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TI-..is :-eport covers some aspects of a three ~onth u~IIDO 

consultancy directed towards developing l'he Ja.111bian Leather ar.d 

Leather Products sectors. 

?allowing s.n in-depth study of local condi ticns, :-aw :naterial 

available and market demand, i~ is shown that an export orientated 

tannery, fully :nechanised, but ·..nth small capacit7, could be establish~d 

in '.::'he Gambia. 

It is envisaged that ~~ tannery will be able to process a.11 the 

hides and skins produced in The Gambia which are now exported raw. The 

majority of the prodllcts of the tannery idll be initially exported in 

a semi-processed state, but over 20% 'ilill be fi.::ri.shed in various for:ns 

to satisfy local demar.d. 

Due to the low ;oluma 1f availabili t7 of Gambia.'l hi.des and ski::is, 

it has been necessal'7 to propose tte employment of ::-econditioned 

machinery to achieve a balanced capital input. A total capital 

requi::-ement of 1 ·l.L :nil:ion :Jalasis should T-eld pr-:ifits !"ising from 

D216, :JOO in :rear 3 to Jh~8, ~CO in year 3. :'he :ash ~cw ·..;culd 

suggest that a long ter:n :can of 1 ·2 :n:i.l:::..ion Jalasis, at :'..ll'~ent 

il1te::-es-c rates, :ould ·:e r.lC?r-:.ized b7 :;rear 7. 

!n addition to :.he profit wr..ich ·.rill be ge !":era. ted '-Jy ':.he tar-"l.e:j' 

it :nust be accepted that the availability of a ::-ange of :eathers llill 

catal7se the development of the Gambian Leather Products Indust!j' and 

subsequently allow a domestic footwear indust!"j" t~ be developed. 

(Possibly a semi-mechanised '..mi t now· under consideration by c.l"'..e Gambia 

Ccmmercial and :levelopment 3ani<:) • 

!'he detailed data relati.ng to the :'anner.r Fr'Jject is gi-ren i:i a 

separate document. !'his :ni.ni Report 'Jutlines the sectoral development 

strate~.r that should be employed and details the requirements fo~ external 

assistance that would be needed to develop the tanr.ery, leather guods 

and leather footwear production. 

:'he external assistance requirements :nay be summarised:­

~annery T.echnical ~1anager/ag. General ~~n.ager 

:'anr.ery :18.chinery - Conclusion 0f Pri·ra te rreaty - Consultant 

3 years 

3 - 6 ~.;eeks 

I 
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Manager, U..A.11.C .O. - Study I'our 

2 Leather Goods Instructors - P~actical :'raining 

Pre-Feasibility Study - Semi-Mechanised Footwear 

P~oduction 

1J. - o ·.Jeeks 

- h - o ~onths each 

- 1 •..reex. 

.. 
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:nJ'!'S.ODUCTION 

A. ?B.OJECT BACKGF.O UND 

The Government of T!le Gambia requested assistance from the 

J'ni ted Nations Industrial Development Organisation for Sp1 
.. cial 

Industrial Services in two associated are~s :-

~. SI/GAM/79/801/11-01 - Economist Consultant on Feasibility 

Study preparation. 

2. SI/GAM/79/801/11-02 - Leather and Leather Products Expert. 

Each of the above assignments (see Annexes I aDd. II for relevant 

Job Descriptions), WP.:""e to be of one ~ a hal£ months' duration. In 

response to these req ... ests UNIOO recr..ti.ted aIJd fielded J. 'Minters, a 

'[J .K. Leat..11.er Industry Consultant and a.sked. him to combi;le t.r.e two posts 

into a three month assignment. 

-;< 
.A previous tJNim/illIDP mission by Mohamed i~er .!bou El-Khair * 

had prepa..-ed a pre-feasibility study recommending an integrated tannerJ· 

cum leather products production ani demonstration unit. !his earlier 

mission had not been of suf!"icient duration to allow .f\ul. detailing of 

the proposed project, and the current mission ;;as to expand a.."Jd detail 

the earlier proposal. 

There was, however, some reserration in the :ninds of ':he Gambian 

Government officers that the ''El-i.iliair" proposal would not. be the :nest 

suitable means to obtain development; in the Leather and Leather Products 

sector, as:-

(1 ) The project did not ap~ea~ to be sufficiently co1Tll71ercially 

orientated; 

(2) Due to the integrated nature of the proposed project it ;;as 

felt that managemental responsibility ;;ould not easily be 

allocated, given the existing sectoral str~cture in l'he Gambia. 

/3 ...... 

~ "Development of the Leather Industl"7'' RP/G.AM/77 /002 - rr The Republic of 

Gambia - Project Findings ~nd Recommendations - Te:i:-minal Report 

Prepared for ':'he Goverr..ment of The '12.mbi~" - Mohamed Maher Abou El-Khair 

23rd September 1977 

I 
I 
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B. SUMMAR! OUTUNE OF OFFICL\L ARRANGEMENTS -
The Consultant was fielded on this project from 21st November 1979 

tmtil 19th ~ebruary 1980, aIJd .,·as at the Duty Station !":-om 26th ~ovember 

1979 until 16th February 1980. 

The Consultant was to be attached to the Ministry of Economic 

Planniog and Industrial Development (M.E.P.I.D.), who supplied a 

counterpart for the entire duration of the i:ti.ssion. However, it 

soon became appa..""ent that in order to maximise the efficiency of the 

mission assistance from other available sources should be ha.messed. 

Accordingly, with the permission of M.E.P.I.D. the consultant co-opted 

from the Millistry of Agriculture and Natural Resources (M • .A.N • .a.), a 

Senior Livestock Officer (Hides & Skins) as a technical ::ounterpart. 

('!'he only' Gambian official with for.nal training in ~an.."ling Technology). 

Shortly ~ter ar!"i:1al at the Duty Station the Consultant's ":Mo 

job descriptions were amalgamated and reorientated (with the a.gr-eement 

of ':he office of the Resident Repre~ent2 .. ive, U' .Y .D .P., Sanjul). These 

may be seen at Annex III. 

In order to effectively report on the revised ~erms of Reference/ 

J~b uescript~~n, a.~ avoid duplica~ion, it ~as felt eJq:edient to ?reduce:-

1 ) 

2) 

A tannery ?easibiJi ty Study, as a separate document, 

such study ta f·.illy complete the obligations at 1, 

2, and 3 of the revised du'ties (Annex III) (Ref erred 

to as ·che ''Feasibility Stu~") • 

A m:L'li. report co7ering other areas of acti ·.'i. ~Y and 

general tooi::s (this document). 

C. OB"''ECT!7ES OF ~ PF..Ou'ECT - -
·}i;;en the reorientation of duties outlined above, the ob.jecti·res 

of the :nission may be SUIIUT'.arized :-

1 ) 

2) 

Prepare a tanner;/ feasibil!ty study with sufficient 

detail. to allow early imolem~ntation. 

Advise ':.he '}overnment ~n short "r long te!'m de•re:.o~ments 

which ~ould be ~tta:i.ned i~ the Leather Produ~ts 3ector. 

4 
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!he value of Hides and Skins is r3latiYely insignificar..t 

ilhen compared with t.'le value of groundnuts and vege··;able oils 

produced in The Gambia, however, it is recognised that aides and 

Skins represent one of the few doir.estical.ly produced materials, whit.:h 

can be industrialised within The Gambia wit..h relati-;el7 low level 

technology, and low level capi td.l requi~nl:!nts. It is also 

recognised that the spin-of! f~om a tannery, i.e. leather products 

an:i footwear production, could generate significant employment and 

economic advantage. 
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III FIND DIGS 

NOTE: All findings related to hide~ and skins ' availability, supply, ._ 
~emand and the parameters of the tannery ?reject shown to be feasible 

are detailed in the "Feasibility Study for a Tannecy'' - prepared in 

parallel to this Report and will not be repeated here. 

A 1'Ai.'INERY -
In the "Feasibility Study" the counsul tant has shown that a 

mechanised tannery could be installed in The Gambia. To offset the 

relatively low throughput it is suggested that reconditioned machinecy 

is employed (with guarantees, as. new machinery) • 

At a meetizu; hel:i at M.E .P .I.D. on 15 .2 .1980 repres ... ntati ves 

of ~.Z.P.I.D., M • .A.N.R. and the Livestock Ma.rketi=g Board (L.~.B.) acceptec 

·~he "Feasibility Study" with reserva. tions on one point onl7. 

The consultant in the Feasib~.li ty Study hac! strongly urged that a 

new para.statal body (GAMTAJ.'l?) be formed to operate the tanner.r. Government 

officials suggested that this would be in contravention of current policy 

which is to avoid proliferation of new parastatals. 

As a comprom!.se it ... as agreed that 1•Gam~an" could be a ·.iholly 

owned subsidiar:r of t·1e L.M.B. but. it must be able to purchase all its 

hides and skins from "up countl'j'' sources at prices and condi tion:3 that 

the tannery management may determine • The tannery would employ 

such staff of the Hide and Skin section of t.he M.A.N.R., as was found 

expedient. The balance of the Hide and Skin section would continue 

their ~urTent field activities, but these could be expanded to include the 

ptU"chasing of Hides and 3ki..'ls under the direct control of the tannery. 

The meeting also decided that the tannery- project, •i1hen implemented, should 

be a direct responsibility of M.a.N.R. 

B. LEA 'I:HER GOODS 

It was reported (El-Khair et. al.), that pot tanning 

was carried out in The Gambia. However, on a brief visit 

''up-country-'' the consultant only found one operational pot 

' 
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tanner (output = 6 sheep or goat skins per week). All 

artisan leather goods workers reported that they pu"N:hased 

their leather .f!'Om 3enegalese sources, and that only c!"'..lde, pot 

tanned sheep or goat were available, and even these were in 

short supply and were a ma;jor production constraint. 

2. The majority of leather goods produc~ion is directed 

towards the touri.~~ market ·nth only a li..'lll. ted, static domes"tic 

market for traditional. leather products (knife ·.nd sword handles 

and scabbards). 

In general one must agree (with El-Khair et. al.) that the 

leather goods are of poor quali'J,,7, however, the consultant does 

net believe that "tr.it: major cause is poor workmanship ar..d design. 

It is felt that the ma.jar problen. is the poor and l:!..mi <:.ed quality 

of material available, together with the nonavai.labi.2.:.77 of 

auxiliaries (sui~able dyes, fitments a.r.d adhesi7es). Certainly 

the products are not up to acceptable international standards, 

and are of limited durability, but considering the materials 

available it must be ~dmitted that the products produ~ed show 

some flair and ingenuity. 

A typical example may be the :eather sandals ?reduced. 

~ese a.re said to be 1 CO% leatl"...er, and are sold at between a and 
30 Dalasi per ?SJ.r. A superficial examination reveals an 

attractive product, with a sewn effect neatl7 embossed around the 

sole edge. Normally sandals would have soles prepared from 

hide leather, but due to non-availability of hide leather, ":.he 

soles are made from thin skin leather wrapped around and stuck to 

cardboard carton offcuts, employed as a ''thickener''. 

'.Jnfor-tunatel7, the ski.'ls employed, being thin, ha•re mi.ni.11al 

durabilit.7 and the adhesive utilised (a proprietarj wood adhesi7e) 

is not suitable for this usage and the bond is destro-Jed if in 

contact with salt water. (Certainl7 not suitable for tourist 

beach usage). The consultant is convinced that if suitable 

hide sole leatt.er was available, together with correct adhesives, 
a first class prQduct could be produced. 

I 
t 
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Some cf the smaller articles produced, especially those 

with interwoven raffia ornamentation, would be considered of 

high quality workmanship if fast dyestuf~s were utilized. 

J. It is esti nated that between 10 and 20% of Gambian leather 

goods are handled by The Gambia Artisans Marketing Co-Cperative 

(G.A.M.C.O.), a direct subsidiary of M.E.P.I.D., which received 

'J?IDP/II.0 assistance dUL-ing establishment. G • .A...l-1.G .O. itself 

purchases from up to JO leather goods artisans. (:'hus 2QO -

JOO artisans exist in the country? ) • 

'l'iithout dJubt, G • .\ • .M.C.O. must be the cataljtic agency to 

help upgrade The Gambian artisan.al leather goods. 

4. When the tannery project is being implemented, and it is 

known that supplies of a 7ariety of suitable leathers will be 

available to Gambian leather goods artisans, a training programme 

will need to be implemented. This sho"Jld ensure that the 

skill is a•«;tilable to employ such new :naterials to best ad:antage. 

It would seem essential that the rnar.wlger of G.A.}!.C.O. shculd undergo 

a four to si..~ waek study tour in ~ountries where artisan lea~her goods are 

produ~ed; (.i1orocco, Kenya or India) to broaden 11:ls experience. 

rwo potential inst~1ctors from G.A.~.C.O. should receive four to s!.x 

months training in Morocco (or elsewhere) to enable them to instru.ct 

practising artisans in the utilization of a full range of leathers in the 

production of improved leather goods. 

G.A.M.C.O. should oe Li a prime positicn to disseminate these 

developed techniques and design, as G.A.M.C.O., in effect, commissions 

work from the artisan producers, Le. i;i effect~ G .A.l-1:.C .o. can give a 

sample to a producer and ask him to produce e~ctly as sample. When 

G.A.M.C.O. artisans pro~~ce an improved product, non-G.A.~.c.o. artisans 

will soon copy, am the whole sector will be upraised in quail ty, •.4'hic.:h 

should encourage increased market acceptance, leading to greatly increased 

sales, especially to tourists. 

j 
t 
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C. TRATHER FOOTWEAR -
Reliable statistics are ~ot available regarding imports of 

foot-~ear (leather, rubber and plastic) to The Gambia. 

Plastic footwear is made in The Gambia (assembled?). 

Virtually all. leather fo1ytwear is import.ad, much fro!ll Senegal; 

unof.ficia.lly, with the majority of official imports being from 

Senegal, a .K. and Czechoslovakt.2. Prices range from l.i.O Dalasi 

per pair upwards. 

When a tanaery is being implemented, it would be realistic to 

consider establishing a small Leather Foot-~ar Production unit, to 

utilize the leather available. This could be of semi-mech~sed 

technology, e.g. rrstandard Graduate " style of plant. It has relati'.rel~ 

low capital requirement - i.e. for a prooucti..,n of 200 pairs per day 

(5J,JOO pairs p.a.) - imported machinery costs wculd only be circa 

100 ,000 D. 

An annual market must exist in ~he Gambia for 50,JOO pairs 

of leather footwear (less than J·1 pairs per capita p.a.). Shces f!'om 

such a semi-mechanised unit could be available at an ex factory price of 

20 - 25 D. per pair. Certainly, i! initially, childrens' and non-

:'ashion :nens 1 !oot-..rear is produced, no serious technical ar.d marketing 

problems should ::ie encountered. 

50,000 pairs of leather footwear per annum could require 

100 ,000 ft
2 

of 'lpper leather = 3 ,333 hides = only 15% of the projected 

tannery output. 

!he install.::l.tion/commi.ssioning time for a 3tandard Graduate 

type of .footwear plant is far less than that of a 'annery. It would 

be realistic to expect the tannery technica.:. manager, who will have some 

limited ;aiowledge of the footwear industry, to assist with plans to 

install such footwear plant, and ensure the plant is available at such 

time as 'iomestic leathers are available from 11Gamtan 11 • 

The development section of the Gambia Commercial ~ ~evelopment 

Bank (G.C.D.B.) are currently said to ~e preparing a feasibility study 

for a ''Standard Graduate" 1lnit, and it is hoped that they- can find an 

entrepreneur who will work in close co-operation with "Gamtan". 

... 

I 
I 
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G.C:.D • .a. staff members have talked of installing the footwear plant 

before a tanneIJ is available. This seems quite '.lllrealistic, as 

it would negate :nost of the economic advantages of such a unit, ~s 

all lea-cher would need to be imported. Given the poor transport 

connections into The Gambia, such dependence on imports ;would :na.ke 

the administration of such a foot-..ear unit impossible. Thus 

it is hoped that G.C.D.B. will schedule their project to coi!lcide with 

"Gamtan rs" development. 
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RECOMMENDATIONS 

A. GENERAL -
The Government should implement a. sectoral develooment olan 

to ensure full economic ~~n~ is achieved in utilizing indigenous 

hides and skins in the production of leather, leather goods and leather 
foo-17..-ear. 

Such development plan lllllSt take a.s its cornerstone the 

implementation of the proposed tannery project. 

It will be necessary to ensure that secondary developments 

(leather goods a.nd leather footwear) are phased to coincide with the 

Gamta.n commissioning a..nd subsequent availabilit7 of a. range of leathers 
of superior quali:.y. 

3. DEVEIDPm;T OF LZATHER DDUSTR.Y 

1 . The Government should L'nplement the tannery nroject 

detailed in the ''Feasibility 3tudy". It will be ~cessa.ry 

to ensure the tannery 1 s independence, especiall7 in the area 

of raw :naterial purchase. 

2. External Assistance should be sought to assisti..""!plementation 

of the tannery project:-

a) A tannery technical manager/acting General Manager :nay 

be required for up to 3 years. 

III B.1 at Page III - 1 ). 
(See Feasibility Study 

b) Further assistance, 3 - ,6 weeks, may be necessa:ry in the 

tanr.e17 project preparatory stages to conclude the 

private treaty discussions with potential machinery 

suppliers. (See Feasibility Study III B.2 at Page 
III - 2). 

c) It is not recommended that external aid te sought to 

assist with the purchase of the tannery plant and machinery, 

as this ma7 lead to an increase in capital costs. !1ost 

donors wish to in,j ect some "prestige element 11 into the project 

... 

l 
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with concomitant increase in capital. 

The tannery economics will not allow ''servicing" 

of higher valued plant. 

C • LEATHER PRODT!"TS DEVELOPMEMT 
=-

1. Following the imp:iementation of the Tannery Project it 

will be possible to greatl7 improve and expand the production 

of leather products. It is suggest that G.A.~.c.o. be 

given the key role in this area, and act as a catalyst to the 

whole sector to ensure correct utilization of the expanded 

availability of leathers from the tannery. 

2 . External. Assistance Should be sought to assist the 

development of the lea'Lller goods sector :-

a) The lllailager of G.A.:-1.C.O. should undergo a 4 - 6 ·.,eek 

study tour to broaden his horizons regarding the 

utilization of leather, production of new and improved 

leather products and the organisation of artisan co­

operatives. Such a study tour should cover two 

countries ~ith accepted skills in leather products 

:nanufactu:re at artisanal level. e.g. ~1orocco, !enya. 

or India. (It is 'Jilderstood that bi:!.ateral discussions 

have already taken place (::-t>rocco - The Gambia) to obtain 

assistance in this area, but no final assistance plan has 

been agreed ) • 

b) 1'wo potential practical instructors should be sent by 

G.A.M.C.O. to train in improved artisanal leather goods 

production and design so that on their z·eturn they may 

instr.ict G .A.~1.C .O. artisans to raise quail ty standards 

in th.is sector. Thus catalysing the whole industry. 

4 - 6 months training each (see a) above). 

J. No centralised leather goods production wlit should be 

established as it would unfairl;r compete with rural artisans 

and would be in direct contravention of the Government's 

Rural Development Policy. 

(G.C.D.B. are investigating the possibility of 

establishing a central semi-mechanised leather goods 

production unit). 

I 
' 
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D. LEATHER FOO'rliEAR PRODUCTION 

l. Following the i.":Iplenentation of the tanne!7' ?r-J.ject, it 

should be feasible to establish a semi-mechar.ised Leather 

Footwear ?reduction u.n::..,. Such a unit. could be of the 

"Standard Graduate" style, with output in.i-t.iallJ of 150 -

200 pai;-s of childrens 1 and non-!.' as.hi on :nens 1 f oot-111ear daily. 

2. llthough the developnent section at G.C.!.l.B. is prepari:ig 

data for a ?easibility Study for a "Standard Jraduate" .footwear 

plant, it may be advisable to seek External .Ud ~o evaluate 

the proposal. Such aid could be : -

a) External expertise could be sought to evaluate the 

G.C.!.l.B. Feasibility 3tudy, when completed (one ·~ek). 

OR 
b) Exter.ial a!d could be sought to prepare a pre-.?easibil.i ty 

Study for a "Standard Grac.!.ua te rt ·.mi t. 

(With the d.a-:a given in the :'anne!7' Feasibili ":;{ Study 

such a 7oot-"1ear pr;-Feasibility Study should only 

requi::.-e or.e ;1eek of consultancy, ·#i thout any need to 

'Tisi t !he Gambia) • 
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ANNEX I 

JOB DESCRIPI'ION 

SI/G&'V'79/801/11-01/31 .7.D. 

?OST l'IT'i.E Economist - Consultant on feasibility study prepara. tion 

DURATION One and a half !llOnths 

PURroSE OF PROu1ECT ro advise on the preparation of the final ?easibil.i t']' 

Study for the sstablis.h!!lent of an industrial-minded 

Leather and Leather Products sector in the countl"Y' 

DUTIES The expert will be attached to t.he M:L"llstrj" of Sconomic 

?lanni.:ig and Industrial ;Jevelopment and ·.nll oe expected 

to prepare a Feasibility St-..idy for the ta::ne!J project. 

'!'he expert will specifically be expected to : 

1. Prepare a Feasibility Study in collaboration ·.nth 

the Leather and Leather Products Ex;:ert. 

2. Assist the Leather and I.eat.her Products ex;er~ 

in evaluating the !".lrther development potential 

of the leather products sect.or in :..~e ~ou.~~:-y. 

I 
• 

• 
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TT ...... 

JOB DESCRIPTION 

SI/GAM/79 /801 /11 -02/ Ji . 7 .D 

Leather and Leather Products Expert. 

DURATION One and half months 

PUR...'C:QSE OF PROJECT l'o advise the Government on t~e possibilities of 

establishing ?.n industrial-minded leather and leather 

products sector in The Gambia. 

The expert rtll be attached to the Ministrj of Economic 

Plannjng and Industrial Development aod will in particular 

be expected to : -

1 • Draw up the organizatio:ial and tec.h.nical requirements 

of a small tannery and prepare public tenders for tm 
equipment needed. 

2. Assess the need !or training in the proposed 

tanning techniques; 

J. Assist in selecting the machines, tools and 

equipment as well as awd.liaey supplies and .na.terials 

required for establishing and operating a leather 

products :nanufacturi.ng traini."lg and demonstration 
centre; 

4. Assist the Economist, Consultant on Feasibil:!.t7 

Studies, in leather technological :natters !or 

preparing a Feasibili t,; Study. 
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ANNEX III 

COMBINED v""OE DESGri.IPTION 

SI/GAM/79/801/li-01 and 02 

3 :nonths 

The revised duties were:-

"The expert will be attached to the Ministry of Economic 

Planning and Industrial Development and will in particular 

be required to : -

(1) Prepare a Feasibility Study" for an export orientated 

''Wet Blue" tannery ensurtng as far as possible the 

commercial Viability of such project is of paramount 

importance; 

(2) Advise the Government in drawing up the organizational 

and technical requirements of such a tannery and prepare 

public tenders for the equipment needed; 

(3) Advise the Government on the need for traini.."lg in 

the propo3ed tanning techniques; 

(4) Advise the Governmen-c on possible mea""s by :-ihich the 

existing artisanal leather products industry may be 

upgraded. 

The expert ~ll also be expected ta prepare a final report, 

setting out the findings of his mission an:i his recommendations 

ta the Government on further actions which :night be taken." 
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