Ghana but not
on a plantetion scale. Individusl farmers cultivated the
local variety partly for direct consumption and partly for
milling in small crushers and the juice processed into alecohol
called 'skpeteshie', The local variety was however found not
to bde suitadble for economic production of sugar because of its
low sucrose content,

The first scientific study of the crop was in 1948 when the

then British Colonial Government requested one Professor Charter
to eonduct studies into the possidility of establishing a sugar
industry and to submit proposals. His report indicated that

a sugar industry in Ghana was an economically viable project.
Following this, a research station was established at Kpong

in the Eastern Region of Chana in 1953 by the University of
Ghana to study the growing habits of the crop, and to determine
the varietiea of cane most suitable for the economic production
of sugar.

Further studies began at the same time to explore the suitahility
or otherwise of available areas for the industry, Asutsuare

and Komenda were finally chosen as two of the areas suitabdle

for larpe-scale sugar cane growing but, as has now heen proved,
Komends was a wrong choice, Asutsuare is situated near Kpong
where initial studies on the crop were started, Komenda,

on the other hand, is a coastal town in the Central Region of

the country.

The Asutsuare factory with a planned grinding capacity of

2,000 tons cane per day to produce 30,000 tons of refined

sugar per annum was erected by the Polish State Nrganisation,
CEKOP and was commissioned into production in 1965. The Komenda
factory with a grinding capacity of 1,000 tons cane per day

to produce 15,000 tons of plantation-white sugar per annunm

was erected by the Czechoslovak firm Techno-Export.

The two factories together therefore were designed to oroduce,
at raximum capacity, 45,000 tons of sugar per annum 7hich would
have catered for about 50% of the national supar demand in the
“ate sixties and the early seventies.
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The Asutsuare factory went into production during the 1906/67
season, whilst the Xomenda one commenced operations the follow-
ing year due to a delay in the completion of the water supply
gystem,

THE ESTATES:

1. Clima‘gg and Soils:

The Asutsuare factory has a planned estate area of 6,500
acres (2600 ha). The area consists of heavy alluvial
soils bordering on the Volta River and heavy black clay
soils (vertisols). These soils have low infiltration
rates and poor internal drainage, especially the dlack
clay soils, The vertisols en drying erack into very hard
blocky masses and on wetting become very plastic, due
mainly to the constituent clay mineral. They therefore
have a drainage difficulty. Poth soil groups have a low
nitrogen status. The black clays in addition have low
phosphorus and potassium levels, The PH of the soils
varies from 5.5 to 7.0 with the alluvial soils being
more acid than the black clays. The lower horizons of
the black clays tend to be alkaline because of the presence
of free calcium carbonate,

Weggggg_gonditions - Asugggggg H

The average daily temperatures, sunshine, pan evaporation
and monthly rainfall of the Asutsuare area are presented
in the teble below:

Jan | Feb | 'far | Apr Wy Jn J1 | Aug | Sep | Qet | Mov | Dec { Total
Ave,

Rainfall
(mm)

Max.T °C
wn, 19

Sunshine
hrs,

Pan Fvap-
(om),

22,0 45.5]99.5 |126.5 |158.3 191.5l 68,0 39.098.0 131.8 102,0(38.3 [1117.8
33.9 35.1] 34.8 | 34.1 33.0 38.9| 29.7] 30.0(31.3| 32.1 32.9{33.3 32,6
21,1 22.8123.4 | 23.3| 22,9 22.2 21.6| 21.3|21.7 | 21.6 | 21.6/21.3 22.2
7.1 [7.6] 7.1 6.8 6.8 5.1! 4,3 4.5]4.9] 62 7.8] 7.6 6.3

4.6 6.4 6.3 5.8 5.1 3.8 3.6 3.9| 4.5 4.6 4.8] 3.9 4.8

flthough the minimur termerstures are rather or the high
side Aand the rainfall somemhat deficient, well-controlled

-
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experiments have shown that with proper irripation good

cane crops can be reaped,

The Komenda factory on the other hand, has a planned estate
of 3,800 acres (1520 ha). The solls of the area bdelong
to the coastal savannah ochrosal group and consist moatly
of greyish-brown loamy sands underlain by clay at a depth
of about 60 - 100 ems. This clay hard-pan mekes the
internal drainage of the soils rather poor. The solls
are of low inherent fertility with low PH ranpes of 4,5
%0 6,5, The climate at Komenda is very similar to that
of Asutsuare with total rainfall being in the range of
1000 to 1200 mm, Maximum temperatures, sunshine hours
and pan-evaporation are however, slightly lower than

those of Asutsuare,

&g:icultural Practiges:

Both the Asutsuare and Komenda estetes follow similar
agricultural practices. The sequence of field operations
is as follows:

1, Land clearing (virgin soil) or stubdble
uprooting (replanting).

2. Ripping or sub-soiling.

3. Ploughing.

4. Disce harrowing.

5. Plent plenning and Furrowing,

6. In-field canals and drains comnstruction.
7. Planting.

Due to the heavy nature of the solls et Asu’suare heavy
crawler tractors with accompanying implements are used,

At Komenda onlyilieht wheel tractors are used for land
preparation mctivities. Sub-soiling to break-uo the
clay pan is, however, performed with crawler tractors.

Planting is mostly done manually with cane overlapping
on rows 1,45 metres apart in the long dry period from
December %o March. Weed control in plant cane is

achieved ty using herbicides, usually invelvine a
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combination of triazines and 2.,4-D.amine. Weed control
in ratoon cane is achieved by a combination of cultiva-

tions and manual weeding.

Fertilizers are applied manually at the time of plantine
in plant cane., In ratoon cane fertilizer avplication is
mechanised in combination with ridge resheping and
interrow cultivation to open up for better aeration and
water penetration, At Asutsuare the heavy black clay
gsoils receive N,P, and K fertilizing in the form of
urea, triple superphosphate and sulphate of potash,
whilst the alluvial soils receive only nitrogen eapplica-
tion. At Komende only N and P fertilizers are applied.

Due to the heavy nature of the soils with the attendant
very low infiltration rates, &and the rather gentle slope
of the land, furrow irrigation 1s practised at Asutsuare.
But at Komenda where the soils are of & sandy nature

and the topography uneven sprinkler irripgation is adopted.

The Barbados verieties B41227 (60%) end B46364 (20%)
occuny the larrpest acreage a8t Asutsuare, At Komende
B41227 is the predominent varicty and occupies about

85% of the total screage., The acreape under new promis-
ing varieties like NC0376, C0997 and D14146 is also
increasing repidly.

3, a,0utgrowers:

Individual and co-operative sugarcane farrers (out growers)
also supply cane to the two estates, The outgrowers'

area is about 5,000 acres (2000 he) at Asutsuare and

about 3,000 acres (1200 ha) at Komenda. The climate

and soils of the outprowers' areas are very similar to

the estate areas, except that rainfall in the former

areas 1s sliphtly higher, being in the ranpe of 1200

to 1500 mm. per annum,

The estates are responsible fo: extending technical
services arnd know-how to the outsrowers, Their plantineg
methods and cultural pwactices zre therefore similar to

thoss cf the estate, Due to the absence of irripration

i g
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facilities on the outgrowers' farms only the varieties
B46364 and B41227 which are comparatively drought-
resistent ere recommended for planting, Plantine is
done mostly in April at the beginning of the main tsiny
seasorn which lasts from April to the end ot June.

An interesting feature of the outgrowers' farps at the
two estates is thet whereas at Komenda most of the
owners are resident farmers, the majority of the owners
at Asutsuare are absentee farmers who live in Accra,
the capital, It is no wonder, therefore thet acre

for acre, the Komende outpgrower appears to be 8oinp

much better then his counterpart at Asutsuare,

TCA
KOMENDA ASUTSUARE .
1973/74 16.2 7.2
1974 /75 14.2 9.1
1975/76 14.2 12.1
1076/77 14,1 12,1
1977/78 13.2 5.2

Cane harvesting on the estates is seri-mechanised,
Burnt cens is cut manually and the stccked cene is losaded
mechanicelly by grab-loaders into tractor-drawn trailers
to the factory. Because of the scarcity of lahour in
the Asutsuare eree, mirrent latour fror Ncrthern Ghana
is employed in cane harvesting., But at Korenda, the
recruitmrent of local labour for harvesting does not
seer tou present much of a protlem. On the outrrowers'
farms cecne 1Is harvested ereen and loaded manually, Cane
from the outerowers 1is purchased by the 2state on a

lat wm=2irht tasis.

le
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PERFORMANCE TQO DATE AND SOMF OF THE REASONS RESPONSIBLE
FOR DICAPPOINTING RESULTS WF THE TW0 ESTATES

Although the Sufer Industry in thana has been in existence

for some time now, it has not been able to achieve its planned
targets. Cane nroductions have versistently been low and
factory perfo~mance, especially at Asutsuare, has been most
disappointing, The poor performance of the Industry may be
attrituted among other things to the following: inadequate
financing, frequent changes in management, lack of trained
man-power, inedequate irrigation, poor rainfall, and high
pest incidence. In the short period of its existence, the
sugar indusiry has passed through four different managements:
Polish, Czechoslovak, Pakistani and Dutch., This 1is clear
proof of things not going tco well, One may be tempted to
say that the whole industry had a false start with the
original managerent team, As is very well-known sufFar proces-
sing and running of sugarcane plantation is a very specialized
Job and requires a very experienced management team, Poland
and Czechoslovakia, by not having been colonial powers, were
not familiar with tropical sugar cane egriculture, and
therefore did not tackle the nlantatior saspect of the project
with the expertise that 1t deserved,

The two foreign‘ teams however had tc leave the country after
the 1966 coup which had broursht in its w=k=2 a significant
ideological shift., Their Jjobs were taken over by a make-
shift Ghanaien team which had had no previous experience in
sugar meanufacture cr scicecntific surar cane growing, avart
from what they hed teen atle to learn on the spot. At this
étage therefore things started really to deteriorete, especially
on the plantation, The estate which had then teen taken over
by the Ghane Industriael Holding Corporetion wes egain given
to an cxpatriate management team, the issociated Consultant
Engineers of Pakistan, Under the Pakistanis elso, not very
much could be accomplished due mainly <o severe finencial
constraints and thines deteriorated still further, with

irrigatiorn more or less coring t2 a standstill,

The povernrent ot this peoint had to decide whether to let

the industry dle 2 natural des=sth or *c fully reharilitasa 1t,
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It decided on the latter. I% therefore espproached the World
Bank for the needed loan., The "orld Bank was agreeable to

the reques® tut there was » condition atteched: the govern-
ment 7as to enter into a 5-year menagement and technlcal
contract with a Duteh firm (H.V.A. Internationesal of Amsterdam)

to run the project,

The performance of the industry durine this perlod when
more reliable records were kept are presented in the table
below:

Plannsd and Achieved tarsets - Asutsuare Estate
and Jutgrovwers (0G)

Periqd

1973/74
1974/75
1375/76
1976/77
1977/78

Planned Bcreage | fctuel acreage Plenned Cane Actual Cane
to he hervested | hervested Tonnage Tonnage

Est, 0G.| Tot. | Est. 0G, TC at, 0G. Tot. Est. [OG. Tot.

3060 | 6400( 9460 | 1700 | 7000 | 8709 91700 }108800 200561 24000 54000 78Q00
3370 | €400| 5770 [ 2280 | 5500 |[7980 | 111100 |1152C0) 226300 27400 50200| 77600
4000 | €420110400 | 2280 | 4568 €848 |13630C |12163C)25790C 45600155200 |10C€00
5000 | €200011200 | 3850 | 4000|7850 | 173700 |12€0N0| 30170C) 70C00 5G000 {1200CC
5900 | 6400112300 | 3350 | 3500 {6850 | 205800 |12€00C) 33380C| 378C0 19500 573CC

The above table clearly show the very diseppointine results
obtained durine the pveriod under review in both acreace evaila-
ble four olantins =nd cane harvested, Altroucel the Dutch team
brourht a lc+t of cxvartise =nd experience pgained over 290

years in sufarcane arriculture fram Fthicvia intc the country,
{1t di4 not succeed due to two mein reasons: outmoded management
style and leck of proper attention to the existineg irrigation
network,

The Dutch realised too late that manarerent techniques that
worked successfully in Ethiooie would not necesgarily work
in Shana. The Ghanaisn senior parsonnel mere cornletely
excluded fror menacement decision-rmeking and the many useful
suzees+tions learn*t by ther cver the years were not hreded to,
Tha ~honatan ste”f *herefors hzi nc alernative btnut %0 sdopt

-

a nazaive a+t+titude *to *their work whick 414 the Torpany N

003, The ather ristakes of the [utch team was that instead

_,_.i.
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of rehabilitating an existing 2000 ecres (800 he) irripated
farm, it started an arbitious exvansion programme involving
3000 acres (1200 pa) of irripgated land in 1974. But the
world recession of 1974 coupled with the accompanying infla-
tion and stecepfall in the value of the U.,S, dollar, =as

against the European currencices, saw the doom of the estate
expansion programme., ‘eanwhile, two years of continuous
severe drought in the vears 1976/77 end 1977/78 led to very
low cane production in the poorly irripgated farms at Asutsuare
and on the rain-fed estate at Komendsa.

Rainfall and Cane Production - Komenda Estate

Long Years

Average 1975/76 1976/77 1977/78
Total rain-
fall (rm) 1200 870 670 624
Cane Produc-
tion (Tone) 58,683 38,893 28,51

The results frorm Komenda best illustrate the effects of the
drought since at that estate due to power supply (electricity)
problems, irrifFation is only availeble tc newly planted

fields to encure good rermination. The rainfall in 1976/77
wes only 56% of tre long (20) years' averape and that of
1377/78 was even waorse since It represented only 52% of the

ilong Jears' averare,

Cane production followed a similar pattorn with production
being far lower than expected., It had been hoped that as the
rehatilitetion programme prorressed, =nd with tre IiIrproved
acricaltural prac*tices introduced, caone production ner acre

wculd elso improve to the levels shown in the t-ble below:




Q

Tons Cane Per cre - Exnected and fctual

Expected TC/A Actual TC/A

Period Komenda Asutsuare Xormerndsa isutsuare

Estate Og. Estate Of. Estate Or. Fstate Or.
1973/74 17 13 0 17 21.9 - 14.1 7.7
1974 /75 18 14 33 18 21,6 - 11,2 9,1
1975/76 20 16 34 19 20.0 - 20.7 12.1
1976 /77 21 17 35 20 12,7 - 18,2 12.5
1977/78 21 17 35 20 2.2 - 11,3 5,6

Pest incidence has slsc contrituted trerendously to the low

cane and sugar productions. Eldana saccharina is the most

importent of the three ster-bore»s attacking suFsarcane in
Fldena ciuses
and Chilo

Sesamia normally

Ghena; the other tro are Sesamia and Chilo spp.
wi+h Sesarls
22% and 1% damare,

interncde formation,

about 77% of the darmege to care,
causinr respectively atout
attacks voung cane tefore
°11

the loss in weicht of cane,

mheress

Eldans attacks cane at stase of develovprent. Apart frorm

and hence reduction in cene produc-
tion, the very hirgh borer infesteaticn rate Is elso responsibdle
to a very large ex*tent for the very low renderment (57) of

the crne, Estirates in other ccuntrirs e.pg. "est Indiles,

India etc.,, have shown that forevery 1% of internodes hored,
Thus with the

very hieh borer infestaticn rates a large part of the sugar

apout 2,077,

there 15 a 1loss in renderent of

in the cene is lost through vorer attack,

Averapre Borer damero - ¥erenda Estate
1974 /75 1975/76 1376/77 1977/78
|
% Stalks
Jttacked £0 75 70 29
" Intaro
fttacxel 21 27 .3 Le
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The over-all performance to date of the two estates is represented in the table below :

GENERAL PERFORMANCE TC CATE

R ! I I -
Year "3/74174/75 1175/ |'18/77|'77/ 76" 13/ 14 '74/751'75/73 "5/ 771'17/18
: LD
Acreage - Estate 1700 | 2480 | 2280 | 3846 | 325C+| 1540 | 2360 ! 29¢7 | 30881 13250
‘Acrvage - O'growers | 70C0 | 5500 | 4568 | 4029 315C%1 2800 | 2790 | 2978 13130 3794
TICIAO - Estate 1403 ll 20 18.2 ll .2 22.5 21.6 20.2 12.7 8.8
T.C.A.- O'growers 7.7 | 9.1 ! 12,1 J12.4 | 6,2 |[16.2 |14.2 [14,2 |14,1 |[13.2

Care Crushed ~
Estate (in tons) 244990 | 27400 45616 | 70163
Cane Crushed -
Cl'growers (in tons) | £400C| 50200 55153 | 49972
No. of Season Days 128 114 167 145
¢

(-]
-3
|I‘

n ) 3 0 W-- O
—

w

34700f 51100 5327~ | 28893 (28518

—
mA
i e

(4]

45300{ 39500 2323C | 44040 | 50148
161 138 172 153 168

Cane/ Geason Day (brs) 9 804! 615| 839 570| 505; 687 530 577 57
Cane/i illing Day (') | 1320 1363| 1187! 1516 1:38| 874] 1C07| ©S€0 920 | 920
Cown-time (%) 8 41 49 45 4 +0 29 LM 41 49
Total Molasses

Froduced 5550| 4022| 6382| 8530 3715| 5000| <991| 3130| 5022 | 4342
Total Sugar Producec | 3800| 5072| 5472| 5900| 2<C0| +300| 6275 33¢8| 5900 | 4900

NOTES ¢

+ The decline is caused by the partial flooZin~ of one of the threz farms of
the estate for the construction of Ghanz's second hydro-electric power,

% This ic caused by the shift in emphasis iy private farmers from sugar-cane -
growirz to ricec growing. Currently underway in the arez is a Government-
UMNZF FProject involving rice cultivatior,

{,) Two fzctors are responsible for this :

(a) stand-over cane which could not t2 2rushed hy the estote ‘mnd which
waz consequently sold to private miills

(b) the high incidence of mini-crushers in the area.

Ag a point of historical interest the sugar procduction figures at the astcotes before
Ghasel take-over are auoted below

(METRIC TCNS)

Yecr Asutsuare Yorronda Totzl
1:88/10 1250 005 52C0
137¢/M 1500 *200 8160
1:7 /72 2000 as3s 3590
157¢/13 3200 % K 8762

a

part of this w~c row sugnr imported from Zr-~zil for locnl -effiuine,
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FINMNCIAL PCSITION QF THE COMPANY
{The unit of currency in fhena is the Cedifg)
ARG LS €Xchance rate s;pinst <ne oclier 1s 2.75)

Mith 1%= yeerly output so low, it is not surprisins they
GHASEL should find itself almost permsnently irn the red.
Curten+tly, i1t has an accurulated long-terr deht totalling #£28
million eas opposed to ordinary shareholding of ¢13.5 with
accumulated loss at the end of September, 1977 standing at
#17 m, The ordinary shareholding equity shows a net deficit
of 3.7 m, a sien of nerative return on investment. And all
this, in spite of the fact that GHASEL obtains =2 good price
for its surar! It rust be mentioned here that in Ghana, the
prices of certain commodities, includine sugar are controlled
by the Government, «-HASEL at the moment sells a 50 kg bag of
surar for ¢67 including a development levy of 12,15, But

it is estimated that Ybeforz the Company can break even, & new
price of d150 for a 50 kp vap may heve to be pranted, This
is not only to offset the effect of the low output, bhut is

alsc meant *n pay for the ever-rising price of cane,

Throuch effective lobbyins tr the outrrowers, sore of whom

are former politiciesns the producer price of cane has continued
to rise whilst the price ¢f surar has rereined static, "hen
GHASEL took over oper=ticns in 1973 the producer orice per

ton of cane was ¢1J; now it is #47, and there is every
indicatlor that this may eo un Arain durins the corinF campeaien
to tetween #£55 - 467, Chould tris hapver, GEASEL ray nera-
doxically, considering its precarious finsrcial =esition
supoert the move since i%t harhours a pgenuine fear that if it
refused to accert the nrice increase, private crushers who

mavy not feel bound by fixed rovernment prices may cutbid them,
The lcw cane supply fror the outercwers to0 the rillis at
Lsutsuare last seascn was partly =2%ttributable tc the interven-

ticn of private ecrushers,

In sharp contrast to the na2rforrance cf the surar nills, the

alechrl nlant 57 the Zompary situ=ted at ‘csutsuare has been

e ith 2an dinstalled nlant z2ovacitr cf
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2,5 m litres 1% can at the mecrent hrndle 2ll the molasses
produced, Between .the two estates, a total of 9,400 tons of
molasses was prcduced during the 1377/78 campalpn and fron
this nearly 1.7 r litres o¢f ethyl alcohsl was distilled,

The present price c¢f ethyl alechcl, which ap=in is government-
controlled, is #1.98; for the ~onming season CHASEL intends

to propcse a new sellins nrice of #5,00.

BROAD LESSONS FROM GHASEL'S EXPERIENCE

1. The chences ¢f success ¢f an arro-based industry which
is not ccnceived as part of a rseneral agricultural
programme are very slim, Because such 2n apricultural
prorramme was non-existent at the time the surar industry
was belnc set up, the vitel position which irriration
occunies in =2 sound afrricultural pelicy was not esvpre-
cliated and in the event the development of the sugar
induztry suffered, s has been emphasised several
times in the fcrepcing, GHASEL's main bane has been
inadequate supply rf water end this 1is scmething which
wculd not have been left out of its plannins had there
been a ccmprehensive agricultural scheme. Alsc, 1t was
a8 a result of the absence »f a renerzl spricultural
pnlicy in the ccuntry at the time that Komenda was
chcsen as 2 site at all! True, 2 private Duter ccerrvany

had earlier started a srm2ll suzar-care plantesticn there

tut that was rcre to strencthen sore histeric=1l links
whicn Hollend had with that nart cf the country (threre

is a Dutch Kcmenda there) then tc satisfy some pressing
eccrconic needs. The vcoor solils at Xerendas courled with
the severe corrcsion effects »f the sea-breeze should

have been enocugh reescn to disccurare any sericus invester

from settine up 2 sugar-rill there,

2, Funds made availabhle fer rehsabilitati-n were later found
tc te insufficisnt Hecausc of ecnservative cost estimates

A

(preotadly teo meet I.D.A. criteria for the lcen),

subseaqu-n* devaluaticns arnd inflation, and the lenc
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perind which elapsed betwean the publicaticn of the
World Bank feasivility renort and the actual sisnine

of the Arreement, Perindic re-apnraisal and adlustment
of ccst estimates therefore beccmes important in an
inflaticnary econory for projects lasting from 2 to 3
years or more.

The pnlicy whereby a forelgn company charred with “ine
management of a local enterprise is required by
Government to own shares in i¢ shculd not only be
pursued but the quantum of the shares should also be
sisnificant, There is now a widespread belief in Ghana
that had H.V,A., been forced to take up an equity share
cf mere than the token 5% +hat wes nffered them, they
would probably have perforred better., This belief is
built on H.,V,A.'s solld achieverents in Ethiopla where
the factcries were their own property.

Since Poland and Czechoslovak¥ia, the countries which
established Asutsuare and Korend= respectively, 2re necne-
memters of the Yorld Bank the I.D.A., loen granted GHASEL
could not be used for the purchase of spare perts from
the two places, This cbviously constituted a serious
irmpediment in the plant rehabilitation schedule., This
preblem of course would have bezn avelded 1If the World
Bank hed insisted on the Governnent setting aside suffi-
clent foreirr currency fcr +the ourposz of sgnare parts

orocurement at the tire the ‘erecerent was *elng sisned,

With the benefit of hindsirht, i+ 1s surrested that the
3equence of abrupt chanees in menarement and the nerlect

of traditionel prccedures and practices may have heen
detrirental tc the crderly development of "hana's supar
industry. In cther words, 1% is not unlikely that* =a
different story about the industrv mi-bt have bteen told
today If local expertise, esnmecizllv at the tine the H,V,A.

came I

18]

, had teen raximally uttlized, This 1s carticularly

truc for on-rzine nrotecte whicgh mey already have
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identified certair thines which mey hold good at almost
21l times “or the enternrisa irrespective of who is

actuelly Iin charece of management,

Fer n venture cf such a rarnitude as GHASEL's, 1+ is
imoortant that the control over certain services,
considered as essential inputs in 1ts operations, 1is not
left in the hands of a third pvarty. Whilst the canel
which conveys water to the Komenda estate 1s controlled

by the Irrigation Department of the Ministry of Agriculture,
the head-pump i1tself is run by GCHASEL, At Asutsuare
exactly the reverse 1s the case. And until the end

of the last campaipn, the supply of power to the Komenda
estate was the responsibvility of the Electricity Corpora-
tion of Ghana, Both estates have, as is to be expected,
suffered seriously from late deliveries of gervices or
from actual default on the part of these third parties,
Future ventures of the magnituds of GHASEL should not only
he made self-sufficient but should also be absclutely
responsitle fcr the control of thelr services, utilities
and input suppli=s,

There shculd bdec a clear departure by povernnent from itse
traditional ppactice cf anpointing mainly civil end public
servarts tc serve or 3oard of C-.mpanies with such a
comrercial niasg as CHASEL, Of the seven memhers whe
constitute the Poard of Directors of GHASEL, as marny as
six 2re ex-officic rembers with the Marnaping Director of
the Company mekine up the number, Because these
ax=-cfficin members do bave their own daily assipgnments

tc f11fil, mrst ~f which cculd te quite onercus, they
cannot naturally he exnected to devote much cof their time
te the affalrs of GHASEL, It is possitle that had the
Board been.comncsed »f members whe had the time to re

to the estatecs tec talk to pecple, it would nrobadly have
emerged that a+ least in ~ne area, the H.V,A. tean was
nct fulfillinge its nirt ~f the contract and thet is,

training ¢f l-¢c21l ranarement staff,

i
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In all such future Apgreements as the cne deawn up
tetweer Ghena, I,D,A. and H.V.A., cleuses should he
prnovided therein to make it possible for:

e) tre recipient country to examine the cecurriculum
vitae of all prospective expatriate staff before
their actual appcintment, As a result cf the
absolutely free hand which the H.V.A. had in this
respect, some unsuitable expestriates were sent in
7ho later had to be bundled out through worker
acitation; .

b) ell parties to agree before any reallccation is
made in the dishtursement of funds. Tn the
orifFinel Agreement an amount cof $2.2 million dcllars
was tn be spent on clvil works, includ’npg irrigetion,
and nearly $4 million on expatriate manapement fees,
At the end ~f the contract hcwever, the actual
amcunt snent on civil wdrks was 0.8 m dollars
whilst trat on manacement fees had risen up to
8liFhtly cver 85 million. Therz is nothing on
rec>rd to show that this was acreed to by all
parties invelved;

¢) the I.D,A. as the donor financial orpanisation to
play a more effective role in monitoring the
artivities of the nroject. After all the I.D.A. is
not an ordinary hank whose interest should be limited
to the usual lender/:orrowar relationshin; the
spirit behind all I.D.A. loans tc Third "orld
countries is to ensure that they achieve the targeted
results and these can only be done through more
direct ‘nvolverent,

Scre legree of finencial autonomy should he pranted to
these industries whose nrcducts are import-substituting
bu* Wwhose overetinns reauire the imrortaticn of a cer+tain
amount cf foreiegr items, GUASEL telenrs to this cetagory
of Industrizs, and even thourh 1t was civer an impert

lizence wrrth abzut 44millicn at the teginning o f the

vear, 23 2% *the tire of writine tris parer, no*t a sinele

ig
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iter has been crdered due to lack of the necessary
fcreigsn exchonge cover, This situation certainly does
verv little to help an ailing Company like GHASEL. At
least, a certain percentage of what is saved in foreipgn
currency to the nation as a result of GHASEL's operations

should have teen set aside for tﬁis purnose,

THE FUTURE

Althouph the overall performrance of the estates up tc now

leaves much to be desired, it aopears there 1s still a future
for the industry. At least the rfovernment has not given up yet.
It feels and rightly so, that after smending so much money on
the prcject (tctal investment made as at 30th Sepntember, 1977

is nearly ¢40 million) it wouvld not be scurd financial policy

+o abandon it., The pgovern:ent is also aware of the bip strides
teing made ir the sugar industry by the twec nelighhouring
countries, the Ivory Coast and Niperia, wvhich lie in nearly

the same lat!tudes as Ghana and which therefcre ere not much

different in terrs of climatic and other pgeopraphical conditions,

For a start, the governrent has at long last recopnised the
crucial positicn which irrigation occupies in any meaningful
agricultural programme and has accordingly set ur an Irrigation
Authority. ¥hat this means to NHASEL is that it mey not now

be talking tc disinterested <cfficials when 1t approaches them

fer funds *o imprcve the estates' irrigation facilities,

The second importent step which is l{xely to be taken socn

by Fovernment ccncerns the comnositinn of the Board of Directors,
The ineffectiveness rf the GHASEL Roard, havinrc been so aroly
demcnstrated, it is ncy being surpgested thet the ex-official
menbership be drastically cut down and their rlaces taken up

by private recple whe will have the time for the Company. This
idea incidentally harners*: tc te one of the maln recommendations
made By = Committoe mmnointed recentlyr to look into the affairs

cf the surar ectates, and 1t seems *o hoves rcne down very well

witt the rovernrment, Theve {c¢ also talk srout revermnineg the

i
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surar industry Board 4c make it more effective., Tre Super
Industry Board was set up in 1973 to advise the povernment
on all meters concerning surar - this was a move to check
GHASEL from assuming an obvious mononolistic nosition - but
hitherto its me’n function area has been pricinpe.

Notable changes are also teking nlace within CFASEL itself,
In the nest inedequate attention was paid to the cuterowers.
Experience homever has provad that for a lone tire to come
the outgrowers will continue to play a 7ery impotant role in
the suger industry., Everything possible therefore is being
done to imprcve and increase the output from these farms.
This includes a closer liasison with the Agricultural Develop-
ment Bank which, under a Tripartite ‘greerment with GHASEL, has
been grentine lcans to private farmers, better oreanised
extension services, ard improvement of land preparation and
cultivation practices.

Again, through extensive selection trials, new and higher-
Yielding cane varieties are being identified to renlace the
existing ones, esvecially B41227 whiceh 1is very susceptibhle to
borer infestation, With the help of the Supar Industry

Eoard and the University of Ghenna, extensive research 1into

the blologry and nhenomena of the stem borers is currently
underway at the estates with a view to firding possible control

measures,

Lastly, there are deliberate administrative: moves within

the organisaticn nec~ to coordinate the activities of the two
estates as much as nossible, As of now, the cnly area within
the Comrany where there has been some cocrdination is in
accounting where there i1s a substantive head at the head-
quarter of the Company in Accra, Since there are no corres-
ponding positions at the Head Office to oversee and harmonise
the 2c¢tivities of *he te~hn?cel sard agricultural departrents
cf the Crranisa*ior 28 = w#lcle, certain serious disererancies

soretimes ocenr in their sreretions., I+ is proncsed to

rectify this si*ua+izn 2251,

e
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It 15 alsn realised trat merely cetting high-calibre advisers
at the Head C¢fice to direct affairs at the estates will not be
enough to bring about the ".otal coordination effort aimed at,
The exercise should also involve the regular physical rovement
of personnel from cne estate to the other to exchange ideas on
common problems. A start has already teen made in this direction
and it has bepun to pay off dividends, A nrobler on an Cliver
Cempbell filter which had dopged the Asutsuare estate for years
and was losing huge quantities c¢f surar throupgh the mud has
Just been solved as a result of this ~ctility between the estates,
The OLiver Campbell filter heads had been turned sc that the
no-vacuur. section was facing the mud-tTourh instead of the low-
vacuum section. The rirsht thing was being done all the time |
by the other estate =nd this wes not knowmnto Asutsuare,

All this is not to say that GHASEL 1s out cf the woods yet.

The Corpany 1is deeply aware of the problems confronting it -
poor cane yleld, pocr cane quality, inadequate infrastructural
facilities, near bankruptcy, and above all, a Board whose

impact on its operations has so far not been very ruch felt,

But it ia clear from the new interest that is being shown in

the sugar industry ,y all concerned that there is still a future
for it. It must hnwever bc emphasized that nc matter what the
nev changes are, OHASEL will continue nmarking tirmc if these -
chenges are nct ace-mnenied by ZDENUATE FUNDS WHFN THWFY ARE

MOST NEEDED.
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