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ABSTRACT

Modern Economsts hold the view that there are
two naj or approaches to the probl em of economc
devel opnent. (ne is the so-called "Mrxist-Lenist"
or the "Socialist approach which calls for direct
intervention of the state in the production and
di stribution processes. The other, Adam Smth and
others or "Capitalist" approach which sees the role of
the public sector as limted to the provision of a
congeni al economc and political atnosphere in which
production can take place. This approach rests on the
assunption that private entrepreneurs are capabl e of
responding to economc incentives. There is also an
| deol ogi cal basis for the two approaches but this is

not the subject of this study.

N geria is a mxed econony, and our National
Constitution is unm staken about our econom c objective.
The concept of planned, devel opnent and increasing state
participation in economc activities has been the corner
stone of our National, policy ever since independence
twenty-three years ago. The growth of public
enterprises in diverse fields of our national endeavour
Is conceived as one of the major instrunments for the
transformati on of our backward econony into self
sustai ning and progressive one, and for the preservation

of social equilibriumand political stability.
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A country or state benefits a great deal by the
public sector enterprises only when they are managed
efficiently. It also |loses a great deal, on the other
hand, if scarce financial resources and scarce
managerial talent are wasted. |If the continued growh
of these enterprises in the key sectors of our econony
I's necessary for the future well-being, their failure
in the present can therefore nmean disaster to our
country or state, and no segment, including the private
sector of our econony, can avoid the terrible inpact
of such a failure. Hence the inportance of achieving
maxi num efficiency in the nmanagenent of these
enterprises, and consequently of creating the necessary
manageri al franmework and providing an adequate flow
of conpetent nanagers for these enterprises, shoul d

be obvi ous.

Huge suns of noney have been invested in public
sector projects in our country but unfortunately their
performance is far from satisfacotry. The poor
per formance of sone of these enterprises can be
attributed to inadequate assessnent of demand, but nost
of themcould run efficiently and earn sizeabl e
profits if a proper diagnosis of the problens of these
organi sations could, be carried out, the constraints

identified and necessary renedy, applied to them

This study is our hunble effort to inquire into
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the admnistration of statutory corporations in the
Qoss Rver State and to identify the key vari abl es
that constitute their performance problens. The
centra piece of this study or inquiry is the G oss
R ver State Agricul tural Devel opnent Corporation (ADC).
The aut hor has chosen the Agricul tural Devel opnent
Corporation (ADO anong the other corporations in
the Oross Rver State because that establishment
happens to be the ol dest corporation inherited by the
Ooss Rver State Governnent fromthe defunct Eastern
N geria Devel opnent Corporation (ENDC), Enugu, through
the States (Qeation and Transitional)Decree of 1967
which the G oss Rver State, along w th other
N gerian States, were created by the Gowon Adm ni stra-
tion As a pioneer Corporation in the Goss R ver
State, it is only normal that the ADC shoul d perform
well to be able to generate enough profits for
capital developrment in other fields of the State's
econom c endeavour. Besides, the ADC is expected to
be the pace-setter for other public corporations in
the state to find their feet. But for obvious reasons,
as this study will reveal, the Agricultural Devel oprent

Corporation has not been able to achieve its objectives.

Since after the civil war, the ADC has been an
economc disaster. For nonths on end, it could hardly
find enough noney to pay salaries and wages to its

ei ght thousand enpl oyees. Production was alnost nill.
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Till this day the ADC is heavily indebted to conmerci al
banks in the state to the tune of N24 mllion. For
reasons sonetines beyond its control, the rubber in
the Estates could not be properly tapped. The palm
fruits were yielding but could not be harvested
al t hough the ADC had hundreds of people who were
enpl oyed to harvest these fruits. This was the .
bl eak situation in the ADC when the present adm nistra-
tion took office in 1979. Initially, the State
Governnent, perhaps as a short termneasure, advanced
substantial anmounts of noney in a futile effort to
revive the corporation. Wat happened instead was
that the nore noney overnment sub-vented to the ADC
the nore it sank into the admnistrative and econonic

abyss.

As was to be expected, the tragedy of the ADC
produced its own crop of critics who sought to lay the
bl ame for the disastrous situation on the shoul ders
of the State Governnent. The ross R ver State
-Governnent was accused of everything from i nconpetence
to being insensitive to the plight of the over eight
t housand workers of the corporation. Mst often, the
critics did not nention the fact that Governor |song' s

adm ni stration was not responsible for the ADC di saster.

Wien the present admnistration took office in

1979, it found that the problens of the ADC had been
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accumul ating since 1969. Wile the critics were busy-
accusing the State Governnent of inconpetence, the
State Governnent was busy trying various programes
and policies ained at revitalizing the ADC. The QO oss
R ver State Governnent set up a cabinet commttee to
take a hard ook at the ADC and recommend ways of
revitalizing the corporation. The Oross Rver State
Governnent al so decided to stop giving subvention to
the Corporation mainly because the financial resources
of the Governnent were dw ndling and al so because there
had been no inprovenent in the conditions of the ADC

despite previous CGovernnent subventions.

The adoption of the panel report by the O oss
R ver State Governnent involved a rethinking of the
fundanent al phi |l osophy behind the establishrment of the
ADC. Rather than allow the corporation to continue
to be a social charity organisation offering enpl oynent
to thousands of unproductive nmen and wonen, the State
Governnent is still at a loss of what to do in order

to transformthe ADC into the profit maki ng organisation.

This study, therefore,- is the author's effort
to critically anal yse the admnistrative probl ens of

the ADC and suggest possible lasting solution to them

In this study, the words, parastatals, parastatal
organi sations, public corporations, St ate-owned

conpani es, public enterprises or statutory corporations
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CHAPTER I
1404 LUTRONICTIGY

In recent decades there h:s heen o pvhenumenal rowth

and expansion of jublic enterpriscs in ile Develoy. in
world, These enter.risco cover a wide spectrum of couner—
cial, eccunomic and sroductive activities. In view of the
eritical role whieh these publie enterprises re ex_ eeted
to play in the T ational Development Plans, ticre i3 a
clear nnd imperative need Lo ensure that they arc anaed
Professiuvnally ~nd nt hi:h standards of elfTiciency nnd
productivity., This objective voints ©o the necessity of
evulvin; adequate systems of evaluating the performances
of these jublic enterprises, devising suitable indicators
both gquantitative ~xi quilitative to judie such perform-nces
and to establish n sound system of information and control
for the purnose. This is so bec-usze = country or state
benefits n sreat deal by the public sectior enterprisces only
when they are mana;ed efficiently., It loses = ,:reat deal,
on the other hand, if the scarce financial resources and
scarce managerial talents nre wasted.

The history of jovernment-in-business hugs chown, that
only a few public enterprises in Nieria have Tinancially
Justified their existence. Various Reports of Tribunals1

and Commissions of Inquiry point to the

. e -

1 For furtier dctails, see Report of Coker Cumiscion of
Inguiry into the Affairs of certain statutory corporations
in Vestern Nieria, (Federal Ministry of Information,
Lazos, 1962), Vol, 2, payes 36 - 39,
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fact that in the past, most of the public enterprises
(including productive and commercial) have been a drain
on the scarce public funds. In other words, they have

displayed, on the whole, a noor image.

The fact that the Government is forced to set up
a Commission of Inquiry to investigate the activities
of any public corporationlshould be taken as an indictment
of that corporation's efficiency and effectiveness.
Evidence abound to support that there is hardly any
corporation in Nigeria today that has not been probed.
For instance, 2 portion of a Report of a Tribunal of
Inquiry into the Nigerisn Railway Corporation (IIRC)
had this to say. “That many Nigerian public corporations
have not been properly and efficiently run was manifestly
made clear from the reports of the tribunals and study
panels appointed by various Covernments to look into

their administrations.“2

From the above reports, it is clear that a lot of
professional irregularities characterize the administra-
tion of our public corporations. It is hardly surprising

then when Harison suzgests that ‘when a public enterprise

2 Sce Federal Republic of Nigeria, Report of the Nigerian
Railway Corporation Tribunal of Inquiry appointed,
under the Tribunal Inquiry Decree 1966 to inquire into
affairs of the Nigerian Railway Corporation (Lagos
Federal Ministry of Information, 1967); Federal
Republic of Nigeria, Report of the Electricity
Corporation of Nigeria Tribunal of Inquiry (Lagos
Federal Ministry of Information, 1967).
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is not working well, its re-organisation is overdue,

and it is an obvious solut.ton.3

A detailed examination of the failures of some of
these public enterprices in Nigeris, is however, not
the subject of this study. The author had decided to
limit this inquiry to public enterprises in Cross River
State in gencral, and to the Cross River State

Agricultural Corporation (ADC) in particular.

The Nigerian Civil War which lasted from 1967 to
1970 had its most traumatic impact on the economy and
social life of the Cross River State of Nigeria, Much
of the private and public buildings and institutions
were eitherdestroyed or looted, and the State Government
had to provide relie? for more than five hundred
thousand displaced persons during the first few years
of its operation., ‘The first development plan of the
then South Eastern State (now Cross River State) 1970 -
74, therefore, had, within the National objrctive

framework sought,

1« To replace and reconstruct the facilities
and assets damaged or looted during the war;
2, to expand food and cash crop production

over and above the pre-war level:

3 A, H. Hanson, Public Enterprise and

London: Rout-ledge and

sconomic Development
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3., to build up the infrastructure espescially
transportation and communication net work:
. to embari on rapid industrial programme:
5. to improve and expand medical and
educational. facilities; and
6. ‘to provide financial and ccedit

facilities for indiginous businesnmen.a

In order to achieve the above-stated objectives,
the Cross River State Goveramen! cstablished various
parastatal bodies in the atate and assigned them specific
functions. The Cross River State (ADC) which is the
subject of this study, was one of the oldest Agro-bhased
public enterprises established by the State Go.crnmont

in 196()-

The Cross River State Government, from its very
inception, found it necessay and, indced, imperative,
to use public enterprises as both instruments of planned
development and to ezxtend its participation in the
socio-economic activitics to any profitable industriel
and commercial undertaking, What is not vet well
understood, liowever, 1s how the Government can make these

public enterprises function as effective as possible

% Thira National Development Plan 1975 - 80, the

South Eastern State (now Cross River State) Programnme,
Calabar Government Printer, 1975, page 25.



so as to achieve the desired objectives for which

they were established.

It is the thesis of this study that if public
corporations in the Cross River 3tete that are directly
productive or commercial are to restore their lost
imege and win the public confidence of the people of
the State, then their menagement should be cost-conscious,
efficient, profit motivated and objective., ‘These call
for a number of measures which this study has set out

to examine,

The centrel theme of this study is, thercefore, the
administrative problems of public corporations in the

Cross River State usings the ADC as a case-study.
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1,02 PROBLEM AND OBJECIVE UF THE STUDY

Given ilhe great disparity in the rate and level
of socio~econouic development among the various ethnie
groups and geographical areas of the Cross River State
of Nigeria, the acute shortage of infrastructural
facilities, and a population th:t is prcdominantly
rural, illiterate and poor, the necd for the Cross
River State Goverrment to play a dominant role in the
planned developnent process of the State cannot be over

emphasized.

The need was therefore felt by the State government
to use public enterprises 2zs instruments of planned
developnent to supplement private investment activities
in the State, To achieve the above objectives, various
parastatal hodies were established by the Cross River
State Governuent and assigned specific functions in the
fields of industry, sgriculture, social welfare, finance
and commerce. At present there are twnnty—nine5
parastatal bodies operating in the Cross River State
ranging from profit-oriented industrial, agricultural,

commercial and financing institutions requiring large

capital outlay, to those providing scrvices of a public

2 The Nigerian Public Enterprises as Instruments of
Socio-Economic Policies, A case study of a Government
Trading Company in the Cross River State of Nigeria
by Gordon Idans, 1978, page 15,
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utility nature., Some are cither joint ventures
between the Cross River State Coveruwm:ont and the
Federal Govermment or between the State Government and

cversecas teclinical partners.

In all these cases, the understandinz is that the
business activities of the State Government are better
operated by more or less auconomous parastatals than
by the recgular CGovernment Ministrics or Departments.
In this connection the Governor of the Cross River
State, Chief (Dr) Clcment . Isong, stated as follows:

"Perhaps, it may bc nccessary for me

to remind you that the vresent signiiicant
position occupied by putlic enterprices

in the cconomic systen of the Cross fliver
State, has not been accidental, but has
been the produclt of dcliberate Government
decisions to establish such enterprisecs

as one ol the ways in which it could
creatc suitable, commercizl-type
institutions to further economic growth

and devolopment « « o -«

'Por instance, thc 1970/74 Development

Plan (P,75) justifies the cstablishment

of public enterprices by asserting, among
others that the normal Covermment machinery
does not lend itsclf to the speedy decisions

so essential Tor commercial operations?,



and that commercisl undertakings tend
to generate an atmosphere of initlative

and release greater energy on the part

o

of the operational personnel,

Besides, paractatal bodies can (provide? they
operate efficiently ani cnterprisingly) finance
themselves, thus reducin: the burden of genoral
taxation as well as zenerate capital for accelerated

development of other sectors of tha cconomy,

The saanomic rationale of the Cross River State
for the creation of public entaorprises in the State was
therefore rooted on Government's asscunption or expectation
that:
(i) Efficiency could be achicved to a higher
degree thon was possible 1f the onterprises
were run by a Government Department or
Ministry.
(i1) There would he freadom of initiative,
posgsibility of quick and sound decisions
and more flexible policies and methods all
of whicl: were impaired under direct govermmental
manaj;cment,

B

6 Being part of an addiess by IHlis Excellency, tne
Governor of Cross River Stute on the occasion of his
meeting with Chiei Exccutives of parastatals in his
office on October 15, 1979, Covernment Housec,
Calabar,



(iii) As 2 vesult of (1) and (ii) above, the
corporation would be in a position to run
its business a: a profit,

(iv) As Government, snd thercfore the people;
are ultimate ovmers of the enterprise
managed bv public corporations, the
profits accruing from their operations
are public money and can Le fully
utilized in the public interest, for
exaample, by reducing the consumer prices
for the products,

(v) Although public corporations are cxpected
to operate as profit-making concerns,
and make profits, they are slso expected
to provide more cmployment opportunities
for the indigenes of the state.

(vi) Profits mad: by public corporations could
be ploughed back into the state economy,
In other words, incomas of public
operations can produce multiplier effects
in the state and so can help in the

feneral. cconomic development of the state,

But unfortunatoly the objectives for setting up
some public corporations in the Cross River State have
not been realiscd, ‘The Cros: River State ADC, for
instance, which ic @l centre picce of this study,

has always beon the cick haby of the State Sovernment,
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Available records and statistics reveal that the
Corporation has been recording locses zince itz inception
thirteen years a o, For instance in Lhe financial year,
1977/78, 15/8/79 and 1379/730 respectively, the following
excerpts on the FINANCIAL POSITION OF [ ADC for the

eriods sneak for thonms:lves
D .

RUBBZER =S TAVES
B i

Y, o o« Due to inadequate processing facilitics
at Nko and Biakpsn tabher iistates, only

L7 of the total crop of 435 tonnes of rubbher
was processed into marikctable rubber sheets
and crumbo; 53 of the crons was sold as
lumps at give-away price of M185.00 per tonne,
instead of 50,00 per tonne. The difference
of N365,00 per tonne is a foregona revenue,
Thus a total loss of 184,44 tonnes at 11365,00
giving a total sum of M67,320 as the foregone
revenue for the period , ¢ « « With such
heavy locses it is very dicficult for the
Corporation to meot her commitments such

as payment of salarics and wages, repaymont of

bank loans and sattleoment of outstanding debts . .

The total liabilities of the Corporation as
at 30th April, 1979 stood at 116,627,759 a
greater part of that amount was liabilities

in respect of bank loans and overdrafts . ., .
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same liabilities were also carried forward
fron that 1577/78 financial year beczuse for
these two years the ADC was not provided

with Capital Tunds €9 scrvice its capitsl
investment in tne Thard National Development
Plan ., ., . « The sum of 500,000 00 was made
available as a measure to enable ~DC avert

a labour uprising due to lack of payment of

)

salaries and wages for two months , , . .*

It is against this bacliground that the azricultural
and Allied Yorkars Union of Nigeria, Cross River State
Counecil - Calabar in itz memorandum to the Commission
of enquiry into the management, productivity and corrupt
practices in Covernment Agencies and Parastatals
instituted by the Cross River State House of Assembly
submitted, in part, as follows about the ADC: “The
Cross River State ADC since its inception thirteen
years ago, has been vory diappointing to the Government,
the veople, and the nation. It has never made prorit

f
nor bLreak even,'-

7 MEMG NO. CR3ADC/1970-30/8 on FINANCIAL POSITION OF
ADC dated 3rd September, 1979 Ly the Chairman of the
ADC and presented to the Hon, Commissioner for
Agriculture in the Cross River State.

MEMO NO. AAWUN/CRS/000/1/2 of 29th December, 19861
submittad by the ¢ sricultural and Allied 'Jorkers inion
of Nigeria, Cross ivar State Council, Calabar to the
Commission of Inquiry into the management, productivity
and corrupt practiczs of State-Ownod sgencies and
Parastatals, liousc of Assembly Calabar,
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The problem with the State ADC is the expectation
by the people that the Corporation should, on one hand,
function as a social institution oifering employment
to thousands of wproductive men and women in the State
and on the other hand, function as « profit wmoking

concern.

Production in thc “DC had virtually come to a
stand still while salaries snd wages of the employces
and other social overheads continued to rise in the
corporation withoul the corresponding increase in
productivity. /s at the time o/ this Rescarch, the
ADC is indebted to commercisl banks in the Cross
iiver State to the tune of 24 million. It is known
that this debt resultced from efforts by the
Corporation to rehabilitate the plantation z2fter the
Nigerian Civil War in 1.70, and af the same tine,
trying to corry out expansion of the plantations when
there were no feasibility studies on these nrojects,
This situation is considered to have resulted from

poor planning.

When the present Administreztion took office on
October 1st, 1979, perhnos as short term measures, it
advanced substantial amounts of money to the ADC in 2
futile effort to revive that corporation. Vhat
happenod ftead wos that the more money Government

subvented fo the AuC, the rore it sank into its
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Adninistrative and cconomic abyss,

This study has also revcaled thot for thirteen
years now, Un.t is, since the inception of the Cross
River State ADC in 1944, the Corporation has had six
sets of Boardsof Uirectors to manage its affairs with
an average of two years per Board, This is certainly
not a2 healthy situation for a commercially oriented

enterprise such as the ADC,

It is on record too, that between 1971 and 1980,
on account of poor performance of the ADC, a total of
five studies were commissioned Ly the State Government
to look into the problems of the ADC and make concrete
suggestions that would put the Corporation on a sound

economic footing.

The first was the 'Inyang Panel' set up in 1971
by the then South Fastern State (now Cross River State)
Government to identify the problems of the ADC and
make racommendations to the Governmment for improved
performance, /Among others, the Inyang Panel
recommended that the ADC be supplied with Mills and
Factories and sizeable funds to enable it rehzbilitate
the plantations and proceis the crop. But these
recommendations for reasons not revoaled to tho

authorn, wvere not implemented hy the Government,

The study also revealced that in 1972, the Cross



- 1} -

River State Govermment procurred the services of
Harisons Fleming, a London firm of Agriculturel
Plantation exnerts to look into the ADC problems,
Among the terms of reference glven to that Cowmpany,
included the following: +“Vo make a survey of the
organisational set-up of the entire corporacion, as
well as each project unit, department oi operation, in
order to ensure costs reduction, economic utilization

of input and to make recormendations,

It is understood that four~fifths of the
recommendations of the Harison Fleming's study group
were not implemented by the 3tate Government. The author
was not given any reason why the State Government

refused to implement the recommendations.

Again, in 1977, the State Governmen®t commissioned
SKOUP and Company Limited to undertake the feasibility
studies of all the ADC projects and Head Office with
a view to identifying their probhlems, needs and
recommending corrective measures. That excrcisz, the
author gathered, stopped at the stage of the draft
final reports. The Company had long abandoncd the
Job because it said it had not filly been paid., And
the draft final report for which the author was made
to understand that the sum of 15%,000,00 (one hundred
and fifty-nine thousand naira) was paid, could not be

used hy the State Government,
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This study further revealed that in 1978/79 the
ADC Board of Directors irnternally worked out a re-
organisational proposal which it felt cculd enable the
ADC perform cconomically, Tuis study revzaled that
the 3oard suggzested the Lrcaking up of the entire ADC
into companies to be run on crop basis. The author
understood that tho State Government set aside the BDoard's

recommendation for undiscloscd reasons,

In a genuine desire to find a lasting solution to
the problems of the Cross Ndver State ADC, the Governor-
in-Council appointed a sub-committee of the Cross River
State Executive Council in March, 1980 to study and
make recommendations to the Council on proposals for
internal ro-organisation of the Corporation so as to

make it proflit oriencted.

Among the terms of reference to the Sxecutive Council
sub-committee inelulded an examination of the factors
responsible Cor the absence of sound orzanisational
policy and objectivaes ol the LDC; why the corporation
was unable to generate funds To sustain itself and
invest in development: why there was insufficicency and
irrecularity of government funding; what factors were
responsible for the lack of functioningz processing
facilities in the corporation, and the frequent changes
of the Board of nirectors of the ANC and the poor

composition of the present Zoard, whiclhi had rcndered



it virtually inefiecctive.

At the time of thiz study the report of that
sub=committee of the Crosu River State fAxecutive Council
had not come the authorts way but the terme of that
sub-committec hove beon incorporated as an integral

part of this ctudy.

Investigations revoslad generally that other public
Corporarions in the Croass tiver State were no exception
to this poor performsvce. 1Y is on record that the
operations of otlor state-ormed companics are far Crom

satisfacotry.

Soime, becausc of poor performance, have causcid
public enquiries to be conducted into their affairs,
Infact, becausc majoricy o7 public corporations in the
Cross River Ctate continuc to sustain terrible losses
that require monthly subventions by the Government,
suggestions have been made by the citizens of the State
as to whether ii would not bhe hebter bto transfer their

functions to the private sector of the economy,

Management inclficiency, public complaints about
the quality of their services, irregularities in
apoointments and promotions, corruption ir the award
of contracts, wuste o7 public hwnds, unhealthy rivelrics
and struggles over manageonent succession arz some of

the criticisms lovolled egainst public corporations by
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the State Governor, Chief {(Dr) Clement i, Isong, Arising
from the above, there have ceon freauent chanves of

the Board of Directors of tue 1C with rew ones in the
hope that the objuctive of the Corporation would heo
realised. The position, however, has not changed for

the botter,

The objective of this study, therefore, is to find
solutions to the following problems of the ADC, namely:
T Inadequate working capital to enable the corporation
carry out optimum levzel of field maintenance and procure
production inpu“s for increased production and revenue,
24 Absence o! adequate processing facilities as there
are no modern mills or factories in the Corporation.

The crude and old mills now in uze in the corporation
are very inefficient, small, antiquated and lack spare
parts.

o 18 There is also the problem of increase in labour
wages arising from the ninimum wages Act of the Tederal
Government of MNipgeria with ro corresponding production
increascs as @ result of lack of production inputs and
facilities stetoed ahova,

L, The problem of the corporation's inability to
train managers or recruit 2xd retain trained oncs as a
result of poor condi“ions of service in the ADC,

o I There is also the problem of poor organisational
set up and the absence of clear cut orgsnisational

policy for the corporation.
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Apart from tne problews hizhlighted abov:, the

author also intends To lock into other related

constraints that militate against the successful operation

of the ADC and then make recommendations tnat he thinls

will improve the corporaticn's economic feasibility,

comaercial viability, financial soundress and profitability

of its various projects and activities.

1,03 SCOPE OF S7UDY

The study is limited to a period of thirteen
yecars, that is, from 1969 when the ADC was 23tablished
under Law of th: Cross idver Stote (Gdict No. 3 of

1969) till date,

Given this, the study will be directed towards
investigating the organisational structure, finance,
and personnel policy of the ADC so as to determine
the relationship betweon these key variables and the
administrative problems of the ADC so as to know to
what extent these problems cmanate from thesc arcas

and how thay affect the goals of the corporation,
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1,04 SURVEY OF RELATE) LIVETASURE

L e

This chapter will not Le fully anpreciated without
an attempt bhecing made by thie auther to answer the
following quections which are very pertinent to the
subject matter of public corporations, The guestions
often asked are as follcws: what 4is a Public Corporation?
What is its raison d'etre? What are its characteristics?

And, what arc its genesis?

The twenticth century has witineged the growth
of yet another (evice oi adninistrative organisation,
This new growth ic “Public Corporation" or "Public
Enterprise," Public Ealerprises have assumoed various
titles all over the world., ‘They arce know:. as Board
Corporations, Companics, Parastatals etc. . Public
Corporation has been described by Professor W. A, tlobson
as “the most important iimovation in political
organisation and constituticnal practice.“9 Professor
Dimock descrites a nublic corporation as “a publicly-ovmed
enterprise that has been chartered under Federal, 3tate
or Local Law for a particular business of financial

purpose."10

—— . —

9 . A. Robson: Hationalisod Industry snd Public

Ownership, George Allen and Unwin, 1960, page %19,

10'M, E, Dimock: ritis: Public Utilities and National

Development (London), 1°07%, page 1572,
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Public entervrises are public institutions which
have respoansibility for either general or =zome specific
arca of a country's ccounnmic developnent. This includes
the responsibility for indusiria®, financial and o
agricultural developinent as well as the establishment

and operation of pubiic utilities with hoth planning

and executive powers.

In Nigeria, public enterprises represent one of
the many ways of achicving a high level of prosperity
and progress in a country with different levels and
degrees of dovelopment, #Apart from being an apent for
booisting economic develovment, “these Bodies also help
to realize finances for infrestructural and social

programnes."11

Contributing tothe subject matter, Professor Shukla
describes a public corpora.ion as ‘a corporate body
created by the Legislature, with defined powers and
functions and financially independent, hiving a clear-cut
Jurisdiction over a speeificd area or over a particular

2
type of commercial activity.J1“

—t P

L For further dctaills, sce & paper titled "Some Aspects

of Training and ‘treining Schemes in Public “nterprisca-
by Olatunji Olagunjli or the Institute of Administration,
A.B.U, Zaria, prosente’ at the conference on Public
Enterprises in Migeria held at the Institute of
Administration, .B.J., Zaria fron 27th April to 3oth
F\I‘I‘il, 1 9?00

M. C. Shukla: Dusiness Organisation and Management,
S, Chand and Cnmptny,'ﬁbILI (10557, page 350.
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Viith regard to the raison d'etre of public enterprises,
it 1z =steated that all th: voor countrics of the world ars now
striving, with varying d=z recs of deterrination and
intelligence, to dovelop thems2lves oconomically. It
is said that even Taman,1j ruled by an obscurantist
Imam, has invited tvoreign ouperts to survey ils
resources and suggest hov o exploit them, This 15 so
because it has now become on acceptable fact that in
all the countrics of the world, particularly the
developing ones, srowvth and development of their
econonmies are now the responsibilities of the state.

And the establishuent of public enterprises is one of
the many methods by wiich sovernments of developing:

countries attempt io promote yrowth and dev:lopument,

Other authoriti:s 1ave written a lot of literature
to jJustify the creation of public enterprises. It is
believed that becuus: of the inevitable huge capital
outlay involved, the lonpg gestation period, risks, and
above all, the desire for = faster pace 2f economic
develnpment, develoovirn; countries liave embraced the
establishment of public enterprises as one of their
major responsibilities incicad of leaving them to the

private entreprencur who has lean resources

o —

13 A. H, Hanson: Public Enterpriscs and Economic

Development, Lout-l-dzeé and Kesan Paul Limited;
London, second i¥dition, page 3, 1960,




- 22 -

The sice of public entorpriges and their scope
of operations partly depend on the speed and zrowth
that a govermment envisayes, IMuch will also depend on
the relative emphosis olaced at a particular stage of
economic development on infrstructural, agriculturzl,
and industrial enterpriscs., DBut broadly speaking, ‘the
more capital intensive, the more complex, @nd the more
slowly-yielding an enterprise, the greater the likelihood
that it will be in the public rather than the private

sector.“1h

Public corporation:s have their own characteristics.
Many authorities on the subject have said much on the
characteristics of public corporations., The author,
however, is fascinatod by the views expressed by
Professor A, R, Tyagi.15 The Professor sets out
the following as the main characteristics of a public
corporation:
1. It is a legal person capable of suing and
being sued, entering into contracts,
acquiring and ovming property in its own name.

2, It is incorporated under a special statute

h For further details sce a paper titled "Managemcent of

Public Enterprises: Control and Autonomy, Externul
and Internal Problens, - presenled by Mr, T,I,0, Nzegwu,
General Manager, WNigerisn Railway Corporation, Ebute
Meta at the 12th I[nter-African Public Administration
and Management Sconinar organised by the African
Association for "ublic Administration and Msnagcaont
(AAP4AM) held at Ibadan, MNigeria from 3rd December to
8th December, 1977,

15 A. R, Tyagi, Public Administration, (Principles and

Practice), Atma S&m and Sons, Dclhi Chandigarh Jaipur

Luchnow, Fifth Revised '‘lition, page 206, 1979,
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of the parlisnent which lzys down the puklic
purpose, its powers, dutics and immunitiws, ate,
Its functions are primarily of a business or
industrial natur<., Although its primary
objective i3 aolt profit by public service,

yet it is run on busines: lines znd not in
accordance witch deparitmental procadures and
practices, In the words of President Roosevelt,
it is ‘elothed with the power of governmiment but
possecsed of the fleribility and initiative of

a private enterprisa,

. The Public Corpor:tion has its own finances

separate from the Hational Finances., It
holds fuands in its owm name which are Zranted
to it by the Parliament once a while and
which have been accumulated hy it through its
own earnings, 1t enjoys complete autonomy

in the manzgement of thes: funds and is not
accountable to the rovernment in the handling
of thes: funds exccpt in only matters of

general policy,

It enjoys suificient adminsitrative autonomy
from the control of the Chief IZxecutive.

The government has only the power of laying
down general policy. The day-to-day
administration is the exclusive responsibility

of the Managing Dircctors of the Corporation,



6. Its personnel do not form a part of the civil
services but are recruited independently
on the pattern of husiness executives. In
fact, the personnel of a Public Corporation
have, in their conditions of scrvices,
managzement and control, skilled and temparament
more in common with the private business

executives than with the civil servant,

Public Corporations have their origins in the
variows countries of the world., For instance, in the
United States o America it is believed that public
corporations came into being as a rosult of war time
emergency situations whercby certain ad-hoc arrangements
made it possible for the government to achieve quick
results which otherwise would havc been a bift more
difficult or even impossible te atlain., It is believed
that the United States War Finance Corpor2tion and the
S8tate Grains €Corvoration ac well a3 other similar
public bodies were the wroducts of the First Yorld War
while the Second Yorld !/ar produced the United States
Defence Plant Corporalion. After these wars, these
bodies were not destroyed, bhut were preservaed for

improved functions and duties,

In Britain, the story, was the same, Such Ploncer
British Public Corporetions like the British Broadecasting
Corporation (EBC) and the Central Electricity Board (17D)



are believed to have “cen established during the

nineteenth century,

On the achicvement of independence, politicians
in Bast and VYest Africa discovered, to their dismay
that the commercial and industrisl socters of their
countrics' economies were largely in tho concrol of

; £
foreigners., A survey in Uganna,1

for instance, made
shortly before the mass exodus of expetriste businessen,
revealed that four thousand aon--Africans controlled

70% of the distributive trade vhilst sixteen thousand
Africans werc r:uponsible for only 30% of the distributive
trade. Such 8 spituation was unhealthy both politically
and economically for a country. It was politically
unreasonable to leave the control ot the cconomy of
Uganda in the hands of [oreign entreprenecurs, Jith thia
control, the East African goviornments could not plan
economic growth, nor hring about African participatior

in husiness, nor solve the problem of unemployment in

the area. Thoe governments of thesc countries came

to the conclusion that the urgent oroblems of development
could not be solved by private eniLorprise, snd that
governments must geot away {rom their traditional caro-

taker and regulatory functions, and move into an era

A — A A A e e Al A

16

See paper titled “Yays inl Mozns of Imrpovin,:
Performance and Management of the Public Enterprises+
presentsd by Chier J, ¢, Udoji, Chairman, rubilic
oervice Review Commission, Tagos at a seminar held
"at Ibadan, Nigerie on 4th Decomber, 1973,



cf active participation in the productive sector. For
example, the Minintrv of Agrienlture should no longer
be satisfied with being a ilesearch Department, but
should go into agricultural production. In the same
manner, the Mines Jepartment should not only produce
maps of mineral resources, but should go into mineral
exploitation, These are scme of the r-oasons for the
establishment of the doveliopment and state trading
corporations that have becone a common feature in FKast

and West Africa today.

In West Afr-ica, it ic stated that the few public
utility corporations were established by tho colonial
governments, Public utilities werec also fields which
the colonial pgovernments considercd essential for the
maintenance of ninumun civilized standards by the
Civil and Military administrators, as well as for
facilitating the maintenancc of law and order in the
territories, This was how public corpor2tions, such -3
wotor, electricity, r~ilwmvs come into heinz in the

various. colonial territories of West Africa,

In Nigeria, liwanene hias said that the beginnings
of the public corporations in Higeria wo hack to the
closing years of the ninteenth century. ‘ccording to
him, “in 1897 the Lagos cclonisl administrators
established, by ordinance, *he Lagos Racc Course

Management Board to run, regulate, manage and develop



= 27 =
the race ‘course of the island of Laﬂos."17. In 4968 1t
is understood that %lic rece course Manapgcement Board
was dissolved, and in its place, war Instituted the

Tafawa Balewsr Sauare Menazement Soard in Lagos,

Writing also on the origine of public corporations
in Nigeria, R, O, Teriha said that ‘“public corporations
had, by and large, come into axistence through
governmental initiative and vioneering rather * than
through a policy of nationalization, , , . Pheir
formation has been liaphazard and picce meals, stimulated

in the main, by socio-cconomic and political exigencics,®

The next public corporation in the chronological
order, according to Nwanwene, camc in 1912, In that
year the British govormment set up the West African
Currency Board to help them sccure more stable sources
of rzvenue, Thae Yest “irican Currency Board functionecd
up to 1958, when it was disolved and its functions,
in respect of nigeria, wer> traasferred to the Central

Bank of Nigeria which w22 crecated in that year.

17 0. Nwanwene, PFublic Corporctions and 3tate-owned
Companies, Ife: fuarterly Journal of Administration,
Vol. V, Numbor one, Octoler, 1970, page 53,

18 See “studies in Nigeria Administration (ed)

D, J, Murray, 1970, Hutchianson Zducational

Linited, London, pagc 59, ' -

18
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In 1945, a number of public corporations emerged
from the government of HNirceria's len-year Plan of
development and welfare, Ia that year the Gaskiva
Corporation was creatod to promnote the Hausa Literature,
And in 1946, Nwanwznc says that the MNigeria Local
Development Soard (MLDE) was set up to lend noney to
such authorities, societics and sorsons as would embark

on development proiccts,

In 1947, the Cameroons Yevelopment Corporation wa:z
estahlished while In 1944 the Mokwa Agricultural Projuct19
was inaugurated Jointly by the Government of Nigeria

and the newly formed British Colonial Development

Cerporation.

In 1949, tie liizeria Local Development Board was
re~organised into Bastern, Yestern, Northern and
Colony Development Boards. In the then three Regions
of Nigeria, the Boards developed, through Regional
Production Development Boards, into Regional Development
Corporations, while the Colony Development Doard

yielided place to the Federallonne Joard in 1956,

The war tine emcrgoncy sarrangzements for tha
marketing of West alrican primary produce in the United
Kingdom yielded place, on the ceasation of hostilities

and at the instance of the dristish Government, to

19 For an excellent account of the project, sce K. 1. 3,
Baldwin, the Niger Agricultural Project, 0.U.P,, 1957,
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the Nigeriaa Cosmodity HMarkoeting Boards. “Thus were
formed the Fiserian Cocoa liarkating Board (1247), the
Nigerian 0il Palm iroduce Marketing sSoard (1949), the
Migerian Grovnanut Marketing Board (1949) and the

;20 Vhen in

Nigerian Cotton Markesins Zoard (1949).°
1954 Nigeria became a Predeoration, the Commodity Boards
were replaced by four all--purpose regional marketing
Boards., The Boards mainteined a common shipping and
selling organisation, the Wigerian Produce Marketing

Comapny Limifed, which took over all produce from the

Boards at port.

The creation of twelve states in the federation
during the Gowon regime in 1967 2nd the thirty-month
Nigerian Civil Yar hed a profound =ffect on the Nigerian
public corporations and other publie eoncerns, particularly
in the East and Yorth. “he position in the Bast was
that all the original public corporations had ccased
to operate., Two of the three states there had been
recreating some oif their enterprises, like the then
South Eastern State (now Cros:s idver State) and the

Rivers State Marketing Doerd and Sports Councils,

The South Estern State (now Cross River State also
created the 3South Eastern 5W@te (now Urosz Rivar Stote) (10C),
the Rubber Plantations Limited, the Coastal Shipping

Company, the Newspapers Corporation and the Housing

20 Nwanwene, op cit, parc 54,



Corporation,

The autiwr hag attenpted to trace tiw ori ins of
public corporations in some peorts of the developed .nd
develoyin: worlds and hap noted that public corporations
sce created by law in the various countries were meant
to achieve a publice purpuse lor the veoples The author
hns «lse atienpted tu discuss the raison d'etre Lo
the public corporation, In Lthe main it is known
that war time emer:encies, the quest for faster pace
of socio—econumic development, the unsuitability of
the civil service system, the need for lar e capital
investicnt, the attendant risks, the sluwly yieldin: returns
and so on, contributed in no small measure to the ere-~tion

of publiec corporations in various parts of the world.



1,05 METHODOLOGY Auly SOURCLE OF DAT

3ince this study involves zn indepth examination
and cvaluation of the ADC's orpganisational structure,
its projects, finance and profitanility proaspects and
marizeting as well as its persommel policy for thirteen
years of the existence of tihwe corporation, it is clear
that a task of this nature and magnitude reguires a
considerable amount of pre-study preparation followed
by cxtensive field investijation - oral intcerview and

datz collection.

It is believed that the principle of Research
should be that the methodology is sncillary and that the
Rescarch problem and setting should determine the
methodology to he chosen. The choice of the instruments
and means employed in the datz collection for this
study has been influconced by a numbor of considerations,
They include, among othera,
(i) The cnvironment and coverage of the
investiration, and

(i1) The necd to ensurc adequacy, quality and
reliability., Thus the methods employed
in the field for collecting information/
data which are used in this study are
those proven techniques, very much in
vogue both in the developed and

developing countiries.
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They include interviews, informal sources as well as
documents previously written on the subject of this inquiry.
The use of a combination of questicnaire with interview
method for this study was not considered desirable or
expedient for the obvious rcason of the large geographicel
spread of the cerporation's proj:cts and the lean financial

resources of the author,

As will be discussed later in this study the Cross
River State ADC is one of the biggest of the seven Agro-
based parastatals the state has established in terms of
size and undertakings, It has fifteen Agro -industrial
projects comprising six oil palm Estates, three rubber
estates, four Cocoa and one Cattle Ranch and a number
of oil palms, These projects are scattered all over the

length and breadth of the Cross River State.

The oral interview method was employved in the
collection of information and data for this study. In
order to reduce cost and save time, as it was not
possible, #nd indeed, necessary to obtain information
from the entire staff of the ADC, this study relied on
random sampling method, That i3 to say that selection
of respondents included the nost accessible and represen-
tative source of information, This, it was thought,
would enable the cream of opinion to be elicited by
giving the preference of selection to the top

management of the ADC,
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dusentlal documents pertaining to the sctiin: uy
of the ADC togeiher with Annual Revorts anc Adstliaates
of the Corporatiun were also collceted for this study.

About the esseiatianl docu.ents, thic led e autlwr
tu dwe use of content analysis in data collcetion, This
is the nethod of fact-=findin: which atten.is tu state
thc prodblen of the study in dimcensions bueged upon the
best available theorctieal cunceptucnlizations.

A oud number of writers have covercd various
aspects of tiiec ADCe The Justification to find a
theoretic:l framework for this study stemned Cron me
writer's reliance on newspapers, Radio and T.V, sources
and infoermal discussions with friends and other exyerts
not directly connected withh the corporation under this
study.

Hany of the writimgs on the ADC came into existence
thirteen yecars oo and would as well serve very lmportant
and unique access to ihe historiccol as well as some
curirent sccial situntions wi th or without o rectrictive
ugsefulness, It may be that somec of the ori;inal texts
have stood up to t.ie experience that has been accumulated
s8ince they were Tirst written. It nmay =lso we truec that
wille sume sinply require major or marginal modifiextions
(which miht not hnve been done) most of the old texis
have become obsovlete, anarchronistic and thercfore,

irrelevant. In particular, same objectives and funections
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enshrined in the legal document establishing the Cross
River State ADC on which vorious writings were bhased,
call for major changes in the face of a2 Jrowing and

dynamic economy.

It is on the above nientioned facts that the quest
for the statutory corpoiation hased on the existing

theoretical framework becama pertinont,

In the main, this study relied on aggrogate
documentary data supplenented with information collcoccted

during interviews in the fielid.

LTMITATIONS

It would be incorrect for the author to assunme
that during the proces: of his labourious search for
information and data for this study, he did not
encounter some probleoms, Most of the dat2 needoed for
this study, apart from written books on the subjoct
matter, were stored in files marked either "10P SECETH
or "CONFIDENTIALY in the various governmnent departments
and ministries that had something to do with the ADC,
Access to these “sceret? Tiles was difficult since
government officials would not want to divulge "official®
information about the Corporation to an ‘outsider’ for
fear of its being used to either castigate the Covernment

or the menagement of the ADC,

At the bepinniag of field work there was evidence
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of co-operation from the respondents, But as time went
on it became 2 bit diffienlt to receive much co-operation
from some of the s%taff of the ADC, The apparent lack

of co-operation from some staff of the NC could be
understood when vicwed azainst the background of their
plight, ramely, having stavoed feor six months without
salaries/wages, owing to the Corporation®s inability

to pay them.



CHAPTER 1T
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ORGANTISATON ANO MAN (GRIENT OF THE ADC

2,01 HISTORICAL i WESCTTVY

This chepter attemrts to trace the evolution of
the Cross River Stete )0 in e chronological sequence
dating back from the time the corpvoration was knovn
as the Common-wealth Develonment Corporation (CDC)
before it changed handg and becamc known as the Easterm
Wireria Development Corporation (BNDC) and then to South
Eastern State (10w Crouzs Niver States) ADC and finally
to the structural changes in the corporation since the
present administration under liis Bxcellency, Chief (Dr)
Clement N, Isong, Governor of the Cross River State,

came into office on 1st Octob.r, 1979.

The Eastern Nigeria Development Corporation (ZNDC)
succeeded the Common-wealtih Development Corporation
(CDC) which was operated on the basis of providing
employment for the demobilized soldiors of the second
world war while at the same time sccuring relatively

cheap raw wmatorials for the British Industries.21

2

L Cross River State ANC: Feasibility study. An Interim
Report, SCOUF and Company Limited, August, 1976,
page 77.
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The UNDC was establishcd wiier the Provisions of the
Bastern Higoria Law No., 12 of 1354 as amenled by the
£ 1956 anu commenced

operation In February, 1959?2 It was chargad with the

Bagcern MNigeria Law Yo, 24

principal duties of iuproving the quality and ocvantity

of palm oil produccd on whiich the cconomy of the then
Eastern Nigeria was very largely deperddent, and also

with the improvement of food supplies and the introduction
of other cash crops as Cashew, Cocoa, Coffee, Rubber and
Coconuts, In addition to these principal tasks, the

EMDC was also charged with the building of new roads

and bridges to open up under-developed areas; the building
of powered river-crafits for the many huadred of milce of
inland water ways in the logiong the operation, e~ither
alone or in parinerschip with foreign or local interests,
of industrial and agriculturs2l projects as well as the
issuec of loans Lo ascist azricultural and industrial

schemes.,

In carrying out these functions, the EUDC operated
and managed the following Agricultural and Industrial
schemes = Pionecr 0il Hills Scheme (P0i1), 0il Palm
Plantations, Cocoa Plantations, Cashew Plantations, Cattle

Ranch and the 0il livers Boat Yard.

— .

22 Nigerian Hand Book of Commorce snd Industry, compillad

and published for the Pederal Ministry of Information,
Lagos, June, 1962 nagc 57,
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In the main, the bulk of the activities of the ENOC

at that time consisted of nincty-four Pioncer 01l Mills
schemes, twoenty-siy .gricultural Frojects, twelve
Catering Rest louses, two Luoury Hotels and @ number of

Industrial and Coomercial projnct5.23

There were no Jeasibhility studies carried out
to establish the suitability of the crops to the project
locations; identify the various inputs, particularly
sources of astainad funding, management policy, ultimate
projects sizes and therafier determin:: the economic

viability of th> projects,

In the abserce of the vital zconomic pre-requisitcs
menitioned above, onc micht assume that Lhe Bastern
MNigeria tCovornment's nrimary objectives for setting up
the Bastern Nigeria vovelopment Cormoration (BHOC) and
its projects was to provide employment opportunitiss for
the peopls of the najority tribes of the region ani to
win the political support of the minority tribes by

locating Che plantationn in their area,

In May, 1967 when She thirty-month Niserian civil
was broke out, the HHiC hei three hundred senior stalf,

one thousand Junior steff and a labour force of eithtcen

A —

2
4 lligerian Hand Book of Commerce and Industry, op
cit; page 28,
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24 _
thousand people. & Only twenty-scven out of the throee
hundred senior staff wore of the South Bastern (now

Pas o M s 25
Cross Rivar State) origin.

Arising from the Tacc that the plantatious oi the
former ENDC were left in a very procarious position,
the sole Administrator zppointud a "Care and Meinterence
Jody¥ in Ogoja in the Cross River State under the charpge
of the Chief Agricultural Officer {the most senior
Agricultural Officer who survivod the war) to administer
those plantations proiects of the forumer WDC that {ell
within the geographical boundary of the newly created
Cross River 3tate. Other cseuior staff of the Ministry
of /Agriculture, Calabar, viere seconded to assist the
"Core and Maintenanc: Body~ in their task of rehabilitating

these plantatiorns.

The sole Aduinistrator hod at thic time evolved
the following policy for the maintenarnce of the defunct

BNDC projects in the divisions of old Ogoja Province,

Migerian Hand Uoo!t of Commerce and Industry, op cit;
page 45, There woer: no available rocords for other
years.

25 Report of tiic Commission of .nquiry into the Affairs
of the former FINC Plantations from May, 1967 to
Hovember, 1968, Ministry of llome Affairs and
Information, Printing Division, Calabar, 1962,
page 5.
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1. "Mhe Office of the Chief Agricultural Officer
was eatablished:

2. A1l former projccts of the defimet ZNDC came
uncer the umbroella of the Chief Agricultural
Officer;

3. A1) projects lezt their *Corporationt status
and had to be run as part of the geueral
civil service of the Province, except that
separate manapement Committzes were
appointed to control the Obudu Cattle
Ranch and the foineer 0il Mill {rOM):

4, "Finally, all projects werc run on a !Care
and Maintenance! hasin“,zs
With the ccmplete liberation of the entire Cross
River State from the Rebel Troops, the seat of government

oi the State moved from Oroja to Calabar where the

herculian task of reconstimection, rehahbilitation and
reconciliation commencoed irmediately for the good of the

people of the state.

From 1967 to Septcmber, 1972, the plantations of the

EHDC in the former South astern State (now Cross niver

26 South Zastern Stote of Nigeria, Report of the
Commission of Enquiry into the Affairs of the formner
ENDC Plantations from May 1967 to November, 5 1968,
Ministry of Home “ffairg Information, Printing
Division, Calabar, 1969, page 7.
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State) were rur as a unit of the Ministry of Agriculture
in the State and tharzfore, an arm of the state's civil
service, The Chief Agricultural Officer over-scered
the managemert of this unit which was re-christened

“Plantation Depariment,”

This study has rovealod that the ccononmic and
orgunisational inadeguacies of the ZHDC were translerred
to the new body which hecame knowvm o the ~A0C, ‘There
was therefore only a chanc: in nawe., For instance, the
study has revealed that the conditions of service were
the same and thet the @ 0 workers became the ..iC workers.
Even members of the Agricultural and Allizd Worker's
Union had all aloig beoen ereworkers of the ZNDC/ANC,
staff of the Ministry of Agriculture, mostly Agricultural
Superintendents, were d:ployed to work in the new 3G,

The General Manager of the ADC was an Agricultural Officer

from the Statc Ministry of /griculture.

Most of the Managers of the 40 werc oivi)ll
servants who were inexperienc.d in Plantstiosn Management,
This study has &lso revealed that workers of the OC
were paid civil service salarr scales and also
depended on the Sub-Treasury from 1967 = 1973 for

treir salaries,

From the above findings, it can safoly be zaid
that the 31X vas an “adopted offspring® at 2 nature

age, from the ENDC, Seiny the same organisation
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except only by chanic ol name, the ADC was born with
a lot of econouic inadequacies of the ENDC, e situation
that made the ADC vulnersble to ecconomic tribulations

as this study will reveal inn the subsequent chapters.

2,02 CORPORAE 0TIV O GHE ADC

e e i

The Cross River State Agricultural Dovelopment
Corporations (ADC) i3 astatutory carporation, and was
established under Law of the Cross River State ldict
Mo, 3 of 1969, and was incorporated on 15th April, 1909,
It is a body corporaic with perpctual succession and

a common seal,

The obJjectives of thie corporation as spelt out
in section 8(1) of the Bdiect are as follows: #, , .,
securing the investivation and formulation of policics
for developing the Agricultural resources of the State:
with a view to the exparcion, improvement, increase,
diversification, and intensification of production of
foods, foodstuffs "nd export products, processed or
otherwice and for othier asgricultural developments as
well as foster the provision of employment to the

people.“27

As a corporate body the ADC has the power to sue

and to be sued in its naic, and to entor into contracts

2 ; ! >
7 Supplement to South~ilastern 3tate of lligoria

gazette Mo, 10 Vol, 2 dated 24th April, 1969 part 4,



except those that zre spccifiecally forbidden by law,
It can also purchase, le2za, acquire, hold and disposc
of lands, shares and othzr property of whatever kind

for the purposc of its functions,

As a public eunterporisc, the ANC has no sharcholders
a8 is the case with the State-owvmed Mercontile Bank of
Nigeria Ltd. in Calabar, HNone of its equity capital
or debenture stocks is held by members of the publiec,
Its capital is provided by the govermment in the form
of grants and/or loans, The gencral cxpectation of the
State povermmenc is thot the ‘pgricultural Uevelopaent
Corporation should, as far as possible, carryv out its
functions with the 1lexibility of an independent
organisation or in a masimer befitting a Commercial
Enterprise., But unfortmnsioly, 23 will be revealed
later in this study, the ANC hag not achieved its

objectives.

Interviews the author had with top menagement,
staff and some members of the ANC indicated what may
be taken as thelr perception of the Government's
objectives for the corporsation. Profit motive was
seen as sccondary. The primary objeoctive was found to
be the exploitation ei tho rich agrictultural resourccs
of the state and the provision orf employment to the
citizens of the Cross dver Htate. Instances howover

abound in the hoard's minutes of objections by the
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Bonrd members to the introduction of schemes that would
cr:tnil a cut on the labour force.

The AD:'s predecessor, the Commonwealth Developient
Corporation (CDU) ns was _.olnted ovut e~rlier in diias
study, operaied on the basis of providin - c.ployaent
Por Lhe dcawbllized soldiers of the sceond world war
while nt Jhe saae Uime, sceurin; relativgly cherny pov
naterials ror the British Industries in tlheir counlizyy
The BHDC which succeeded the Commonwealth Developient
Corporation had not muchi of an'i::rl..-rovcd vicw ol the
fundanental economics of the work programmce It
however, introduced systems to improve tihe forei_ n
exchan;e earnin:s of the corporation but the profit
motive remained unprospected,

Section U of Edict Noe 3 of 1969 established tle
Cross River State ADC is comprehensive and anticipetes
all proboble future undertakings of the ADC. What h:2s,
however been left out, is the now Srowin; concept thnt
the corporation should be run on a prorits basis or
should at least, break cvene

The corporate objective of any publiec corporation
sihiould be elearly defined in the law establishin: it.
But the 1aw establishin; the Cross River State ADC
moakes the objectives rather wide nnd waue witiy the
result that the ADC ean do, and indeed, hns done anything

and everythin: imq-;;ineable to "“"fouster econonic
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development of the state and provide employment to

the people.” What is being stressed here is that part
of the confusion and financial chaos in many of the
corporations in Cross River State including the AOC

can be attributed to the govornment which does not seem .

to know what it wants from these public corporations,

If the government overcomes the problem of
legislation whereby the objectives of public corporations
are clearly spelt out and clearly defined and understood,
it is believed that the ADC would not be faced with the
problem of having to function as a social enterprise
and at the samc time (function) as a profit-making
body. The objectives of the ADC are rather ambiguous

and broad, ill-defined and confusing,

The author holds the view that while the objectives
of the corporation may be stated in general torms as
they are in the /fct establishing the ADC, they should
be translated into narticular and quantitative targets
by the responsible ministry over a planning period,
However, the objectives should be as rezlimtic as
possible and worked out in co--operation with the
managen-nt of the corporation, /~Again, the corporation
should be allowed the maximum discretion of choosing
the methods such that its planncd assignments may be
fulfilled, Furthermore, it is stressed that checks
should be regular, not frequent and should be followed
immediately by remedial action, where this has boen showm

to be necessary,



w lif =

2.03 L4 GOVERNING BOARDS OF PUDLIC, CORPORATIVLS

In this section, the nuthor will attemyt an
exploratory discussion on e vital aspecis of
public courporations - the joverndng boards, with a view
to rel tin: the experience ;aingd from the jovernin;
boards of pudlie corvorntions in other parts of tihc
world tov the Lizerian situation in general, 2nd the

Cross River State ADC in _.artieular,

Public Bnterprises, whecther at the Federal or Siate
level, ~re coumplex orjanisatlons. The Boards o¢i publie
corporations wve he vy responsibilities :nd must dbe
able to take decisions, :nd unlike the civil service,
failure tu take corrcet nd immedinte decisions are
refleciucd ingtantly in puor perfurmance, The stortiag
point is to ensure tlnt corporations have first class,
expert and contributin; members on their bouards beeuse
the bDoards play 2 mijor role in tiie secleciion of top
mana ;emnents Only a food Board can select a jood
management.

Ajnin, the Buard of Directors of 2 public corporation
occupies 1 key position in the entire procesc ol jonl-
attaimment b, the or;anisation. Aside form ioreulaving
tiae brocd policies of the organisation and playin: a
leadin; role in tic apointuent of Lhe orzanisation's
Chief Bxecutive, it h:s to provide the necessory

leaderahiy, inchiration and advice to the top mana;ement
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of the organisation,

Five important questions zrise in connection with
the composition of the pgoverning board of public
corporations, namely, fa) whether the Boards should be
two boards or one? (b) whether they should be
representative or appointive? (e¢) whether mambership
shou™d be on a full-time basis or on & part-time basis
and what should be the size of thce board? and (o) what

should be the tenure of membors?

One general observalion is necessary in connection
with these guestions concerning the composition of Boards
membership of public corporations, It is stated that
in view of the latitude allowed to them, experiment with
the public corpcratiop would stand or fall by the
quality of men at the tor level., In order to succeed,
“the Board must consist not only of men who zre actuated
by highest of motives, whos~ only satisfaction is the
high prestige built up as a3 result of successful
management of public enterprises, but a2lso of those who
have the energy, imagzination, experience and technical
cornetence to handle their Jjobs with success."z8

(1) Two Boards or One?

— -

The first cuestion that ariscs in connection

RpCa———

28 Amba Prasad, The Theory and Practice of Public
Corporation in a Democracy, Indian Political QOuarterly,
Vol., XXI (1953) page 130.




with the Board of 2 puhlic corporation iz: JShould it
have two or onc "o21vl: In soue countrics of

Europe, for instcuce, C:rmany, it 13 2 foct th. t there
are two boaras as ig tho aractice in joint stock

companies,

But Lhev were mure in vogue in pre-war years, France
had adopted, since Vorld War II, a single=board system;
the governing Board has deliberative and controllines
function, whereas the Dircctor<General is the Chief

Executive,

In the English-speaking countries, on the other
hand, the practice hos beoen to have only one directing
board. The various corporations in fngland havoe one
governing Board each, Understandably, Nigeria being a
former British Colony, favours a one-board system for

her public corporations,

The answer to the question as to whether there
should be one or two To&érds, is therefore, not easy.
Some writers favour the adoption of “double directorate*

like what obtains in Germany.29

29 professor Cole in among them., See G.D.H, Cole,
Economic Tracts for the Times, page 295. It is stated
that a proposal w=2s mooted by 3ir Oscar Warbhury for
the control of London Transport before the Joint
select committee on London Passenger Transport Bill
(1931). Put before the Committce, the scheme was
defeated on division,
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The arguments against 2 two-board system for
public corporations are unanswerable, Prasad, for
instance, argues that “an additional board would
eacumber the operations of the enterpriss, as a large
representative Hoard would degenerate into a tug of
sectional intcreut.“ao Again 1T L2 arpguad that the
prob’em of division of poves bietwean the two bodics
is full of difficulties and policy and execution
could not possibly be divorced in so thorough-going a

mannoer,

In India ind England, for example, the actuel
experience shows that the two-board system has not

warked successfully in the case of public corporations.

(k1) Representative or '‘ppointive Board?

There arc two masin typ2s of public bBoards:
the appointive and representative, The appointive is thet
which has members appointed Ly the Government of the
country with or witiiout consultation with certain
interests. This is the prevalling practice in the United
Kingdom and United States of America,

The representative corporation is less common, as
so far, mo satisfactory technique for it has beon devised
anywhere, “The French practice of representing on the
Boards of their Naticnalisced industries, three equal

groups of representatives namely, the state, the consuner

30 prasad, ibid, page 200,
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421
and the employces, lhas not proved @ success,*

But for thcoretical and practical reasons, 2
representative corporation is less desirable than an
appointive one because it i3 not easy to determine
which interests are to be represented and in vhat
proportion, Apgain, ther2 is the problem of represens
tation of un-or.anised interests, The responsible

minister, however, represents all these interests,

On the theoretical grounds, there are two
objections, Firsl, efficiency requires that the board
should act% in a corporatle spirit, which is not possible
if the gembers of the hoard play the role of advocatoes
of particular interests they represent, with the result
that boards are unable bto provide unity of purpose,
energetic administration an well as coherent policies.
It is a8 very difficult thing for a body wviich represcnts
different vested interests to bLie singly minded. Also,
representative bodies are likely to Lo too much at the
mercy of the conflicting claims of vested interest, and
too conservative in outlook to bring about the radical
changes that are needed, econd, if the members are

"mere representatives? thev may not satisfy the

3 W. A. Robson, *“The Governing Board of the Public
Corporation,- Political Guarterly, Vol, XXI
(1950), page 130,
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requirements of a board of experts who must possess

special technical and manazerial qualifications,

From the foreproing, it is clear that the
appointive Board is desirable in the circumstance of

our developing economy.

(111) Size and Nature of Hembership

The actual number of members on the Board
will depend upon the nature 2and requirements of the
undertaking. In some instances, the Legislature
prescribes a firved number of members on a Board: in
others, it merely defines an upper and lower 1limit, and
in yet others, it states only the maximum, But the
general princip.c abhout the size of the Board is that it
should be neither too small, nor too large, If the
board is too small, all manifold problems cannot be
expected to receive ftlLe attention required. On the
other hand, if it ia too lar e, the Individual memder's
intcrest and responsibility will tend to be diminished.
Its large size will also stand in the way of quick,
effective and concerted decisions, The convenient size
is put at five or seven by some writers, Prasad puts
the minimum size at three smd the maximum at nine,
vhile yet another writer recjards from five to nine as

the most satisfactory size of the Board of corporetion,
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(iv) Quallfication for Appointment to the Eoard

Our fourih guestion 15 what should be the
basic qualification for aspointmernt of persons to the
Boards of Corporations? Based on the expericence of
British Public Corporatiour.s, one would say that two
considerations should receive special attention
rega“ ding qualiflications for appnintment. First, all
partisan and political considerations should be kept
out of the picture, S5Second, members should be technical,
manageriel and financial experts who have already
established reputation for fairncss, successful management
and executive ability, As far as possible, the best
man should bc sought, Members appointed should be nen
with special knowledr~ and expericnce of the industry
proper, and in finance, men with technical knowledge,
persons familiar with allied industries and interesats

and men with th2 knowledge of the consumers' neods ete,

(v) Tenure of lMembers of the Board

In the pre--war corporations in Britain for
instance, either the actual or the minumum term of
oifice of a person appointed to the Board was
specifically stated in the .‘ct., The normal pattern for
the post 1945 corporations was to leave the Minister free

tno deal with the question of tenure by way of Rezulation,

Boards have been eppointed forr tenures varying
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from three to nine years depending upon the circumstances
of a countrry. Some countries choose to appoint board
members of their Corporatiions for such term, not
exceeding five years, as may be duetermined by the
Minister before appointment of such members. The

tenure is thus for a specified period and is net for

an indefinite period, nor is it for 1life, But in almost
all cases, re-appointment is possible so as to

guarantee continuity of policy and to keep the services

of tried experienced umen,

THE BOARD OF DIRECTORS OF THE ADC

The Board of Dirnctors of the ADC; under the
current Tdict No, 3 of 1969, has ten member:s including
the Chairman anc Deputy Cheirman, and representatives
of the Ministry of Agriculture and Finance respectively.
All Board appeintments are made by the Governor of the
Cross niver State but unforturiately, the General Manager
of the Corporation is exluded from the board of Directors
of the ADC, The i ADC Board is functionally, a Policy

Board,Ed and not an Executive Joard,

Experience has shown that a “Policy Board: is

not very satisfacltory when applied to a commercial or

32A Policy Board is one that takses bhroad policy
decisiors but is not involved in their implementation
or in the management of the enterprise.



industgial undertaking, It is not easy to decide where
policy begins and stops ir the running of an undertaking
such as the ADC, Thils atudy has revealed that both

the Board and lManagement of the ADC are engaged in the
running of the Corporation a2s can be scer. froti Section’10
of the Enebling Edict, whicu reads: +“subject to the
approval of the Commissioner. the Corporation may, by
the majority vote of all its members, delegate to the
Chairman or to the Deputy Cheirman or to any employvec

of the Corporation, the routinc administration of the
affairs of the Corporstion."33 Policy is the

highest function in management and it is a misconception
to regard the Boarda as not bz2ing concerned with or
taking part in management. In circunstances of this
nature, Policy Eoards try to jazin control of management
duties while precending not to usurp the detailed

functions of Management,

The Chai:man and the Board of the ANC had
increasingly assumed exccutive powers in the Corporation,
Writing on the subject, ', /., Robson sets out the
following inadequacies of a policy board,

(1) A Policy Soard holds power but is not

responcible for the way the power

is used, It in not in contact with the

33 South Zastern State of Nigeria Law, No. 3 of 1969,
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actual work of the Corporation and is
not often very well informed about

the problems of tnz bhusiness,

(i1) The inad-:quacy of the knowledge of
Board members can lead them into
fanciful notions} Board members can
easily be hood-winked by Manapenent.
Such a Board i3 not the thinking
type becausa its members do not have
enough itime to be sufficiently acquainted

with the details of the business it manages,

(ii1) The rrocesses of a Policy Doard are
slower because of the Lime it takes to
convene a Joard Mceting, This makes
it unsuitable for guick action as in an

emergency.Sq

In such a situation the Hoard should be secn as
managing a system and it should be held directly
responsible and accountablc for the success or failure
of the enterprise. Thne arrangement will also
ewriminate the wasteful duplication of efforts by two
authorities, thc Commissioner and the Board, all dealing
with broad policles for the same Corporation. The

s e s s W e

34

W. A, Robson, op, cit,, page 200,
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weakness of a "Policy Board® in relation to a commercial

enterprice such ag the AIC is very glaring.

Aan 'Executive Doard,' on the other hand, satisfies
all thesc objectives and is eminently morc suitalile for
the management of a Commercial or industrial undertaking.
It is not 211 the mewmbers of an 'lixccutive Board' who
need hold execuvitive posts, MNormally, the Chief Executive
would be a workingz member, So also would the financial

expert and the Manager-in-charge of production,

In the 'Policy Doard! now being operated by
ADC, the Chairmen tends to assume powers of the Board
and also tendstc act unilaterally because of the
difficulty of ccnvening Board Mcetings at short notices,
This could not Lave happened where an 'Iixecutive Board!

were in existence,

This study again has revealed that the appointment
of the DBoard members of the ADC were not made from the
considerations of goo?l réneral education and experience
in the field of business management, labour organisation
or public adminictration, One would have expected that
wule Chairman of the ADC should have a background
knowledge of Agricultural ilducetion or business
Management, It is revealed that the present Chairman
is a retired Secretazary to the defunct Military Govern-
ment of Udokaha Jacob Lsuene. The Chairman's

appointment to the post appears to have boon made either by



& 8% =
the desire of th. Govornor to “balance ethnic
apnointments in the State or Lo “please” certain pgroups

of neoplein the allocaiion o7 State Henefits.

The wisaon of the Cross liver Stale Govermment's
involvemont in the anpointmant of *he Chief Executivae
and some members of tiae Lop me2angement of public
enteeprises in “he Shate fws beoen called to queslion
by many people in the State, Vhere these appointments
are bascd on merit and indusiry as the sole criteria,
there appears to h2 Litile grounds for criticism, 3But
where such appornimen.s sve the under-tones of reward
for services reudercd in otier directions, or on
other criteria, wihich ar: difficult to justify on the
basis of the poarticular nature and necds of the
enterprise, the vesults h2ve not always been in the

best interest of th2 underteking or the State.

Again, th~» 2uthor has noled that the Boar:l of
Directors of the Corporation consisis of officials
and non-ofiicials, ilnn-ot: 'icials are largsely on a
part-time basis, ‘'"acy ere wmnstly politicians, that is,
party supporters of the rulling V.P.%. Government in the
State, 1t isg Seilaved €hat aprointments te the 3ourd of
Cross River Stute "€ Is usod by the Tovernment to
reward Party [aithfuls for tThe suvport the rulling party
reccived from them durin; their political cempaipgns and
c¢lections. The problem nov with the State Government

appears to be how to rocorcilc the pressure
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for popular participation with the requirements of
efficient managaent of the 4ADC, The pressure is mostly
politically motivatcd ani difficult to rosist, eventhough
they are so irportant that Govermm=nt oannot aiford to
play politics with them, This study has revealed

that most of these vpoliticiane appointed to the ADC

Board do not possess the reovired outlook for managing

an Agricultural underiaking efficiently,

This study has also pevealed that apart from the
Chairman and the General Manacer, all others on the
Board of the ADC neither postess any experience nor
cericificates berond the Yest “frican School Certificate
to entitle them to holc important positions in the top
management of tho Corporation, The result of this
unfortunate situation iz that there is a wide gap
between the krnowloedge and outlook of the part-time
politicians, ‘[he author considers this gap as 2 grest
handicap in tho Corporation as it can militate against
the implementation of new ide2s and modern methods of

management,

It is true thet persons having close btouch with
other people and doins social services in the society
can bring their exveriernce and knowledge to bear upon
policy decisions, but this not enough, The author
feels that what is also requi:.cd is the correct

outlook towards management of a complex puvlic enterprise
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such as the ADC, Although it may be said that the
Chairman and his team are good in themselves, but sone
of them do not have specialized nowleo.ige and experience

vhich their appointments demand,

A situation such as above, is at varicsnce with
the decision of the Federal Coverrment of Nigeria which
statcs that: “the Bosrd of =« public corporation, bLeing
a policy making orgen should Le composazi] of men of
suitable educational qualifications, ability, exverience
and integrity, who nced not primarily, be selectad on

the basis of thelr political standing or affiliation.*35

The author recommends that wmembers should be
technical, managerial and finenclal experts who have
already established reputation for fairness, successiul
management and executive ability. As far as possible,
the Lest man should bo soughi, It is the opinion of
the author that members should be chos2n more or less in
this orders men with spocial knowledge and experience
in agricultural economics, of finance, of consumers'
needs as well az of persons familiar with allied

industries.

3Sstatement of Policy by the Covernment of the Federal
Republic of Nigeris on the Relations betwaen the
Federal Public Corporations and the Logzislature, the
nggernmcnt'and the publig, the Pubiig;‘and batweeh the
State-owndd Companies and’ the Goverfient, Federal )
Ministry of Information, Lagos, 1964,
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TENURE QOF OFFICE OF BOARD MEMBERS OFF THE ADC

The author's sustained cffort to document
membership of the Board of Directors of the ADC right
from the inception of the Corporation in 1969 was
unsuccessful. lHowever, the following documentary
memboership of the Corporation from 1977 till date has

been obtmained.

RESPONSIBLE COMMISSIONZRS: 1978 = 1979

(1) Chief Hon, Udo Udo Okorouwam (\ipril, 1978 -
October, 1978).
(i1) Hon, ©no L, Inanza (October, 1978 - jugust,
1979).
(iii) Hon. 92, B. Iwara (October, 1979 - till date).

R i S

Chairman - Chief Francis E, Archibong

Deputy Chairman Mr. Cyril M. Ekiko
Directors - Chief B, A, Okokon
- Dr. Okon J., Essien
- Mr., ¥, J., U, Ukah
- Hr, ddet W, Ndarake
- Ir, Ochikry Idagbo
- Mr, 3, B, Offiong
- Permanent Secretary, Ministry of

Agriculture and Natural Resouirces.
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-~ Permanent Sceretary, Ministry of
Finsnce,
= Permanent Secretary, Ministry of

Econonic Planning.36

The regulations which thus seem to give a
substantial degrze of socurity of tenure of the governing
boaris nev:irtheless confer @mw the Governor of the Cross
River State, the power to dismiss any member who has
become, in his opinion, “Unfit to continue in office or

incapable of performins his duties.®

The exact meanin of theésc words are open Lo doubt,
They may cover not only physical or mewntal incapacity
in the medical sense, “ub also more disabilities of the
more obvious ki «d such a=s a2 conviction of a disgraceful

crime,

In the Cross iliver 3tat:z, the practice, generelly,
is to appoint board members for 2 term of three yesrs.
In the private scctor, membership remains more or less
unchanged; though therc 1s a provision for the retircmont
of certain proportion of directors 2t certain intorvals
buat they are eligible for re--2laction., Continuity in

policy making is ensured in the orivate sector. 3But

36 SOURCE: Handing over notes by Mr, C, H, Chima
(1969 - 82) ov, cit, paze 2.
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this is mostly not so in our public corporations,
particularly thoe "€, hocause of thoe short ters for which
the Board ol Nirecctors 15 consiitut:d. “~pain, becaus.

of its short term, the Doard is ;enerally not able to
devote much tia an?! attontton to eveolving hasic policies
on a lony; toram basis, It would rather be intercsted,

in short term solutions by wa of expediency.

For thirtcen years now, that is, sinc: the
inception of the 311C in 196, the Corporation has had
z3lx sets of Boards o Directors with an avera—-o ol two

years per “oard, to wvit:

15t team: f{from 1969 « 1972 « 2,5 vears
2nd team: from 1972 « 1973 = 1,5 years

Ard team: {rom 19735

1975 - 3 vears

1975 - 0,37 years

37

4th team: from 1975

5th team: from 1976 -~ 1981 - 5,33years
If change itself is a desired thinz, then the .. X
should have been economically pgrowin with the years

"

with change of Joards, ‘The 1life span por 3oard has heen
so short to allow ~ny of c<hin to achieve any suhstantial
results, Infact, many of .r2 Joards of Lhe 12 havo
hardly ha:d the time to understand the AOC bLYefore they
were removed, Oince each new Joard had been in a

hurry to achieve “somathing- fast, there was cvidence

to show that one of their first lincs of action was to
scarch and bring out “who was wrong- rather than’

L L L L I I

37 Source: Handin;s over notes op, cit., pase 6,
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establish Pwhat wos wrong® in the ADC, This hag
ercated jroblems in the Corporntion,

The Genersal liano ers ol the ADC have never been
lucky to be wenhers of ithe deard of Directors of the
ADC, to have influeiced, for example the caandAn; of
8ny, tne reerultiient Hrocedure or the ndoption of
modern ueihn;ecit teeimiques snd Lhe like for the ADC,

As at the time of this study, the author noied
that the state overment had dissolved many Boards
of statutory corporations in the State for poor
perfomance. The untimely dissolution of thesec boards
of statutory corporations and state-owned companices by
the Civilizn Governor of the Cross River State, to the
author's mind, is a ne;ation of the provisions of the
terms and conditions of service as contained in the
instmument appointin: the Board Members.

Board menbers should be allowed to finish their
term in offices It is felt that 2 situation of tihils
nature is not in the best interest of our public
enterprige management, By this practice, one is rcminded
about the "spoils system" in the American politicul
life of the19th Century where each successive
sovernment would rcplace all public servantes of the
old rejime with new onecs of its choice. The result
of wanton dissolution of boards, is laek of comnitment

to the gouls of our public enterprises on Lhe part of
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board members since the 2xercise spells insecurity of
tenure of members., It is susgested here that the
Governor should excrcise sreater care and caution when
censidering mess dissoluticn of boards of public

corporations in the Stafte in future.

The provisions of the instrument that brought
the enterprise into bein ,, the terms and conditions of
service of the members should be strictly observed.
The author fcels that the tenure of our boards should
be extendcd from the present threc years to five to
make for long te~m planning, dedlication to duty and
a scnse of commitment Ly the members to the foal of the ¢

public enterprisec,

In summary, the followin; recomnendations are
made for the Board of the ADNC, An Sxecutive DBoard

of this nature is roecommendoed:

Chairman (Part-tine);

Managing Director and Chief Exccutive (Full-time):
Controller of Finance (iull-time);

Controller of Operations (Full-time);

Others (part-time or varied according to

circumstance and requirement),

The Board shoulid act as a team and the Chairman
should not usurp its functions. Both the Chairman of
the Board and the Chief Executive should hive direcect

access to both the Commissioner and other Government



functionaries vho are in position to assist them to
solve their prablems, but il is expectad that the
Commissione» in-charge of .ioro-illied Industries will
first handle thc¢ problemes before deciding whether or not
to pass slleh problems (o some other quarters within the

Government,

It is fuither recommended that the following should
be the functions of the ixecutive Board of the ADC:
(i) to estaulish th~ longer term objectives
of the Cormoration, and the basic
strat:zies Ly which these are to be
attaincd:

(ii) to definc the specific policies (in
respect of such things 8s production,
finansze, personnel, marketing, and the
like) that are to be followed in
implementing the Corporation's strategies;

(1iii) to dccide the orranisational structure of
the corporation's management, and to make
appointments of individuals to fill
management positions in it;

(iv) to se> to the developnent of management
planning and maintenance of information
and control systems appropriate to the
organisational structure of the
Corporation, and to ugse thesesystems

effectively to ensure control by Board
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at all times over the performance of the ADC
to take decisions on such matters that

the Edict estabhlishings the Coiporation

may rescrve to the board, (e,y. disposal

of corporate asscts, or that which the

Board in its own discretion decides not

to delegate c.g. capital projects above

a certain amount, diversification into

a new business),

Board members should be judidiously seleccted, They

must be non-partisan and be endowed with talent and

broad outlook, oZ high intesrity and unquestionable

character in publiic and private life, They must be

completely dissoeciated from politics and political

control and should be men of enterprise and in proven

business success, It is Turther recommended that the

Governor should continue to appoint members of the

Board, while members of the Board of the ADC should be

dravn from a wide and related fiéld as follows:

(1)
(ii)
(i11)
(iv)
(v)
(vi)
(vii)

Finance:

Law;

Business:

Trade Unionisme
Agriculturec;
Eminent citizens:

Users of A0C products.
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Fthnic groupings should not he encouraged and the
Board must remain wiéldy at all times and be composed
of not more than seven members, ALL members except
members of top management should remain in office for
not more than four years #t 2 time. They may be
eligible for re-appeintment but this should be based on

their contribution to the propress of the Corporation,
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2,04 ORGANISATIONAL STRUCTURE AND MANACEMENT

The existing organisational structure of the
ADC (see Table 2,1) can simply be described as consiting
of two parts, namely: The Board of Directors which
consits of the Hon. Commissioner in-charge of Parastatals
in the State, the Chairmen and Board Members. The
Board is cherged with the responsibility for the

formulation of broad policies for the Corporation.

The other is the Administration headed by the
General Manager who is responsible to the Board of
Directors, The CGeneral Manager is supported by a corps
of other staff. The General Manager is responsible for
the implementation of the Board's decisions and the

day-to-day admiaistration of the Corporation.

The General Manaor co-ordinates the activities of
the various departmentz of the ADC, namely: Finance,
Engineering, Marketing or Commercial, Research and

Planning etec.

This study has revealed that the entire structure
of the ADC is faulty, TFor instance, it is observed
from the prescnt structure that the Secretary, the Chief
Engineer and with the General Manager do not constitute
the top management of the 4DC, There is no Production
Department and the Crop CGroup llanagers who are located

in the Estates are not members of the Management Committee,
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A situation such as the one observed above can, and
does constitute a great weakness in the administration
of the AIC at the exclusion of these key Departmental
Heads from top management nmeetings deprives manazement
of vital field information and technical advice for

good policy processes and execution,

The author has observed another weakness in the
present orgenisational structure of the ADC., heads
of Departments together with the three Crop Group
Managers and the Obudu Cattle [lanch Manager report
directly to the General Manager. It is the author's
view that for an enterprise like the ADC with a commercial
bias, the present organisational structure does not
lend itmelf to efficiency and effective decentralization

of functions.

In order, therafora, to remove all the administrative
anomalies inherent in the existing organisationsl
structure of the ADC, the writer has recommended Table 2,3

as the new structure for adoption for the ADC,

The ncw management which the author envisages for
che ADC comprises the Mansgzing Director as the Chief
Executive, assisted by the Controller of Finance,
Operations and Administration who are .leads of Finace
and Accounts, Operations and Administration Divisions
respectively. Together they constitute the Menagement

Committee.



TABLE 242
RECOMMENDED ORGANISATIONAL STRUCTURE FOR _A.D.C.

69A

THE BOARD

MANAGING DIRECTOR

CONTROLLER OF FINANCE

CONTROLLER OF OPERATIONS

CONTROLLER OF
ADMINISTRATION

| ]

SERVICES MANAGER DEPT. PLANNING MANAGER MANAGER
ACCOUNTS AGRICULTURE WORKS ADMINISTRATION MILL
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QOther recommendations as well as brief discussion

of the roles of menarcment are as follows:

(1) Managing Director

He will be a member of the Board of
Directors and Chief Executive responsible
for the day--to-day operation of the ..DC
and accountable to the Board, He '
interpretes the policies of the Board
and effectively controls its

management staff and ensures effective

delegation of authority and responsibility,

(11) Controller of Overaztions

The writcer proposes the establishment

of the post of the Controller of
Operationsz to head the Operations
Division, The incumbent should also

be a member of the Board of Directors.
He will assist the Managing Diractor

in the control and supervision of all
production and salces activities, and
services connected with these operations.'
In genersl, the Controller of Operations
is directly responcible to the Managing

Director anrl sliould be seen as such.

(111) Controller of Finance

The Controller of [Finace should be an



(iv)
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Executive Director of the Corporation
charged with the responsibility for
raising investuent funds for the
Corporation's financial image. He
controls the ["lnance and Accounts
Division at the Head Office. The

Estate jccountan.. report to him through
the Estate Managers but as much as
possible, the work of the Financial
Controller should be that of co-ordinating
the financial and accounting activities
of th2 Corporation. It is in this
respest that the author recommends

that only a minimum of staff strength

should be maintained at the Headquarters.
secretary
It is recoumended that the Secretary

should be a member of Management and

respondaible to the Chief Executive,

His fimctions should include:+

(a)
(b)

arranging for Board Meestings:
preparing the agenda and minutes of
Board Meetings;

arranging for the payment of fues
and allowances to Board Members

and attending to any other duties
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assigned to hin by the Joard, ond
other duties assisned to him by the
Managing Directoisz;
(d) arranging for the saf: keeping of
company g.:al;
(e) arranging for the preparation of
Annual Report and .sccounts,
Th> author expects that as the “ecretary will work
under the Chief Executive, it will be his duties
{Secrotary) to inform the Head of Devartments of Board
resolutions and directives., The Secretary should not,
however, be entiusted alone with the sole responsiblity

of interpreting and conveying 3oard decisions.

(v) Controller of sduinistration

He i3 responsiblc to the General Manager
and is chargad with the responsibilities
for Administration and personnel matters.
In view of th2 increased reponsibilities
the author cnvisapged for the Estate
Manager, it is recommended that the
recruitment of cstablished staff on
Grade Levels 01 and 06 (junior staff)

should follow the followiny procadure.

{1) ©“states/Project lManagers should
make tiheir aomual budgets

indicating their staff requirements
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whizh should be approved
by the Head Office,

(ii) On approval, lstate/Project Managers
should have & free hand to recruit
without further reference to

the fead olfice.

(11i) The Head Office may, however,
send an obzerver at the
interview to ensure that sound

recrultnent policies are maintained

(vi) Technical Serviccs Department

The Chief Engincer is the Head of the
Technical Jervices Department and reports

to tke Controllar oi Cperations. The incumbent
should Le an Enginecr by profession and should
be familiar with management techniques,
operational olarmning and co-ordination, He
would be raquired to understand the problems
of his eugineers in the field and make
approprizte contsct with plants, machines

and tools suppliers. He will arrange for

the purchase of the equipments based on sound
strategic operation planning which would

allow the Bstate Bngincor to concentrate

on the day-to-day operations in the field,
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(vii) Crop Inspectorate Departuent

The recommendation is that three Crop
Groups Inspectors for this Department; one
in-charge of 0il fdstates, the other for
Cocoa Estutes and the third, Rubber and
Ranch togethie», [They would be Head
Offize 3taif in the Operations Division
reporting directly to the Controller of
Operations, The Crop Croup Inspectors
would direct, supervise and co--ordinate
field operations which are directly under
the different lstate Managers. ~Although
stationed at the llead Office for casy
asseesibility to the Controller of
Opzrations, the Crop Group Inspectors are

functionally istate/Project Supervisors.

(viii) Commercial Devartment

The Chief Commercial Managor would head

the Commercinl Department, [he Department
should come un ler the Controller of Operations
and be responcible for bulk sales of the
Corporation's commedities to the Commodity
Board and others. It has bheen observed

that the Commercial Department is heavily
staffed., In view of the guaranteed markets

which the products of the ADC enjoy and

which the Corporation will continuc to
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(x)

- 25 w
enjoy in the foresceable future, it is
recommended that the staff stféngth cf the
Department should he kept to the barest
minimum without, howaver, jeopardising
efficiency and el ectiveness,

Research and Planning

This Department would continue to operate
as at present but revorting directly to
the Managing Director. It would undertake
comparative studies and exercise in work
study and help in the monitoring of

performance of different projects.

Audit Department (Internal)

It is recommended that the Internal Audit
should be strengthened to give it authority
and independence, and the scope of its
work should be enlarged to cover all arcas
of activities which involve receipts and
payments of money and the acquisition

and dispocal of the Corporation's assets,
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CHAPTER_ILT

THE ADC PROJECTS

It has already been stated in this study that the
Cross River State ADC 1s one of the biggest of the seven
Agro-based Parastatals in the Cross River State in terms
of size and undertakings, The ADC has fifteen Agro
industrial projects comprising six oil palm estates,
three rubber estates, four cocoa estates, one cattle ranech
a number of Palm 0il Mills (POM). With the exception
of POM, these projects are operated as astates in
different parts of the Croses River 3State. They differ
in size, age and viability. alse, with the exception
of the Obudu Cattle Ranch whose manager reports directly
to the General Manager, the plartations or astate
managers report to the General Mansger through thelr
respective Crop Group Managsrs, In this ohapter,
therefore, the author will look at the varlous Estates
of the ADC one by cone with a view to assessing their

performance and offering suggestions aimed at improvament.

3,01 THE OIL PALM ESTATES

3

There are six 011 Palm Estates located in variocus
Local Government Areas in the Cross River State shown

in Table3, 1,
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Estates Acquisition | Plernted] Mature | Immature | Plantable
ha, ha, ha, ha, Reservaes
ha,
Calaro 6,297 {5,068 4,652 416 164
Kwa Falls 2,025 1,872 1,059 813 68
ibiae 54560 12,413 1,324 595 2,300
Boki 4,261 1,736 1,29 L5 2,752
Nsadop 5,411 1,280 1,085 215 2,959
Eko 1,223 14162 1,162 17 =
R - . R e e o |
2L 877 13,554 11,053 2,501 8,743

The biggest nroblem of
been obsolence of existine

modern mills in some of

mills and

cho abgenee of

vliz 011 Palm FPlantations.

theOil Palm ¥statez has

According to the General Manager of the Estate, the Calaro

0il Mill has an average cxtraction rate of 1470 as against

22%,

He told the writer tliat

1f the extraction rate

were 22, then the revenue from palm oil could have heen

H940, 484,07 and not 598,

present low extracting ra

of money.

e
4%,
ti"."

90, adding that with the
the ADC had lost huge sums

On enquiry, the General Manager disclosed that

the manufacturers of the mill had been invited to inspect

the mill and submit an estimate for its complete

) SOURCE ¢

page 3.

Proposals for re-organisation of the ADC, 1930,
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overhaulin;:, addin; tirt the job would scon be

gccomplished.

FIBLD M IJ#%N 1CE & CROP OUTPUT:

e m——

In the course of the author's tour of the Corpora-
tipn Batntog, it was observed that the &ix Cil Paln
Tstntes were inadequately meintained, A zood proportion
of the Estates was left unslashed and thc paths were
poorly maintained. The trees were neither pruned nor

harvested, while the crowns were over rown with ferns,
?

On inquiry, the author was informed that scarcity
of labour was resvonsible for the poor plantation
maintenance and the low crop harvest. It was observed
that scarcity of labour was brou~ht about by irresgular
payment of wames, This had contimously led to the
drift of virile labour from the project to other areas
of gainful employment with the result that set tar jets
had not been met. For example, a close look into the
Calaro dstates production statistics durinz the past
thirteen years, reveals that on the zverage, only 35% of
possible annual yield was harvested, resulting propor-
tinately in about 65% loss. The author also observed
thet in the same Bstote only about 49% of the required
labour force was available for deploymeat in the year
1979/80, This ~loomy picture was not much different
from the other five 0il Palm Estates of the ADC other

years.

In terms of final crop output, the low harvest
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experienced in all estates is further worsened by the
poor condition of proeessing milils, Statistics of
production of palm oil and kernel by the Corporation

during the following years Ffor instance is as follows:

PABLE 3,2
Year Paln 0il Kernel"
1976 /77 7,472 814
1977/78 5,93¢ 575
1978/79 6,04 L46
Annual average 6,484 612

B I e e L T
D LI I = T S S S SR I Y

The General Manager remarked that if all the Corporation's
Estates produced efificiomtly bascd on the present state

of maills, at least 15,474 tonnes of palm oil and 4,421
tonnes of kernel should have been obtained snnua’ly

from the Corporation's 11,053 hectares of maturec
plantations as against the annual averages shown in the
above table, which represents 42° and 13,84 yield of

palm oil and kernel respectively, This is an unsatis-

factory state of affairs, he concluded,

PROCESSING

This study also revealed that none of the Lstates

had a good modern processing mill., The stock mill at

" Sourte: Proposals for Re-orpanisation of the -DC op,
cit, pege 9+ There were no records aveilablc for
other years.
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Calaro and the POM which arc used to process part of
fruits harvested [rom Ibiae, Soki and Nsadop Fstates
are very old and break down often durins the peak harvest
season when they ara more heavily used, There are go
readily available spare parcs ror these mills and the
POM are now obsolete, ©ven the ilural Zctrac ion Kits
(32K) installed at Ibiac, Soki and Nsadon are technolo-
gically inferior to the POMs, They have low oil extraction

rate., They do not process nuts into kernel,

On the whole, thwe state of the mills of the 40OC
constitute a botcrleneck to elfficient harvesting and

processing of fruits from Thc oil palm estates of the ANC,

3,02 POINEER OIL MILLS

On enquiry, the author learnt that the Pioneer
0il Mill (POM) scheme was establishod in 1954 to bring
about marked improvement in the output and quality of
palm o0il and kernel procesnsed, At its inception, the
scheme had 23 Pionecr 0il Mills which were widely
distributed throughout tho Ltate irrespective of the
arca with hizh density oil palms. See Table 3.3
Nevertheless, the scheme had made modest contribution
to the State 0il Palm industry, by reducing the amount
of mannual labour contcnt in the production process,
It was reported that the scheme achieved partial success
in palm o0il and kernel production before its operation

began to decline Just beforc the outbreak of the Nigerian
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Civil VYar.

The first noticeable problem by the author was
the insufficient fruits boupght and delivered at the
miil, This led to the closing dowvm of some of the
milis and the cannibalisation oi zome oi the unvroductive
ones to revamp thos. that nad broken down, iurthermore,
these mill ar.: now ohsoletz, snd arc out of production,
The General Manager told the author that it was therefore
difficult to indent for spares. Tho author was madle
to understand further that parts, fabricated are highly

expensive,

Availabe statistics in the 4DC show that in 1979/20
financial year for inst-nc:, POMs produced and sold
283.455 tonnes of palm oil., In 1977/73, production
was 287.020 tonnes, Out of the 23 Pioneer 0il IMills,
the author understands that only five are run
effectively by the ADC for th= reason th t fruits from
the plantations are proces:ied in thesce mills, "YWith
respect to the other mills, only three make profits at
Mill level. There arce not cnouch fruits to keep the
rest in operation, Accordingly, it is recommended
that ADC should retain only those mills it considers
economical to rmm an'! that all othor mills should be
phased out in accordance wiich author's earlier

recommendations on this subjoct.
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1. Attached to DIstates and are d working: conditions
7« Ugep
2. Mkpani
3. Dansan
4. Okundi
5. Oyubla
2, Fe€lls that make profit at Mill Level
1. #“kpap
2. Ikang
3. Ikot Efanga
3. Unprofitable Mills
1. Mbierebe Akpawat
2. Ukam
3. Ette
4, TIwo LEto
5 Egbe Mbube
6. Katchuan Irruan
7. Ndiya
8. Usung Inyang
G, Odot
10, Ibesit
1. Nto iXklino
12. Ikot /Adakpan
4, Mills Dismantlcd
1. Ekuri
2. Iyerc
3. Nko
Source: Handing over notes, oo, cit, > 1D,




3.03 COCOA ESTATES

-
-~

The Agricultural Development Corporation owns four
Cocoa Estates. The fifth, Boje, was converted and left
to grow Kola on account of unsuitability of the soils
for Cocoa growing. Details of land acquired and

hectar<c e of cocoa planted are shown in the Table below:

TABLE 3.5%
Cocos Plantation Daovelopment”
Land Imma- Plantable
Acquired Planted Mature Ture ~Reserve
ha, ra. ha.  ha. ha,
Ikom Cocoa -
Estate 2039 1735 1703 30 -
Abia/Bendeghe 2610 1410 1410 - 1109
Cross River
Forest 3998 1276 1268 10 2635
Abonita Estate 3000 434 - 434 2462
Boje Estete 1378 32 32 - -
13025 4887 4415 L74 6206

Goooa Estates have identical infrastructural
problems of roads and housing as the 0il Palm Estates.
However, one of the sreatest problems in the Cocoa Istates
is how to curtail cocoz discases to the barest minimum,
The Estate Manager disclosed that in respect of crop

protection against discascs, therce had never heen enough

I

A
il

" Source: Proposals for Re-organisation of the ADC op.
cit. page 16
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funds to pruchase requisite chemicals for spraying
againstblack-pod and capsid., This factor, he said,
more than anything else, was rcsponsible for poor
harvest in all the Estates, For 4413 hectares of
mature field he said, a yield of 1,600 tonnes as against
550 tonnes would have zatsified minimum expectation
from the Cocoa Estates, The Table 3.6 for instance,
illustrates ouvtput of cocoa in the four estates in the
financial years 1977/78 to 1979/80.

TADLE 3.6

PR - o= ——

Financial QUTPUT (TONNES)
Year TOTAL

Main Crop Light Crop

-

-

1977/78 754,37 25,69 840,06
1978/79 436,00 74,03 510,03
1979/80 542,08 80,50 427,66

- -

The Estate Manarer further stated that because of
lack of funds, the Corporation could not give its cocoa
estates the minimum slashing and shade tending that would

bring about high crop yield,

This study revealed that in the 01l Palm istates,
labour supply in cocoa cstates was adverscly

affected by the inabilitv of the Corporation to pay

e

Sourcn: Proposals for Re-organisation of the ADC op.
cit., pezge 17.
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wages regularly, In all, only about 593 of the
reguired labour force was being retained by the Cocoa

Estates,

The author therefore recommends thot in the light
of financial constraints faced by the corporation, further
expansion of the Wstates should he temporarily suspended
to enable adequate rcehabilitotion of the already planted
areas to be carried out., The rchabilitation programme
envisaged here should comprise the provision of
sufvicient chemicaln for sprayving against diseases and
pests and the provision of better processing facilities
in an anticipation of improved yield which would rosult

from proper cultural operations,

3,04 RUBBER ESTATES

There are three Ruﬁber Estateé within the
Agricultural Development Corporation agro-industrial
complex. These cstates are loceted at Nko/Apoi Thami
in Obubra Local Government Arca, DBiakpan in SBiase
District of Akamkpa lLocol Government Area, and Use Ikot
Amama in Tkono Local Govoernment Arcea. Detalls of land
acquired and developuwd as the author saw arce shown in

Table 3.7.

Each Estate is managzed by an Fstate Manager.
Reporting to the istate Manager arn the Assigtant

Managers, Field Supervisors and Overscers in that order,
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TJ.}L.J'; 367
RUBBER PLANTAYTON DEVELORMENT
Lend Plantable
Estates XAcquired Planted Mature Immature ~Reserves
T Tha. Ym.  he. s, Ba.
Nko/Agoi 3915 1693% 1256 4375 1796
Biakpan 2985 1606 213 693 711
Use Ikot
Amama 2268 106 - 106 2151
3768 3405 2171 1234 4658

Two of the Esta.es Nko/igoi Ibami and Biakpan are in
production while Use Ikot .\mama DIstate is young, having

been only planted in 1978,

INFRASTRUCTURE

Like the other two crop plantations, the author
observed that Rubber Estates require pgood, adquate and
well maintained roads, staff quarters, good water supply,
vehicle, power and adequate procesting facilities, For
the Rubber Estates which thce author visited, it was
observed that these frcilites were far from adequate
and a call is made for morc capital investment in the

projects if the production targets must be achieved,

" Source: Proposals for Re-orpganisation of the ADC
op, cit. page 18,
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FIELD MAINTENANCE AND TAPPING

As had been reported carlier with respect to 0il
Palm and Cocoa, Rubber Esta.es require very high
standard of field maintenconce, Ceneral lack of tappers
was reported in the Lstutcs and the scarcity was known
to have been hi-htencd by irre-ularity in pavment of
labour wages  The scareity of labour and maried
absentecism resulted in some field blocks remaining

untapped, and some arcas left unopened,

Apart from the problem of labour, other constraints,
also caused by _ack of funds include tools and equipment
required fo: tapping and processing which could not be
procured, Particularly shocking was the abandonment
of about 300 hectares of Nko plantation which was not
being tapped becausc the Estate could not afford to
buy latex cups usually manufacturcd by Alumaco and sold

at about 15k only.

Fis"CESSING FACILITINS

The Estate Manager hinted that a new rubber sheet
factory was under construction at Nko to process ten
tonnes of ribbed smoked sheets a day., The factory hall
and one smoked housc had been roofed, but because of
lack of funds to complete other ancillary structures
and provide equipment, the factory had not been

commissioned.



For the Crump factory at Biakpan, it is hoped
that when the Tubo Mill now being ordcred, would have
been installed, sufficient fund? would have to be
provided as working capital to ficiliftate repairs and
purchase of spare parts as well as chemical and fuel to

increase crump manufacturing at full plant capacity.

The most serious problem facing the Rubber Estates
was lack of processing facilitics, On the author's
visit to Nko Rubber Estate, 1t was obscrved with
astonishment the colossal waste of latex arising from
lack of a moden. processing factory in the Estate, The
author observed the improvised processing facilities
put up by management in that Estate and it was reckoned
that about two-thirds of latex was left to coagulate
into clumps, The result was that very small revenue
was derived from the operations, It is therefore
proposed that the most important requirement was for
the completion of the Rubber Factory, at Biakpan which
had been very well started and the completion of the
Nko Rubber Shceeting Factory which was also started,
Once these are installed, it is believed that the
Rubber Estates should be completedly self-sufficient
and wild) require no further capital investment except
in respect of the maintenancc of the immature areas
in the three estates, The Estate Manager hinted that
about 1¥420,000,00 would be sufficient to put the two



factories in sound operational conditions and it is
recommended further that this amount should be provided

to brin; about complete development of the two estates,

The author is encouraped to make this recommendation
because of the pres nt hizh demand for rubber in the
world market, and fecls thet our cconomy should benefit
from this trade boom, The author is also encouraged
to make this recommendation becausa the investment has
very high returns and would pay off in a very short

period,

3.05 THE OBUDU CAI'TLE RANCH

The Agricultural Development Corporation Ranch
is located 72 kilometres from Obudu Town on a plateau
1,600 metres abouve sea level, Becausec it is situated
on a high elevation, the lanch has a temperate climate
for most of the year, It occupies an area of about

10,364 hectares and was established in 1951,

The Ranch goals include cross hreeding of selected
exotic cattle with local zehu and the multiplication
and fattening of the hybrid as well as pure Nigerian

breed for slaughter.

The author understood that the exotic breeds and
their off-spring crosses have not thrived very well
because of incidance of a discase of streptothrocosis,

A few South Devon ant ahout 241 of their crosses were
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however still thriving. Jith multiplication and
occasional purchases of ynarlings for fattening, the
stock on the ranch stood at Just over 3,000 heads
made up mainly of zebu brocd, The Ranch also has a

piggery and chicken farm,

Apart from the livesteck enterprise owned and run
by the ADC, there is a Hotel at the Ranch which is
manazed by the Cross Rtiver 5State Hotels and Tourist

Boar-,

The Hotel providocs excellent accommodation for
sixty people. it has a grotto and tennis courts as
well as a ;20lf coursc. There are other facilities for
games such as Table Tennis and horse riding. The Hotel
is set in a picturesque environment of rolling hills
dissected by wooded valleys, thus providing captivation

for tourists,

The Hotel was originally owned by the ADC but
in 1974, the management of the Hnotel was removed
from the Copporation and handed over to the Hotels
and Tourist Board. Since then, all attempts to bring
it back to the Corporation failed, The separation,
the Manager discloscd, wias to bring about specialization
in service and thus enhance cfficiency and profitability.,
Although the author spent a considerable time there, hc
was unable to sce any noticeable benefits of this

separation, However, there were noticeable areas of
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conflict and duplication of services, such as water

supply and electricity,

THE RANCH PROSLZM

One major problem of the Ranch is lack of sufficient
grazing pesture particularly in the dry sczeson. The
-0ils are thin and dry up readily during the dry season,
with the result that grass dries up too. Also because
of limited pasture yleld, the Ranch grazes some of
its stocks in the¢ Republic of Cameroon scction of the

Ranch for which the '‘author understood royalties arc paid.

The next serious problem was the lack of fencing
off of the cliffs from thc table land, This study
revealed that large arcns of the Ranch were still left
unfenced, and consequently cattle slip off into ravines.
The author observed also during his stay at the Ranch
that there was irregsulsr supply of water and electricity.
On enquiry, he (the author) was informed that the pump
to 1lift water from the valleys to the Hotel was weak
and required replacement, About electricity supply,
it was learnt that since there was no stand-by plant,
it was necessary that the plant be shut down occassionally

for cooling.

On the road to thc Ranch, the author noted with
satisfaction, the construction of beautiful bituminous

road going on in the place, However, the Ranch still
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lacks a workshop for recpairs of vehicles, plants and
other equipment, It was also ohserved with disappoint-
ment that the cattle rarc¢h did not have a Veterinary
Clinic., The visit took thc¢ author te the slaughter
house where he noted that there was no refrigerated van
to convey meat from the lianch to the urban centres
where it was sold, The result had been that a large
quantity of meat was held in the cold store and could

£o bad sometimes.

RECOMMENDA TION

In the light of the short-comings stated above,
it 1s recommended that there should be planting of
good and adaptable pasture on the Ranch, This will
bring about marked improvement in the health of cattle
and meat and milk production, Also, it is recommended
that the Amana fattenin; grounds at the foot of the
slopes should be expanded and developed to reduce
dependence for grazing on the Cameroon scction of the

Ranch, This will 21so be a good political decision,

The author supports the fencing off ol the cliffs
and urges that the programme be given priority
consideration by Management, It is further recommended
that the Ranch and the llotel should come under one
management, employing a General Manager of a high
status who will be able to run both the livestock and
the Hotel together with the assistance of suitable



managers under his supervision, The livestock Managcer
should take charge of Lthe Cattle Ranch, Poultwy,

piggery and the Ranch zoo when established. The Hotel
Manager shoull concentrate in catering and the provision

of sporting facilities,

Because of its unliquencss, the Ranch deserves

spcecial attention.

It had been stated carlier that the Ranch comprises
the Hotel and the Livestock enterprise/units and that
it stretches through 10,304 hectares of land, and that
the Hotel for iis existence depends on the produce
of the livestock unit while the livestock unit looks
up to the hotel for its immcdiate market, The
services of the units arc therefore complementary and
should remain inseparable, The author noted that the
Ranch provides the tourist attraction for visitors
tecause of its scenic and beautiful environment and
climate. This tourist attraction enhanced by the
setting of the Ranch should not be disturbed by the
existence of two management organisations - the

Hotel Managemen: and the ILivestock Management (ADC),

Accordingly the follewing arrangement is recommended,
(1) The Ranch should remain as one unit and

managed by one organisation. The

present arrangement whercby the Hotel

units and the Livestock Unit are managed



by independent bodies is unsatisfactory
and unprofitable and should be discontinued,
(ii) The Ranch should sexpand its livestock
activities into piggery, goatery, shcep
rearing and poultry, The writer notes that
some of these activities are already being
carried out in the danch, however in a
small scale, It is accordingly recommended
that full scele commercial operations of
these activities should be undertaken in
order to satisfy the market and also
give the vnit a high scope for larger

earning capacity.

(ii1) It is further recommended that the poor
pasture should be replanted with adaptable

and more nourishing grass,

The scope and expansion programme cnvisaged for
the Ranch call for heavy amount of capital, The author
notes however that the ..\DC cannot, even in the immediate
future fund this size of investment, Therefore, to
raise this much needcd fund, other sources of capital
should he explored, It is considered that the Ranch
should be open to other investors, The author is
conginced that this investment would be speedily brought
about if the Ranch is incorporated into a limited
liability company. Accordingly, to bring about the full

development of the Ranch, the author recommends thot
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the Ranch should be separated from the ADC and

incorporated into a limited liability company without

furthcr delay,

RELATIONSHIP BETVEEN HE (L2:NCH AND ADC

The author recommends that the Ranch in order to
pursue its business with el’fect, under this arrangement
should have a clearly defined relationship with the ADC
or other interested investors, It is cnvisaged that
the Ranch will have Jjoint ownership in which casec it
would cither be a subsidiary (over 53§ shares) or an
associated compuny of the ANC depending on the size

of its (ADC) share holding.

If, however, ADC is not interested in any share
holding of the Ranch, tlien the Ranch will exist

independently of it.
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CIAPTER IV
GeU1  ELWANCIAT, POLICY

The term "Finaneinl Manazement" simply meons the
mane enent of iuandp whetihor in the private or in the
vublic scotur of the ecconony. IDiscuscions un tlis
subject A1l hovever be Liaiccd wo Lhe Urosc River
State ADC,

This study has revealcd that ther¢ is nowviiere in
the Bnabling Bdict establishin: the ADC that a clear
Jsuidin; prineiple for the furulation ond application
of finaneial nolicy of the corvoration has been stated,
FPor cxzample, there is nowhere stated in the Zdict, a
principle that the corporction should balance its
rccurrent bud et over the years. The abscncc of this
suidin: prineiple has been exploited and has led to
the setiled and comfortable attitude thnt us lon; ng ihe
Cross River S8t:te Treasury was available to noke
subventions to the ADC for poyment of salaries nnd wases
taerc was not much to worry sbout. There is therefore,
no senue of urency about tiwe matter. This then revenls

he bnek ‘round to the vajgueness with which the ADC
undertou:l its functions and the will with which 1t wns
endowed in applyin; itoelf to the task of the Corporatione.

In the survey of the existin: systen, the author
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made a8 collection of the avoilable opzrating statements
of accounts of somc of the projucts of the ADC., As
will be seen later, tiiese accounting statements

have uniformly revealsd that nonc of the operations of
the ADC has been making: any profits. Targets have not,
for once, been achieved eiiher in volume or amount of
output, or in the maintenaace of cosis, A detailed
analysis of thosc statements has been undertaken in
Chapter 4,03 with a vicw €0 identifying areas of
failures, in so far as such failures are financial by
nature or implication, aAlthough this study is in the
nature of post-inortem, it has much valuc to the extent
that 1t helps to identify relcecvant financial malaise
within the ADC as an entity, with the purpose of
determining rem>dial actions for similar, present and

subsequent future financial operations of the Corporation.

In this connectlion, this study had discovered one
cost item called 'General Expenses” which has consistently
gengrated most of the unfavourable cost variance in the
financial administration of the ANC. For some purpose,
this cost item could %e ignored in asscssing the operating
results of the Bastates of the ADC., But viewed from
the fact that in responsibility accounting, Managers
are to be h:ld responsible for costs that are
controllable from their ends of the operations, this

study could not ignore. ¥Bis- onc ‘oostiitem,
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The “General rxpenses® which has becen found in the
ADC Estates Accounts similar to the ‘'Headquarters
Administration fccounts* which the author found in the
Poincer 0il Mills /iccounts of the ADC, are cost inputls
that are outside the control of the management of thesc
projects, They are Headnuarters cost apportioncd to
the projects on some vaguc basis. Admitting the !
neced for co~ordineation and control from the Headquarters
in Calabar, and the lossic for projects to earn enough
profits to cover their individual and respective shares
of the costs of their ;eneral adminstration, there
should also he u prérision that the Headquarters cost

burden on the pirojects is objective and equitable,

According to the Financial Controller of the ADC;
the -total production cost of the Piloneer 0il Mills
in the Calabar area for %the period 1969 - 73, for
instance, was over i'125,971,05 whercas the Head Office
overhead apportioncd to them anounted to over ¥40,922,96

or just over 31% of the mil’*s own production cost,

On further inguiry, thc Financial Controller
explained that in tho Obubra/Oszoja Pioneer 0il Mills,
the Head Office cost charpged to the Mills accounts
were about 20% for the first six months of 1975,
adding that the Mills own total production cost was
108,042 for the samc puriod, Statistics for other

years of the period under study were not available,



But from the present situation it is fearca whether

these charges were not oxcessive to the benefits which

the Mills derive from tlic leadquarters in Calabar,

4,02 SQURCZS OF FIN.NCE OF '(H3 ADC

R

The second National Teveloapment Plan for Higerisa
(1970 - 74) states that som: entersprises suffer from
over-capitalization., But e author's findings show,
however, that the reversce is too often the case,
especially with those in the scates, and in this case,
the Cross River State, This study has rovealed that
enterprises in ihe Cross River State are either under-
capitalized from their inception, or arc at too high
an interest-rate, An unfortunate situation such as
this tends to restrict enterprises abilitics from

functioning effectively.

Financial management of a public corporation
represents onc ol the most important aspects of the
responsibility of the Board of Directors., It is the
basic responsibility of the DQoard to sccure survival of
the Corporation by ensuring, a2t all times, that the
Corporation has access Lo adequate capital on the
right terms and conditions to finance the enterprise.
The procurcment of lon; - term funds for igvestment
and the development of available capital are #®11
matters which finagaial policies determined by the

Board should be designed to serve,
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This study has, however, revealed that the ADC
had all along been plagued with scarce funds situtation
over the thirteen yvears of its existence. In his Honding
Over notes, the General Manager of tho Corporation
commen ted that from 1967 - 1973 for instance, the A4DC
depended entircly for 1ts rchabillitation eifort on
funds made available from Cthe 3tate Sub-Treasury, He
complained that most funds made available to the
Corporation were not released by the Trecasury to the
Corporation whep apriculturally nceded. Accordingly,
the quality and quantity of the job done suffered, He
added that in labe 1972 to 1974 for instance, the ADC
was pustained with revonue made throuch the then South
Eastern State Government by the United Nations
Organisation. &nd in 1978 the ADC was badly hit by
lack of funds [o even masintain the three thousand
hectares of immaturce plantings undertaken within the
3rd Plan period, #As a result, a million seedlings and
eight hundred hetareas of developed land for planting
were abandoned at Ibiac estate alone, the General

Manmger of the ADC lomented.

The Cross River State ADC has three principal
sources of funds avallable to it, These are:

38

1. Grant/Lonpg-term soft loans or advances from the

38 The term, soft loan, means a loan that attracts very
low rate of interest,
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State Government. In the present time when commercial
banks and money lending agoncies charge anything from
11% on loans pgiven, it i impossible for the ANC to
borrow at this rate of intorest all of the time to
undertake its activities and still service the loans
given to it. It is recommended, therefore, that the
governmenl should give che corporation loans at a very
low rate of interest, In this way, the corporation

may b able to service the loan and show a little
surplus in its operations. Commercial banks, by their
nature, c¢an only lend on short-term basis and oven
firmacial houscs can hardly lend for 2 period exceeding
ten years, Tor the ADC Lo wmake any contrivution at all,
it must be able to borrow on a long-term basis of

hetween fifteen to twenty years.

2. Short-term loans/overdrafts from financial
Institutions, The relevant instrument scotting up the
ADC has clearly laid down its borrowing powers: viz,
"The corporation may, with the prior approval of the
Commissioner borrow within Nigeria sums of money
required by 1t for meeting any of its obligations

. g
or discharging any of its functions“33

From this zitwly it is known thot the ADC in 1976, for

instance, received short-torm loans from the following
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banks operating in the Cross River State. They
include: The Nigerizn Agricultural and Co--operative
Bank (NACB) which wade a loan of 497,786 available to
the corporation as part of the dank's loan to Ibiae
0il Palm Fstate; Mercantile Uank of Nigeria Limited
which savz the corporation 150,000,000 as loan and
M186,169 as overdraf®; the Stendard Bank of Migerie
Limited which also zavce the corporation the sum of
N73,336.00 as loan and 1,900,118 as overdraft, the
Barclays Bank of Nigeria Liuited which also pgave the
corporation N4D0,271,00 as loan and M804,043 as

overdraft.ao

3 Internally--generated funds from transactions -
sales of produce, moncys carned or arising from any
property or investment uacquired Ly or invested in the
Corporation, In this regard, the AOC in 1980 for
instance, based on the available, small, inefficient
and crude mills/factoriecs ronerated the following
revenue to the corporation. #i73,224,165,00 on palm
produce, i#1,597,145,00 on rubber produce and 946,918,00

1
on cocoa produce~h

This study has shown that the total revenue

internally pgeneratod (frou all sources) produced by

40 Handing over notes, op., cit, page 25,

1 Handing over notes op, T'ig, nage B, ilo records

were available for cother years.,
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ADC in 1980 stood at !'5,04(:,916,00 (which is only 17

of realizable revenue from rubber and palm produce
alone) whereas at 30th “oril, 1979 the total lisbilities
of the ADC stood at 116,677,739,00; a pgreater part of
that amount was liabilitics in respect of bank loans

and overdrafts,

As the 2uthor has stateid in this stuly, the :DC had
been plagued with scarce funds over the ycars of its
existence since 196", he author will however use the
1978/79 financia). yecar to demonstrate the financial

situsation of the ANC as records in respect of other years
were not available,

As at 31st March, 1979 the ADC completed its

ninth ycar of operations. bDuring the yvear Lhe corporation
was obliged to financce most ol its activities from
internally generated rosources and bank overdrafts,
The author understood that the Cross River State
Government provided 1,7 million for the financing of
40% values of letters of credit for Ibiae and Kwa Falls,
The total capital cxpenditute during that yesr stood

t 73,7 million which chows that the Corporation
financed M2 million projccits from funds generated

internally and overdraflts granted by the Commercial banks,

REVENUL PICTURE Q1" Vil ADC ¥OR THE 1978/79 FINANCIAL
: TIFLOV 7D OUl-1T0 O.. Chol

On enquiry the Gencral Manager told the author

that the ADC sct out to generate a total revenue of
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NG,541,987 duringz the period under review but actually
achieved 5,037,313 which represents 77.% of the budget,
The Corporation budygeted to spend 5,985,598 but the
actual expenditure stood at 35,840,040 which is 98%
of the budget. The resuli was that while the income
fell by M1,504,974 the expenditure fell only by '145,588,
showing a deficit of M£03,027. The above analysis was
not the final tradins result of the corporation which
should incorporatc deprcciation and amortization, It
was strictly on analysis of funds generated and
expenditure undcrtaken by the Corporation during the
period, Accounting adjustments of the ADC therefore
were not included, 7The General Manager attributed
the poor performance of the ADC durin: the period
under reviecw, tc the following factors, namely:
(1) Inadeguate funds for capital which

resulted in the use of bank overdrafts

to finance capital expenditure, thus incurring

interest of over M260,500 which in itsegf

is one major contributors to the high

expenditure of the corporation for that year,

(i1) The cocoa as @ crop failed.
(iii) The break-down of Calaro 1111 which

resulted in the loss of ecight wecks of

production., The estimated loss of revenue

as a result of this break-down was

conservatively put at about i¥300,000,
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The author undoerstood tlat but for these factors,

the ADC might have broken coven,

LIQUIDITY POSITION OF ‘i  NC

L

The liquuidity position of the Corporation has
continuously doteriorated, The principal of the threce
factors responsible for 'his had beon the lack of

adequate funds for capital Tinancing,

The study has gshown that for the year ended
31st March, 1979, for inctance, the Corporation invested
13,674,624 in capltal ependiture, Of this amount the
Cross River 3taze Government was able to release
M,700,000 which was paid direcfly to the Central
Bank at Lapgos to cnable them open the Letters of
Credit for the proposed mills at Ibiac and Kwa Falls,
The result was that the Corporation had to rely on
working capital made available by the Union Bank,
A8 soon as these facilitles reached 1limits, the

operations of the Corporation almost came to a standstill,

Another factor which the author was told contributed
to the poor liquidity position of the Corpomation was
the failure of cocoa as a crop, Cocoa generated a
total revenue oi 16349,7.07 of the projected revenue
cf ¥1,370,304, The short-f=ll of 730,467 of the
projected revenue from this crop had a scriocus adverse

efrecct on the finences off the Corporation., The trading
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statistics profits and los: results for the fiscal
year 1977/79 and 1972/79 of the ADC showed the poor
trade performence of the .DC, Records for other
years were no hotter. All along the picture had been
a catalogue of trade losses and feilures, Table 4,1

for instance, dcmonstrates (his fact,

-l
“TARLE 4,1

UNADJUSTED TRADING Abt) PROSIT
AND TO3T RESULT O ol T 1978/79  A977/78

M il
Income from all sources 44964, 491 4,665,357
Deduct direct cost 2,944,528 2,965,320
surplus income hefore charging
direct cost, depreciation and
amortization 2,024,963 1,630,017
Deduct indirect cost bLefore
depreciation ani amortization 2,895,512 2,110,575
Deficit before chaw:ing
depreciation and amortazation (270,549) (439,356)
Add miscellaneous income 67,522 88,946
Deficit for the year (803,027) (341,411)
Deduct depreciation and amort. __519,480 .215,430

The unadjusted loss for the year(1,322,507) (860,q91)&2

- —
e S

e

The corporation's nower to bhorrow and finance
its many projects since government subvention were

irregular and almost none cxistent, was further restricted.

v s —— .

"2
Source: Handing over notus op., city, page 17.
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The corporaticn now has to borrow with the state's
fguarantee and such borrowing is subjeclt to the v &1
Commissioner's approval of thc source, 2mounts, and the

terms of the loan.

The investment capital programmne of the ADC are
part of the government devoelopment plans and thus
form part of the¢ annual buipget speech of the Crosa
diver State Government, [IPorr that reason the
Commissioner's conitrol ovaor the corporation's activities
extends to thal of preventing or restricting any
expenditure preposals which appear to him to be too

big or superfluous,

This study has revealud that the process of
releasing the cums for thic approved expenditure of
programmes for the ADC arce unduly long and quite
inconsistent with the basic concept of finamcial
mismanagement. Vhen such controls give an impression
of govormment watch Jdoz in Tho corporation, their
actions can literally reduce the independence of the

ADC to the vanishing: point,

Again, even wich cthe oil revenues, there is a
limit to the lunds which eny pgovernmeni can make
available to an encterprise, OState grants to public
enterprises depend, smon  other things, upon the
statutery grants of the Fedceral Govermment to the

states and cven at the stoate level these grantis are
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competed for Ly many and prossing needs of the states
and public enterprices have to take their place in the
queve, It i3 the recommendation of che author,
therefore, that the board of the ADC he allowed to
raice leoans and advances in the open market free from
any direct conirels other than those normally applylng
to such transactiors, Monay so raiscd, should be used
for capital budget, thus ensuring ibts investment in
major corporate objectives, The author belioves that
these recommendations will f{oster morce financial
Aiscipline and sclf supoort not only for the ADC but
also in all the public corporations in the state with
less dependonce upon governmont subsidies, Such
subsidies are debilitating, however attractive, they
nay appear to lue enterprises, Given the nccessary
financial support to get started, the ADC should
exercise various oplions to gain figeal strength, bhoth
to carry out its operations as well as to cxnand thenm
or diversify, The author, however, rcalises that
these few recommondacions do not cover all the options,

But the guiding principle is that busincss—like

operations roquire business-—like management, especially
in financial mettors, #Both the pgovernment and the
enterprises themselves have a responsibility te sco
that they prosper and grow in thoe best interest of the

state and the toiling mascos.
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4,03 FINANCE AND APPLICATION OF FUNDS

It is on record that as at 31st March, 1979,
the ADC accummulated a loss of ¥20,5 million, Of this
amount, the loss attributable to the year ended 31st
March, 1979, amounted to 2./ million of which ¥436,528
was due to amortization of levelopment expenscs while
#2 million approximatcly arose from trsding operations,

See tables

From the statistics, it is clear that ADC cannot
generate enough revenuc to pay for its operations,
Meanwhile, its indebtedness stood at 76,623 million

made up as follows:

TABLE 4,27

Source Amount
Creditors - 1309 million
Commercial Banks . 4,554
Staff Salaries, wages
and claims - 04551
Others - 0,209

Total 6,623 million

e . ———
- — .

Examination of the management accounts of the DC

for the periecd endod on 2 th February, 1980, has revealed

that the following venturcs cannot pay for themsclves:

43 Beiwg an excerpt from the memo, Submitted by the
Cross River State Sub-Committeoe to the Governm.nt
on proposal for the recognization of the ADC on
January, 1981,
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(a) Rubber;
(b) Pioncer 0il Mill (FiM).

Statistics show that Lh: 2ctual revenue carncd on

rubber was N393,531 agains: oxpenditure of 155,336,

For the POM, the rcevenuc amounted to 20,067 while its
revenue cxpenditure stood at i"75,478 over the period,

The contribution fro.a cocea and palm produce which on

the face of it scemed profitable was not enough to
support the Head Of{ice overhcad cxpenditure. There were
no records available for other yecars but the author

was told that the situation was anything but

satisfactory.

The whole accounts prescent a gloomy picture of
an organisation whos: =sctuzl montkly trafing results
fall short of targcet by over 504. In other words, less
than 504 of the monthly budiget output or revenue is
actually achieved in the «DC, In precise fisures, it
can be noted that the achizvement in the month of
Februmyey, 1980 for instancc, was 47% of budget revenuc
for the month, and for the period 1st Mopril, 1979 -

29th February, 1980, it was 43,67,

From the facts and statistics shown above, 1t is
obvious that the 40C lacks sufficient funds to finance
even its working cepital rcqulrements, let alone the
overhead expenditure, This means that even in areacs

where more investment of funds would yield profits,
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the ADC is lacking, Thls is a very deplorable situation
because any business that has such ligquidity problems

cannot operate succunsfuily.

The author has already reflected on low level of
capital investment in all ADC projccts, particularly in
Chapter III which dealt with the ADC Projects. The
author has thercforc come to the conclusion that ADC
has two main problems about capitalization, namely:

(a) inadequate Working Capital, and

(b) inadequate Capital Investment.

It is a matter of rogret that inspite of these
persistent problema, the Corporation has not done
anything to reduce its overhead oupeaditure. This is
why the losscs of the Corporation have becn on the

increasc from year to year,

Again, thce study has revealed that the ADC has
not shown cnough evidcnce of pursuing a commercial
approach in the operation of iiLs business. For example,
the Corporation still maintains a hipgh level of staffl
at the Head 0ffice insnite of the fact that it can
hardly generate enougzh output or revenue at the
production centres, o amount of money sunk into the
business would chang: the picture of the ADC unless
the employment of all factors of production matches

with the expected and ~2cltual revenue.,
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CHAPTER V

5,01 THE DIELEMA OF IN3PITUTIONALISED CONTROL AND THE
AUTONOMY” OF "IHE A0

There is a body of opinion which advocates a
maxiﬁum degrec of governmental control over public
. Enterprises, The argument ls that public Enterprises
must be thoroughly controlled in a planned economy
committed to rapid economic development. There is
also the view, especially for the developing countrics,
that since public enterprises in their infancy lack
experience, their functions and activities must,
therefore, be properly guided and controlled by the
State, This is so bcecause such Enterprises are o
organised, financed and controlled in the same way
as other government departments to supplement public

revenue,

" The author notes that the people of Cross River
State have increasingly recognized that public
enterprises in the State are basically economic units
and unless they are run efficiently, the role expected
of them in the economic transformation of the Cross
River 5tate would bring about a disaster to the State

instead.

There is a basic assumption, however, that the

business or commercial aspect of public enterprises
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and the expectation thatl they should be run efficiently
prosupposas the necd feor :iecater 'autopomy' in their
administration. It is geuczrally accepted also that

the success of the private enterprises is lerg:ly
attributed, among other things, to the autonomy they

so enjoy in the wenagement of their affasirs.

The question then arises as to what are the elements
of autonomy of a public enterprisc against which the
performance of the Cross (iiver 3tate ..OC can be
examined to sece to what extent that corporation has

performed in this respcct,

A United Neations pamphlet on public undertakings
includes the following frocedoms in the word “"autonomy
which public undertakings should enjoy to justify their

existence,

(1) freedom from thc annual appropriation
proccss at least for operating expenses;
(1i) freedom to receive and retain operating
revenues;
(iii) freedom to apply operating revenues to
operating expenses;
(iv) freedom from gzeneral government restrictions
particularly in the field of expenditurc;
(v) freedom from normal governmental
appropriation accounting:
(vi) freecdom from normal government audit of

operacion;
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(vii) freedom from central purchasing and
contracting requircments; and
{(viii) otuer related rrecdons like frowdom to
borrow monecy, fruedom to hire and fire,
freedom to pay salaries at the discretion
of the enterprice and frecdom to control

its long; Cerm planning etc.ah

The above stated freedoms, are at the most,
theoretical propositions. The author knows, as a
matter of fact, that in practice, the autonomy grantad
to an enterprise varics from one enterprise to another.
For instence, the Bdict estoblishing the Cross River
State ADC recognizod, though not in unambiguous terms,
two separate spheres: one, of “policy matters" and
another, of “matiers related to the day-to-day
administration" of the Corporation. It is expected
that in normal circumstances, or if larger public
interest does not require otherwise, the jovernment
of the Cross River State, should restrict itself to
the first sphere, whilio lcaving the ADC to look after
the second spherc, It is oxpected also that the ADC
should takc decisions on its own in repard to the

power given to the corporation 2nd should not look

44 5. p, Mathur, Accountability of Public Undertakins
In India, LOK Udoyog, Wew 5&Iﬁi, Tol. LI, 1969,

page 125.
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up to the pgovernment for decisiors on them. The
question as to whether this objective has been achievad

will be examinced in this study,

ASPECTS OF COMUEROL:

However, “complcie auvtonomyY or freedom to take
dzcisions independently in all the natters cannot be
found in the mangement of the ADC beceuse of some
obvious reasons., Firgt, public cnterprises in the
Cross River State wore creaiod with some spoeio-economic
philosophy behind them which they cannot forgcet or
deny; 8second, public money is invested in their
creation and growth: and third, th: motive behind
their creation is 'service'! to the public at large
and lastly, ther are viewed as an instrument of a

larger public policy of the State Government,

The Cross Rver State ADC, however, enjoys
autonomy in respect of matters such as the following,
to take only a fow cxamples:

(1) the creation and filling of vacancies

up to Grade Level 07 in the hierarchy;

(1ii) Taking of financial decisioms not above
N5,000,00 required in the day-to-day
adminstration of the corporation.

(iii) Communicating directly with exccutive
authoritics of the Government or other
states or governments except in matters that

involve financeo,
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This study has revealed that the ADC has not
enjoyed the full autonomy it is supposed to enjoy.
The corporation is virtuslly run 235 an arm of the State
Ministry with bureaucraiic controls therchby interfering
in their operations., In Chapter 5.04 of this study,
attempts have »en made to analyse the various ways
the State Covernment has controllcd the SDC thereby
infringing upon its autonomy. The State Government
has continued to doninate the affairs of the AD. One
explanation found for this situation iz the fact that
the ADC relies heavily on thoe State Government in matters
of personncl, moncy and managzement and these have
affected the corporation's autonomy. There is,
therefore, the incscapable conclusion that the “autonomy*
of the ADC is a farce hecoruse the Corporatbion has not
net any of the eight criteria for sutonemy an recommended

by the U. N. pamphl:t quoted above.

5,02 THE RELATIOHSHIP OF TILi ADC WITH THE CROSS RIVIER
. s . m:

s rLls

This chapter will examince the relationshin of the
ADC with the Cross River State Legislature with a
view to determining to what extent such relstionships
hindre or cnhance the achicvement of the objectives

of the ADC,

The author, notes hewever, that the position in

the Cross River State, and infact, the whole of the
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Federation of Nigceria, are constitutionally the same

vis-a-vis the establishment oi public corporations.

The State Lezislature creates the ADC by its
own statute and scts 1ts aims and obJjectives as well
as its function: and responsibilities, It also has the
power to expand, conirsci, -uash or very the powcrs of

the 4DC by an amendin: piece of legislation,

Apart from the above stated constitutional powers
of the State Legislature, this study nad revealed that
the Cross lliver State Legislature exerciscs enormous
power of contro., accountability and supervision over
not only thoe ADC but also other public enterprises in
the State.

The State Lerislature also examines the working of
all public enterprises in the Cress River State through
its standing comittees of the House, namely, the
Estimates, the Public ‘ccounts and the Public
Enterprises Comnittees. It also receives every year,

a comprehensive appraisal of the working of all public
enterprises in the State as carried out by the Dircctor
of Audit, Besides, all public enterprises are recuired
by Law, to submit to thu State Legislature, their
Anmnual Reports togrether with copies of btheir wdit
reports made by the Director of iudit of the Cross

River State.
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THE LEGISLATURE FPROBLEM

Through this study it has been discovered that
there exists in the statute setting up the ADC, some
legal flaws and omissions., The same also could be
found in other statutes establishing other public

enterprises in the Cross River State.

For instance, the Edict No., 3 of 1969 establishing
the Cross River State ADC does not clearly specify the
functions or objectives of The corporation, nor does it
make it clear the structure and management that are
required for the corporation, This study has discovered
that the inadecuacy of the corporation's statute in
this regard has also contributed to some of the ills
of the ADC, The lack of clearly defined and understood
objectives of a public enterprise is an unfartunate

legislation omission which has to be corrected.

For instance, when onc talks of a corporation
achieving 1ts objectives it must be clear what the
obhjectives are, ‘chicvement of objectives may not
always bc synonymous with profitability. It is a fact
that in a socialist-oriented economy, a corporation
may be achieving its objectives by not making profits,
If such is the ohjective for our public enterprises,
it should be clearly stated, but this is seldom the

case in respect of the Cross River State Agricultural
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Development Corporation (4ADC).

The author Zcels that the framers of the statute
of the ADC did not scem to know exactly what they
wanted the Corporation to do. The ohjcctives as htated
in the Legislation of the Corporation were in bronl
general terms, for cxample, the Enabling Law No, 3 of
1969 establishing the Corvoration states inter allia:
“The ADC is to foster the cconomic development of the
Cross River State by the promotion, establishment,
operation or assistanco of approved agricultural,

industrial and commercial projects,.”

These objectives are rather too broad and vague,
with the result that the ADC can do, and indeed, has
done, anything and everything immaginable “to foster
the economic development of the Cross River 3tate,
These broad objectives should bLe ree-oxamined in the
light of the ills of the ADC and translatcd into
particular and quantitative targets over planning periods,
No organisation can operate successfully unlesas it
has an idea of what it wanus to do, It is no wonder
that public enterprises too often perform poorly,

They arc not surc of what they are to do, nor how
they are to do it, For instance, the ADC 1is trying
to make profits whilc simultancously being given public

service oriented operations to run.
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It is stronglv recommended kere that the vague
and ambiguous objectives ol the legislation of the
ADC should be amended by the State Legislature for
efizctive ana profitablc performance of the corporation.

5.03 THE RELATIONSHIP OF THe ANC UITH THE CROSS RIVER

"'rﬁ..”‘."““ ———a— -
I Vi R R :
B

. .

The Cross iilver Stzle Government (like any of
the States in the Federation does to its public
cnterprises) exercdscs a considerablce measure of control
and supervision over the State-owned AIC, This is so
because public nterprises are the creations of the

government,

But the problem now with the Cross River State
ADC is with resnect to achieving the synthesis between
the required governmental control and the much-needed
autonomy of the ADC as n public sector enterprise.
Though the nced for autonomy is conceded in principle
by the State Government, bulbt in practice, the trend
has been towards greater governmontal involvement,
camtrol and supervision not only of the ADC hut also of
other State-ovmal public enterprises in the State,
Reasons for povernment®s getion in this respect
have been stated in chapter 5,01 of this study. This
chapter will focuss attontion on the patterns of
relationships of the Cross iver State Government and

the ADC, and asses: how these rclationships have
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enhanced or hindered the operations of the corporalion,

Government, whether at the centre or in the State,
is accountable to the veople through the Lepgislaturc
for money spent out of the consolidated fund, This
then explains the reason for Government control,
supervision and involvencnt in the affairs of public

sector enterprises,

This study has shown that the Cross iver
State Govermment exorcises enormous control over the
operations of the otate-ownod ADC through the following
ways, namely: tLhe appointment of Soard of Directors
and top #xecutive at periodical intervals for the
Corporation. 1Tt is reveal.d that no posts carrying
pay above grade level 15 can be created in the ANC
without obtaining Government approval., As presently
structured, the Enabling Law No. 3 of 196Y which
established the ADC has given the State Government

-

a dominant rolc in the affairs of the Corporation,

The 3tate Government appreoves the budget of the
Corporation, fixes prices of goods and scrvices and
gives directions to the Corporation in a number of
fields such as labour rcaltions, and the Board of the
ADC are not allowed to take decisions on certain issues
without the concurrcnce of the Dconomic Adviser %o
the Government and or the ilinistry of Finance

respectively.
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For instancc, Seections 12 (1) and 12 (2) of the
Enablinyg Lavw empovers the Commissioner to zive
binding; general and spocific oporsting diraectives on
metters of public interest,
He also requires information and accountabilityv bv the
Corporation of all its various forms of activities,
Section 12 (3)- he avpeinis Auditors for the

Corporation, Sections 1 anad 21,

The author knows as a matter of facc that the
Commissioner charged with the responsibility for
dgriculture in the Cross iver State is a +Minister
of State’, (a very busy 'ty nost) ani functions
through a vanrt array of Ministry personnel in several
departments. ‘Uhrourn thi: process, the 1DC has
becoma at besi, a denartment of the Ministry of
Agriculture as scen irom the ddiet Mo, 3 of 196., not
withstanding the as« eriion of 3Section 7 that it is a
‘body corporate,: dny misconception in its ohjectivas
or failure in attaining the obijectives of the ADC is
thercefore inferrable from its unique structure. The
purpose of the Ministry of .griculture has traditionally
been the conduct of research in all aspects of
hgriculture, lecading to improvemcn® of crep yields and
dissemination of knovl .dge to farmers, individual,
co-operative or corporatce farmers through the setting
up of nmodel farms, plantations and extension (advisory)

services,
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The ADC should be seen as a commercial entity. It
faces input markets where it huys the scarce resources
it usec to produce its cutputs. On the other side,
1t faces output markets where it sells what it
produces, On both markcli Uypes, goods and servicez are
exchanged on purely voluntary quid pro quo basis and
its survival depends on its success in Che joint tasks

of buying and selling of the factors,

The relationship bobween the ADC and its
controlling Ministry .. the linistry of Agriculture
therefore, shou « derive from a sound understanding of
this two-faced corcept of the Corporation. The
implications are clear, ‘Mereas the Ministry operates
within a polilically-oriented environment and is not
expected to justify its existence economically, the
ADC operates within an cconomically oricented environment
and must justify its existence by makins profits.
Consequently, responsibility for decisions that
impinge on its lunctions as a commercial organiszation
such as the ADC should rest wholly on the Corporation.,
This means that governmental control must not be
exercigsed Iin such a woay as o immobilizc the Corporation

as it is the casc nowv.

Specifically, the operations of the ADC are
commercial agriculture and agro-bascd industrics, The

variables are many and to some critical extent,
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uncontrollable, Inouts like rainfall and sunshine,
though to a large extent frec, love to be had at the
right moments and tekon advantage of or the conseqguences
vould be costly, O%i:er uncontrollable factors apart
from the weather, arce pcsts, outbreaks of discases

and dovmward trends in the world - prices of agricultural
comnidities. Faced wiih such a dynanic cnvironnent,

an organisation necods woll rdefined structures that
would cnable it monitor its environment, makce prompt
decisions to cnsure the attainment of organisational
effectiveness which we know as the ability of an
organisation to mobillze Lts centres of power for
action - production and adaptation, Effective organisa-
tiong are those that produce more and higher quality
outputs: that achicve bhe greartest outputs for the

least input, cvidenced by adapting more effoctively

to environmental and intornal problems than do other

similar organisations,

8 8 direct result of the links the DC has with
the State HMinistry of ‘griculture, the resources
available to the Corporation arc consequently stereo-
tyoed to those available to the controlling Mininstry,
Thus, staff recruitment of key personncl from grade
level 07 upwards, is done throuch the State Civil
Service Commnissiorn: purchases of bulk supplies and
for equipment and iacilitles of substantial sums

are made through the State's Tenders Boards, the Ministry
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of Finance approves the budgeis and releases funds

to the Cormoration through the routinised procedure of
the Financial Instruction popularly knowvn 2s the F.I,
These procedures of resource procruchent are not
suitable for -~ commercially oriented organisation

like the +~0C., Im the 1i'ht of Chis relationship
betwecen the :9C and the Government, it is alrdeady
bazcoming evident why the Corporation has found itself

in its presont deplorable stance.

Furthermore, Uhin study discovered that the Cross
River State Uovermment is overbearing on the
Management of the state-owned ADC. A situation such
as this, does not give the manzgement of the ADC, a
free hand in tho operations of the Corporation so as

to achicve the Corporation's objectives,

For inctance, the 4DC had a persistent shortage
of qualified manapgenent stalf and it is obvious that
the conditions of scrvice, wvork routines and rate of
remuneration in the corporation are not diflcrent from
those obtained in tie Civil Service. The slow
processes of recruitient by Tthe Civil Service
Commission which also recruits staff for the ADC is a
hindranrce to the rcalization of the Corporation's
objectives, Thus the suthor was told when qualified
staff were scouted out, thic corporation failed to

obtain their services hocause by the time the
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recruitment procedures could go through the Civil
Service Commission pipeline, the prospects had sccured

alternative jobs elsewhere,

Again, funds from the State Government are
channelled to the corporation through the Ministry of
Finance, The Ministry of Finance, however, functions
through a system of Appropriations and Warrants.,
Appropriations made for specific Heads of expenditure
are approved for use in late April each year for the
succeeding fiscal year, These funds arc not made
available until a warrant is issued authorizing their
release, iin early relcase comes out about late May,
Such relcases are made by the Ministry of Finance
based on considerations of priority determined by
government cconomic or political policies, The ..DC,
like other beneficiaries ol government funds, competes
on no easily identifiable terms for these scarce funds,
In the meantime, the agricultural calendar, determined
and fixed by mother nature, runs on regardless of the
issue of a warrant or an Authorization to Incur

Expenditursz,

These bureaucratic procedures are suitable for
the type of non-market activities of the civil and/or
social services, but are ruinous when super-imposed

on a commercial enterprise such as the ADC,
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The study has therefore revcaled that the degree
of control which the civil service has on the operations

of the Corporation is total,

The conclusion from this position is that, if the
Corporation's operations have been inefficient, and
inefficient organisations arc poorly managed entities,
the relationshin of authority and control of the civil
service with the Agricultural Development Corporation
is the primary caucsce of the latter's failures, It 1is
therefore a paradox of thce Corvoration's existence,
that while the sovernment imposed on it all the
control characteristics of a bureau, it at the same
time, expects from it, the results of a commercial
organisation, @ kind of approbation and reprobation
in one breath. This confirms the author's earlier
diagnosis of the YDC as being conceived only as a
department within the Ministry of Agriculture and
the philosophy of its sponsor, the government, has
not changed from vhat it was when the Corporation
was constituted initfially to absorb ex-servicemen
under the former Commonwealth Development Corporation

(coe).

The author reccognises, however, that government
is the owner of the /DC and must maintain a lively
interest and eventual control over the organisation

and like industries in the private sector, the 4DC has
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to come under the Lroad and gencral regilations of

the economy by the zovernment, The immediate
reclationsliip hetweern the Governmont and the aDC

must, however, be eclearly defin=2d so as to remove douvts
and prevent andesirable incursions of the past caused

by the imprecise clauses in the Enabling Law and other

Ministry dircctives.

The author feclas thai rovermment dutices should be
restricted to the hending down of broad policy
directives which should be limited to such arcas as:

(i) Appoiatment of ‘oard Members:

(i1) Approval of 2 pointuent of top management:

(1ii) approval of production schemes?

(iv) Approval and underwriting of loans;

(v) «pproval of capitel structure:

(vi) 4pproval of ADC expansion programmes:

(vii) Deliberation in the State Lesislature; and

(viii) .Judited “nnual iccounis of the Corporation,

fccordingly, the author re-cmphasizes the [act
that Government should convert the 1)C into a Limited

Liability Company with an Sxccutive DBoard.

By this rccommendation the LUC will be freed from
stifling governmenial procasses and procedures which
hinder its efficiency and cost-consciousness, The
ADC, we have pointed out on many instances in this

study, should be run 23 a2 comnmercial entity with high
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profit motive rather than 2. a public utility that it
appears to be ac the momert, fic fect thal the carning
of profits was not an immediate reoquirement has led

to the concealment of wastie, inefficloncy and

unccononmic operation by €' corporation to the detriment

of tho State.

The author feels thut lie will be failing in his
duties it ne fail: to reloect on he mood of the nation
which is one oi discnchantments with public Corporations
in preference foi* private or public Limited Liability
Jompanies, 'This disenchantinent has becen brought about
by the failure of public corporations to live up to
expectations and the objectives for which they were
set up., Tho auvthor realiscz however that mere
incorporation of a publiec enterprise into a limited
liability company docs not automatically bring about
efficiency and profitability, Public limited liability
companices must demostrate sustained probity and good

managenent to ba successful,

Thiz mood of ithe nation was amply reflected by
the President of this country, lhaji Shehu Shagari, in
his speech at the Calare Oil Palus Estate on Saturday,

May 3, 1980, Relevant porilons of the spudch read:

In order to facilitote r'odural Government
participation in sweral of such estates,

governmnent is considering the desirability
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of esteblishing a Federal 0il Palm Company,
a holding company which can invest in 0fl

Palm Tstates throughout Nigeris,

I would urse Stote Governments to establish
limited 1iability companies rather than
Corporations so tinat they can borrow from
Commercial Institutions and pget technical
partners to particivate in these ventures,
Experience has shown that such profitable
ventures do not perform well under public
boards ar«d corporations, To save such
ventures from therir present predicanerrt,
I would advise State Governments to
incorpors te such ventures and ensure their

efficient mana;ement,

Unless this approach iz adopted, iFederal

or State Covernments grants to suchx Soards
and Corporations will not help them to

brecak even or make vrofit, My comments

here arc relevant to the constraints

mentioned by the management of the Cross

River State Apricullural Development
Corporation (1NC) as they affect the 0il

Palm Plantations, Cocoa and Rubber BGgtates and

: | f= 4= 45
thwe Obudu Catlile Nanch,

45 Part of a response to a welcome address presented
to the President, Alhaji shehu Shagari during his
officiel vist to the Calero 0il Palm Estate on
Saturday, May, 3rd 1380,
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Earlier in this 2tudy, the anthor had recommended
that the ADC shonld be eonverted into a public limited
liability company. The au hor now proposes that the
company should be called .gricultural Devclopment
Company Limited., Under this arrangement, Lhe ADC as
a limited 1liobility company, should manage the existing
potentially viable cstates and in future, as it becomes

necessary, further devclop and acquire more estates,

¥ith respect to the unviable projects particularly
tre ploneer 0il Mills (I0ls) the author recommends that
they should be phased out in their present form, by
consolidating lor the time being, the few paris drawn
from unscrviceable units, It is believed that the
scheme as a policy, deserves reconcideration, and in
the light of continiid government sponsorship of
small-holder Qil Palm ‘“cheme, the POM scheme should
be remodellcd as partnership investment undertaking
between szay, the State and Local Governments, and 01l
Palm Group Ovmers 5“ssociations, Tihe Ministrics of
Aericulture and latural flesourccs and Rural Development
and Co-operatives should initiate action in this
direction so as to bring about the much desired integrated

rural development,

Notwithstanding the recommendation that the Ranch
should be constituted into a scparate company, the

write does not consilder that the rest of the ADC
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should be ®roken immediately inte many subsidiarv or
associated companies run either as Crop Group
Companies or as Ustate Conpanies., The break up will,
in his opinion, incr-ease cosis an'! overhcads without
corresponding incicase in revenue, It would also
lead to the unnecessary estadlishment of many separate
companies with the attendant concomitant mangcinent

problems,

The author had ecarliocr recommened that the
estates or projects should be regarded as cost centres
in which case they should be seen to run their day-to-
day managenment, However, under the general policy
direction of the Companv, the existence of Crop
Group Inspeclors in the organisation should not be
taken as the inwuroductinn and the running of Group
Companies, The Inspectorate exists to ensure compliance
and standards and shoul:d diasppear immediately the

estates develop into ilstat: Companies.

It is the author's further recoumendation that
whiere the Government provoses that the .OC or the
proposced Company should undertake social or nublic service
function, the undercharge should be mct entirely from
the Government Treasury as a subvention, This arrange-
ment will not deprive the 'DC or the proposed company
of its revenue nor will it deprive the public of the

benefits of social service,
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CHAPTRR VI

COKCILUSION

6.01 SUMMIRY OF FINDINGS & RECONMEND/ATIONS:

In this Chapter, the ~uthor will only /ive a
brief summry of the findin~s and recommendations

as contatained in Chapters I - V of this study.

1. APPRATS.L OF THZ GOVBRNING BOARD OF THE ADC:
(i) New orsanisation - The bLusiness of the

ADC is essentially commercial in nature
and should therefore be organised outside
sovernment control, It is recommended
that the ADC undertalings should be run
strictly on commercinl lines as a Limited
Liability Company and that the name of
the Corporation shouwld be chansed to
Apricultural Development Comany Linmited.
(ii) The Company should have an Executive
Board with the followins composition :-

() Chairman (Part-time);
(b) Managins Director and
Bxecutive (Full-time);

(e) Controller of Fir:nce (Full-time);
(d) Controller of Operations (Full-time);
(e) Three Others (Fart-time);

If it is desirable to combine the offices of Chairman

and Chief Executive, this may be done, In between
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Board meetings, the workins members should constitute
a working committec to deal with urgent 1ssues,
(11i) Meribers of the Board should be drawn from a
wide and related field such as:

(a) Finance;

(b) law;

(c) Business;

(d) Trade Unionism:

(e) Agriculture;

(f) CEminent citizens:

(g) Users of ADC products.

(1iv) The relationship of the Government to the
ADC should be similar to that of a
sharcholder to a business enterprise and
be restricted to the handing down of broad
policy directives in the following areas:
(a) appointment of Béard members;

(b) approval of Production Schemes;

(c) debate of the annual accounts in the
Leglislature;

(d) requisition for special services which,
in the opinion of the Government should
be provided;

(e) harmonization of plans to fit into
those of other Gtate-owned onterprises;

(£) approval and underwriting of loans:
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(g) approval of appointment of auditors and

officers in top Management,

(v) It is also recommended that where the
Corporation undertakes uneconomic scrvices
at the instance of the Uovernment, the

Government should pay the underchare.

(vi) The ADC has not lost the Civil Service
mentality as the relationship of the
Government %0 it has tended to be on lines
similar %0 those between the Government and
the Civil Service Department., This and the
invasion of the Board by politicians

should not be allowed in future,

(vii) Board members should be carefully selected,
They must be non-partisan and be endowed
with talent, high integrity and
unimpeachable public and private life.,

The terms of office should be for 3 or 4 years, at a
time and re-appointment should only be based on

contributions to the success of the undertaking.,

The Secretary of the ADC should be brought under
the Chief Executive, and should continue to serve the

Board,

His duties should include:
(a) arranging for Board Mectings;
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(b) preparing the agenda and writin~ of nirutes
of Noar:! neetings;

(¢) ar-~anging for the payment of fees and
allowances to Doard members and attending
to matters affecting Iicar! members:

(d) any other duties assigned to him by the
Board; and

(e) any other duties assigned to him by the

Managing Direcctor,

(viii) The Internal Audit Department should be
strenthened to give it authority and

independence and the scope of its activities,

enlarsed,

2. THE ADC PROJZCTS:

All indices show a picture of progressively
worsening development of the ADC projects, Activities
have slowed down but costs and overheads have risen,
Trading results are poor and the Corporation is unable
to service its loans or honour its financial
obligations, A number of factors may have contributed
to this and it is recommended that a moratorium of all
further devclopment or expansion of the ADC projects

should be observed for at least 2 years,

The author recommends that during the moratorium,

a re-appraisal of the capital structure and the



- 137 -

viability of the projects should be 'mdertaken., Also
in the mean time, the Htate Government should write

off all loass~s incurred by the Corpvoration.

It 13 the author!s view ithat official interference
could do much harm to an enterprise, be it private or
public., In the casc of the LDC it is noted that
contrel and interference have often emerged from
different official bodles., In this respect, the
author particularly mentions the financial controls
exerted by the Ministry of finance by not releasing
all approved monies to the ADC for investments in
time., MNo business of a defined size can successfully
operate with financial resources which are below
investible minimum, Mereover, business is
risk-conscious and timing is a very important
clement in risk~taking, The capital funds approved by
the State Government to be released to the ADC by the
Ministry of Finance are venturc-capital which must be
utilized at a time when it is most needed. The timing
1s even more relevant to the ANC than most other
enterprises in the sense that its operations are
highly seasonal. Furthermore, the author ohscrves
with sueprise that loans made to the ADC by Government
on specific terms were recovercd enhloc without regard
to repayment terms and conditions stipuloted in the

Lloan agreements.
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Apart from the above handicaps on the 4DC
Management, the author has also identified the
following administrative problems of the

corporation., These include:

(1) Incompetent management Doards;
(11) Defective organisational structure;
(111) Over-staffing st Head Office;
(iv) Inadequate decentralisation and control;

(v) Personality conflicts at the top.

2 . __'I:HE OB{IDU CA'{“F.L:[":‘ ‘.;3:"‘.{..}:.}{ :

Because of 1ts uniqueness, the Obudu Cattle

Ranch deserves special attention,

The author had in Chapter III, touched on the
Ranch; its size, nature of activities and managcment,
It was said that the Ranch comprised the Hotel and
the Livestock enterprises or units and that it
stretched through 10,364 hectares of land, It was
also said that the Hotel for its existence depends on
the product of the livestock unit while the
livestock unit looks up to the hotel for its immediate
market, The services of the two units are therefore,
complementary and it is the author's recommendation
that they should remain inseparable, It is further
sald that the Ranch provides the tourist attraction

for visitors because of its scenic and beautiful
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environment and climate, Thii tourist attraction

enhanced by the settins of the Ranch chould not be

disturbed by the existence of two management

organisations « the Hotel Management and the

Livestock Managemcnt.,

Accordingly, it is recommended thet

(1)

(11)

(1i1)

The Ranch should remain as one unit and
managed by one organisation. The present
arrangement wherecby the Hotel unit and the
Livestock unit are menaged by independent
bodies 1s unsatisfactery and unprofitable
and should, thecrefore, be discontinucd,

The Rinch should expend its livestock
activities into pipggery, goatery, sheep
rearing and poultry., The author also notes
that some of these activities are already
being carried out in the Ranch, however, in
a small scale, Accordingly, it is
recommended that full-scale commercial
operations of these activities should be
undertaken in order to satisfy the market
and also give the unit a high scope for
larger earning capacity.

It 1s also reccmmended that the poor pasture
should be replanted with adaptable and more

nourishing grass,
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The 3cope and expansionlﬁrogramme the author
envisages for the Ranch call fer heavy amount of
capital, It is noted however, that the ADC éannot,
even in the immediate future, fund this size of
investment. Therefore, to raise this much needed
fund, it 1s recommended that other sources of
capital should be explored. An; the author
considers that the Hanch should be open to other
investors. The author is convinced that this
investment would be speedily brought about if the
Ranch 1s incorporated into a Limited Liability

Company.

According’'y, to bring about the full development
of the Ranch, it is recommended that the Ranch should
be separated from the ADC and incorporatod Iinto a

Limited Liability Company without further delay.

RELATIONSHIP BLTWEEN THE RANCH AND THE ADCs

It is rccommended that the Ranch, in order to pursue
its business with elfect, under this arrangement,
should have @ clearly defined relatlionship with the
ADC or other interested investors. The author
envisages that the Ranch will have joint ownership in
which case 1t would elther be a subsidiary

(over 50% shares) or an associated company of the ADC

depending on the size of its {ADC) share holding,



But if however, the ADC is not interested in any
share holding of the Ranch, ther the Ranch will
exist independently of 1t,

PIONEER OIL MILLS (POM):
It 1s recommended that the ADC should retain only

those Pioneer 0il iMills it considers ecconomical to

ruyg and that all other mills should be phased out,

CROP. GROUF, MANAGENENT

During his fact findings, the author also looked
Iinto the desirability of giving greater autonomy to
the crop/group managers, With respect to the Crop
Managers, the author maintains that the Estate
Manager should have greater autonomy to run the day
to day affairs of the Estate., The Crop Managers
should prepare their budgets, present them
personally at the Management Commlittee and
thereafter, disburse the funds that have been
provided without further refercnce to the Head

Office in Calabar,

The Inspectorate Department and the Audit
Department would however, ensure that funds available
to the Managers have been properly disbursed in

accordance with a drawn up programme.
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With respect to the crop/group managers, it is
recomnended that they should not have greater
autonomy in the group of crops they maintain
surveillance/supervision over than they now exercise,
The crop/group managers should be seen only as an
inspectorate functionary of the Head Office

in Calabar.

One of the author's reasons for recommending
that the 4aDC should he broken up is the large
number of proj:cts inefficien€ly run by onc
management. Again, the conminications problems and
the wide geographical dispersion of the projects
make effeetive management difficult. Therefore, to
group a number of crops/projects together under a
crop/group manager is again breaking up of the ADC,
In urging that the idea of preater autonomy for
crop/group managers should be discouraged, the
author 1is satisfied with the good results which have
been produccd where cestates are managed as single
projects/estates companies and not as crop groups.
Evidence abounds in the success stories, for
instance, of the Oban Rubber istate, Cross River
Estates and Agip Fku which were run as Estates
Frojects or Management. hat 1is required of the
present estates 1s development into optimum cconomic
units so that they can become autonomous Estates

Companics,
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OLHER PROJECTS
As had already becen pointed out in Chaptar V
the author urges that Government should note the
current mood of the nation which was amply reflected
by the President of this Country Alhaji Shehu
Shagari in his speech at Calaro O0il Palm Lstate on
May 3, 1980, about the disenchantment of Nigerians
with Public Corporations in preference for private or
Public Limited Liability Cempanies, In recognition
of this mood, and in keeping with our desire teo sec
public enterprises show good results, The author
recommends further that where there is a proven
interest for cutside investment by way of equity or
debenture stock, such #state or plantation should

immediately he converted into an Ustate Company.

The author's recommendations have the effect of
bringing about greater cofficiency in the ADC. The

propesals, the author believes, will bring about;

(1) restructuring of the organisation of the
ADC and better delegation of powers:
(ii) improved management and controi;
(i11) Jjoint ventureship and capital restructuring
and |

(iv) good accountability and cost-conseiousness,

The author wishes, however, to mention here that it

is not easy to quantify these benefits but the
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over-all effcoct ia to improve cfficlency and

produckivity in the Corporation, particularly in

the following areas:

(a)

(b)

(c)

(d)

(e)

rehabilitation of existing plantings in all
the Estates of the ADC;

installation of new mill and the
improvement of the CalaroMill;

installation of procegssing facllities at
the Nko and Bizkpan Lstates respectively;
provision of chemicals for the cocoa
Fistates, and | o

Improvement on the facilities at the Ranch

and POM.

A gerious cost implication of re-organisation

proposals which also received the author's attention

is the cost of retirement of old and unproductive

workers of the ADC, [he author was told during his

engquiry that although there arc & large number of

staff due to retire on grounds of old age,

redundancy and unproductivity, the ADC is unable to

bear the charge, Accordingly, it is recommended that

the Corporation should provide funds to make the

retirement possible and thus create room for greater

efficiency and ceventual savings.

It is further recommended that the ADC should
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operate commercially with 2 profit motive. The
author urges that each project should operate a3 a
cost centre and that it should not be burdened with
the inefficiencies of othors, including ilead Office
large overheads. All the Corporation's projects
should be re-appraised and those unlikely to make
profit, even after the investments en.isaged in say,
the next three ycars, should be abandoned and the

inveatments written off.

In order to shape up the ADC for commercisal

opertions it 1s further recommended as follows:

(i} that Government should write off the
Corporationts accumalated losses which
now stand at over 24 million in order to
make its books attractive for external
borrowing and Jjoint veatureshlp;

(ii) that Govermment should asgsist the
Corporation to reduce its overhead by
re-deploying redundant staff and retiring
old and unproductive ones;

(iii} that Government should provide funds as
well as puarantee loans for existing and
petentially viable projects in order to
make them productive, and able to service

all outstanding loans, The new Mill Tor
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Ibiae and Kwa Falls should be scheduled
for Calaro;

. (iv) that the ADC should be incorporated into
a Limited ILiability Company.
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