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KADAGASCAR AGRICULTURAL PARASTATAL ENTERPRISES:
 

DIVESTITURE PLANNING AND MONITORING SYSTEM REVIEW
 

PHASE I REPORT
 

Background and Terms of Reference
 

1. 
 Action on the parastacal enterprises of Madagascar under the general
 
provisions of Coopers & Lybrand's Indefinite Quantity Contract with USAID
 
derives from the Agricultural Institutions II Project of the World Bank
 
currently underway in Madagascar. USAID has agreed to fund the part of
 
this project which refers 
to specific action on the divestiture of state
 
involvement in those agricultural parastatals which come under the 
tutelage
 
of the two 
relevant ministries in Madagascar, MPARA and MPAEF.
 

2. 
 In late August 1986, Coopers & Lybrand undertook an initial mission
 
to Madagascar to define the scope of work and to 
reach preliminary
 
agreement with the Government of Madagascar on the aims and objectives of
 
this project. As 
a result of that mission report, USAID and the Government
 
of Madagascar held detailed discussions on 
the content of the project, and
 
agreed on Terms of Reference dated 13 December l9C6 and entitled "USAID
 
MfARS Project: Component for Parastatal Studies and Monitoring". This
 
document was 
the basis for the definition of the work programme carried out
 
by Coopers & Lybrand and specified the following components of work to be
 
carried out 
in the first phase of studies:
 

A Studies Related 
to the Establishment of 
an Enterrise Monitoring Unit
 

(1) 	Data collection on 
the enterprises under the administrative
 
supervision of the 
two ministries to 
include quality and quantity of
 
financial data and reporting procedures, and constraints within the
 
enterprises which affect their reporting capability. 
Also, the needs
 
of the ministries 
to assemble and analyse financial reports will be
 

assessed.
 

(2) 	Description of proposed monitoring systems, and steps required to
 
establish them. 
 This would include identification of constraints,
 

including equipment required.
 

'22 
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B Studies and Action Plans Related to Divestiture
 

(1) 
Collection of information on the agricultural parastatals and their
 
preliminary classification, such as by function, type of ownership,
 
type of management, financial position, and other aspects of interest
 

to the ministries.
 

(2) 	Preliminary categorisation of the enterprises according to possible
 

recommended action fcr example:
 

(a) enterprises that should operate on a commercial basis and
 
could do so, partially or completely, within the private
 

sector; and
 

(b) functions 
that could be realigned or consolidated but would
 
remain in government control. 
Other categories would be
 

included as necessary.
 

(3) 	Identification of priority parastatals for in-depth study, including
 
the development of criteria for selection of potential candidates for
 
either complete or partial divestiture, and selection of about five
 
parastatals for further study.
 

(4) 	Diagnostic studies of the selected parastatals. These would be
 
"corporate business plans" comprising financial and market analysis;
 
structure and ownership; management capacity and personnel;
 
enterprise objectives; 
and assessment of legal administrative,
 
technical, organisational, marketing and other issues to be resolved.
 

3. These tasks, as 
defined in the 18 December 1986 document, represented
 
the terms of reference for the study, and have been agreed between USAID
 
and the Government of Madagascar.
 

4. Following the agreement on these terms of reference, two further
 
preparatory missions were made to Madagascar by Coopers & Lybrand. 
 The
 
first, in January 1987, had as 
its objective the preparation of a detailed
 
work plan, the identification and selection of counterpart firms to assist
 
in the research, the preparation of a draft budget for the Phase I work
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programme, and the planning of the logistic aspects of the work. 
The
 
second mission, in late February 1987, had the objectives of:

(a) 	finalising the subcontracting arrangements between Coopers & Lybrand,
 
the local counterpart firms and the Government of Madagascar;
 

(b) 	agreeing on the details of the logistical support to be provided by
 

the counterpart firms to Coopers & Lybrand;
 
(c) 	liaising with the 
two ministries and the Directorate General of the
 

Plan on the methodology to be adopted, and in particular defining key
 
terms svch as divestiture and privatisation;
 

(d) 	designing a preliminary work programme for the counterpart firms to
 
carry out prior to the arrival in Madagascar of the main Coopers &
 

Lybrand team; and
 
(c) 	briefing the REDSO office in Nairobi, Kenya on progress made.
 

5. These tasks were completed and the work programme in Phase I was
 
carried out from April to June 1987. 
 This document sets out the full
 
details of the results of Coopers & Lybrand's study.
 

Study; Organisation
 

6. The project was 
carried out under the overall direction of Mr James B
 
Haybyrne, a Director in Coopers & Lybrand USA. 
Mr Graham Todd from C&L
 
U.K. 	was 
the team leader responsible for all work conducted in Madagascar.
 
Appendix K gives full details of the study team and its organisation.
 

7. Coopers & Lybrand had overall responsibility for the execution of the
 
project, and collaborated with two Madagascan bureaux, RINDRA and the
 
Cabinet RAIHAHOLIMIHASO. In addition, we were pleased to be able to
 
integrate into our study team four members of staff of the 
two ministries
 
most concerned - MPARA and MPAEF.
 

8. We 
are pleased to be able to report the complete integration of all
 
team members into the study programme, and that the work programme as a
 
result was greatly assisted by the presence of a majority of Madagascan
 
consultants within the team.
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The Results of the Study
 

9. The first phase of this project - the Terms of Reference for which 
are reproduced in Appendix A - was a planning stage which had as 
its two
 
main objectives:
 

the selection of a small number of enterprises which could
 
most immediately benefit from the divestiture of the State's
 

interests, and
 

the design of improved systems of monitoring by the State of
 
the enterprises under the tutelage of the 
two ministries of
 
agriculture - MPAPA and MPAEF.
 

10. 
 The general layout of this report follows the format of presenting a
 
summary document - the present volume  which gives the essential features
 
of the work and summarises the recommendations, supported by a series of
 
technical appendices whi.ch give the detailed workings of the study and
 
provide sufficient information to permit the 
logic of the recommendations
 

to be followed.
 

11. In particular, we wish to emphasise 
two features of -uhis
 

presentation:
 

we have attempted to provide a database, for reference
 

purposes, to the Government of Madagascar, on the parastatal
 
enterprises covered in the study 
- these are contained in
 

Volume Ii and III of this report;
 

according to the wishes of the Directorate-General of the
 
Plan, we have reproduced in full the texts of a number of
 
background studies carried out in Phase I.
 

12. The remainder of this summary report is set out under the following
 

main headings:
 

Divestiture and Economic Efficiency
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15. 
 The various ways toward economic efficiency must include addressing
 
key strategic issues within an economy, seeking to promote and develop
 
domestic activities which reflect national comparative advantage, and which
 
can 
therefore compete on world markets, (regardless of whether sales 
are
 
targeted domestically or internationally). 
 It is therefore necessary to
 
develop activities which can be responsive to changes 
in the demands of the
 
market. 
 Part of the process by which these market-oriented objectives are
 
achieved in the parastatal sector is typically to seek 
to ensure that
 
management within parastatal enterprises is able to 
take the decisions
 
necessary to 
reflect changes in the market. 
 This necessarily means that
 
the enterprises itself has 
input and output prices which reflect market
 
conditions, not solely government directives.
 

16. There is no 
a priori reason why the attainment of these objectives
 
should be incompatible with public ownership. 
 Indeed, there are examples
 
around the world of efficient state-owned enterprises which meet these key
 
conditions of market responsiveness and autonomy of management. 
 However,
 
in some cases, 
it may be necessary to encourage private-sector
 
participation as 
a precondition to 
satisfying these objectives. This may
 

be because:
 

- specific technical expertise is required which is only available in 

the private sector;
 

- marketing skills or facilities may be required, 
which again can only
 
be provided by the private sector;
 

- an injection of new capital may be 
required which can best be
 
provided by private sector interests, in order to:
 

(a) avoid unnecessary commitment of public resources, and
 
therefore make such 
resources available for needs more
 
properly addressed by the State, (especially relevant where
 
limited public funds imply high opportunity costs of financing
 
decisions);
 



(b) 	 provide the necessary performance-related incentive to the
 
private sector organisation to ensure 
that best commercial
 

advantage is maintained.
 

17. 	 It is possible to summarise 
the process of reforming parastatal
 
enterprises, with a view to achieving maximum performance improvements, as
 
consisting of three elements:
 

MARKET FORCES
 
- firstly, it is necessary to ensure that enterprises are made
 

responsive to the realities of the markets in which they operate;
 

MANAGEMENT
 
- second, question of management efficiency and autonomy have 
to be
 

addressed to permit management teams 
to make the market-related
 

adjustments as flexibly as possible;
 

OLNERSHI P
 
- third, in some cases, 
inviting direct private sector ownership in
 

public enterprises is necessary in order to permit the achievement of
 
the first two features.
 

With respect to the above the chart on the following page describes the
 
relationship among market forces, management and ownership of an
 
enterprise. In our view, as 
the chart indicates, there are 
a range of
 
divestiture options which the government of Madagascar may pursue in
 
relation to improving the performance of each enterprise. In terms of
 
importance we believe that moving enterprises toward a market orientation
 
is the most significant aspect. 
'While divesting of ownership is, in some
 
instances, a key determinant of economic efficiency it is not in all cases.
 
In fact divesting of ownership is usually the most difficult to pursue in
 
political terms and therefore mid range options such as 
leasing
 
arrangements can be more practical.
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Methodology in Madagascar
 

18. The aim of the study, therefore, was to address these three aspects
 
of divestiture within the whole range of parastatal enterprises under the
 
tutelage of the two agricultural ministries 
- MPARA and MPAEF. The
 
approach we adopted is as 
follows:
 

Agree a base list of enterprises for study under the tutelage of the
 

two ministries;
 

Analyse each of these enterprises in a preliminary way, based upon
 
existing documentary evidence, in order to reduce the number of
 
enterprises for more detailed study to 
a manageable number within the
 
resources available to 
us in this project. It was initially
 
envisaged that about twenty enterprises would be chosen for further
 
analysis at this stage. 
 The key feature at this level of selection
 
is that enterDrises should be chosen where the introduction of
 
commercial criteria would lead to 
imorovements in performance in the
 

short-term.
 

Analyse in more 
detail these selected enterprises with two broad aims
 

in view:
 

(a) form a view cf the likely timescale within which performance
 

could be improved, thereby ranking the enterprises and
 
proceeding to the choice of a small group 
- five enterprises
 
were suggeste(1- where such improvements could be most rapidly
 

achieved;
 

(b) define type characteristics within the group 
so that an early
 
identification could be made of the key requirements in
 
designing management and control (monitoring) systems 
thaT:

permit the identification of key issues which can lead to
 
performance improvements via better information systems,
 
and defining areas where change is needed;
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permit the design of appropriate control procedures to
 
promote optimum resource allocation within established
 

national economic and social policy objectives, (i.e.
 

design a monitoring system).
 

As a result of this more detailed analysis, it was intended
 

that approximately five enterprises would be chosen for
 
corporate planning studies which would seek to define the
 

precise areas where performance improvements could be achieved
 
by means of any of the three elements described above, (i.e,
 
introduction of market responsiveness, promotion of more
 
efficient management, and introduction of private-sector
 

participation).
 

For those enterprises not chosen for these corporate planning
 

studies, the aim would be to 
use the analysis already carried
 
out 
to design and propose new management information and
 
control systems to enable the enterprises and the ministries
 
of tutelage to better monitor their performance. This would
 

include the specification of areas where training initiatives
 
and equipment provision would be nezessary in order to ensure
 
that effective control systems could in fact be put in place.
 

The Societes d'Amenagement - a special case 

19. 
 At an early stage in the research programme in Madagascar, we decided
 
to alter slightly the process by which the 
"20" were selected. We became
 
aware of the crucial importance, in terms of both agricultural policy and
 
public expenditure, of the Societes d'Amenagement." These enterprises are
 
generally not candidates for divestiture since in most cases their
 
objectives are not based on commercial criteria. 
 On the other hand, their
 
role in the provision of extension and support sevices is crucial, and
 
thus the achievement of efficiency in their operations is of central
 

importance.
 

20. In order to avoid confusion in the selection process, we decided to
 
create a sub-set of enterprises consisting of the "Societes d'Amenagement"
 

\\
 



SCHEMATIC PRESENTATION 

OF METHODOLOGY 

STAGE I AGREE BASE 

LIST OF 34 

ENTERPRISES 

STAGE II REVIEW ALL 34 

BASED ON EXISTING 

DOCUMENTARY EVIDENCE 

POSTPONE ACCEPT FOR 

FURTHER STUDY FURTHER STUDY 
(16 ENTERPRISES) + 3 SOCIETES D'AMENAGElIENT) 

STAC- III SITE VISITS AND BASIC 

RESEARCH .MONGST SELECTED 

ENTERPRISES 

USE 3 SOCIETES 

D'MENAGEMENT AS LOOK IN DETAIL AT 

CASE STUDIES FOR 12 ENTERPRISES AS 

MONITORING SDIVESTITURE CANDIDATES, 

OF WHICH:-

STAGE IV SEVEN CHOSEN FIVE POSTPONED 

FOR CORPORATE FOR POSSIBLE 

PLANNING STUDIES FUTURE DIVESTITURE 

ACTIONS 



10 

exclusively, and to select three of these to 
use as models for the design
 
of appropriate monitoring systems. 
 We then sought to identify
 
approximately fifteen other enterprises to 
form the group for more detailed
 
study to lead to the five corporate planning studies of those with the best
 
immediate prospects for performance improvement via divestiture.
 

21. To summarise, we 
set out to:
 

choose about five enterprises which 
can most immediately be
 
improved by the measures described;
 

indicate for the remaining ten or so the 
apparent
 
preconditions which need to be satisfied before performance
 
improvement measures can he implemented;
 

use 
three of the six "Societes d'Amenagement" as models for
 
the design of monitoring systems specifically tailored to 
the
 
needs of this important sub-sector of activities.
 

Summary of Analysis
 

Stage I: Agreeing the 
Base Set of Enterprises
 

22. 
 Appendix B gives details of the selection of the base list of
 
enterprises upon which the 
research programme was based. 
This set of
 
enterprises, which was 
agreed with the two ministries concerned at the
 
beginning of the Phase I work programme, was as follows: 
(see next page).
 

I 



Initial Set of Enterprises
 

MPARA 
MPAEF
 

1. AAA 
 1. AFA
 
2. FEDR 
 2. BCL
 
3. F.E. BETAMPONA 
 3. FAFIFAMA
 

4. F.E. MAHAFASA 4. FAMAMA 
5. FI FA3E 5. FANALM4ANGA 
6. HASYMA 6. F.E. OMBY
 

7. HAMISOP 
 7. F.E. VOHIMASINA
 
8. OFMATA 
 8. FESSA
 

9. SAMANGOKY 9. LANSU 
10. SINPA 
 10. SECIAM
 
11. SOAMA 
 11. SEVIMA
 
12. SOAVANIO 
 12. SOFIRAC
 
13. SODEMO 
 13. SOPEBO
 

14. SOJUFA 
 14. PNB
 

15. SOMALAC 
 15. SOMAPECHE
 

16. SOMAPALM 

17. SOTHFMAD
 

19. TOLY
 

23. Thus thirty four enterprises were selected as 
the base set for the
 
first stage of research, nineteen under the 
tutelage of MPARA and the
 
balance under MPAEF. The geographical location of these enterprises is
 
shown on the accompanying maps.
 

24. 
 On the following pages, we present in graphical form a series of
 
summary analyses for the key agricultural parastatal enterprises, which
 

give the following details:
 

- Turnover 

. Value Added 

- Imprcc on the Treasury
 

- Total Asset Value
 

- Profit before Interest and tax
 

- Employment.
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Stage II: Selection of the Most Promising Sub-Set
 

25. 
 Based on the examination of all available documentary evidence, the
 
first tasK was 
to eliminate from consideration a number of the above
 
enterprises in order to:
 

reduce the set to a manageable number within the 
resource
 

constraints of Phase I;
 

select only those which looked most promising as possible
 

cases for divestiture.
 

26. In effect, this process concentrated on 
the selection of enterprises
 
which had an essentially commercial orientation, in addition to 
the
 
Societes d'Amenagement as explained above.
 

27. There were a nunber of key criteria used to make this selection.
 
Initially, we chose seven criteria against which each enterprise should be
 
judged and on the basis of which the next stages of analysis would be
 
designed. However, it soon becamne apparent that only three of these
 
criteria were necessary and sufficient for divestiture planning to
 
continue. The criteria chosen were as 
follows



------- -- -- -- -- --------------- ---- -- -- -- -- --
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SELECTION CRITERIA FOR STAGE II
 

The Three Necessary and 
 Comments
 

Sufficient Criteria
 

1. Enterprise Objectives 
 Must be essentially commercial.
 

2. Viability 
 Enterprise must be
 
financially/economically viable now
 
or potentially so without major
 
restructuring
 

3. Administrative/Legal Form 
 Should not inhibit plans for
 
divestiture in short term.
 

-

Other Criteria*
 

4. Size 
 Reform of large entities has
 
potential for greater saving than
 
small.
 

5. Impact on Banks/Treasury 
 Similarly, enterprises which are
 
major cash drains are more
 
important for reform than those
 
with minor needs.
 

6. Strategic Importance 
 How do enterprise activities relate
 
to other key economic activities,
 
industries etc?
 

7. Aid Agency Involvement 
 Can this project make an
 
incremental contribution to a given
 
enterprise over and above aid
 
agency programmes already underway?
 

* These conditions were not essential to the selection process but were
 
borne in mind in later stages of the analysis.
 

28. More detailed comment on the 
logic of these criteria is given in
 
Appendix C. Tt is sufficient to 
state here that in the context of seeking
 
suitable candidates for divestiture planning, the fulfilment of the three
 
key criteria was judged to be all 
that was necessary to permit a given
 
enterprise 
to advance to the next stage of selection.
 

29. Application of these criteria in a systematic way to all thirty-four
 
enterprises in the base set led to the selection of:
 

three enterprises which are 
Societes d'Amenagement, or which
 
have the same basic characteristics as 
Societes d'Amenagement,
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and which were to be used on a case-study basis for the design
 
of monitoring systems;
 

fifteen enterprises which fulfilled all three key criteria and
 
which therefore on a priori grounds appeared to merit more
 
detailed study to select 
a small number of worthy of closer
 
study to 
identify those capable of immediate performance
 
improvement via divestiture. The following two charts
 
summarise this analysis (see next page).
 

30. 	 In total therefore, we 
identified eighteen enterprises for closer
 
study. 
These 	were as follows:
 

A. 	 Societes d'Amenagement - Case Studies
 

MPARA 
 MPAEF
 

SOMALAC F.E. OMBY 

SOAMA 

IASY iA 

B. 	 A Priori Divestiture Candidates
 

MPARA 
 MPAEF
 

[AAA] 
 AFA
 

[EEDR] FAMAMA 

OFMATA 
 FESSA
 

SOAVA-NLIO SECIAM 
SOJUFA 
 SEC IAM
 
SOMAPALM 
 [ S EVIMA]
 

SOTHEMAD 
 SOPEZ.0 

31. 	 These enterprises were discussed at 
this 	point with the relevant
 
ministries, and as a result of these discussions, those in parenthesis
 
above 	were eliminated from further consideration.
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32. As far as MPARA enterprises were concerned, it was decided that:
 

AAA should be eliminated due to lack of resources within this
 
study to examine in detail an enterprise of this size, given
 
the apparently greater potential of others on the list.
 

EEDR was eliminated on the 
same grounds.
 

SINPA was eliminated based on a discussion with the President
 
of the Conseil d'Administration that a recent internal review
 
had concluded that this enterprise - claimed by the President 
of the Conseil d'Administration to be 
the only public 
enterprise in Madagascar which is wholly self-supporting - did 
not require divestiture actions to improve its performance.
 
It is also a "Societe d'Interet National", (the only one 
in
 
the list of 34), 
which would make divestiture extremely
 
complicated form a constitutional point of view.
 

33. MPAEF advised us that:
 

SEVIMA, though itself under MPAEF tutelage, is o'i-ned by a
 
parent company, SICE, which comes under the tutelage of
 
another ministry, the Ministry of Commerce. 
Given this double
 
tutelage, MPAEF suggested that SEVIMA should be excluded from
 
further study and we accepted this view.
 

34. As far as the selection of the 
case studies from amongst the Societes
 
d'Amenagement were concerned, the key points were as 
follows:
 

SOMALAC and SOAMA were 
felt to represent two extremes. The
 
former is the largest and one of the best resour,e
 
enterprises, permitting its recently-installed, computerised
 

management accounting system to be examined as 
a possible
 
model for all enterprises. 
 SOAMA is small, has essentially
 

social objectives, and was felt to 
represent an enterprise
 
poorly-resourced in terms of its capacity to produce the
 
information necessary, for a good monitoring system.
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F.E. OMBY, the only Societe d'Amenagement under the tutelage
 
of MPAEF, is in the strategic meat sector and was felt to
 
offer a good case study for both these 
reason.-.
 

HASYMA, the vital cotton monopsony, is in receipt of
 
substantial 
technical assistance from its minority private
 
French partner. It was felt to be 
an especially interesting
 
case study in the sense 
that illustrates some 
of the problems
 
associated with the current ministerial monitoring system,
 
(see Appendix F for a detailed discussion of this aspect).
 

35. This approach therefore led to 
the final selection of a total of
 
eleven enterprises for detailed study for divestiture planning in the next
 
stage of work, plus four case studies to be used to defining the key
 
requirements of improved ministerial monitoring systems.
 

36. Appendix C gives 
a more detailed description of the selection
 
process, and presents in addition a standardised set of analytical forms
 
which were applied to 
all thirty four enterprises at this stage.
 

Staze III: 
The Detailed Divestiture Studies
 

37. The next stage in our selection process involved the carrying out of
 
a series of detailed studies, based on visits 
to the headquarters and sites
 
of most of the eighteen enterprises identified. 
These studies are
 
reproduced in full in two Appendices to 
this report. Appendix D presents
 
seven studies and corporate business plans for the most promising
 
divestiture candidates, (including a study for the divestiture of the rice
 
milling division of SOMALAC which emerged at a late stage as 
an additional
 
possible divestiture candidate). 
 Appendix E presents studies for the
 
remaining six enterprises which were not selected as 
priority candidates
 
for divestiture, but which were 
subject to studies in order to 
indicate the
 
preconditions necessary for resolution before divestiture actions could be
 

proposed.
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38. Additionally, AppenfIr. F - Monitoring Systems 
- contains the case 
studies of SOMALAC, SOAMA, F.E. OMBY and HASYMA as supporting our analysis 
and recommendations on monitoring, (see paragraphs 40 - 51 below.) 

39. The results of this stage of the analysis were as follows:
 

ENTERPRISES CHOSEN FOR CORPORATE STUDIES BECAUSE THEY APPEARED TO BE
 
PRIORITY CANDIDATES FOR DIVESTITURE
 

- 3SOVANIO - Copra producer, north-east coast, needs to make
 

major investment decisions for next 20 years,
 
very important sector, need for foreign
 

investment.
 

- SOMALAC RICE MILL 
-
 Commercial arm of major regional development
 

authority: possible example of benefits of
 
separating commercial from social activities.
 

- SOJUFA - Fruit juice, carbonated mineral water, and
 

vinegar producer in apparent need of urgent
 

remedial action to prevent bankruptcy.
 

. SOTHEMAD -
 Tea plantation, formerly important exporter,
 

apparent potential to earn 
foreign exchange,
 

apparent need of urgent remedial action to
 

prevent bankruptcy.
 

- FAINAIAMANGA - Major pine plantation, ill-defined market
 

objectives, approaching point where marketability
 

of wood becomes good, need to define future
 

strategy
 

- FAMAMA - Cashew plantation, good export potential,
 

apparent comparative advantage, good value-added
 

potential, need to 
ensure that new factory
 

investment reinforces the project's potential.
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Former tobacco exporter, aroused recent interest
 

among foreign investors, possibly in need of
 

privatisation, apparently in serious financial
 

difficulties, possible potential for divestiture. 
 tiled planning financial and
 
iic stu'dy of SOAVOANIO's future
 
I be carried out in Phase II.
 
ould lead to the production of
 
'estment prospectus and an
 
or search, foreign and possibly
 
al.
 
NIO, given reinvestment and
 
pment of oil production, could
 
an important foreign exchange
 

SUITABILITY 	FOR
for each of 	these enterprises, and for the five 
 s IMMEDIATE ACTION
 
for short-term action, is presented in the
 

and Once a full study
 
needed is done, in our
 

view SOAVOANIO is
 
one of the best
 

-m 	 prospects for
 
improvement by
 
means of
 

-d 	 divestiture action.
 
'act
 

Phase II could be
 
used to identify
 
investors and
 
prepare a detailed
 
divestiture scheme.
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SOMALAC RICE MILL
 
(SOMALAC INDUSTRIAL AND COMMERCIAL DIVISION)
 

RECOMMENDATIONS: 
 (i) 	 Postpone action for immediate
 
divestiture due to unstable national
 
rice markets.
 

(ii) 	 In longer term, consider leasing this
 
operation to the private sector to
 
diminish SOMALAC's financial risk and
 
separate commercial from non
 
commercial activities.
 

EVALUATION OF 
 IMPLICATIONS FOR 
 SUITABILITY FOR

PERFORMANCE 
 DIVESTITURE ACTIONS 
 IMMEDIATE ACTION
 
IMPROVEMENT POTENTIAL
 

- SOMALAC is one of the 
best run and resourced 
Societes d'Amenagement. 
Performance improvement 
potential focusses on a 
clearer separation of 
commercial and 
non-commercial 
activities. 

- At an appropriate time, 
a private sector 
operator could be sought 
to lease the rice mill 
and: 

pay a fixed royalty to 
SOMALAC; 

- pay a profit share to 

- This proposal 
could not be 
advanced until 
national rice 
markets are 
stabilised. No 
immediate action 
is proposed 
therefore, but 

- Leasing the rice mill, 
(within SOMAIAC's 
existing legal 
structure) to a private 

SOMALAC based on 
operating results; 
have complete freedom of 
action in processing and 
marketing -.ice. 

the position 
should be 
reviewed 
periodically. 

operator could diminish 
SOMALAC's financial 
risk and improve its 
revenue base. 
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SOJUFA
 

RECOMMENDATIONS: 	 (i) Concentrate immediately om improving
 
the Visy 	Gasy business.
 

(ii) 	 Close the fruit juice business and
 
study feasibility of restructuring.
 

(iii) 	 Close the vinegar business: unless
 
alternative use for equipment can be
 
found, sell stocks and equipment.
 

(iv) 	 cease soda operations.
 

Note: 	Association Professionelle des Banques de Madagascar (APBM) now taken
 
over the rehabilitation of SOJUFA.
 

EVALUATION OF 
 IMPLICATIONS FOR 
 SUITABILITY FOR
 
PERFORMaNCE 
 DIVESTITURE ACTIONS 
 IMMEDIATE ACTION
 
IMPROVEMENT POTENTIAL
 

- Good candidate for 
performance 
improvement. Key 

- A restructured SOJUFA 
in our view needs 100% 
private ownership with 

- SOJUFA is 
immediately 
suitable for 

steps are as 
follows: 

some foreign 
participation, because: 

action. Indeed, 
only by urgent 

- restructure company 
to promote Visy Gasy 
business which is 
highly profitable 

- m.-iagement skills and 
investment are needed; 

- state ownership adds 
nothing to this 

action can this 
enterprise be saved 
from bankruptcy. 

Note In view of 

- suspend fruit juice 
activities and carry 
out full feasibility 
study for national and 
regional markets, with 
a view to relaunching 
this business. 

business, this urgency, MPA.RA 
and Coopers & Lybrand 
have agreed that 
SOJUFA should 
immediately be passed 
to the ASSOCIATION 
PROFESSIONELLE DES 
BANQUES DE MADAGASCAR 

- Close vinegar plants, 
(APBM) for further 
study. 

explore alternative 
uses for vinegar plant 
equipment, failing 
which, plant and stocks 
should be sold for 
whatever price can be 
obtained. 

- Soda business does not 
have potential for 
SOJUFA and should be 
closed. 

SOJUFA, in a restructured
 
form could be profitable 
and may be able to serve 
regional 	markets.
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SOTHEMAD
 

RECOMMENDATIONS: 
 (1) 	 Cease requirement for SOTHEMAD to
 
sell via SOMACODIS immediately.


(ii) 	 Permit SOTHE.MAD to manage itself and
 
to refinance working capital needs.
 

(iii) 	 Explore privatisation of SOTHEMAD in
 
longer term.
 

EVALUATION OF 
 IMPLICATIONS FOR 
 SUITABILITY FOR

PERFORMANCE 
 DIVESTITURE ACTIONS 
 IMMEDIATE ACTION
 
IMPROVEMENT POTENTIAL
 

- Two main 	areas of Immediate need to 
free - Immediately
performance 
 SOTHEMAD 	from 
 suitable 	for
improvement 
 requirement 
 introducing market

potential exist: 
 to sell via SOMACODIS: responsiveness and
 

there are no legal management
(i) 	make SOTHEMAD impediments, 
 autonomy.
 
management
 
autonomous, 
 - Help SOTHEMAD to prepare Longer-term
especially as far refinancing proposals. prospects for 
as tea sales are partial

concerned - Explore longer term divestiture.
 

(ii) 	provide new possibility of changing

working 
 the legal structure of
 
capital to permit enterprise and investing
 
input financing - private sector
 
especially 	 participation.
 
fertilizer to raise
 
production towards
 
300 tonnes/year
 
capacity.
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FANALAMANGA
 

RECOMMENDATIONS: 
 (i) 	 Sell timber exploitation rights to
 
private operation in approximately
 
1992 to give Government a capital
 
profit, thereby:

(ii) 	 Permit private investor tc address
 
unresolved market issues.
 

EVALUATION OF 
 IMPLICATIONS FOR 
 SUITABILITY FOR
PERFORMANCE 
 DIVESTITURE ACTIONS 
 IMEDIATION ACTION
 
IMPROVEIENT POTENTIAL
 

- The key feature is the This ii best done by a A private sector

need to decide upon the private sector timber 
 investor is
market to which the specialist with 
 unlikely 	to invest
project's timber will 
 appropriate skills and
 go. 
 marketing links. 
 reaches maturity:
 

foreseen 	for 1992.
 

- No trading has yet Government can recover - By 1992, privatecommenced: total 
 this investment and make 
 investors should
investment will be 
Fmg a 	profit by selling find this project
21 billion by 1992, timber 
 of interest, and we
with no established exploitation rights, 
 estimate 	that a
 
revenue base. 
 sale price of up to
 

Fmg 26 billion will
 
be achieveable.
 

1(
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RECOMMENDATIONS: 	 i) 
 This product should be rehabilitated
 
to reflect a proven comparative
 
advantage and a strong international
 
market.
 

(ii) 	 A rehabilitation plan is urgently
 
needed to match production and
 
processing capacity, improve
 
plantation productivity, and seek new
 
shareholders.
 

(iii) 	 This study should be carried out in
 
Phase Ii.
 

EVALUATION OF 
 IMPLICATIONS FOR 
 SUITABILITY FOR
 
PERFORMANCE 
 DIVESTITURE ACTIONS 
 IMMEDIATE ACTION
 
IMPROVEMENT POTENTIAL
 

- Cashew 	production is - Pre-conditions have to - Not suitable for
 
favourable in 
 be satisfied before immediate action,

Madagascar and has the F.IAA could be 
 but:
 
potential to earn privatised, namel>:
 
substantial foreign 
 (i) it 	is a

exchange, add value, (i) Agree with ADB, 
 potentially

and create jobs. 
 Government of 	 interesting
 

Madagascar, and 	 projecc;

- Plantation productivity FAMAMA a better (ii) pre-conditions

is poor however, and match of 
 should be met

the financial state of 
 industrial and 
 as soon as
 
the enterprise unclear, productive 	 possible;

especially as regards 
 capacity. 	 (iii) divestiture
 
its true 	production 
 (ii) Produce reliable action could
 
costs, 
 financial proceed after
 

statements 
 rehabilitation
 
- Planned industrial and estimates of study.


investment in 
 real production
 
processing plant, costs.
 
(purchase currently (iii) Seek to identify
 
underway) is too big 
 private investor
 
for production and establish basis
 
capacity. 
 on which investor
 

would be willing to
 
- Very little (2%) of participate.
 
capital is paid up, aud
 
a private (foreign)
 
investor would bring
 
substantial technical
 
and marketing benefits.
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OFMATA
 

RECOMMENDATIONS: (i) Tobacco buying and selling activities 
could be commercially viable and run 
as a commercial enterprise separated
from the rest of OFMATA's activities. 

(ii) This proposal should be studied in 
detail in Phase II. 

EVAULATION OF 
 IMPLICATIONS FOR 
 SUITABILITY FOR

PERFORMANCE 
 DIVESTITUPE ACTIONS 
 IMMEDIATE ACTION
 
IMPROVEMENT POTENTIAL
 

- OFMATA's currerc 
 - This propcsal would - Immediate potential
financial stat. 
is very require a detailed 
 for divestiture is
poor: performance may financial and planning 
 limited: planning

possibly be improved by 
 study before further studies are
separating commercial 
 action could be taken. 
 required initially.
 
from non-commercial
 
activities, and
 
re-establishing strong
 
tobacco exports.
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Ranking Other Enterprises for Longer Term Action
 

Five other enterprises were studied (see Appendix E) and rejected for
 
immediate divestiture action. 
The key features of these studies were 
as
 
follows:
 

AFA 
 This 	abbattoir which serves Antananarivo is currently being
 

rehabilitated by the European Development Fund. 
 We concluded
 

that:
 

(i) 	we could bring no 
incremental contribution to AFA within
 

the confines of this study;
 

(ii) 	AFA could only be profitable if unlicensed abbatoirs in
 
the area are closed, and the Government ceases price
 

control on AFA's operations.
 

SECIAM 
 Similarly, this abbatoir is being rehabilitated by the
 
European Development Fund. 
 In the absence of this project,
 
which is already 18 months behind schedule, we do not believe
 

that 	SECIAM can be viable. Without EDF's assistance, we
 
conclude that SECIAM should be closed.
 

SOPEBO 
 This 	enterprise is already privately-managed and
 

privately-run. Only in the 
sense that the State has 51% 
of
 
SOPEBO's shares does this remain a state enterprise.
 
Performance improvement potential is limited, although we
 
believe there may be 
some merit in the State selling its
 

shareholding to the 3NI.
 

SOMAPAL4 This enterprise was excluded from detailed study because of
 
doubts about tihe climatic suitability of the area for palm
 
oil production. 
However, given a rehabilitated SOAVOANIO,
 
SOMAPALM's refinery may offer some potential for performance
 
improvement  see Appendix E for detailed presentation of
 
these issues.
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FESSA 
 This small silk farm may offer a good opportunity for
 

performance improvement via divestiture. It was excluded
 

from a further study in this project due to its very small
 
size and low priority with respect to other divestiture
 

candidates.
 

Competitive and Comparative Advantage 

In formulating our recommendations Dn the priority enterprise for
 
divestiture, we have sought to measure key enterprises's competitive and
 

comparative advantage. 
 These may be defined as follows:
 

Competitive Advantage: 
this indicates the conditions under which an
 
enterprise can produce its given product (s) at 
a price competitive
 

with other producers.
 

Comparat ive Advantage: this presents a measure of the extent to which 
it is in the interests of the Madagascan economy to continue with a
 
given productive activity. Put another way, we 
indicate whether
 

Madagascar can compete in international markets.
 

In the following table, we summarise the results of our analysis in terms
 
of the comparative and competitive advantage for the production of various
 
commodities to the world markets. There, at 
current exchange rates, ne
 
competitive advantage exists, 
we indicate the exchange rate necessary to
 

produce such an advantage.
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COMPETITIVE ADVANTAGE 
 COMPARATIVE ADVANTAGE
 

YES/NO Minimum exchange YES/NO
 

AT US$1-Fmg 830 rate for
 

competitive
 

advantage
 

US$1 - Fmg
 

Tea 
 Yes 
 <830 
 Yes
 

Cashew kernels No 
 961 
 Yes
 

Coconut oil 
 No 1045 
 2/
 

(against imports)
 

Raw cashew 
 No 
 1190 
 Yes
 

Coconut oil 
 No 
 1620 
 2/
 

(against exports)
 

Palm Oil No i/ 
 No
 

(current production)
 

Palm Oil 
 Yes <830 
 Yes
 

(1)92 production)
 

Notes
 

i. Cannot be calculated as foreign exchange component is higher than world
 

market price.
 

2. Not calculated due to 
lack of data.
 

Source: Coopers & Lybrand
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Monitoring Systems Design
 

Limits of our Study
 

40. 
 The central objective of reviewing and improving the process by which
 
ministries of tutelage, (in this case, MPARA and MPAEF), 
follow the
 
progress of enterprises under their supervision.
 

41. 
 As we argue in detail in Appendix F, to consider the wide questions
 
of public expenditure control vis-a-vis agricultural parastatal enterprises
 
is beyond the scope of this study. This is due to 
the large number of
 
State organisations other than the ministries of tutelage that play a role
 
in the supervision of parastatal enterprises. We discuss the role of the
 
Ministry of Finance, the General Inspectorate of the State, the Government
 
Commissioners, the Chamber of Accounts of the Supreme Court, the auditors,
 
the Central Bank, the Ministry of Commerce, and the Ministry of Labour, all
 
of which have 
a role in influencing the conduct of public enterprises.
 

42. 
 We therefore emphasise that this study has a limited objective as 
far
 
as 
the question of monitoring is concerned. Specifically, we aim in this
 

study to make recommendations on two aspects:
 

how to improve the flow of information between the ministries
 
and the enterprises so that effective decision making can be
 
supported by reliable infformation and;
 

how to improve the liaison between the two ministries of
 

tutelage and their enterprises.
 

The Key Features of Monitoring
 

43. In the Madagascan context, we believe that the key features of a good
 
ministerial monitoring system should include:
 

the encouragement of maximum autonomy of management within the
 

enterprises themselves;
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the acceptance of a policy of non-interference by the
 
ministries in the management of the enterprises;
 

the creation of a monitoring function within the ministries
 
which is helpful and supportive to the enterprises yet not
 

complex
 

the establishment of a monitoring system which puts the onus
 
for the production of data and for the initial analysis of
 
performance on the enterprises themselves as 
part of their own
 
internal management practices.
 

44. 
 On the basis on these general principles, we propose that the type of
 
monitoring system best suited to Madagascar might be as 
represented in the
 
Chart on the following page.
 

Diagnosis of Current Problems
 

45. We examined in some 
detail both the current workings of the two
 
ministries and the position within the enterprises as far as their
 
perception of the monitoring system was concerned, and from the point of
 
view of their capacity to produce the data required. Our conclusions were
 

as follows:
 

(a) In the ministries
 

both MPARA and MPAEF are poorly organised for the monitoring
 

function and particularly:
 

do not coordinate contacts with enterprises;
 

- have several sections duplicating each others' tasks;
 

do not define clearly monitoring responsibilities;
 

do not follow up requests for information;
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do not respond to enterprises when data is submitted;
 

fail to define for the enterprises what is required of
 
them, what their objectives are, and who is responsible
 

for what.
 

(b) In the enterprises
 

based on our visits to about half the enterprises under the
 
tutelage of the two ministries, we conclude that:
 

enterprise management capacity is very variable and the
 
extremes are wide between the best and the worst;
 

enterprise management on 
the whole is confused about
 

their responsibilities, and especially about what
 
information is required by what ministry and which
 
ministerial department should be reported to;
 

multiple and duplicated requests for information from 
the same ministry are commonplace - this wastes 
management time in the enterprises, demotivates staff, 
diverts staff from their proper duties, and reduces the
 
chance that good management skills can be applied.
 

46. I 
should also be added that a number of other ministries pursue
 
seemingly random and certainly uncoordinated contact with enterprises,
 
further confusing management and creating a climate of interference and
 

non-cooperation.
 

47. We were especially struck by the fact that, even in the Ministry of
 
Finance and Economy which ostensibly has responsibility for public
 
expenditure control, there is no 
systematic approach to the control of
 
public finance within the parastatal sector. As far as 
agricultural
 
parastatals are concerned, we 
conclude that their financial position is not
 
supervised nor controlled by any agency of Government other than on an
 
haphazard and random basis as 
short-term cash - and financial crisis arise. 
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Our Recommendations on Monitoring
 

48. Our central recommendation is that there is an urgent need for a
 
complete overhaul of the system of managing the State's investments in
 
parastatal enterprises, but we recognise that this falls beyond the scope
 

of this study.
 

49. In the narrower context of the improvement of liaison between MP.ARA
 
and MPAEF, and the enterprises under their tutelage, our recommendations
 

are as follows:
 

in each ministry, create a new monitoring cell, the key
 

features of which would be:

each cell would be attached to the Secretary
 

General/Cabinet du Ministre to 
ensure independence of
 

action;
 

* each cell would be the single point of contact between
 

the ministry and the enterprises;
 

each cell would have one designated liaison officer
 

responsibla for maintaing contact with enterprises 
- we
 
suggest that each liaison officer is responsible for
 

about 5 enterprises:
 

consideration should also be given to obliging all other
 

ministries to pass through the cells before making
 

contact with the enterprises;
 

each cell should provide support and back-up servies to
 

the enterprises which encourage autonomy of enterprise
 

management.
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in the enterprises we recommend that a systematic review be
 
carried out in Phase II of this project to identify
 

enterprise-by-enterprise:

their needs for new management staff;
 

their needs for staff training;
 

the iwplementation of management information systems
 
appropriate to the enterprise in question (and based, we
 
believe, on the SOMALAC model);
 

the needs of the enterprises for equipment, especially
 

office equipment, to be able to operate improved
 
management information systems and thereby automatically
 
produce the data needed for ministerial monitoring.
 

the preparation of a medium-term (say 3 years) budget
 
and investment programme aimed at strengthening
 

case-by-case the enterprises' management capacity.
 

50. 
 We believe that there is much to be done to improve public enterprise
 
performance by means 
of better management and control systems, and
 
especially by more clearly defining monitoring and management
 
responsibilities. 
 In that context, we emphasise that in our view, a
 
fundamental overhaul of ministerial monitoring systems and organisation is
 
required, rather than the 
introduction of relatively minor amendments to
 
the existing structure. 
 We look forward to helping the two ministries
 
concerned with this reorganisation in Phase II of this project.
 

Training andEquipment Needs
 

General remarks
 

51. Reorganisation of ministerial monitoring, and strengthening of
 
enterprise management capacities both require that staff training
 
programmes be designed, and that equipment provision is adequate for the
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management and monitoring jobs at hand. 
In that sense, the final design of
 
these aspects has to be left to 
later in the project.
 

52. At the same time, the Terms of Reference for Phase I call for a
 
specification of immediate training and equipment requirements, and we have
 
accordingly carried out some preliminary design work here to address
 

immediate needs.
 

53. The recommendations on training and equipment are 
to be seen in a
 
short-term context only, and are 
intended to make marginal, though
 
worthwhile, improvements to 
the existing stru4:ture of monitoring while our
 
more radical proposals for reform are being implemented. Clearly, once
 
this has been done, 
further training and equipment specifications will be
 

needed.
 

54. We nevertheless believe that the following improvements should be
 
carried out in the short-term, and that these will bring significant
 
benefits and also be entirely consistent with our proposals for
 

reorganisation:
 

For MPARA, we recommended an expenditure of US$ 53,000 on
 

equipment (vehicles, computers and office equipment), somne of
 
which has already been requested by MPAA under USAID funding.
 

* For MPAEF, we recommend an equipment budget for similar items,
 

totalling US$ 48,000.
 

For the staff of both ministries, we have recommended a
 

variety of training programmes, both within Madagascar and
 
overseas. 
We estimate the total costs of these programmes at
 
US$ 30,000 (MPARA) and US$ 40,000 (MPAEF). Of these totals,
 
US$ 26,000 would be expended in Madagascar, and US$ 44,000 in
 

foreign countries.
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VOLUME II: DIVESTITURE CANDIDATES 
- ANALYSIS AND RECOMMENDATIONS
 

This volume of the report contains two sets of analysis:
 

Appendix D contains detailed case studies and corporate plans for the 
seven
priority enterprises identified as divestiture candidates in this study.

These studies are set out as 
follows:
 

SOAVOANIO 
 - English text
 
- Legal structure note in French.
 

SOMALAC RICE MILL 
- English text
 
- Legal structure note in French.
 

SOJUFA 
 - English text
 
- Legal structure note in French.
 

SOTHEMAD 
 - English text
 
- Legal structure note in French.
 

FANALAMANGA English text
-

- Legal structure note in French.
 

FAMAMA 
 - English text
 
- Legal structure note in French.
 

OFMATA 
 - English text
 
- Legal structure note in French.
 

Apendix E contains five further case 
studies of enterprises which were
studied at 
a preliminary level but for which a postponement is recommended
with respect to divestiture actions until various pre-conditions have been

satisfied. 
These studies are 
set out as follows:
 

AFA
 
SECIAM
 
SOPEBO
 
SOMAPALU
 
FESSA
 



SOAVOANTO
 

BASIC SHEET DATA
 

ENTERPRISE 
 SAMBAVA VOANIO (SOAVWANIO)
 

LOCATION 
 Sambava, Diego Province
 

LEGAL STATUS 
 Societe d'Etat
 

SHAREHOLDING 
 100% State
 

ACTIVITIES 
 (1) Operation and management of
 

industrial scale coconut
 

plantations;
 

(2) Manufacture and sale of copra
 

STAFF 
 1,000
 



KEY FINANCIAL INDICATORS (Fmg million) 

YEAR ENDED (MONTH & DATE) 1984 1985 1886 

31/12 31/12 31/12 

Sales 

Profit from Operations 732 857 1,347 

Net Profit 195 116 226 

Cash Flow from Operations 318 315 344 

Total Assets 4,292 4,274 4,427 

Total Indebtedness (2,185) (2,137) (2,226) 
Net Equity 2,107 2,137 2,201 

Profit from operation/sales 27% 13% 18% 

Profit from operati.)ns/total assets 4% 3% 4% 

Debt/Equity 1:1 1:1 1:1 

_./ After depreciation before financial charges 

2/ Provision for taxes calculated at 45% of net profit 



A. 	 EVALUATION OF PERFORMANCE IMPROVEMENT POTENTIAL
 

SUITABILITY FOR IMMEDIATE DIVESTITURE ACTION 

Recommendation: 
 -
A prime candidate for reform, rehabilitation and
 

divestiture:
 

-
A long-term planning and financial study should be
 

carried with a view to:
 

(i) 	 producing an investment prospectus
 

(ii) 	 seeking a foreign private investor to participate
 

in SOAVOANIO's developments.
 

1. 	 Conclusion
 

SOAVOANIO is at a critical decision point. 
The company has an
 
existing resource base of 4760 ha of coconut plantations and related copra
 
producing facilities. Its operations presently turn a modest profit
 
(without subsidy since 1983), but represent a minimal return on investment.
 
However, by extending its scope of activity, SOAVOANIO may have the
 
potential to increase profitability and become a foreign exchange saver.
 
Realization of this potential would entail 
(1) renewal of its plantations,
 
and (2) establishment of an oil pressing facility ("huilerie") 
to obtain
 
crude oil from the copra it produces. Such a replantation program and oil
 
pressing facility could represent a substantial and long-term investment,
 
as much as 
Fmg 4.5 billion over 25 years, of which 50% in foreign exchange
 
costs. Nevertheless, without this 
investment, SOAVOANIO's future is
 
limited, for it faces unfavorable future prospects in the copra market.
 

2. 	 Analysis
 

2.1 	 Market issues: SOAVOANIO needs Lo withdraw from the copra market and
 
become a producer of crude coconut oil.
 

CO 
 SOAVONAIO's copra production capability substantially exceeds
 

the absorp-ion capacity of Madagascar's copra market.
 

61 
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SOAVONAIO's present copra output of 3200 tonnes 
(1986)
 

matches total demand in the local market.
 

Moreover, SOAVOANIO's production is likely to rise to
 
as much as 7000 tonnes/year by 1992, even without
 

plantation renewal.
 

The market for copra is unlikely to grow as soapmakers
 
(existing copra users) are 
constrained by limited
 

production capacity, ancient equipment and lack of
 
foreign exchange to renew/expand operations.
 

This situation will lead to declining future returns
 

for SOAVOANIO.
 

The market for drinking nuts 
("noix de bouche"), the only 
additional outlet for SOAVOANIO production, is negligible: 

2-3 million nuts/year (350  500 tonnes copra equivalent).
 

By contrast, opportunities may exist for SOAVOANIO in the
 

market for crude coconut oil.
 

The domestic edible oil market could easily absorb the
 
eventual total annual production volume of SOAVOANIO (5500
 

tonnes crude oil).
 

Madagascar suffers from an extreme 
shortage of edible
 
oil now (1986) estimated at 16,500 tonnes/year I/
 

Unused refining capacity exists at SOMAPALM (total
 

capacity 9000 tonnes/year) to which SOAVOANIO crude
 

oil could be directed.
 

An increase in ?> cal edible oil production
 

(SOAVOANIO/SOMAPALM) could bring down the present
 

official retail market price of Fmg 1925/litre 
(Fmg
 
3 0 0 0/litre in the parallel market) which is eight
 

This figure assumes 
the WHO absolute minimum consumption standard of
2.5 kg of edible oil per person/year, compared to Madagascar's

apparent actual consumption of 0.9 kg per person/year.
 



times the equivalent of the current world price of the
 

cheapest refined edible oil 2 /
 

The key to SOAVOANIO's successful entry into the
 

domestic edible oil market will be the capacity to
 
produce crude coconut oil at a competitive price
 

delivered to the SOMAPALM refinery.
 

Conditions are improving somewhat in the world edible oil
 
market after the depressed prices of 1985-1986.
 

Recent IBRD projeztions place coconut oil prices at
 
US $ 4 0 0/toune (1990) and US $ 500/tonne (1995)
 

(constant 1985 US $), as compared to US $ 2 50/tonne
 

(1986).
 

While it is unlikely SOAVOANIO can become a coconut
 

oil exporter, a combination of substantial
 
productivity increases and a 40% 
- 50% devaluation
 
would enable SOAVOANIO to compete in financial terms
 

with commercially imported coconut crude oil.
 

2.2. Technical issues: To become 
a competitive Lrude oil producer
 
SOAVOANIO must seek to achieve greater levels of productivity throughout
 

its operations.
 

0 
 At the plantation level dramatic productivity improvements are
 
possible through a replantation of Zones I through III with
 
improved planting material.
 

A total of as much as 
4700 ha might be replanted at a rate
 
of 200 ha/year using hybrids (Grands Locaux/Nains Jaunes
 
ou Rouges de Malaisie) produced in SOAVOANIO's nurseries
 

("champs Semenciers").
 

These hybrids promise to raise productivity from roughly 1
 
tonne copra/ha to 2.25 
tonnes copra/ha (through increased
 

2-/ Soybean oil US $ 2 85/tonne FOB Brazil January 1986.
 



number of nuts/tree, increased density/ha, higher
 

yield/nut).
 

A recent study 3_/has recommended full replantation of
 
SOAVOANIO's coconut lands 
(4700 ha at 250 ha/year).
 

SOAVOANIO's management believes a more restricted
 

program (e.g., 
1500 ha 150-200 ha/year) is more
 
appropriate; hence while a replantation effort is
 
essential, the proper scope of that effort must be
 

re-examined.
 

o 
 At the copra manufacturing level, productivity can be raised
 
through a better organisation of time and motion
 
(decentralization of ovens 
in zones, extension of work day),
 
eventually reducing processing time from 18 days to 12 days.
 

0 
 At the crude oil level, prospective productivity levels are
 
linked to 
a choice of two possible technical options:
 

Various studies (Planco) 4/ have examined the feasibility
 

of a large scale 8000 tonnes/year central copra pressing
 

facility.
 

Such an option is technically feasible but represents
 

overcapacity in the short term, and has not been
 

analyzed in a comprehensive way (e.g., integration of
 
replantation and oil press investments, comparison of
 
"with" and "without project" scenarios to measure net
 

returns).
 

A series of miniprocessing facilities ("mini huilerie"
 
model Mechanique Modern 350 kg/hour) represents a
 
technically feasible alternative 
to the centralized 8000
 

tonnes option.
 

./ BMB, Etude _Oranisation et de Gestion de las Societe Sambava
 
VOANIO. October 1986.
 

/ Planco, Etude d'une Huilerie de Copra Rapport Phase II. September
 
1986.
 



This options would (1) permit modular extension of the
 
oil production program in coordination with the pace
 

of copra production; 
(2) permit a decentralization of
 

oil processing which may be better adapted to 
the
 

physical layout of the SOAVOANIO plantation zones; (3)
 

require certain limited infrastructure (water supply
 

in particular).
 

This option is preferred by SOAVOANIO management and
 
should be analyzed in detail to demonstrate technical
 

implications and financial viability relative to 8000
 

tonnes/year facility analyzed by Planco.
 

2.3. Financial issues: SOAVOANIO's present returns are marginal but might
 
be improved through the proposed replantation - oil press investment. 

o 
 Over the last three years SOAVOANIO's annual return on total
 

assets has been about 4%.
 

- This would appear to be unacceptably low.
 

- With increasing overproduction of copra, even these
 

marginal returns will be threatened in the future.
 

- The broader market opportunities and higher value-adued
 
involved in producing crude oil may represent the means to
 

increasing the returns 
to SOAVOANIO's assets.
 

o 
 However, replantation and establishment of an oil processing
 

facility require a major (foreign exchange) inveatment well
 

beyond SOAVOANIO's means.
 

At the plantation and cora manufacturing level,
 

replanting could cost roughly US $5.5 million over a
 
twenty-five year period, assuming full 4700 ha
 

replantation.
 

/V)
 



Immediate investment costs for renewal of plantation
 

and copra manufacturing  related plant and equipment
 

(including vehicles) may run to about US$ 
1.6 million
 

over 6 years (assume 85% foreign exchange costs).
 

Additional replantacion establishment costs may run to
 

about US$ 3.9 million over 25 years (a total of US$
 

1100/ha spread over 7 years/ha; assume 50% foreign
 

exchange costs);
 

Additional investment will be required to establish
 

modest level of infrastructure in the plantation zone
 

centres and related worker villages.
 

To establish an oil pressing facility, investment
 

expenditures required could be alternatively:
 

At least Fmg 2 billion in a lump sum investment for
 

the 8000 tonnes facility (80% in foreign exchange).
 

A similar sum, phased over time, to purchase eight
 

mini oil presses (equivalent to 8000 tonnes/year) at
 

about Fmg 240 million per press plus related
 

investments.
 

In addition to the foreign exchange component of
 

investment costs, SOAVOANIO needs continuing access 
to
 
foreign exchange to purchase the inputs (fertilizer,
 

insecticides, etc) required to achieve maximum plantation
 

yields (estimated at US$ 145/ha/year)
 

To meet this investment, a foreign partner is required both to
 
provide new equity and to help obtain foreign exchange debt
 

financing.
 

The foreign partner would be prepared to make a long-term
 

investment in SOAVOANIO.
 

O9 7 



o 	 SOAVOANIO would need to 
reorganize its Conseil
 

d'Administration to designate seats 
("mandataires") explicitly
 

representing the state.
 

0 
 SOAVOANIO's present system of cost accounting ("comptabilite
 

analytique") would need to be expanded to yield detailed and
 

timely 	information.
 

0 	 Additionally SOAVOANIO must decide on an offer of investment
 

from CIPEF, a Belgian firm which has proposed a 60% equity in
 
a new venture to exploit SOAVOANIO's plantations and operate a
 

new oil mill.
 

CIPEF's proposed formula would radically change
 

SOAVOANIO's role in projec- operations
 

SOAVOANIO's present system of cost accounting
 

("compatabilite analytique") would need to be expanded to
 

yield detailed and timely information.
 

B. IMPLICATIONS FOR DIVESTITURE ACTION
 

1. Action Necessary
 

0 	 Sale of up to 49% of shares to a foreign private partner in a
 

recapitalized SOAVOANIO.
 

- Foreign partner would provide access to foreign exchange
 

for replantation and oil press investment.
 

- New share capital base would represent existing SOAVOANIO
 

net equity plus the equity portion of the initial
 

replantation  oil mill investment.
 



2. Potential for Immediate Action
 

0 
 Sale should take place within two years given urgency of
 

replantation and oil pressing facility requirements.
 

o 	 Preconditions would include: 

- Application of the Investment Code or a joint venture 
contract to permit guarantee of the investor's rights; 

- Transformation of the legal status of SOAVOANIO to Societe 

d'Economie Mixte; 

- Resolution of the "Compte courant d'Etat" items on
 

SOAVOANIO's balance sheet:
 

Represents coconut lands of former "Operation Cocotier
 

Sambava"
 

Carried as a debt but without explicit arrangement for
 

payment of interest or principal.
 

Convention or similar agreement between the State and
 

SOAVOANIO to guarantee access 
to foreign exchange:
 

Could be in a "contrat-plan" framework with foreign
 

exchange budget projections.
 

* Renewable annually.
 

o 
 Feasibility study of proposed replantation-oil pressing
 

facility investment:
 

Would build on existing BMB replantation study as
 

modified by SOAVOANIO management, but would also
 

examine mini-oil press option.
 

\4t
 



Would constitute a dossier to 
use in promoting
 

SOAVOANIO with potential foreign partners.
 

C. BUSINESS PLAN
 

1. 
 Enterprise Objective: Raise SOAVOANIO's profitability by transforming
 
the enterprise into 
an efficient integrated producer of high quality crude
 
coconut oil for the domestic Madagascar market.
 

2. 
 Business Strategy: Progressively adjust SOAVOANIO to market
 
opportunities for supply of crude coconut oil through modular establishment
 
of oil processing facilities. Enhance competitiveness by raising
 
productivity through replantation with improved coconut varieties.
 

3. Action Program:
 

3.1 Market:
 

Short term (1988-1990). Begin progressive change from copra to crude oil
 
production with sales targets as 
follows:
 

1988 1989 1990
 

Output copra (tonnes) a/ 4357 4827 
 5377
 
Oil (tonnes) b/ 
 609 1218 1827
 
Nuts (tonnes) c/ 3
3 3 


Copra sales (tonnes) 2807 2227 
 1727
 

a/ Based on BMB, Etude d'Organisation et de Gestion de la Societe Sambava
 
VOANIO, October, 1986
 

b/ Copra to crude oil conversion at 58%
 

c/ Assumes 6 nuts equivalent to 1 kg copra
 

Medium term (1991-1993). Complete reorientation of all production to crude
 
oil 
(except modest nut sales) with sales targets:
 



3.2 

1991 1992 1993
 

Output copra (tonnes)a/ 5841 
 6046 6069
 
Oil (tonnes)b/ 
 3098 3216 
 3230
 
Nuts (tonnes)c/ 3
3 3 


a) Based on BMB, Etude d'Organisation et de Gestion de la Societe Samba
 
VOANIO, October, 1986
 

b/ 
Copra to crude oil conversion at 58%
 
c/ Assumes 6 nuts equivalent to 1kg copra
 

Long :erm (1994-forward). 
 Increase oil production as plantation's copra
 
output increases:
 

1994 2000 
 2007
 

Output copra (tonnes)a/ 6074 8529 9210
 
Oil (tonnes)b ) 3233 4657 5052
 
Nuts (tonnes)c/ 
 3 3 
 3
 

a) Based on BMB, Etude d'Organisation et de Gestion de la Societe Sambava
 
VOANIO, October, 1986
 

b/ Copra to crude oil conversion at 58%
 
c/ Assumes 6 nuts equivalent to 1 kg copra
 

Plantation: Begin to renew existing plantations of Grands Locaux with
 
higher performing hybrids. 
 Following BMB recommendations, a maximum
 
program could be:
 

Zone II - 1026 ha 1988-1991
 

Zone I - 1518 ha 
 1992-1997
 

Zone III - 1986 ha 
 1998-2001
 

Zone IV - 1180 ha 
 2002-2006
 

An alternative more modest program (favoured by SOAVOANIO's management)
 
would be replantation of approximately 1500 ha total in Zones I-III at a
 
pace of 200 ha/year.
 



3.3 Oil Pressi : Establish a copra pressing facility based cn
 
mini-pressing units capable of processing 350 kg/hour of copra (203 kg/hour
 
crude oil equivalent) beginning with 
one unit in 1988. 
 Purchase additional
 
units in line with growth of copra production and market sales targets, 
for
 

example:
 

1988 1989 1990 1991 
 1992 1994 2000 2007
 

Copra available
 

(tonnes) a/ 
 1050 2100 5340
3150 5545 5570 8030 8710
 
Units required 1 
 2 3 6
5 6 8 9
 
Oil output (tonnes) 609 1218 1827 3216 3233
3097 3230 4657
 

a/ Excludes equivalent of 3 million nuts per year sold as 
drinking nuts and
 
volumes allocated to copra sales target in period 1988-1990.
 

4. Resource Requirements:
 

4.1 Plantation: 
Renewal of the plantation wou].d require new or
 
replacement investment in copra ovens, 
tractors and trailers, and in
 
equipment for replantation works (tree-felling, replanting, etc.),
 
workshops and plantation road maintenance; and investment in buildings
 
(copra warehouse, fertilizer warehouses, and quarters and related
 
infrastructure). 
 The bulk of these costs are projected for the period 1988
 
through 1993. Additional investment would be required to establish and
 
bring into production the annual replantation blocks in each zone.
 
Investment costs might be summarized as 
follows for selected years:
 



19881989 1990 
 1991 99219931994 
2000 2007
 

Ovens,
 

equipment and
 

buildings a/ 468 
 159 157 140 
 232 115 
 14 42
 

Replantationb / 54 65 
 112 126 153 184 
 216 216 216
 

a/ Based on BMB, Etude d'Organisation et de gestion de la Societe Sambava
 
VOANIO (Phase 2) October 1986, Table 8.1.
 

h/ Ibid, Table 8.4
 

4.2 
 Oil Pressin-: Investment would be required in mobile mini oil
 
pressing units beginning in 1988. 
 Each unit is projected to cost about Fmg
 
165 million delivered Diego Suarez. 
As a rough indicator, this figure is
 
increased by 15% 
to account for additional delivery and infrastructure
 
costs to be incurred. 
The oil pressing units would also give rise to new
 
working capital requirements. Nationally additional working capital might
 
amount to approximately Fmg 30 million per unit. 
Tractor-trailer sets to
 
service the processing units might add another Fmg 20 million per unit.
 
Incremental new investment might be scheduled as 
follows (excludes
 

replacement investment):
 

(Fmg millions)
 

1988 1989 1990 1991 1992 1993 
 1994 2000 2007
 

Pressing units 
 190 190 
 190 380 190--------
 380 190
 
Tractor-trailers 
 20 20 
 20 40 20 -------- 40 20
 
Working capital 
 30 30 
 30 60 30 --- ---- 60 30 

5. Performnnce Impacts:
 

5.1 
 Financial Performance: SOAVOANIO's principal enterprise level
 
objective would be 
to raise the profitability of its investment. 
 Enhanced
 
productivity and shift from copra to a higher value output (crude coconut
 
oil) should achieve this objective. A comprehensive market, technical and
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financial feasibility study for the expanded SOAVOANIO would project
 
financial impacts in detailed rate of return and cash flow terms. 
 In the
 
meantime:
 

Replantation. 
In its analysis of a proposed replantation
 
program, BMB calculated return on net equity to vary between
 

20% and 50%.
 

0 Oil Mill. 
 Both BMB and Planco have found oil mills of variour
 
configurations to be financially viable, with rates of return
 
of 46% and 1.4%, respectively. V
 

The profitability of SOAVOANIO's presently proposed mini oil press strategy
 
for crude oil production remains, however, to be determined. As a rough
 
first approximation, estimates of the financial returns to 
these mini units
 
are presented in Tables 1 and 2. 
It will be noted that, after
 
incorporating the plantation and copra manufacturing productivity
 
improvements and costs projected by BMB, and after assuming a reasonable
 
product price level and cost structure, the mini oil press appears to yield
 
returns on investment superior to 
those now earned by SOAVOANIO on its
 
existing assets. Addition of the mini presses 
to SOAVOANIO's asset base
 
would appear to raise its overall weighted average rate of return on
 
investment, thus achieving its increased profitability objective.
 

5.2 	 Competitiveness of SOAVOANTO Crude Oil Output: 
The expanded SOAVOANIO
 
would be the only significant industrial producer of crude coconuIt oil in
 
Madagascar. 
 At some point it would likely face competition from imported
 
crude coconut oil. 
 A brief analysis suggests that SOAVOANIO production
 
would not be competitive with imports at present prices and exchange rates,
 
but could become so given certain favourable world price and exchange rate
 
shifts. Specifically:
 

5_/ 	 BMB, Etude d'Orgnisation et de Gestion de la Societe Sambava VOANIO
(Phase 2). Octover 1986, p.87; 
and Planco, Etude d'une Huilerie De
 
Conra Raport Phase I, P.4-45.
 



Table 1: Mini Oil Press Unit
 
(1350 kg copra/hr) Indicative Net
 

Revenue per kg. 
 Crude Coconut ---

Produced at Selpcted Copra Prices
 

(Fmg/unit a)
 

Iterm 
 Proiected Year
 

L 10.
 

Raw Materialb 
 196.0 200.3 
 173.5
 

Other costs
 
c
- labou C 

Fmg 0.54
 
- power Fmg 8.04
 
- maintenancee Fmg 4.70 
 13.3 13.3 
 13.3
 

General Overheadf9 
 12.5 12.8 11.2
Vehicle Operation 
 8.0 8.0 8:0
 
Depreciationh 

- oil press Fmg 18.01 
- vehicle Fmg 
- warehouse Fmg 


Financing chargks
 
- fixed assets 

- working capital 


Cost per kg copra 
- before financing 
- after financing 

Cost per kg oil 
(copra x 1.72) 
- before financing 

- after financing 

Containerm 


Cost -- factory
 
- before financing 

- after financing 


n
Price -- factory


Net revenue per kg
 
- before financing 
- after financing 

3.17 
1.61 22.8 22.8 22.8 

Fmg 12..71 
Fmg 5.71 17.4 17.4 17.4 

252.6 257.2 228.8 
270.0 274.6 246.2 

434.5 442.2 393.5 
464.4 472.3 423.5 

23.2 23.2 23.2 

457.7 465.6 416.7 
487.6 495.5 446.7 

550.0 550.0 550.0 

92.3 84.4 133.3 
62.4 54.5 103.3 



Notes
 

a/ 
 Assumes mini oil press (type Mecanique Modern "Huilerie en
 
Container") capacity 350 kg copra per hour, 58% 
extraction rate and
 
annual operation cf 12 hours x 250 days, 
or annual throughput of
 
1050MT copra and annual output of 609MT crude coconut oil.
 

b/ 	 Based on BMB, Etude d'Organisation et de Gestion de la Societe
Sambava SOAVANIO (Phase 2), October 1986, Tables 4.2 and 8.4.
 

c/ Assumes 6 workers averaging Fmg 1500 day working staggered 8 hour
 
shifts over 12 operating hours.
 

d_/ Assumes operating cost of annually Fmg 2816/hour for 50 KVA power
 
source.
 

e/ 	 Assumes 3% of CIF cost allocated to 3000 operating hours at 350 kg
 
copra/hour.
 

f_/ Assumes 6% of sum of cost of copra plus other costs. 

g/ Represents transport associated with oil press operation. Notional 
figure. 

h/ 	 Assumes 10 year depreciation of estimated oil press set-up value of
 
Fmg 190 million.
 

j_./ 	Assumes 6 year depreciation of tractor/trailer valued at Fmg 20
 
million.
 

.1/ 	 Assumes warehouse 15m x 15m at Fmg 150,000/m depreciated at 5% per
 
annum.
 

i_/ 	Assumes 60 percent of capital cost of oil press, vehicle and
warehouse is 
financed at a rate of interest of 15% 
on an average

outstanding loan balance of Fmg 82 million.
 

1/ 	 Assumes working capital of Fmg 30 million is financed at a rate of
 
interest of 20%.
 

m/ 	 Assumes 2000 litre 
(1800 kg oil) container cost of Fmg 250,000 with 6
 
rotations per container.
 

n/ 
 Represents price charged by SOMAPALM's Ivondro oil extraction unit
 
for crude oil.
 

Source: Coopers & Lybrand
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Table 2: Mini Oil Pressing Unit
 

(1050 tonnes Copra/Year): Indicative Net Annual Revenue
 

and Return on Investment at Selected Copra Prices
 

(Fmg million)
 

Proiected Year 	 (I) (5) (10)
 

Net Revenues a/
 

o 	 before financing
 
crude 
 56.2 51.4 81.2
 
press cake 
 13.2 13.2 
 13.2
 
total 
 69.4 64.6 
 94.4
 

" after financing
 
crude oil 
 38.0 33.2 
 62.9
 
press cake 
 13.2 13.2 13.2
 
total 
 51.2 46.4 76.1
 

Return on Investment b/
 

o before financing 
 25% 24% 34%
 
o after financing 
 52% 47% 78%
 

Notes
 
a/ Based on 
the net returns per unit estimated in Table 1 for each of the 

three projected years. Estimates assume the output of one mini oil 
press producing per year
 

o input 1050 tonnes copra
 
o output 609 tonnes crude oil
 

441 tonnes press cake
 

Net returns 
assume unit prices of Fmg 550/kg crude oil and Fmg 30/kg
 
press cake (unpacked). 
 Given the fact that the market for press cake
 
has not yet been clearly defined, this latter figure represents less
 
than half the press cake unit price assumed by Planco, Etude d'une
 
Huilerie de Copra Rapport Phase IT, 
September 1986, p. 4-24.
 

b_/ Assumes a total investment base per each mini oil 
press unit:
 

Total Irvestment Equity Share
 

Fmg million-------

o oil press and
 
related infrastructure 
 190 	 76 (40%)
 

o vehicle 
 20 	 8 (40%)
 

o warehouse 
 34 	 14 (40%)
 

o working capital 
 30 	 -- (debt
 

financed)
 

Total
 

274 	 98
 

Source: Coopers & Lybrand
 



o 
 At recent exchange rates, crude coconut oil prices and
 
transport costs, and with Madagascar's present tariff
 
structure, SOAVOANIO's projected output would not be
 
competitive with the landed price of imported crude oil.
 

0 
 At recent world oil prices and transport costs and with the
 
present tariff structure, but assuming a 50% devaluation of
 
the Fmg versus the US$, SOAVOANIO production could be
 
competitive with the landed price of imported oil.
 

0 
 Finally, assuming a 50% devaluation of the Fmg/US$ rate and
 
roughly a US$ 100 increase in the world crude coconut oil
 
price, SOAVOANIO's production could be competitive with
 
imported oil even at border prices. 
 A $100 increase in world
 
crude coconut oil prices-from US$ 417/MT to US$515MT in 1987
 
terms would not appear an unreasonable prospect given recent
 
IBRD crude c'conut oil price projections of US$/tonne (1990)
 
and US$ 60 0/tonne (1995) (1987 US$ terms).
 

These estimates are outlined in Table 3.
 

Additionally, it has been suggested that SOAVOANIO might become an
 
exporter of coconut oil. 
 However, given the prices and costs of production
 
assumed for the proposed mini oil press, it appears that SOAVOANIO output
 
would become competitive in the world market only with a 100% devaluation
 
of the Fmg/US$ exchange 
rate coupled with a greater than doubling (118%) in
 
recent world crude coconut oil prices. 
Table 4 provides details. While
 
world crude oil coconut prices have in the past been as 
high as US$
 
7 30/tonne (1983) and US$ 
l155/tonne (1984), 
the world price of US$
 



909/tonne implied by Table 4 appears somewhat unlikely in light of IBRD
 
crude coconut oil projections, which rise no higher than US$ 780/tonne for
 
the year 2000 (current dollar terms).
 



Table 3: Estimated Competitive Advantage of Mini Oil Pressing
 
Unit Production Relative to Crude Coconut Oil Imported into Madagascar
 

Fmg (000)
 

Exchange Rates US$ 1- US$ 1-
 US$ 1-


Assumed: Fmg 810 Fmg 1215 Fmg 1215
 

SOAVOANIO crude oil
 

• price ex-factory A/ 
 550 715.3 b_ 715.3
 

transport 
 85 119.1 C/ 119.1 C/
 

delivered SOMAPALM 
 635 834.4 834.4
 

(US$ equivalent) 
 ($784) ($687) ($687)
 

Imported crude oil
 

(US$ base price) 
 (417) IV ($417) d/ ($515) 
• base price 
 337.8 506.7 
 625.7
 

freight e/ 
 133.4 200.0 200.0
 

freighit surcharge V 
 8.7 13.0 13.0
 

insurance g / 
 3.4 5.1 
 6.3
 
CIF Toamasina 
 483.3 724.8 
 845.0
 

duties & taxes
 

- customs h/ 
 72.5 108.7 126.8
 
- import tax V 
 6.0 6.0 
 6.0
 

handling i /  
 20.0 20.0 20.0
 
delivered SOMAPALM 
 581.7 859.5 997.8
 

US$ equivalent ($718) ($707) ($821)
 

Notes
 

a/ Price from Table I
 
b,' Assumes 60% foreign exchange content of crude oil product.
 
c/ Assumes 80% foreign exchange content.
 
d_/ Crude coconut oil price CIF Rotterdam US$/*LT, January 1987.
 
e/ Freight northern Europe to Toamasina 147 ECU/MT with rate of exchange
 

906 Fmg-lECU.
 
f/ Surcharge at 6.5% of base freight charge.
 
£/ Insurance at 1% of FOB value.
 
h/ 15% of CIF value
 
i_/ Assumed Fmg 6/kg net.
 
j/ Represents port handling and delivery to SOMAPALM refinery.
 

Source: Coopers & Lybrand
 

-A" 



Table 4: Estimated Competitive Advantage of SOAVOANIO Mini Oil
 

Pressing Unit Production in World Export Market
 

Fmg (000) 

US$ 1- US$ I- US$ 1-

Fmg 810 Fmg 1620 Fmg 1620 

World Price CIF Rotterdam 
 $417 a/ $515 $909
 
(Fmg equivalent) 
 (337.8) (834.3) (1472.4)
 

SOAVOANIO Crude Oil 

price ex-factory 550 979.7 -./ 879.7 c/ 

transport Sambava to 

Toamasina 75 135.0 135.0 
* handling/loading 20 36.0 36.0 

price FOB Toamasina 
 645.0 1050.7 1050.7
 

freight e/ 
 192.8 385.6 
 385.6
 
freight surcharge 25.1
12.5 25.1 


insurance Z/ 
 6.5 11.0 11.0
 
CIF Rotterdam 
 856.8 1472.4 1472.4
 
(US$ equivalent) 
 ($1058) ($909) $909
 

Notes
 

Source: Coopers & Lybrand
 

a/ Crude coconut oil price CIF Rotterdam US$/MT, January 1987.
 

]/ From Table 2
 
c/ Assumes 60% foreign exchange content of crude oil product.
 

d_/ Assumes 80% foreign exchange content.
 
e_/ Base freight charge Toamasina to Rotterdam 212.5 ECU with rate of
 

exchange Fmg 906 - 1 ECU.
 

f/ Surcharge at 6.5% of base freight charge.
 

£/ Insurance at 1% of FOB value.
 

Source: Coopers & Lybrand
 



6. Organizational, Structural and Management Requirements
 

6.1 Recapitalization of SOAVOANIO. 
 Transformation of SOAVOANIO into an
 
integrated crude oil producer will require substantial new investment.
 
This investment would be financed through a recapitalization featuring
 
infusion of new equity capital and acquisition of new debt. Because the
 
edible oil industry focuses upon what Government considers a strategic
 
basic product ("produit de premiere necessite"), after recapitalization the
 
State could continue to hold a majority ownership (e.g., 50.5%), 
and could
 
pay in kind and in cash such new equity as would be required.
 

6.2 Equity of a Foreign Partner. 
A major share of the replantation and
 
oil pressing capacity investment would be in foreign exchange. 
A foreign
 
investor would therefore be sought to participate in the development of
 
SOAVOANIO. 
This investor would both bring new capital 
to the enterprise
 
(up to 49.5% of shares) and would assist in arranging foreign exchange
 

loans.
 

6.3 Transformation to 
Societe d'Economie Mixt. 
 To allow foreign private
 

participation in SOAVOANIO, the enterprise would change its legal status
 
from Societe d'Etat to Societe d'Economie Mixte. 
This transformation would
 
require an exception to the requirements of the Charte des Entreprises
 
Socialistes, an action to be ultimately ratified by the National Assembly.
 
(Precedent for such an exception exists in the 
case of Famama, transformed
 
from a Ferme d'Etat to a Societe d'Economie Mixte).
 

6.4 To permit promotion of SOAVOANIO with
 
Guarantee of Investment. 


potential foreign partners, a framework of appropriate investment
 
guarantees must be established. 
Because the Code des Investissements is
 
not yet legally binding and possesses certain weaknesses, such guarantees
 
might be encompassed in a joint venture contract ("contrat de partenariat")
 
between Government, SOAVOANIO and the eventual foreign partner.
 



6.5 
 Guarantee of Foreign Exchange Requirements. Because the success of
 
SOAVOANIO's proposed reorientation would rest upon timely access 
to
 
adequate foreign exchange (for purchase of equipment, annual purchase of
 
fertilizer, repayment of foreign exchange loans and interest, and eventual
 
payment of dividends and repatriation of capital), 
the above-cited joint
 
venture contract would also provide the enterprise guaranteed foreign
 
exchange allocations. Specific commitments might be made on an annual
 
basis within the framework of projections incorporated in a budget
 
established in a yearly "contrat-plan" between Government and SOAVOANIO.
 

6.6 
 Resolution of the SOAVOANTO Balance Sheet Item "Comptecourant Etat".
 
This liability, in theory a debt to 
the State requiring payment of interest
 
and repayment of principal, has in practice been treated as 
a government
 
grant. Its 
status must be clarified before promoting SOAVOANIO with
 
potential foreign investors. One approach might be to revalue the coconut
 
lands which it represents and consider this revalued asset to be 
a
 
Government equity contribution in the recapitalized SOAVOANIO.
 

6.7 Development of EnterpriseManagement. 
The organizational and
 
management recommendations made by BMB, Etude d'Orgnanisation et de Gestion
 
de la Societe Sambava VOANIO (October 1986) would be put in place. 
These
 
would include notably, the establishment of the oil pressing operations as
 
a separate SOAVOANIO department, development of SOAVOANIO's cost accounting
 
to give more detailed and timely information on real costs, and hiring of a
 
Director of Finance and Administration.
 

7. 
 Phase II Study: A complete feasibility study of the transformation of
 
SOAVOANIO to 
an integrated crude oil producer should be undertaken in Phase
 
II. 
 This study would examine the market, technical, financial and
 
organization viability of the transformed SOAVOANIO, including it3 proposed
 
replantation program and mini oil pressing unit. 
This study would serve as
 
the basis of a dossier for purposes of promoting investment in SOAVOANIO
 

with potential foreign partners.
 



SOCIETE SAMBAVA VOANIO
 

I * CREATION 

1. Forme iuridioue 

La SA,3AVA VOANIO avait At6 cr6e per d6cret
 
n'79-O77 du 11 mars 1979 sous 
la forma juridique de
 
Soci6t6 d'Etat. Ce d~cret d~roge A l'article 60 de la
 
Charte des Entreprises Socialistes. En effet, l'Etat
 
d~tenant au moins 51 fa 
du capital de la SAMBAVA VOANIO,
 
la forme juridique qui aurait dO 
atre adopt6e 6 sa
 
creation est 
celle d'une entreprise socialiste.
 

2. Objet social
 

Ce d-cret fixe l'objet de la SAMBAVA VOANIO
 

comme suit :
 

- L'exploitation et 
la oestion des cocoteraies
 
de t aille industrielle existantes ou 
b crier sur des
 
surfaces qui lui sont conc6d6es par L'Etat ;
 

- L'achat, la transformation des produits
 
primaires ainsi que 
toutes oorations commerciales qui
 

y sont li~es ;
 

- Le d6 veloooement de la nuciculture 
en
 
milieu villagois par l'aoprovisionnement en mayens de
 
production, l'encadrement technicue et l'incitation
 
tendant 6 la coop~rativisation des producteurs ;
 

- La surveillance pour le 
compte de l'Etat,
 
de tous travaux executds par des tiers et dont elle 
est
 

b~n~ficiaire.
 

3. 	 Le Capit a l social
 

Le capital social de 
la Soci~t6 a Lt6 fix6
 
& 200 OCO 000 de 
FYG souscrit par l'Etat Malagasy, les
 
Soci6t6s d'Etat et 6ventuellement par les Collectivit~s
 
d~centralis6es.
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4. Statuts de la SANBAVA VOANIO
 

Les statuts, ainsi que les modalit~s de
 
fonctionnement de la SAMBAVA VOANIO ont 
 6 aporouv~s
 
par voie de d~cret, celui 
portant le n*79-077 du 21 Mars
 
1979, ci-dessous indiqu5.
 

II . ORGANISATION ET FONCTIONNEjVENT
 

1. 	Gestion de la 5ocift6 SAOBAVA VOANIO
 

- Suivant d6cret pris 
en Conseil de hinistres
 
portant le Q 0O-062 du 
5 iOars 1980, Monsieur ANDREAS
 
Claude Rostand a 
t6 nomm6 Directeur Gn4ral de la
 
Soci&tO d'Etat SANBAVA VOANIC.
 

- La SocitQ est administr6e p r un Conseil
 
d'Administration compos6 de 
huit membres. La nomination
 
des Administrateurs de la SocjWt 
 SARBAVA VOANIO fait
 
l'objet d'un d~cret portant le n"79-203 du 2 AOt 1979.
 

2. Le contr8le 	de 
la Soci-t6 SAMBAVA VGANIO
 

a)- le contr~le de tutelle
 

Le contr~le de tutelle de 
la 5ocit6 est
 
exerc6 par la Ministre du Dveloopement Rural et de
 
la RWforme Agraire (actuellement, le Ministre de
 
Production Agricole et de 
la RWforme Agraire), ainsi
 
que par le 
Ainistre auprs de la Pr~sidence charg6
 
des Finances et de 1'Economie.
 

b)- Contr~le administratif et financier
 

• L'assemble gn~rale ordinaire nomme pour
 
trois 
ans un Commissaire 
aux Comates titulaire et un
 
Commissaire aux 
Comotes supo16ent, choisis sur 
une
 
liste 
Ktablie par le Ninistre auor~s 
de la Pr6sidence
 
charg6 des Finances et de 'Economie. Ces Commissai
res aux 
Comptes ont pour mission de vrifier la
 
r6gulariO 
et la sincrit des comotes.
 

* oo0/oooS 
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Le 
Commissaire du Gouvernement, d6sign6
 
par le President de la RAoublique a tous oouvoirs
 
d'investigation sur piece 
et sur place. 1i dresse 6
 
l'intention du Chef de Gouvernemgnt un 
raooort
 
annuel d'ensemble sur 
les activitAs de la Soci't6
 
et sur la situation financi~re. Ce raoport sera
 
diffus6 
aux Ministres 
de tutelle et aux associ(s.
 
Toutefois, la d~signation du Commissaire du
 
Gouvernement n'a pas 
encore eu lieu.
 



1. BASIC DATA SHEET
 

ENTERPRISE NAME 
 SOMALAC's Industrial and Commercial Division * 

LOCATION Alluvial plain of Lake Alaotra
 

LEGAL STAUS Entreprise Socialiste
 

SHAREHOLDING 
 : 100 % State
 

ACTIVITIES 
 Rice milling and distribution
 

STAFF 
 221
 

KEY FINANCIAL INDICATORS (in Fmg millions)
 

Period ended (1) Dec. 31, 84 
 April 30, 86 April 30.87
 

Sales 
 12,178 11,489 
 1,587
Operating Profit/(loss) 1,223 945 
 (138)
Net Profit/(loss) 
 130 1 580 (2) (3224) (3)
Cash Flow from operations 161 
 1 676 (2976)

Total Assets 
 4 688 
 2 160

Total Debts 
 4 634 
 579

Net Equity (4) 
 54 1 581

Operating Profit/Sales 10.0 % 
 8.2 %

Operating Profit/Total assets 26.1 % 
 43.8 %

Total debts/Net equity 86:1 
 0.4:1
 

* SOMALAC as a whole is covered in the monitoring section of
 
this report.


(1) 12 month periods except April 30, 1986 which comprised 16
 
months.
 

(2) Including Fmg 1,226 millions which represents the write-back
 
of prior-year provisions.


(3) Including Fmg 2,013 millions of stock provisions.

(4) Excluding equity of "EIC" which has funded other activities
 

of SOMALAC.
 



2. SUITABILITY FOR IMMEDIATE DIVESTITURE ACTION
 

RECOMMENDATION_: 
POSTPONE ACTION
 

A. EVALUATION OF PERFORMANCE IMPROVEMENT POTENTIAL
 

CONCLUSIONS
 

-
The introduction of an experienced, private-sector

rice-miller/distribvtor as 
co-investor and operator would diminish

financial risk and provide opportunities for improved returns.
 

* 
Whereas we have no reason to doubt the capacity of SOMALAC's
 
management, the experience and know-how of a private-sector

businessman might be expected to mitigate losses due 
to

unforeseen fluctuations in the price of rice and paddy.

An operating-lease ("bail-gerance") arrangement, common in
French-speaking business environments, would assure for

SOMALAC's remaining activities both continuing income as well
 
as 
a shi-re in any future improvements in the profitability of
 
the milling/distribution business.
 

* The technical know-how as well as 
the cash resoures which it is
envisaged to be provided by a miller-investor would facilitate

the up-grading of the milling machinery and other equipment for
 
greater efficiency and cost-saving.

Separating the milling/distribution business from the remainder
 
of SOMALAC would help avoid any confusion between that
businesses' profit-making objectives and SOMALAC's irrigation

and extension activities which are partly or wholly in the
 
nature of public services funded by the Government.
 

CONSTRAINTS
 

-
Potential investors who are knowledgeable about the rice business

in Madagascar are likely to be hesitant about extending their
 
commitments at this time.
 

Like SOMALAC itself, most rice millers/distributors are
believed to have incurred losses as a result of Government
 
intervention in the rice market in 1986/1987 and may fear that
 
such intervention will occur again.
 

- The margin available for milling and distribution costs and for the

remuneration of capital is tightly circumscribed.
 

Government guarantees minimum prices 
to paddy farmers and also
 
acts to moderate the retail price of rice. (Although smaller,

private-sector millers/rice dealers may pay farmers less than
the guaranteed minimum, an operation of the size and regional
economic importance of SOMALAC is bound to respect Government
 
ordinances, whoever its 
owners might be).
 



ANALYSIS
 

MARKET ISSUES
 

. SOMALAC's rice milling/distribution business has strategic
 
importance :
 

The 35,775 tons of rice which SOMALAC budgets to market in
1987/88 represents a substantial proportion of rice distributed
 
through commercial channels in Madagascar.
 

- The activities of SOMALAC's rice milling/distribution business have
 
a potential impact on the price of rice.
 

* 
Control of SOMALAC's rice milling/distribution business gives

the Government additional leverage to moderate prices to the
 
consumer.
 

-
Social as opposed to commercial objectives underlie the Division's
 
activities.
 

The division's 1987/88 budget states 
that it will seek to
maintain a "reasonable" ex-factory price of Fmg 300 per kilo.
 
TECHNICAL ISSUES
 

- Stock losses and maintenance and other production costs could be
reduced and the quality of rice improved by the investment of about

Fmg 500 millions in more efficient paddy cleaning equipment and
 
discreet improviments in the production line
 

* A March 1986 evaluation prepared by SOMAIAC in the light of
 
recommendations made by technical experts concluded that the

projected investments would provide a relatively low financial
 
return and should be shelved.
 

- It appears likely that higher yields of rice from a given quantity

of paddy could be obtained with modern milling equipment.
 

SOMALAC's rice mills and related plant and equipment are
 
antiquated.
 

FINANCIAL ISSUES
 

- The rice milling/distribution business in Madagascar represents

considerable dangers to 
a potential investor
 

This is illustrated by losses in excess of Fmg 2 billions which
 
SOMALAC currently expects 
to incur when it mills and sells
 
21,000 
tons of paddy and 1865 tons of rice in stock at April 30

1987. The losses are 
the result of large fluctuations which

occured when the Government intervened in the market after the
 
market was liberalized in 1986.
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-
On the other hand, good-commercial returns are shown to be possible
given an absence of renewed, uncontrolled and unforeseen swings in
 
prices :
 

The Division's budget for the coming year foresees an operating
profit of Fmg 931 millions. (That is after charging the cost

of interest on crop-cycle finance but excludes the loss
 
on existing stocks referred to above).
 

-
A marginally more aggressive commercial stance could net up an

additional billion francs in profit for SOMALAC.
 

SOMALAC's budget foresees a "reasonable" ex-factory price of
Fmg 300 per kilo. But a wholesale price of up 
to Fmg 330 would

be more in line with a current retail price of Fmg 350 and
would represent additional revenues of approximately Fmg 1
 
billion.
 

ORGANIZATIONAL/ADMINISTRATIVE ISSUES
 

- From an organizational/administrative standpoint, it should be
relatively easy to sever 
the milling/distribution business from the
 
rest of SOMALAC.
 

SOMALAC as a whole has a well-defined organizational structure

which reflects its three operating divisions as separate profit
 
or cost centers.
 
Computer-based accounting, which has recently become fully

operational, provides complete financial information and
 
accounts for each of SOMALAC's operations, including the
 
milling/distribution business.
 

- Eventual divestiture may be facilitated by an operating-lease

("bail-gerance") arrangement which does not necessitate major legal

restructuring. Under such an arrangement, SOMALAC would retain
 
ownership of the businesses, and buildings and plants.
 

B. IMPLICATIONS FOR DIVESTITURE
 

-
Divestiture could present attractive advantages, but there are
important questions of Government policy to which answers must be
sought before proceeding with a full corporate study and the search
 
for an investor-mill operator/distributor :
 

What constraints, if any, is the Government willing to apply to
 
its future interventions in the local rice market ?

Will the strategic importance of SOMALAC's rice milling/

distribution business preclude divestiture ?
 

-
In view of all of the foregoing we recommend postponing further
action at this time but propose including an economic analysis of
 
divestiture in a subsequent study.
 

'N
 



SOCIETE 	D'AMhENAGEMENT DU LAC ALAOTRA 

(S OMALA C) 

I 	 . CREATION 

i'- Historioue 

La Soci~ti d'An~nagement du Lac Alaotra 
- SUALAC
 
avait 6t0 initialement cr6e le 9 mars 
1961 or voie de
 
d~cret portant le no 61-126 de 
la m6me date, sous Ia forme
 
juridique de 
"Soci~t6 d'Economie Mixte". 
Un d~cret oortant
 
le no 82-295 du 
ler Juillet 1982 avait abrog6 les disoosi
tions du d~cret 61-126 ci-dessus indiqu6.
 

Par la suite, Ia 5OMALAC a t6 transformle
 
l'issue de 1'arr@t& 
no 3083 du 2 Juillet 1982 en "Entreprise
 
Socialiste". Salon l'article 7 de cet 
arrtH, 1'entrearise
 
SOMALAC est assujettie au 
secteur 6conomique "production
 

agricole".
 

-
2'	 Objet social
 

L'article 2 de 'arr&tU no 3063 
a fix6 1'objet de
 
la Socit comme suit :
 

-
D'une part, Ia recherche, la conception,
 
l'exp~rimentation, 
la mise en oeuvre, le d~veloooement,
 
le contr~le et le 
suivi des mnthodes, techniaues et moyens
 
mat6riels et humains 
oroores i am~liorer et 6 accroltre la
 
quantit6 de 
riz dens la rdgion du Lac Alaotra.
 

-
D'autre part, 1'6tude et la r6 alisation, en
 
direct ou en 
quantit6 de maitre d'oeuvre, de tous orojets
 
et 
d'activit6 d'ordre socio-5conomique susceptibles
 
d'am~liorer les conditions mat~rielles et 
le niveau de vie
 
des populations rurales situ6es dens le 
zone d'action de
 
la Societ.
 

* .oo/ .. o 
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-
3' Capital social
 

Le caoital de la 50IALAC est fix6 6 deux cent
 

millions de francs malagasy (200 OO 000 de Fmg) rieartis
 

comme suit
 

Montant en Fmo Pourcentaae
 

- Etat 171 000 000 85,5
 

- Demembrements
 
de 2)Etat 20 000 000 10,0
 

Partenaires
 

- C C C E 2 000 000 1,0
 

- SCET Madagascar 7 000 000 3,5
 

Total..... 200 000 000 100
 

-
40 Statuts de l'entreorise socialiste
 

Les statuts de la SCNALAC sous forme d'entreorise
 

socialiste ont 6taoorouv~s oar 'arrt& no 3083 
du
 

2 Juillet 1982.
 

. ORGANISATION ET FONCT0ONNEVENT
 

1- Gestion de la SOALAC
 

M. RANDRIAVRISOA Raymond Jean Fidel, Ing~nieur
 

d'iquioement de oremi~re classe, a 6 nomm6 Directeur
 

G~n6ral de la SONALAC, suivant arrgt& no 3103/B3 du
 

27 Juille, 1983. Ii est charg6 d'ex6cuter les programmes
 

d'activit6 et les d4cisions du Comit6 de Gestion.
 

ooo/SoIo
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Le Comit6 de Gestion est composu, selon l'arr t5
 
n'2790/83 du 24 
Juin 1983, de di% (10) membres ainsi
 

r~partis :
 

- Le President
 

- 4 reorisentants de 1'Etat
 

- 1 reor~sentant des 
Collectivitfs dAcentralis~es
 

- 2 reorAsentants des travaillurs de l'entreorise;
 

- 1 mandataire des Partenaires de 1'Etat
 

- Le Directeur G~n~ral ;
 

. L'arrgt6 no 2791/83 du 24 
Juin 1963 ocrtant
 

nomination des membres du ComitA de 
 estion de l'entreorise
 
socialiste SOMALAC, n'a pas mentionn6 les 
noms des 2 reor4

sentants des travailleurs de l'entreorise 
au sein dudit
 
ComitY. En effet, ils sont 6 lus 
oar les travailleurs de
 

l'entreprise.
 

-
2* Le contrale de l'entreorise socialiste 
 GOIALAC
 

a)- Contr~le interne
 

L'ordonnance 78-006 du ler i-'ai 
1978 portant refonte
 

de la Charte des Entreprises Socialistes 
a or6vu dans son
 
article 22 in fine le contr8le interne de 1'entreorise
 

exerc6 par son Comit de Gestion.
 

b)- Contrale externe
 

a Un ou plusieurs contraleurs sont nomm~s par le
 
Conseil d'orientation. Ils 
ont pour mission :
 

- d'effectuer 6 tout mcment les 
vLrifications et
 

les contr~les dont les ont chiarc6s le Conseil
 

d'orientation
 

....//...0
 



- d'effectuer un raooort g~n4 ral annual, au mgme
 

titre que les Commissaires aux Comotes dans la
 

Socit6 Anonyme.
 

* Le contr8le des Minist6res de tutelle n'cst oas
 

pr~vu oar les textes. Tojtefois, le Kinist~re de la
 

Production Agricole et de la R6forme Agraire (rPPARA)
 

exerce sa tutelle sur l'entreorise socialiste SOMALAC.
 

/!P
 



ENTERPRISE 
 : SOJUFA (Societe de jus de fruits d'Antsirabe)
 

LOCATION : Antsiraba
 

LEGAL STATUS : Societe D'Economie Mixte
 

CAPITAL : Fmg 100.1 million
 

OWNERSHIP State 96.2%
 

BNI 3.8%
 

ACTIVITIES 
 Production and marketing of fruit juice, carbonated mineral
 

water and fruit vinegar
 

STAFF 138 in 1986
 



SOJUFA
 

KEY FINANCIAL INDICATORS 
 (Fmg millions)
 

YEAR ENDED 31 DECEMBER 
 1984 1985 
 1986
 

Sales 
 Ventes 
 278 325 362
 

Profit from 
 Resultat d'exploit-
 (7) (62) (48)
 

Operations 	 ation (1)
 

Net Profit 	 Resultat net 
 (62) (129) (171)
 

Cash Flow from 
 Marge brut d'auto- (53) (120) (162)
 

Operations financement
 

Total assets 	 Total actif 
 506 528 525
 

Total endebted-
 Dettes totales 
 512 663 
 832
 

ness
 

Net equity 	 Situation nette 
 (6) (135) (307)
 

Profit from 
 Resultat d'exploit-
 (252) (19,08) (13.26)
 

Operations/ 	 ation/ ventes %
 

Sales %
 

Profit from 
 Resultat d'expoit-
 (1,39) (11,75) (9,15)
 

Operations/ ation/ actif %
 

Total assets
 

Debt/ Equity % 	 Dettes/Situation (8.533,34) (491,12) (271)
 

nette %
 

(1) Apres amortissement 
Avant Frais Financiers
 



SOJUF&
 

RECOMMENDATION: Corporate Study Undertaken. Further Feasibility
 
Study to be undertaken immediately by the Association Professionelle
 

des Banques de Magadascar (APBM)
 

A. 	 EVALUATION OF PERFORMANCE IMPROVEMENT POTENTIAL
 

Conclusions
 

o 
 SOJUFA is currently technically bankrupt and with all sources
 

of funding closed, will soon stop business
 

.
 Each business faces very different competitive situations,
 

has different investment and skill requirements, and
 
different timeframes are needed to take remedial action;
 
each business must be separately analysed.
 

- The easiest business to reconstruct will be Visy Gasy
 
(carbonated mineral water); 
the hardest will be the fruit
 

juice business.
 

0 	 SOJUFA, ill-advised vinegar plant has caused much of the
 
enterprises's decline in the short-term, this plant should be
 
closed 	while feasibility studies of future options are
 
undertaken.
 

- As the 	plant is not covering variable costs, and further
 
costs are being incurred on huge and apparently unsaleable
 
stocks, the plant should be closed for the time being and
 
stocks sold for whatever price the company can get.
 

- The 	feasibility studies should: 

evaluate potential size and profitability of domestic
 

and regional vinegar market and of other products (e.g
 
rum, cider, wine) that could be made in the same plant;
 



identify potential buyer for the equipment.
 

0 	 SOJUFA's fruit juice business should also be closed
 

temporarily due to its inability to %,over variable costs.
 

However, it has major long run profit potential as a
 
greenfield investment. A detailed feasibility study with
 

different supply scenarios should be undertaken immediately.
 

Immediate action to further assess current fruit juice
 
profitability. If variable costs are 
still not being
 

covered:
 

cease fruit juice production and sell stock (in bulk
 

quickly if possible) to avoid incurring extra storage
 

costs
 

transfer bottles and caps to VISY GASY operations where
 

feasible.
 

- The 	feasibility study should aim to assess the 10 year
 
sales and profit potential of SOJUFA's fruit juice business
 
and should address the following main issues:
 

- national and regional markets; (previous studies have not
 
adequately reviewed these aspects).
 

- the advantages or otherwise of using tied apple supply from
 

the Ferme d'Etat BETAMPONA;
 

- production and price mixes related to current and 

anticipated output and demand. 

0 
 SOJUFA's VISY GASY business is currently very profitable.
 

Efforts and resources 
in short term should be directed to
 
increase production while a feasibility study on market
 
potential and investment requirements is rapidly undertaken.
 



Short-term improvements can be achieved by:
 

Diverting labour and bottles and caps of fruit juice and
 
vinegar businesses toward VISY GASY (where feasible)
 

Improving access road to plant
 

Repairing truck or buying new one.
 

The feasibility study should be undertaken rapidly 
- it
 
should be fairly simple 
- to assess market potential,
 

identify equipment needs comzensurate with market demand
 

and evaluate profitability. 

9jD
 



ANALYSIS
 

1. Overall Performance
 

SOJUFA is technically bankrupt. 
It has negative total debt
 

(Fmg -336 million) and working capital (Fmg -585 million).
 

All sources of funding have been closed to it (creditors,
 

banks, government). 
 With growing negative cash flow it has
 
been unable to invest in new equipment, and now has no cash to
 
purchase raw materials: its fruit juice business is relying on
 

stocks.
 

SOJUFA CASHFLGW
 

(Fmg millions)
 

4 141985 61986
 

-240 -392 -585
 

This rapidly deteriorating situation will soon cause 
all
 
business; to stop. The causes 
of this situation and the
 

potentrzl to improve its performance can only be understood by
 

looking in turn of each of its businesses.
 

o Vinegar
 

o Fruit Juice
 

o Visy Gasy
 

o Soda
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2. Fruit Vinegar Business
 

Financial/Market Issues
 

The Vinegar Plant has been a Financial Disaster for Sojufa
 

It should be closed and stock disposed of as fast as possible.
 

It should not re-open unless a full feasibility study can
 

establish its future viability.
 

Sales of fruit vinegar (less than 1% of total sales) currently
 

account for 70% 
of SOJUFA's losses.
 

Significance of Soiufa's Vinegar Business
 

(Sales and Net Result for 9mths Jan to 
Sept 1986 - Annualised)
 

BUSINESS SALES 
 NET RESULT
 

Fmg millions Fmg millions
 

Vinegar 
 0.9 1 (61.2)2 (70)
 

Fruit Juice 26.3 18 (53.7) (62)
 

Visy Gasy 121.4 81 
 27.1 32
 

TOTAL 148.5 
 100 87.9 100
 

1. After financial charges.
 

2. This loss is understated: deprec*ition on the vinegar plant has been
 
deferred. 
Using estimated annual cipreciation charges an extra Fmg
 

23.5 million should be charged against the vinegar business for 9
 
months operations (ie Fmg 3A.3 million per annum 
- see calculation
 

below)
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Estimated Annual Depreciation on Vinegar Plant (Fmg millions)
 

Book Value Depreciation p.a Life (vrs)
 

Constructions 
 59.9 3.0 


Equipment 
 186.3 23.3 8
 
Building Extensions 22.0 
 2.2 10
 

Installations 
 41.2 5.2 
 7
 

34.3
 

The Vinegar Plant is unlikely to be viable in the medium term and
 

certainly not without debt write-off
 

SOJUFA is unlikely to achieve profitability in its vinegar business
 

SOJUFA has been unable to penetrate Madagascar's vinegar
 

market (high price, initial poor quality) since commencement
 

in 1982. It is operating at low levels of capacity
 

utilisation, and has 130,000 litres in storage, equivalent to
 
56 years sales at 1985 levels. It has already disposed of
 

") 000 litres from storage.
 

SOJUFA's annual production capacity (750 million litres) 
is
 

equivalent to 
more than twice the current volume of the entire
 

Madagascan vinegar market (300-400 million litres per annum).
 

Data on Vinegar production and sales
 

1982 1983 1984 1985 1986
 

Vinegar Production 
 16.9 5.1 3.0 22.7 2.3
 
Volumes (000 litres)
 

Sales Value (Fmg millions) 7.3 2.5 1.8 
 12.9 1.1
 

% of total 
 5 2 2 10 1
 

Capacity Utilization (%) 
 3 1 1 3
 



The 	vinegar plant apparently does not cover its variable
 

costs, 	let alone making a real contribution to its estimated
 

annual 	fixed costs of Fmg 83 million.
 

Estimated Current Vinegar Cost Structure
 

(9mths to Sept 1986 - Annualised) 

Current Variable Costs
 

(Fmg '000s)
 

Sales Volume 
 3250 litres
 

Sales Value: 9031
 

Less Variable Costs:
 
Pnimary Materials 2285
 
Consumables 
 264
 
Factory Labour 50
 
Consumption Tax 99
 
Transport 860 
 3556
 

Variable Margin 
 (2653)
 

Less 	 Fixed Costs
 
Personnel 
 10547
 

TFSE 2 	 8166
 
Other 
 808
 
Depreciation 34840
 
Finance Cost 28140 82501
 

Net 	Result 
 (85154)
 

1. 	Doubt has been expressed Co SOJUFA's management on this figure, and a
 
request has been made for verification. This figure implies an average

sale price of Fmg 278 per litre, compared to expected revenue of Fmg

500 	per litre. We note 
that, even if verification were to show this
 
higher figure, it would still fail to 
cover variable costs.
 

2. 	Mainly electricity: considered semi-fixed because costs currently
 
charged on storage of 130,000 litres.
 

Source: SOJUFA product profitability analysis
 

Although not all the necessary information has been at our
 
disposal during this limited review, it appears unlikely that
 

this business could be profitable at all given the company's
 

current financial structure.
 



We also believe that it may be difficult to find alternative,
 

viable products (e.g drinks) which would be made at SOJUFA
 

using the vinegar plant's equipment.
 

The Vinegar Plant should be closed temporarily while further evaluation is
 

made
 

Two immediate action steps should be undertaken:
 

- It is urgent that the product profitability analysis be
 
verified: 
the exercise was performed by SOJUFA management 

as a first time exercise  it should be checked. If it
 

confirms the vinegar plant is not covering its variable
 

costs, no further production should take place and stocks
 

should be sold or dumped (high electricity charges 
are
 

incurred for storage).
 

- Feasibility studies to evaluate the long term future of the 
vinegar plant should be undertaken. The analysis should
 

isolate the 
vinegar investments and potential profitability
 

as a separate business to 
ensure 
that a proper evaluation
 

of its potential can be made and to 
ensure other businesses
 

do not suffer from its 
costs. If synergies with the fruit
 
juice business can be identified, later integration of the
 

feasibility studies can be made.
 

o The feasibility studies should seek to:
 

evaluate the potential size and profitability of
 

identifiable markets 
- domestic and regional vinegar markets,
 

other products (e.g rum, whisky, cider, wine)
 

identify buyers fir the equipment (possibly current wine and
 

rum makers in Madagascar).
 

If no viable long term future for the vinegar plant can be
 
identified, it should be closed permanently, and the debt paid
 

off by the government.
 

Cq
 



3. Fruit Juice business
 

Market Issues
 

Considerable Domestic and Regional market potential exists if financial and
 

technical constraints can be 
overcome.
 

Fruit juice was 
SOJUFA's second main business but its
 

importance has shrunk, due 
to lack of finance and dilapidated
 

equipment rather than competitive action or 
market collapse.
 

For example: 
 In December 1984, production was stopped due to
 

quality control problems and not recommenced until May 1985.
 

Inability to buy fruit 
(lack of cash) has resulted in
 

production in 1986 being based solely on stocks of fruit
 

concentrate: 
exhaustion of stocks of grenadelle and pineapple
 

has eliminated sales. Technical problems and lack of cash for
 

bottles has prevented movement of more stock (Fmg 68.6 
Aillion
 

tied up in stock in September 1986).
 

oiufaFrLuictJ Sale
 

1980 1981 198 1983 1984 1985 1986 

(in ig mLlrd Valie % Value % Value % Valke % Vale % Vake % Vale % 

4Ple 15.613 26.615 23.016 18.0 
14 6.0 5 12.3 9 21.0 13 
r'e 13.5 11 19.6 15.9 11 12.6 10 4.1 4 8.3 6 13.6 8 

Phmapple 7.8 6 26.4 15 11.8 8 0.6 1 0.3- 1.8 1 - -
Qnaille 3.5 3 10.5 6 18.1 13 6.2 5 - - 3.2 3 0.3 -

Total Juice 40.4 33 82.1 47 68.8 48 37.4 29 10.4 9 25.6 19 34.9 2 

TtalSOJUA Sales 123.1 100 173.8 1W 143.8 100 131.3 00 115.7 10) 135.5 10 161.9 10) 

Souce: SOJUFA management reports
 



SOJUFA has the potential to again increase its domestic sales
 
as 
it has the monopoly on Madagascan juice manufacture. To
 
date it has not used this advantage and has only had a small
 

fraction of the large non-alcoholic drinks market.
 

STAR has a powerful position in the Madagascan market, but it
 
produces only chemically based soda drinks. 
 SOJUFA could make
 
inroads into the large non-alcoholic drinks market with well
 

positioned fruit juice.
 

Madagascan Fruit Juice and flavoured Sodas Market  1983
 

VOLUME Market 

('000 Share 

litres) % 

STAR 
 12046 
 95
 

SOJUFA 
 103 1
 

MARKET 
 12680 100
 

SOURCE: STEG REPORT
 

Considerable regional markets may exist (an estimated 2
 

million litres of juice and ccncentrate are consumed in
 
Reunion alone). 
 However, few statistics are available (see
 
following page) and little is known of current supply
 

arrangements other than that all 
concentrate is currently
 

imported from Europe.
 

SOJUFA's successful entry to 
this market will depend on the
 
competitive advantage it 
can achieve versus European imports.
 
Current production costs are 
not a'guide to future costs due
 



to currenw dilapidated equipment and small scale and would
 

require long term evaluation.
 

SOJUFA's entry method to 
this market, whether with
 

concentrates sold to local conditioners and merchants, or as
 

finished products will also require extensive evaluation.
 

Estimated Reunion Market Size
 

('000 litres)
 

Apple Juice 
 449. 325. 
 724.
 

Concentrate 333 420 
 292.
 

Total 
 782. 745.5 1016.
 

Grape Juice 
 338 592. 
 718.
 

Concentrate 
 210  26.
 

Total 
 598 592 
 7L4
 

Orange Juice 
 66 25 
 128.
 

Concentrate 
 42 184. 
 124.
 

Total 
 108 2)9. 252.
 

Total Juice 
 903. 942. 
 1570.
 

Concentrate 
 589. 604. 
 442.
 

Total 1487. 1546. 
 2012.
 

Source: STEG Report
 

o 
 However, SOJUFA's business position is not currently viahle
 

and should be closed in the short term.
 

- SOJLTFA is currently losing an estimated Fmg 53 million on its 

juice busir~ess in 1986. 



It is not covering variable costs and should be closed so that
 

resources can be redirected to the profitable VISY GASY
 
business. (Again, before this recommendation is implemented,
 

the results of SOJUFA's product profitability analysis should
 

be verified).
 

Fruit Juice Profitabilitv
 

(9 mths to Sept 1986 - Annualized).
 

Total Unit Structure 

'Fmg million) (Fmg per litre) 
Sales 26.1 454 

Less Fruit, primary materials 18.7 325 

Consumables 6.1 107 

Labour 4.1 72 

Cons.nption Tax 2.3 31.1 39 540 
Margin (5.0) (86) 

Indirect Labour 
 18.0 
 313
 
TFSE 
 6.3 
 109
 

Transport 3.6 
 63
 
Depreciation 4.4 
 76
 
Other 
 2.0 34.3 35 
 596
 

Net Margin bcfore finance (39.3) 
 (682)
 

Financial Costs 
 14,1 
 246
 
Net Result 
 (53.4) 
 (9281
 

Source: SOJUFA product profitability analysis
 

SOJUFA's fruit purchases have dropped to negligible levels due to
 

lack of funds or credit forcing reductions in production.
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Total Fruit Purchases (tonnes)
 

1980 1981 198Z 
 1983 1984 1985
 

Apple 118 156 63 
 84 160 


Pineapple 152 155 21 3 
 4 10
 
Grape 93 93 
 135 48 34 40
 

Citrus 37 
 22 
 - - 2 36 

Grenadelle 20 15 93 28 0 6
 

TOTAL 783 441 
 312 163 200 129
 

o 
 Sojufa's problems have been due to technical inadequacy and
 
improvement may best be achieved through Greenfield Investment
 

SOJUFA's ability to produce and market competitively has been
 
inhibited by equipment and logistical problems.
 

Specific production problems include:
 

juice pressing plint has only 5 tonnes per day capacity and is
 

a bottleneck to production:
 

SOJUFA has to hire taxis to 
transport its fruit since it has
 

no working truck:
 

the Cristal fruit juice plant is dilapidated and equipment is
 

old and inefficient.
 

Juice production is divided between the SOJUFA plant (4 km
 

from Antsirabe) and the CRISTAL plan (central Antsirabe)
 
adding costs. Equipment is dilapidated, particularly in the
 
CRISTAL plant, and needs replacement. SOJUFA has had no truck
 
for several years inhibiting its ability to collect fruit or
 
to transfer its intermediate products between factories.
 

Supplies of bottles and caps have provided upper limits to
 
SOJUFA's production. 1986 supply limit estimated at 110,000
 
bottles per month (annual average capacity 500,000 litre) of
 



which 86% were utilised in VISY GASY. 
Caps are supplied by NY
 
VIFJTSY, a subsidiary of STAR. 
As a result, STAR get priority
 

when supply shortages occur. Alternative packing (plastic
 

bottles, cans, tetra packs, etc) may overcome constraint,
 

although cost implications must be investigated.
 

Existing proposals for Sojuf3's rehabilitation, however, are
 
not well studied and are unrealistic. They should not be
 

implemented.
 

Tremendous sales growth is expected supposedly from domestic
 

and export sales and yet no market or competitive analyses (as
 

previously described) have been undertaken.
 

Actual and Forecast Soiufa Fruit Juice Production
 

('000 litres)
 

ACTUAL PRODUCTION
 

1976 1977 1978 1979 1980 1982
1981 1983 1984 1985 1936
 

93 128 138 148 164 221 
 160 80 77
27 75
 

STEG FORECASTS
 

Revised Production levels
 

YR1 YR2 YR3 YR4 YR5 

1410 2256 2820 2820 2820
 

Source: SOJUFA management: STEG Report 1985
 

Investments proposed are too grandiose, even for the extremely
 

optimistic sales levels.
 

According to 
the STEG Report, capacity utilisation is highly
 

variable, as shown by the following table:
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Capacity Utilisation of Proposed SOJUFA Pressing Equipment
 

Month J F M A M J J A S 0 N D Average 

Based on: 

- i Shift ii 102 102 94 0 0 6 6 6 0 0 15 28 
2 Shifts 5 51 51 47 0 0 3 3 3 0 0 8 14 

-3 Shifts 4 34 34 31 0 0 2 2 2 0 0 5 9 

Source: STEG Report June 1985
 

The excessive investments using important foreign exchange resources
 

have very long paybacks, especially with possible devaluation of the 

Malgache franc - see following calculations.
 

Payback Calculations on Investment
 

Proposed by STEG
 

Total (June 1985) Cost Estimated at French Francs 14.7 million
 

Expressed in Fmg: 
 (in Fmg billions)2
 

June 1985 June 1987 with 25%
 
devaluation
 

Proposed Investment 
- Equipment (foreign exchange) 1.04 1.84 
 2.29
 
- Buildings (local currency) 019 0.19 0.19
 

1.23 2.03 2.48
 

Pavback Period
 

- Based on Profit before Interest + tax 9yrs 17yrs 22yrs
 
- Based on Profit after Interest + tax 29 yrs 43 yrs 
 52 yrs
 

1. 
 Uses STEG's net profit before and aftar tax assumptions without
 

adjustment.
 

2. Exchange rates assumed:
 

June 1985 - FF1 - Fmg 71
 

June 1987 - FF1 - Fmg 125
 

With a 25% devaluation - FF1 - Fmg 156
 

Source: Coopers & Lybrand analysis of STEG Report.
 



o Assumptions on the supply of fruit to support these production
 

targets are somewhat optimistic (notably when project success
 

is so dependent on reaching targets and history shows 
no
 

evidence of ability to augment production and do not
 

capitalise on the underlying potential of FE BETAMPONA, (the
 

state apple farm near Antsirabe).
 

FE BETAMPONA is expected to 
move from 2.3 kg per productive
 

tree to 20 kg in 6 years and a 50% increase in production in
 

local farmer production is required.
 

Actual and Forecast Apple production (tonnes)
 

STEG % INCREASE
 

ACTUAL FORECAST (1984 to YR6)
 

1981 1984 YR 6
 

FE BETAMPONA 
 15 43 1420 3202
 

Other Apple Farmers 5360 5312 8000 
 51
 

TOTAL 
 5375 5355 9420 
 76
 

While the increase in FE BETAMPONA productivity may be
 

possible, its marketing strategy grossly wastes the profit
 

potential of this significant and currently underutilised
 

apple farm.
 

FE BETAMPONA is assumed to supply all its output to SOJUFA at
 

Fmg 85 per kilo (despite the fact that it produces export
 

quality apples that are worth Fmg 250-350 per kilo on local
 

markets. In 1985 it received Fmg 185 per kilo on average.
 

STEG assumes that local farmers will supply 30% of their
 

increased production to SOJUFA at Fmg I00 per kilo (bottom of
 

the market prices). In 1984, 
they only supplied 3% of their
 
total production to SOJUFA, and given some evidence of pent up
 

local demand (extensive stealing) it is probable that
 
additional production would only be available to 
SOJUFA at
 

higher prices.
 

$2
 



o 	 The Fruit Juice Business should be closed while further
 

evaluation, based on analysis of regional and local market
 

potential, is made
 

- SOJUFA's fruit juice business would appear to have
 

considerable improvement potential. 
However, as yet, there is
 

no adequate feasibility study available.
 

- A new feasibility study for SOJUFA should be undertaken 

quickly which examines SOJUFA's profit potential within
 

reasonable and implementable 10 yr objectives. 
 The objectives
 

should be driven by a thorough evaluation of SOJUFA's market
 

potential in regional and local markets. 
Only then can
 

investment decisions be taken on a sound basis.
 

- The timetable should be to complete the study by early 1988, 
so that if positive, investment can be made and new equipment
 

installed in time for the peak harvest season of summer
 

1988/89.
 

- SOJUFA'S juice operations should be closed while the
 

feasibility study is being carried out as 
variable costs are
 

not being covered. Funds 
now tied up in the juice business
 

could be redirected to the VISY GASY business to 
increase
 

output and redeploy labour.
 

o 	 FE BETAMPONA deserves to be given short term priority for funding
 

and 	action
 

- FE BETAMPONA was not selected for detailed study in its own
 

right in this project because of its relatively small size.
 

However, it has become evident that it has extensive potential
 

and -without quick action may also cease 
to exist.
 

- While the 2 studies undertaken on FE BETAMPONA have differed 

in marketing emphasis, both have concluded that it can become
 

at least 6 times more productive and add about 20% 
to
 

Madagascan total apple production.
 



Productivity Estimates for STEG and SAGE
 

Studies of FE BETAMPONA
 

tonnes 
 kg/tree
 

SAGE STEG SAGE 
 STEG
 

Season
 

1986/87 
 165 130 
 2.3 2.6
 
1987/88 448 
 200 6.2 3.5
 
1988/89 
 650 450 
 9.0 7.0
 
1989/90 786 710 
 10.9 10.0
 
1990/91 
 922 1050 12.8 
 15.0
 
1991/92 1058 1420 
 14.7 20.0
 

- However, currently the farm is making losses, has no funding 

for fertiliser and proper tree management. Without action the 

60000 trees will quickly deteriorate. Access to markets is 
also limited due to the poor quality of the 49km of road to
 

Antsirabe.
 

Evaluation could probably be undertaken fairly rapidly as
 

small size reduces complexity;
 

SAGE study seems potentially realistic as base for
 

planning.
 

Investment and productivity improvement here will probably
 

assist long term potential of SOJUFA to enter export markets.
 

Action should include:
 

evaluation of SAGE study followed by appropriate
 

investment;
 

seeking funding for road;
 

technical assistance for farm management and accounting
 

systems.
 



0 

4. Visy Gasy Business (Carbonated mineral water)
 

Visy 	Gasy is Sojufa's Core Business and it is very profitable
 

Visy Gasy has always been SOJUFA's dominant business but in
 
recent years its importance has been increasing both as 
a
 

result of steady increases in its sales and the decline of
 

other SOJUFA businesses.
 

Visy Gasy Sales
 

(Fmg millions)
 

1980 1981 	 1983 1985
1982 	 1984 1986
 

Visy 	Gasy Sales 69.6 63.3 82.4 97.1
55.2 	 95.5 125.9
 
Other Sales 
 53.6 110.5 88.6 	 20.2 36.0
48.9 38.4 

Total Sales 123.1 173.8 143.8 131.3 115.7 135.5 161.9
 

Proportion of total
 
sales 
 56 36 38 63 	 72
83 	 78
 

The Visy Gasy business is currently very profitable for SOJUFA
 
with 	a return on sales estimated at 22% after interest and
 
tax, 	on a total sales volume of 422,000 litres.
 

Visv Gasy Profitability
 

(9mths to Sept 1986 - Annualised)
 

Total 
 Unit Structure
 

(Fmg millions) (Fmg/Litre)
 
Sales 
 120.9 


Less 	Primary Materials -

Consumption 14.8 
 35
 

Direct Labour 
 11.1 
 26
 
Consumption Tax 
 12.7 38.6 
 30 91
 

286 



Margin 82.3 195 
Indirect Labour 21.1 50 
TFSE 15.3 36 

Transport 5.7 14 
Depreciation 3.7 9 
Other 4.7 50.5 11 120 
Net Margin before finance 31.8 75 
Financial Costs 4.7 11 
Net Result 27.1 64 

Source: SOJUFA management
 

Its return on capital employed is extremely high because
 

inherently the business has low working capital
 
requirements (only bottles are supplied, water is free);
 
building and equipment is old and heavily depreciated.
 

Visy Gasv Business - Return On Capital Employed 

(Fmg millions) 

Net Profit After Tax 
 27.1
 

Capital Employed
1
 

- Equipment 
 0.4 

- Truck 2 
3.6
 

- Suppliers 
 2.7
 

6.7
 

Return on Capital Employed 404%
 

1. Building is fully depreciated
 

2. Truck is not in working order
 

Source: SOJUFA management
 



o Visy Gasy has considerable Market potential 

- Currently, SOJUFA cannot meet market demands due to 

technical constraints, but its position is inherently 

strong given that it has the monopoly of the Madagascan 

markec for the supply of naturally carbonated mineral 

waters. 

o Visy Gasy could increase its production tenfold if bottle and 

equipment constraints could be overcome 

- While it has a simple production process, equipment is very 

old, of low capacity and needs replacement. 

0 The building also needs replacement, the truck is not in 

working order and the access road (8 km to Antsirabe) needs 

improvement: it is only passable in dry weather. 

0 The supply of bottles and caps is 

GASY. 

a very real problem for VISY 

- VISY GASY used approximately 1.3 million bottles and caps 

in 1986. 

- VISY GASY has generally been packed in glass bottles and 

caps from NY VIFOTSY and is subject to the supply 

limitations described for fruit juice. 

- Experiments have been made with plastic packaging but to 
date there is a problem with chemical reactions and they 

have not been marketed. 

0 Visy Gasy improvement must be given priority 

- In the short-term, resources should be redirected as 

described above. 



- Immediate attention should be given to a VISY GASY 

feasibility study. 

o 	 The STEG recommendations are not useful: 
their equipment was
 

directed to 
mainly produce 0.65 litre bottles whereas VISY
 

GASY's main business is 0.24 litre bottles, and the capacity
 
did not reflect a clear understanding of market potential.
 

o 
 Action should be directed to an analysis of market potential
 

followed by an assessment of related investment requirements.
 

o 	 This business is simple, its needs will be easy to identify
 

and it is profitable: 
 it should be given priority attention.
 

5. Other Drinks Businesses
 

o 
 Sojufa 	should not reinvest in production of Soda Drinks
 

SOJUFA 	is effectively out of the soda drinks business.
 

Production has ceased because SOJUFA has not had access 
to
 

foreign exchange to buy imported chemicals.
 

Sojufa Soda Sales
 

1980 1981 1982 1983 1984
 
. Soda sales value 11.1 25.4 13.4 9.1 3.7
 

(Fmg '000s)
 

- Proportion of Total
 

Sales (%) 9 9
15 	 7 3
 

-	 Competition is too strong for SOJUFA ever to compete
 

successfully : STAR is dominant producer in market with 95%
 

share; 	SOJUFA's share is negligible.
 



1983 Soda Volumes
 

('000 litres)
 

Total market of
 

which: 	 5997 100
 

Star 	 5697 95
 

Sojufa 
 23 	 0.4
 

SOJUFA's equipment is very old, and would need replacement.
 

Its weak market position suggests this is not worthwhile.
 

B. IMPLICATIONS FOR DIVESTITURE ACTION
 

0 	 Different types of divestiture action are implied for each of
 

SOJUFA's businesses
 

- Each of the businesses has different levels of potential 

viability, operates in different competitive environments 

and roquires different management skills and market focus, 

and each has 
a different timetable before improvement can
 

be implemented.
 

-
 As a result different types of divestiture action are
 

implied as both necessary and sufficient for each business.
 

0 	 Visy Gasy may benefit from private local participation
 

although this may not prove essential
 

Local participation in ownership may bring needed capital
 

and marketing skills and Visy Casy will. need significant
 

new investment in foreign 
- made equipment. Profitability 

may benefit from direct control of marketing and 

distribution processes. 
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o 
 Private sector owners should be sought for the vinegar plant on a
 

going concern or sale of equipment basis. Otherwise the government
 

must pay the debt owing to BNI and close the business permanently
 

The government has no 
skills to exploit the vinegar plant's
 

alternative future markets. 
 After feasibility studies have
 

been performed, private sector buyers may be interested.
 

Otherwise the debt will have to remain with the government.
 

Financial restructuring and change of legal status will be necessary
 

to implement divestiture action
 

Each business must have its assets, liabilities, and operating
 

costs identified to 
ensure they can be ultimately separated.
 

At the time of ownership changes, SOJUFA should be broken up
 

into separate entities. The profitable Visy Gasy business
 
should perhaps become a "Societe Anonyme" or "Societe
 

d'Exploitation". The 100% privately owned juice business
 

should be a Societe Anonyme. The probably unviable vinegar
 

plant should retain the shell of SOJUFA's current legal
 

entitly, i.e a Societe D'Economie Mixte.
 

C. SUITABILITY FOR IMEDIATE ACTION
 

o 
 Short term action is essential and possible. Improvement can be
 

immediately achieved via closure of the vinegar plant and juice
 
business and elimination of stocks, and concentration of limited
 

resources on the Visy Gasy business.
 

o The development of feasibility studies on 
each business is also
 

urent. 
The vinegar plant debt is increasing rapidly as interest
 

payments arc in arrears, and devaluation of the Madagascan franc will
 

increase the burden.
 

The fruit juice business offers significant foreign exchange earnings
 
potential, but without a well-founded feasibility study the project
 



will never be realised. The Visy Gasy business is urgently in need
 

of equipment. ILs profit potential demands rapid analysis.
 

o Pcivate investors have already shown interest.
 

SODETEG; 

- A private Madagascan investor offered Fmg 75-100 million in 

September 1986 for participation in SOJUFA; 

- PELLEMON International Inc; 

- Le Conseil national du Patronnat Francais.
 



SOCIETE DE JUS DE FRUITS A ANTSIRABE
 

50 JU FA " 

I - CREATION 

l'- Forme iuridique
 

La SOJUFA a 6t6 
crA6e paz le d~cret n'66-457
 

du 15 novembre 1966 sous 
la forme juridique de soci6t6
 

d'concmie mixte. "La soci6t- de valorisation des
 
fruits et ligumes" a 6t6 le partenaire de l'Etat
 

Malagasy dans la r~alisation du caoital social de la
 

SOJUFA.
 

-
2* Obiet social 

Le d6cret de 1966 fixe l'objet de la SOJUFA 

qui concerne : 

- le transformation des fruits, notamment 

des oommes ; 

- l'achat des fruits, de tous Droduits entrant 
daris la transformation des fruits ainsi cue
 

la vente des produits fabriou~s Partir de
 

fruits et A-ventuellement des fruits. 

-
3* Caoital social 

I1 semble que le 
capital social, aor~s
 
diverses operations d'aunmentation et de r~duction,
 

est fix6 actuellement 1 10 
095 800 Fk!G, dont 1'Etat
 

Malagasy est actionnaire majoritaire. 

-
40 Statuts de la SOJUFA
 

Les statuts ainsi que les modalit~s de
 
fonctionnement de la SJUFA ont 6t_ 
aoorouv6s par le 
d~cret 66-457 du 15 novembre 1966. 

a a o@/. . 
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- OIORGANISATION ET FCACTIONNEiENT 

-
I' Gestion de la 5 ocijt6 SOJUFA 

RKCTONDRAJOAA. )oglson, Adminstrateur 
Civil a 6t4 nomm6 Directeur Gin.ral de la soci~t6
 
d'Economie kiixte 
50JUFA, suivant d:cret n'84-246 du
 
20 Juillet 1984.
 

La Socittt est adrministr6e par un 
Conseil
 
d'Administration comoos4 de 
:inq (5) membres d~sign~s
 
par les dpoartements minist.riels, suivant les
 
conditions ci-aor s 
:
 

- iVIinist6re de la Production Agricole 
et de la R~forme Agraire (MPARA)... 2
 

- Ministbre auor~s de 
la Pr:;sidence
 

de la R6oubiique charge des
 
Finances et de 1'Economie (MPFE)... 2
 

dont 1 de la B.N.i 
- M!inistbre du Commerce (M C)........
 

Chaoue minist~re nomme 
oar arrgt5 ses
 
repr~sentants 
au sein du 
Conseil d'Administration.
 
Toutefois, 
!a nomination du Pr~sident du Conseil
 
d'Administration, M. RAKOFOARIi.Ai;',ANA Joseoh lonace,
 
a fait l'objet d'un d6-cret oortent le n'82-311 du
 
19 Juillet 1982.
 

-
20
 Le contr8le de la Soci4t! d'Economie Mixte SOJUFA
 

a)- Le contr~le de tutelle
 

La SOJUFA est assujetzie 
 la tutelle
 
technique et conjointe du iH'PARA 
et du MC et A la
 
tutelle financi~re du MPFE. 

* * */6 * 
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b)- Le contr8le administratif et financier
 

L'Assembl-e gAnArale ordinaire dqsigne un ou 

olusieurs Commissaires aux Comotes oarmi une liste
 

pr4-itablie Par le iinistire charg6 des Finan:es et
 

celui charge du Commerce. lls ont oour mission de
 
verifier la r6 gularit6 et la sinc6rit6 des comotes.
 

La d6signation du Commissaire de Gouvernement
 

ou2i a notamment tous les oouvoirs d'investication sur
 

oiLce et sur olace, revient au Pr~sicent de la
 

R6Publioue. Toutefois, il 
semble que cette nomination
 

n'a Pas encore eu lieu jusqu'6 present.
 



ENTERPRISE 


LOCATION 


LEGAL STATUS 


CAPITAL 


OWNERSHIP 


ACTIVITIES 


STAFF 


SOTHEMAD (Societe Theicole de Madagascar)
 

Sahambavy, Fianarantsoa
 

Entreprise Socialiste
 

Fm 439 million
 

100% state owned
 

Production and marketing of tea
 

186 in 1985
 



KEY FINANCIAL INDICATORS
 

YEAR ENDED (MARCH 31)
 

(in Fmg millions)
 

Sales/ventes 


Profit from Operations/
 

Resultat d'exploitation (1) 


Net Profit/Resultat net 


Cash Flow from Operations/
 

Marge brut d'autofinancement 


Total Assets/Actif total 


Total endebtedeness/Dettes totales 


Net equity/Situation nett 


Profit from Operations/Sales % 


Resultat d'exploitation/ventes %
 

Profit from operations/Total assets
 

Resultat d'exploitation/actif % 


Debt/Equity %
 

Dettes/situation nette % 


1984 


51 


(105) 


(106) 


(64) 


na 


na 


na 


(206) 


7a 


na 


1985 1986
 

142 na
 

(48) na
 

(72) na
 

(26) na
 

1195 na
 

84 na
 

1111 na
 

(34) na
 

(4) na
 

(8) na
 

(1) Apres amortissement avant Frais Financiers.
 



SOTHEMAD
 

RECOMMENDATION: 
PRIMARY CANDIDATE FOR REHABILITATION: NEED TO PERMIT
 

IMMEDIATE MANAGEMENT AND MARKETING AUTONOMY
 

A. EVALUATION OF PERFORMANCE IMPROVEMENT POTENTIAL
 

Conclusion
 

o SOTHEMAD has considerable potential for immediate performance
 

improvement through the implementation of a more effective system of
 

international and domestic marketing
 

- SOTHEMAD's current agreement to use SOMACODIS as its international
 

distributor is comprising its viability;
 

- SOTHEMAD should be given immediate authorisation to sell on consignment;
 

- On the domestic market, SOTHEMAD can also improve its margins by selling
 
direct to TAF (its blender and retail packer) rather than through
 

SOMACODIS;
 

" Options 
to blend and pack tea for retail distribution and the
 
attraction of international tea firm investment should be explored,
 

but are certainly only feasible in the long term.
 

- These value adding processes can provide higher margins
 
- But they may not be economic for a small volume producer
 

o With the implementation of a new marketing structures, SOTHEMAD can
 
play a valuable role in supplying tea to the domestic market and
 

premium tea to international markets
 

The domestic market is small but, SOTHEMAD can play a valuable import
 

substitution role
 

At maximum production (and witi, current tea prices), 
SOTHEMAD would
 
appear to be internationally competitive. However, due to poor
 
financial records this requires further investigation.
 



o 
 MIARADIA, the unit for general regional training and agricultural
 

support activities that is currently integrated with SOTHEMAD, should
 

be separated or be given explicit government funding, but SOTHEMAD's
 

tea research station should be reactivated
 

MIARADIA activities are non-commercial and non-tea related;
 

Currently, its costs 
are being included in the tea production cost;
 

This depresses the apparent profitability of SOTHEMAD'S 
tea
 

operations
 

At the same time as 
MIARADIA continues to receive funding, SOTHEMAD's
 

tea research station has been turned over 
to commercial production.
 

This situation should be reversed.
 

o 
 SOTHEMAD's financial control function requires strengthening
 

SOTHEMAD's accounts were only established in 1984/85 by RINDRA and
 

there is still not a satisfactory accounting system.
 

The inability of SOTHEMAD management to provide financial accounts in
 

a timely manner has prevented detailed business analysis.
 

B. ANALYSIS
 

1. Market issues
 

Changing the marketing method, particu~larly in international markets, is
 
essential for Sothemad's ability to become 
a viable enterprise
 



o 	 International sales 
are very important to SOTHEMAD
 

SOTHEMAD Sales By Market (tonnes)
 

1978 1979 1980 1981 1982 1984
1983 1985 1986
 
Domestic 
 10 12 16 45 51 26 28 na na 
Export : na 	 75 122 17 156 119 88 na
 
Total 
 : na 12 91 167 68 182 147 na na
 
% Exported : na 10 82 
 73 25 	 81 na
86 	 na 


Source: SOTHEMAD management; RINDRA Study, Dec 1985
 

0 	 SOTHEMAD has suffered volume losses and price reductions as a result
 

of ineffective international tea commercialisation
 

Consignment selling from 1979 to 1981 via Wilson Smithett provided
 

SOTHEMAD with assured sales at world prices and no 
payment delays;
 

Withdrawal of SOTHEMAD;s authorisation for consignment selling and a
 

directive to 
use SOMACODIS has resulted in lower price realisation.
 



0 

Impact of Somacodis distribution of Sothemad
 

Price Realisation - Jan 85
 

FMG/KG _ 

A. AV world selling price for African Tea (1) 
 1559
 

less SOMACODIS price realisation 1545
 
LOSS DUE TO LOW PRICE REALISATION 
 105 7
 

B. Margin payable to SOMACODIS (2) 206
 

Less margin payable to Wilson Smithett (3) 15
 

Less transport costs to Tamatave 
 18
 
LESS DUE TO MARGIN PAYABLE 
 173 12
 

C. Total Loss
 

278 19
 

(1) Prices redu,-d by 25% to be equivalent to FOB in Tamatave. 
African
 
tea prices previously exceeded by SOTHEMAD. 
Hence, impact may be
 

understated.
 

(2) 
60% of surplus achieved on production costs.
 

(3) 1% of selling price.
 

Source: RINDRA Study
 

SOTHEMAD's inability to meet production forecasts dates from the
 

change in marketing practices in 1982. 
 This is illustrated by the
 

following graph. 
This reduction in production was directly
 

attributable to SOTHEMAD'S inability to apply adequate fertilizer,
 

due 
in turn to its lack of cash resources.
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SOTHEMAD PRODUCTION (INDUSTRIAL PLANATION)
 

8ACTUAL vs FORECAST
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The following graphs also illustrate the relationship between
 

production and fertilizer application.
 



RELATION OF PRODUCTION PER HECTARE TO FERTILIZER APPLICATION 
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o 
 SOTHEMA.D should immediately be given authorisation to commence
 

selling on consignment via Wilson Smithett
 

o 	 Consignment selling is quick, effective and cheap for small
 

producers.
 

There are 3 methods of 	consignment selling but each offers assured
 

sales 	with price dependent on the timing of cash flow to 
the seller.
 

The seller may select the timing.
 

SALE 
 WHEN 	 PRICE CASH
 

London Auction - On arrival of tea - Highest (if - Latest 

Sales 
 in London 	 market strong)
 

Off-shore Sales - Tea in ship (en 
 - Discounted - Early 

route to London) 

Forward Sales -
Before departure - Most discount 
 - Earliest 

of tea 	 ed (based on
 

sample sent to
 

London
 

Source: Wilson Smithett
 

London prices represent 	best available for auctioned bulk tea.
 

Auctions are 
the principal method of marketing on "non-tied"
 

tea. i.e. tea not consumed in country of origin, or
 

owned/produced by the major international 
tea firms.
 

15% of world tea sold at auction is sold in London;
 

London prices dictate world tea price.
 

Wilson Smithett demands 1% commission on FOB selling price which
 

works out as 
less than the margin demanded by SOLACODIS (see previous
 

example).
 

/ 



o 
 SOMACODIS distribution agreement for international and domestic
 

market should be rescinded as soon as possible
 

There appear to be no legal impediments to SOTHEMAD being able to
 

rescind the distribution protocol signed with SOMACOIS in July 1984.
 

The use of SOMACODIS as 
a domestic distribution intermediary also
 
adds no value 
to SOTHEMAD and should be discontinued. 

SOMACODIS takes a 3 - 4 % margin for merely acting as an order taker. 

.DOMESTTC TEA MARGIN STRUCTURE (%)
 

Party Function 
 Sachet Margin 25g. Box Margin
 

SOTHEMAD grower/processor/ 
 36.3 
 24.5
 

(OTS) bulk packer
 

SOMACODIS 
 Order taker 
 4.5 
 3.0
 

TAF 	 Blender/Retail
 

packer 12.9 
 26.7
 

WHOLESALER Distribution 
 10.9 
 10.8
 

RETAILER Distribution 
 25.9 
 25.3
 

LOCAL TAXES 
 9.7 
 9.7
 

100.0 100.0
 

Source: RINDRA Study, Dec. 1985
 

i,!g 



The benefits of packing tea and foreign participation in ownership should
 

be explored in the long run
 

o 
 The value adding process of blending tea grades and packing for retail
 

consumption provides high margins
 

Internatinal Tea Margin Structure (%)
 

Sachets Packets
 
Party 
 USA Canada UK India
 

Producers 
 14.6 26.6 47.0 62.4
 
Freight/insurance 
 3.0 4.4 12.4 -

Brokers 
 0.9 1.7 3.3 0.4
 

Blenders/retail
 

packers 6059. 
 26.3 20.2
 
Wholesalers 
 16.8
 
Retailers 
 4.3 18.1 10.3 3.6
 
Local Taxes 
 -
 - 13.8 

100.0 100.0 100.0 
 100.0
 

Source: RINDRA Study, Dec. 1985
 

1A 



o 	 However, participation in this process requires volume throughput
 

To Justify investment in packing equipment;
 

To handle sufficient grades to lower cost and maintain a constant
 

taste and quality;
 

o 
 Usually the ownership participation of the large international team
 

marketing firms is dominant
 

For example, India, which exports 89% of its tea in packets, has 74%
 
of the shares in its plantations owned by Brooke Bond.
 

" 
 Investment in packing facilities and foreign ownership participation
 
is a long rather than short term option for SOTHEMAD to explore
 

Given current low production volumes, it is doubtful that equipment
 

investment could be justified.
 

Participation by the international tea firms may have benefits.
 

eg. 	expand tea cultivation, support retail packing/blending
 

operations.
 

But 	low volumes (Madagascar produces less than 0.001% of world tea)
 
and current Madagascan investment climate (Investment code not
 
formally operational) make it unlikely that investment could be
 

attracted.
 



SOTHEMAD needs 
to concentrate on producing import subsituting tea for the
 
domestic market and high quality tea for international markets
 

While the domestic market is small and unlikely ever to be important,
 

SOTHEMAD can play a valuable import substitution role.
 

The domestic market has shrunk in recent years, but even with
 

recovery, it is unlikely to exceed 100 tonnes per annum.
 

Madagascar Tea Sales (tonnes)
 

Year 79 72 74 76 
 73 80 82 84
 
Sales 73 66 
 36 18 10 16 
 51 28
 

Source BDE
 

However, there are positive benefits from import substitution.
 

Conservatively, total imports of tea of Fmg 100 million could be
 
avoided by local production with a foreign exchange cost of some
 

Fmg 15 million, a net saving of Fmg 35 million.
 



o 
 SOTHEMAD tea has the reputation of a quality tea in international
 

markets
 

Its sales in London via Wilson Smithett were previously realising top
 

grade prices with premiums up to 21%.
 

SOTHEMAD teas prices compared to London average
 

Premium over
 

pence per Kg 30 June 1980 (%)
 

SOTHEMAD SALES Pekoe Dust (PD) 118 
 19
 
(30/6/80) Pekoe Finings 1.(PFl) 
 120 
 21
 

: Pekoe Finings (PF) 118 
 19
 

: Broken Pekoe 1 (BPl) 103 
 4
 

LONDON AVERAGE 30 June 1980 
 99
 

: 6 mths to 
30 June 1980 101
 

Source European Development Fund
 

o 
 SOTHEMAD has potential for higher levels of production of top grade
 

tea
 

Production used to be much stronger in higher quality grades, and
 

SOTHEMAD management forecast ability to increase t
.. grade
 

production.
 

128.8 tonnes of top grade tea (Pekoe Finings and Broken Pekoe)
 
were produced in 1980/81 compared to 
89.2 tonnes in 1986/87
 

and a forecast 332 
tonnes in 1992/93 (with appropriate
 

financing).
 



SOTHEMAD Tea Production by Grade
 

GRADE 1980/81 
 1986/87 1992/93 (FORECAST)
 

Tonnes Tonnes 
 Tonnes
 

PFI 
 38.1 25 25.0 
 23 87.0 22
 
PF 
 68.4 45 48.6 
 45 186.0 47
 

22.3
BP 15 15.6 15 59.0 15
 

6.6
BMF 4 8.6 8 27.7 7
 
PD 8.9 6 4.8 4 15.5 4
 
DUST 
 7.0 5 4.3 4 19.0 5
 

151.3 
 100 106.9 100 394.2 100
 
Source: SOTHEMAD management
 

At maximum output, SOTHEMAD should be internationally competitive in high
 

quality tea exports.
 

As a very small world producer, (300 tonnes per annum
 

compared to world production in 1985/86 of 2.2 million
 

tonnes), 
SOTHEKAD is unlikely to b.. competitive in average
 

grade teas. It should concentrate on high grade teas,
 

commanding the premiums described above.
 

With maximum output of 39 
tonnes per annum (forecast for
 

1992/93), SOTHEMAD's production costs should permit profitable
 
operations, provided current prices are 
sustained but assuming
 

no further devaluation of the Fmg.
 

Note: 
 The lack of complete or reliable current financial information has
 
forced cost competitiveness analyses to be based on forecasts. 
A priority
 

of the next phase must be to establish more accurate financial records and
 
verify SOTHEMAD's 
future potential international competitiveness.
 

<a,
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2. Technical Issues
 

Plantation Productivity
 

With greater usage of fertiliser,, SOTHEXAD can 
increase its production
 

volume, probably to 5 tonnes per hectare
 

Apart from slightly insufficient rainfall, SAHAMABAVY only lacks certain
 

soil nutrients for having conditions suitable for tea production.
 

SUITABILITY OF SAHAMBAVY TEA GROWING CONDITIONS
 

NORMAL 
 SAHAMBAVY
 

REQUIREMENTS CONDITIONS
 

Rainfall 
 1500mm to 400 mm 
 1297 mm
 

Temperature 
 15 C to 25 C 11.5 C to 23 C
 

Sunlight 
 4 - 5 hour/day 3 - 8 hour/day
 
Ph of soil 
 5 - 5.5 4 - 5
 

Nutrients 
 N - P K
- Insufficient
 

Source: RINDRA Study Dec 1985
 

The lack of fertiliser use has directly contributed to the fall in
 

yields
 

Relationship between fertiliser use 
and fall in productivity was
 

shown previously;
 

Resultant average yields
 

Industrial plantation (1985/86) 1.6 tonnes per hectare
 

Farmer plantantation (1984/85) 1.3 tonnes pe. hectare
-

The productivity of certain parcels suggests that the 
target yield of
 
5 T/ha can ultimately be obtained for industrial and peasant plantations.
 



Local smallholder production is more economic than industrial production
 

and, if possible, should be expanded.
 

In the 1987/88 forecasts, smallholder tea is 22% 
less expensive to
 
get to the factory than industrial plantation tea 
(Fmg 786/kg
 

compared to Fmg 1009/kg).
 

Current SOTHEMAD forecasts place emphasis on expanding industrial
 
production. 
A review should be undertaken to 
assess the potential to
 
change this emphasis toward the expansion of smallholder production.
 

The research station must be reactivated
 

- Research into improving productivity is essential for the success of
 

the plantation.
 

- The 11 hectares of the research station have recently been released
 

for industrial production, due to lack of cash.
 

The general training and agricultural support activities of MIARADIA should
 
be separated from SOTHEMAD or be given explicit government funding.
 

MIARADIA assets and ongoing costs add to 
tea production costs.
 
However, MIARADIA activities are primarily unrelated to 
tea cultivation
 

It was established with a multi-dimensional support role.
 
Its role includes providing advice and demonstrations for the
 

production of all local crops, in addition to which, it
 

operates a rice mill.
 

Its activities should be separated and given separate funding.
 

Separation is recommended to ensure 
SOTHEMAD retains clear tea-related
 

commercial objectives;
 

Alternatively, MIARADIA should be given separate funding while under
 

SOTHEMAD's control.
 



B. PRODUCTION/OPERATIONAL ISSUES
 

SOTHEMAD needs investment in spare parts and new equipment in order to
 

handle output of 400 tonnes per annum
 

Improved productivity in the plantation and farmer sectors will result in a
 

maximum annual factory capacity of 400 
tonnes being required by 1993.
 

Forecasts of annual 
Green Leaves yields and
 

Finished Tea Production (Tonnes)
 

ACTUALS 
 FORECASTS
 

84/85 85/86 86/87 87/88 88/89 89/90 
 90/91 91/92 92/93
 

Farmer 
 145 
 na na 414 414 414 480 493 563
 

Industrial 357 na 
 na 655 878 1118 1342 1340 1342
 
Total 502 
 476 417 1069 1292 1532 1.822 1833 1905
 

Total finished 110 
 99 107 211 256 303 360 370 377
 

Tea production
 

Source: 
SOTHEMAD production reports and Comptes d'Exploitation
 

Previsionnels de 87 a 
93
 

To handle this production capacity, new investment and spare parts
 

investment are required.
 

- Particular requirements are for: 

* more drying facilities (6 new units);
 

* 
 additional crushing tearing and curling (CTC) equipment, and
 

perhaps a second production line;
 

* an additional drying line; 

* further investment in sorting machinery. 



SOTHEMAD Management have provided a list of new investments although
 
further analysis is necessary to ensure 
the items are both appropriate and
 

justified.
 

SOTHEMAD LIST OF INVESTMENT REQUIREMENTSI
 

Equipment 


- 1 Tea-bag machine 

- Commissioning of 6
 

fletrissage bags 

- Vehicles 

2 x Mercedes 508 trucks 

1 tractor 

- Laboratory Materials 

- Meteorological station 

- Furniture 

Total 


Cost
 

25.8
 

1.0
 

60.0
 

25.0
 

6.0
 

0.8
 

5.0
 

123.6
 

(1) No investment for expansion/improvement of roulage 
or drying
 

processes listed. 
If necessary, these could be significant new
 

investment needs.
 

SOURCE: SOTHEMAD Comptes D'Exploitation Previsionnels de 1987 
a 1993.
 

(
 



4. Financial issues
 

Financial control must be Improved
 

SOTHEMAD's accounts were only established in 1985/86 by RINDRA and there is
 

still 	no satisfactory accounting system.
 

SOTHEMAD could not supply recent balance sheets as 
they have not been
 

given copies of 1984/85 RINDRA balance sheets;
 

Although there are 
11 people in the financial department, they do not
 
appear to have a significant depth of skills or 
the facilities to
 
provide adequate financial control. 
 (This contrasts with technical
 
skills where SOTHEMAD staff appears to have considerable expertise
 

and capability);
 

The inability of SOTHEMAD management to provide financial accounts in
 
a timely manner has limited the rigour of financial analysis possible
 

at this stage;
 

The lack of these skills was reported in the 1985 RINDRA study, and
 
without the development of full financial control, SOTHELMAD cannot
 

become an independently operating profitable enterprise.
 

B. IMPLICATIONS FOR DIVESTITURE ACTION
 

Performance improvements can be achieved within current ownership
 

structure
 

SOTHEMAD needs foreign and local currency loans 
to fund investment in
 

new equipment and working capital;
 

Foreign exchange loans for equipment;
 

Local 	currency loans for working capital;
 

But it 	should be self-funding and, in fact, be 
a net 	foreign exchange
 
earner;
 



SOTHEMAD calculates that its 
current (1987/88) exchange earnings
 
could be Fmg 109 million and that this could rise to Fmg 290 million
 

by 1992/93.
 

To achieve performance improvement, SOTHEMAD management requires more
 
autonomy, performance contracts and strengthening of financial control
 

function.
 

SOTHEMAD management needs more autonomy.
 

The Government ministries can add little technical z.sistance as
 
Madagascan tea cultivation knowledge is 
located in management of
 

SOTHEMAD;
 

As a consignment crop with constantly fluctuating prices, management
 

must have the flexibility to ship and sell products at 
times they
 
determine will bring best value. 
 If an intermediary has to provide
 

export authorisation, critical timing may be lost resulting in
 

reduced profitability.
 

SOTHEMAD should be 
a primary candidate for the introduction of performance
 
contracts, the detailed operation of which should be evaluated in Phase II.
 

- Autonomy of action by SOTHEMAD management should be matched by their
 
taking responsibility for achieving agreed performance objectives;
 

- Objectives should be negotiated as an ongoing process, with a
 
designated controller in MPARA and Ministry of Finance, and agreed
 

through a strong and respected Comite de Gestion;
 

- Rewards and sanctions should be applied to motivate achievement of
 
objectives: bonus system and profit sharing alternatives should be
 

investigated;
 

- The details of how performance should be negotiated, managed and
 
rewarded should be given priority in Phase II. 
 SOTHEMAD could then
 



be used as a model for the introduction of performance contracts 
to
 

other enterprises.
 

SOTHEMAD should be a priority candidate for strengthening of the financial
 

control function via new staff, training and equipment
 

Currently SOTHEMAD has 
a very weak financial function;
 

For SOTHLMAD management to take responsibility for performance they
 

should have capacity to internally monitor and control their
 

financial performance;
 

C. SUITABILITY FOR IMMEDIATE ACTION
 

SOTHEMAD is an urgent and immediate candidate for divestiture action
 

Action to improve performance is urgently required.
 

SOTHEMAD's potential net export earnings are being lost due 
to
 

inappropriate marketing;
 

The problems created by the SOMACODIS agreement had been recognised
 

by others and similar recommendations have been made. 
Unless action
 

is taken performance will continue 
to decline;
 

SOTHEMAD no longer has cash 
to purchase fertilizer or pay wages,
 

which in turn results in ongoing production and sales declines. The
 

cycle can only be broken via a cash injection and change to
 

coinmercialisation;
 

The development of SOTHEMAD operations for the Sahambavy region is
 

being compromised by its lack to cash.
 



The employment impact is declining
 

Workers have not been paid for 3 months and picker employment has not
 

reached previous expectations.
 

DIRECT EMPLOYMENT IMPACT OF SOTHEMAD
 

Actual VS Forecast Picker Employment
 

Year
 

80/81 81/82 82/83. 83/84 84/85 85/86
 

Actual Worker Days
 

('000) 26.4 
 25.3 22.0 
 15.9 10.3 19.9
 

Forecast Worker Days
 

('000) 
 27.8 29.9 31.4 33.1 33.1 50.9
 

Source: SOTHEMAD management
 

Short term action can be taken to create immediate improvement. Other
 

changes 	can be implemented in the medium term.
 

Immediate turnaround requires:
 

Authorisation for SOTHEMAD to sell on consignment;
 

Rescind agreement to use SOMACODIS as 
international and domestic
 

distributor;
 

* Cash injection to provide working capital for purchase of
 

fertilizer and payment of wages.
 



Estimated working capital needs (1)
 

(Estimates in Fmg millions for the month of April,
 

the peak month for cash needs).
 

1. 	 Cash inflow
 

- on sales 
 1.4
 

2. 	 Cash outflow
 

- purchases 
 ( 3.3)
 

- wages and salaries ( 7.0)
 

. TFSE* 
 (65.8)
 

- transport 
 (1.7)
 

- other 
 (0.6)
 

(78.4)
 

3. Investment 
 (10.0)
 

4. Accounts receivable 
 (36.9)
 

5. Net cash needs 
 (123.9)
 

* Travaux, Fournitures, Services Exterieurs. 

1. Calculated from Balance Sheet 31.3.85, based on year I sales of Fmg
 
259.9 millions. 
 No later detailed financial information is available 
to
 
make a revised estimate. However, SOTHEMAD's 1987/88 sales are forecast at
 
Fmg 258.1 million and thus this estimate ma' not be unreasonable.
 

Source: RINDRA Study, December 1986.
 

The actual short term capital requirements for SOTHEMAD must be calculated
 
on receipt of current and accurate financial data. 
This was not available
 

during this phase of work.
 



Medium term action to improve performance involves 
:
 

- Investment in equipment (type and amount requires further analysis);
 

- Strengthening of financial control function;
 

- Separation of MIARADIA operations;
 

- Implementation of performance contracts;
 

SOTHEMAD's legal status does not constrain any of the short or medium term
 
actions. 
 However, the reality of its operation as an Entreprise
 

Socialiste, must be implemented
 

SOTHEMAD has been incorporated as an Entreprise Socialiste for over
 
12 months, although its Comite de Gestion is still currently being
 

established.
 

As an Entreprise Socialiste, SOTHEMAD has the legal capacity to
 

export independently.
 



D. ANALYSIS OF COMPETITIVE AND COMPARATIVE ADVANTAGE
 

1. 
 Analysis for tea at 1992/93 -roduction levels and 1987 prices
 

Per Tonne
 

Present exchange rate
 

1.1 Competitive Advantage (Plantation)
 

a) Derivation
 

Plantation 
 Farmers
 

Fmg '000 US$ - Fmg 830 
 Fmg '000 US$ l-Fmg 830
 

CIF
 

London Cost 1040.591 1253.72 1126.88 
 1357.69
 

CIF
 

London Price
 

(World bank) 2123.25 
 2558.13 2123.25 
 2558.13
 

COMPETITIVE
 

ADVANTAGE 1082.66 1304.41 996.37 
 1200.44
 

'herefore, at 1992/93 production levels, SOTHEIAD has both a strong
 

competitive advantage in the production and export of tea at current
 
exchange rates, and in the purchase, processing and export of farmers' tea.
 

1.2 Comparative Advantage
 

It is evident from the above calculation that a calculation of the
 
comparative advantage 
at a devalued exchange rate and with shadow priced
 
labour would indicate very strong comparative advantage for tea production
 

and export.
 

\1 



b) Catcutations
 

CIF LONDON/TONNE FINISHED TEA DEDUCED FROM ACCOUNTS
 

Plantation Farmers 

US$ = fmq 830 

Production Local works Forex costs Total Local costs Forex costs Totat 

(purchase) 

Pickers 144.30 144.30 312.58 312.58 
Packing 12.11 12.11 13.32 13.32 
Transport to factory 1.08 4.30 5.38 1.08 4.30 5.38 
Spare parts 

Personnel 164.98 
3.05 3.05 

164.98 

-

136.31 
3.84 3.84 

136.31 
Fertilizer 56.40 56.40 112.80 60.21 60.21 120.42 
Lubricants 14.05 14.05 21.27 21.27 
Other 29.03 29.03 27.33 27.33 
Depreciation 87.85 - 87.85 19.39 19.39 

Total fmg '000 495.75 77.80 573.55 570.22 89.62 659.84 
TOTAL US$ 597.29 93.73 691.02 687.01 107.98 79...99 

Factory 

Personnel 64.99 64.99 64.99 64.99 
Lubricants 1.39 1.39 1.39 1.39 
Other 35.03 35.03 35.03 35.03 
Depreciation 54.69 54.69 54.69 54.69 
Finance charge - 0.88 0.88 0.88 0.88 

Total fmg '000 154.71 2.27 156.98 154.71 2.27 156.98 
Total US 186.40 2.73 189.13 186.40 2.73 189.13 

Exort 

Packing 56.80 56.80 113.60 56.80 56.80 113.60 
Transport to port 
and containerisation 18.93 75.73 94.66 18.93 75.73 94.66 
Loading 2.20 2.20 2.20 2.20 
Shipping 83.00 83.00 83.00 83.00 
Insurance 

Total fmq '000 
16.60 

94.53 215.53 

16.60 

310.06 
16.60 

94.53 215.53 
16.60 

310.06 
Total USS 113.89 259.67 373.56 113.89 259.67 373.56 

GRAND TOTAL 
fmg '000 744.99 295.60 1040.59 819.46 307.42 1126.88 

USS 897.58 356.14 1253.72 987.30 370.39 1357.6) 



SCCIETE THEICCLE DE 'ADAGAS'A 

SCTNEM'AD 

EITREPTS ZCCIALIST

- CREATION 

La STEMADcr 
 par l' rrt' n0 70/P7 du 13 0
vrier 1987. 7lle rev~t la Forme d'une entreprise socialiste soumi-S 
A la Charte des Entreprises socialistes. 

20 - OBJET 

Elle a pour objet 

- la recherche, la conception, la mise en oeuvr2, le
 
d~veloppement, le contr8le et le suivi des m6thodes tcc-!niques,
 
moyens matAriels et 
humains propres A am~liorer la qualit6 et A
 
accro~tre la quantit6 de th4 produit 
 dans la r~gion de Sahambavy 

- la commercialisation de thA. produit par entreprise. 

30 - CAPITAL SOCIAL 

Le capital social est Fi:.6 A 439 000 COO FMG. 

L'Etat d~tient l'intAgralit6 de ce capital.
 

40 -ORGANISATION ET FONCTIOMTM-:ED1Tr 

Le Comit6 de Gestion est 
comDosA de 7 membrbes ainsi rA

partis
 

- le President
 

- 4 reDr'sentants de l'Etat
 

- 1 repre'sentant des travailleurs
 

/ ... 



- 2 

- le Directeur G~nAra! 

50 - CONTRCLE 

La SOTHEMAD est soumise au contr~le pr6vu par la Charte 

des Entreprises socialistes. 

Le texte dAsignant le Directeur G6nAral de 1'Entreprise
 

n'est pas encore paru.
 



1. BASIC DATA SHEET
 

ENTERPRISE NAME 
 Fankarian'Ala Ambatondrazaka-Moramanga
 

"Fanalmanga"
 

LOCATION 
 : 
Region around Town of Moramanga
 

LEGAL STATUS 
 Societe d'Economie Mixte
 

SHAREHOLDING 
 : State 100% (of which 1% indirect)
 

ACTIVITIES 
 : Forest plantation
 

STAFF 
 : 1641
 

KEY FINANCIAL INDICATORS
 

Note: 
Famalamanga has not yet commenced commercial operations; 
fixed assets
 
reflect cumulative expenditure since inception together with accruals
 
for notional interest on external loans
 

(Fmg millions)
 

June 30 ...... 1984 
 1985 1986
 

Sales
 

Operating profit/(loss) .
 

Net profit/(loss) 
 .
 

Cash flow from operations
 

Total assets 
 15,001 18,072 22,336(1)
 
Total debts 
 14,501 17,572 21,836
 
Net equity 
 500 500 
 500
 

Operating profit/sales .
 .
 
Operating profit/total assets
 

Total debts/Net equity 
 29:1 35:1 43:1
 

(1) including Fmg 7,117 million cumulative notional interest on Fmg 13,000
 

million of external funding
 



Decision : Postpone Action
 

Conclusions
 

o 	 Divestiture does not appear to be 
a realistic possibility at
 

the time.
 

- The earliest plantations need another 5 years tc mature.
 

- In 	the meantime, an excess of maintenance costs over
 

revenues from thinnings will result in another Fmg 3.6
 

billion of net cash outflows.
 

- Given the foregoing and intrinsic uncertainties, an
 

investor in standing timber is unlikely to be interested
 

in these plantations before operations start to sho, 
a
 

positive cash flow in about 1992.
 

o 	 However, in 1992 it is 
estimated that FANALAMANGA's standing
 

timber may have a gross value as high as 
Fmg 80 	billion.
 

- With an estimated yield of 200 m3 of standing timber per 

hectare and a conservatively low price of Fmg 10,000 per 

cubic meter, FANALAMANGA 40,000 hectares of good quality 

trees may be valued at (200 x 10,000 x 40,000) Fmg 80
 

billion.
 

o 	 A more realistic estimate of the price for which the
 

plantation might be sold in 1992 is Fmg 25-30 billion.
 

- It must be assumed that a buyer of the plantation will
 

need to incur ongoing maintenance costs of at least 75% 
of
 

the costs projected by FANALAMANGA.
 

- The price assumes an annual return to the buyer/inve:;tor
 

of 5% excluding inlation. (The calculation basis is
 

shown in table 2).
 



o The GOM, as sole shareholders in FAMALAMANGA, may achieve a
 
capital profit if the plantation is sold in 1992.
 

- By 1992 the historic cost of the plantations in
 

FANALAMANGA's books, including the cost of all
 

infrastructure (which would not be included in a sale) but
 
excluding notional interest, will be approximately Fmg 21
 
billion (Fmg 17.6 billion to date plus Fmg 3.6 billion in
 

1988 through 1992).
 

- The resultant "book" may be of the order of Fmg 4-9 

billion.
 

- However, when the long-term nature of FANALAMANGA's
 

investment costs are taken into consideration - the
 
plantations were started in 1969 
- the actual return on 

capital invested, assuming a sale in 1992 would be a 

negative 4 - 9% (Table 6).
 

o 
 Based on the underlying projections and assumptions, a sale 

price of Fmg 16 to 26 billion will be needed in 1992 (low and 
high revenue assumptions - See Table 2) to provide FANALAMANGA
 
with an acceptable, 5% overall reuurn excluding inflation.
 

o 
 An outright sale of all of FANALAMANGA standing timber would
 

have the advantage of shifting the responsibility for
 

marketing to the investor.
 

o 
 And the GOM would avoid the possibility of getting directly
 

involved - through FANALAMANGA or some other state-owned
 

enterprise  in additional investments 
saw and pulp mills;
 

i.e. in what should be commercial, for profit operations.
 



Marketing Issues
 

o 
 The intended end-use for FANALAMANGA timber is not clear.
 

- Originally intended for pulping, an idea which has sinc

been abandoned because of changes in the market, presently
 

envisaged end-uses emphasize sawn timber but also include
 

telegraph poles and experimental prefabricated housing as
 
well as chipboards (using locally - available gypsum as
 

bonding agent) and pulp. 
 In addition, charcoaling is
 

currently being developed as a by-product from thinnings.
 

o 
 An outright sale would shift the responsibility of finding and
 

developing end-uses onto 
the buyer.
 

- A buyer will already know what he is going to do with the 
timber. He is likely to be an operator or trader with
 

prior experience of markets such as 
Madagascar and their
 
potential, and may also have established connections in
 

export markets.
 

o 
 In the meantime, FANALAMANGA envisages diversifying into
 

industrial operations.
 

- A tender is out for a pilot sawmill for an envisaged
 

investment of about Fmg 800 million and, as 
is noted
 

above, other uses which would necessitate industrial
 

activities are under investigation.
 

Technical Issues
 

0 
 Another 5 years is needed for the earliest plantations to
 

reach maturity for use as saw-wood.
 

The earliest plantations were planted in 1970 and are
 

expected to need another 5 years of growth to reach
 

optimum girth suitable for processing by sawmills.
 



o Whereas low-technology, artisanal charcoaling appears to us 
to
 
be an acceptable activity to give value to an otherwise wasted
 
by-product for FANALAMANGA, we doubt FANALAMANGA ability to
 
make a success of sawmilling and other industrial operations
 

which are planned.
 

Financial Issues
 

0 
 The overall return on investment to the GOM has not been good.
 

- historic costs and projected future costs and revenues
 
show an Internal Rate of Return (IRR) of -2.0 to +0.1%, 
in
 
constant 1987 Fmg i.e. excluding inflation (Table 7).
 

0 The plantations will absorb another Fmg 3.6 billion through
 

1992.
 

- Negotiations are in process for a World Bank loan to cover 

ongoing negative cash flows through 1992.
 

0 
 It would appear that, in the event of a sale, the maturity
 

dates of World Bank loans would not be affected.
 

- In effect, GOM as loan creditor could withdraw sale
 
proceeds from FANALAMANGA and use these at its discretion,
 
its future liability to repay the World Bank loans on
 

maturity remaining unaltered.
 

o 
 We doubt whether operating costs can be reduced by as much as
 
envisaged in FANALAMANGA projections.
 



Table 5 shows operating costs, excluding notional
 

interest, to have been running at Fmg 2.4 
to 2.7 billion
 

annually. 
We understand that the cessation of plantations
 

and drastic cuts in other activities will allow a
 
substantial reduction in the workforce. 
Also, recent
 

years expenditures on capital equipment have now ceased.
 

However, the reduction which is envisaged is about 50% 
of
 

recent levels of expenditures and appears 
to us unlikely
 

to be achieved in the results for the 12 months commencing
 

July 1, 1987.
 

Legal/Organisational Issues
 

o 
 An outright sale of all of FANALAMANGA standing timber
 

raises no particular legal or other organisational issues.
 

- However, an extraordinary resolution of the shareholders 

may be required in view of the scale of the operation and
 

the fact that FANALAMANGA would be effectively terminating
 

the major part of its activities.
 

o 
 The rights of workers and other employees could be protected
 

by an undertaking by the buyer at the time of sale.
 

- The buyer, who must be expected to commence logging
 

operations immediately after acquisition, should have need
 
for at least the number of workers currently employed by
 

FANALAMANGA on maintenance.
 

Suitability for immediate action
 

It appears unlikely that a buyer for FANALAMANGA plantations can be
 
found before they begin to reach maturity in 5 years time. (This
 
does not necessarily preclude searching for an investor prior to
 

1992, but we 
think it unlikely that FANAL.AMANGA would represent an
 

interesting opportunity before that time).
 



TABLE 1
 

ONGOING FORESTRY OPERATING BY FANALAMANGA
 
PROJECTED SUMMARY OF CASH FLOWS AND NET PRESENT VALUES
(Based on enterprise and World Bank projections with adjustments by C&L)
 

IN CONSTANT 1987 FMG MILLIONS
 

REVENUES EXPENDITURES PROJECTED NET FLOW
 

PROJECT FISCAL
 
YEAR YEAR LOW 
 HIGH 
 LOW HIGH
 

1 
2 
3 
4 
5 
6 

7 
8 
9 

10 
11 
12 
13 
14 
15 
16 
17 
18 

19 
20 
21 
22 
23 
24 
25 

1988 
1989 
1990 
1991 
1992 
1993 

1994 
1995 
1996 
1997 
1998 
1999 
2000 
2001 
2002 
2003 
2004 
2005 

2006 
2007 
2008 
2009 
2010 
2011 
2012 

131 
212 
353 
433 
579 
812 

1,346 
1,667 
1,737 
1,862 
1,937 
2,004 
2,008 
2,117 
2,174 
2,363 
2,432 
2,498 

2,583 
2,672 
2,756 
2,819 
2,891 
2,988 
3,098 

183 
297 
494 
606 
811 

1,837 

1,884 
2,334 
2,432 
2,607 
2,712 
2,806 
2,811 
2,964 
3,044 
3,308 
3,405 
3,497 

3,616 
3,741 
3,858 
3,947 
4,047 
4,183 
4,337 

(1,193) 
(1,012) 
(1,090) 

(945) 
(1,056) 

(947) 

(1,075) 
(891) 

(1,022) 
(1,016) 
(1,076) 

(883) 
(881) 
(965) 
(987) 
(815) 
(868) 
(858) 

(1,043) 
(782) 
(838) 
(834) 

(1,091) 
(850) 
(892) 

(1,062) 
(800) 
(737) 
(512) 
(477) 
(135) 

271 
776 
715 
846 
861 

1,121 
1,127 
1,152 
1,187 
1,548 
1,564 
1,640 

1,540 
1,890 
1,918 
1,985 
1,800 
2,138 
2,206 

(1,010) 
(715) 
(596) 
(339) 
(245) 
190 

809 
1,443 
1,410 
1,591 
1,636 
1,923 
1,930 
1,999 
2,057 
2,493 
2,537 
2,639 

2,573 
2,959 
3,020 
3,113 
2,956 
3,333 
3,445 

TOTALS 46,472 65,061 (23,910) 22,562 41,151 

Source: Coopers & Lybrand 



TABLE 2 

CAIM C OF THE PIROJECMD CAPITAL VALUE OF F(RES1M OPERATMNS 
(Based on enterprise and World Bank projections of reerues and 

expenditures with adjustonts by Coopers &Lybrard) 

IN CaINSANT 1987 RG MT!!CNS 

(1) KEY ASStI1ICtNS: 1. An investor will not incur more than 
75% of costs projected by Fanalrmmnnga on an on-going basis. 

2. An investor will be satisfied with 
a real return, i.e. excluding inflation, of 5% p.a. 

PRQDEC=) CASH FTIhMS PRfOJECD CAPITAL VALUE(2) 

P=OFr FISCAL REVETTES, J E M ES O NET FLW
YEAR YEAR LoW HIGI 
 (3) HIGH LOW HIG_H 

1 1988 131 183 (895) (764) (711) 11,417 20,121

2 1989 212 297 (759) (547) (462) 
 12, 751 21,838

3 1990 353 494 (818) (465) (323) 13,936 23,392

4 
 1991 433 606 (709) (276) (103) 15,096 24,885

5 1992 
 579 811 (792) 
 (213) 19 16,128 26,232

6 1993 812 1,137 (710) 102 
 427 17,147 27,525

7 1994 1,346 1,884 (806) 540 
 1,078 17,903 28,475

8 1995 1,667 2,334 (668) 999 
 1,666 18,258 28,820

9 1996 1,737 2,432 (767) 971 
 1,665 18,172 28,596


10 1997 1,862 2,607 (762) 1,100 
 1,845 18,110 28,360
 
11 1998 1,937 2,712 (807) 1,130 1,905
 
12 1999 2,004 2,806 (662) 
 1,342 2,143

13 2000 2,008 2,811 (661) 1,347 
 2,150 
14 2001 2,117 2,964 (724) 1,393 2,240
 
15 2002 2,174 3,044 (740) 1,434 
 2,303
 
16 2003 2,363 3,308 (611) 1,752 
 2,697
 
17 2004 2,432 3,405 (651) 1,781 
 2,754
 
18 2005 2,498 3,497 (644) 1,855 
 2,854

1.9 2006 2,583 3,616 (782) 1,801 2,834
20 2007 2,672 3,741 (587) 2,086 3,154 
21 2008 2,756 3,858 (629) 2,128 3,230 
22 2009 2,819 3,947 (626) 2,194 3,321 
23 2010 2,891 4,047 (818) 2,073 3,229
 
24 2011 2,988 4,183 (638) 2,351 3,546
 
25 2012 3,098 4,337 (669) 2,429 3,668
 

TOTALS 46,472 65,071 (17,933) 25,540 47,128
 

(1) Key assumptions are by Coopers & Lybrand
 
(2) based on Net Present Value (NP) with 5% p.a. discount 
(3) Expenditures are projected at 75% of expenditures on an on-going basis. 

Source: Coopers & Lybrand 



Table 3
 

Assumptions and detail underlying FANALAMANGA World Bank
 

Projected Cash Flow
 

1. COSTS 
: Costs which have been running at an annual rate of between
 
Fmg 1.8 and 2.7 billion in the 4 years through June 1987 (see table 5) are
 
budgeted to be rediced to Fmg 1.2 billion in the 12 months commencing July
 
1, 1987. 
 We understand that these cost projections reflect the cessation
 
of new plantings, that no additional capital equipment is foreseen for the
 
next several years, as 
well as a general compression of personnel.
 
However, we have 
some doubt as 
to whether such a drastic reduction in costs
 

will be achieved.
 

2. PRICES : The following "low" 1987 prices have been used fox: 
standing
 
timber, with "high" prices estimated to 40% more:
 

"Low" 1987 prices
 

Fmg
 

Smallwood for charcoaling 
 400
 

Smaller standing trunks for hand-sawing 4,000
 

Regular standing trunks for sawmills 
 10,000
 

3. Coopers & Lybrand's adjustments to FANALAMANGA/World Bank
 

projections:
 

1. Projected expenditures on replacement vehicles reduced by 75% 
after
 

1994
 

2. Minor adjustments to revenues 
in the early years.
 



4. 
 Detail of Projected Revenues in Specified years.
 

12 months ended June 30.... 1988 1993 
 1998
 

3
('OOm 


Volumes
 

smallwood for charcoaling 91.5 349 
 263
 

Smaller standing trunks for
 

hand-sawing 
 11 37 40
 
Standing trunks for sawmills 
 5 52 167
 

Revenues Fmg/m 3 

(Fmg millions)
 

smallwood 
 400 
 37 140 105
 

smaller trunks 
 4000 
 44 150 162
 
regular trunks 10,000 
 50 522 1670
 

Total revenues - "low" 
 131 812 1937
 

Total revenues - "high"(2 ) 183 1137 2712
 

(2) "low" + 40%
 



Table 4
 

Famalamanga
 

Summry of Investment Costs thruigh June 30, 1987
 

Ourrent Fing Millions
 

Planting Infrastrture Adinistration Total Notional Total per 
and and excl interest Balarie 

Maintenance Miscellanus Sheet
 

through Jure 30, 1983 5944 1201 1577 
 8722 3250 11972
 
year to June 30, 1984 1453 147 400 2000 1029, 3029
 

" " " , 1985 956 
 91 752 1799 1272 3071
 
" " " , 1986 787 775 1136 2698 1566 4264
 
" " " , 1987 (1)800 382 
 1200 2381 1931 4312 

cumilative total 

drough June 30, 1987 9,940 2,596 5,065 17,600 9,048 26,648 

(1) Estimated breakdown based on forecast Balance Sheet total 



TABLE 5 

ANNUAL EXPENDITURES THROUGH JUNE 30, 1987 

YEAR INFLATION EXPENDITURES EXPENDITURES 

INDEX AS RECORDED (1) EXPRESSED IN 1987 FMG 

1970 91.1 314.5 2,159.4 
1971 96.1 331.7 2,159.0 
1972 101.5 350.4 2,159.4 
1973 107.7 371.8 2,159.3 
1974 131.3 453.6 2,160.9 
1975 142.2 490.9 2,159.3 
1976 149.3 515.4 2,159.3 
1977 153.9 531.3 2,159.4 
1978 159.8 551.6 2,159.1 

1979 175.6 606.2 2,159.3 
1980 205.5 709.4 2,159.3 

1981 255.3 881.8 2,160.5 
1982 321.3 1,109.6 2,160.0 
1984 479.3 2,000.0 2,610.1 
1985 531.4 1,799.0 2,117.6 

1986 618.6 2,698.0 2,728.1 
1987 625.5 2,381.0 2,381.0 

17,598.0 40,071.0 



Table 6 

INTERNAL RATES OF RETURN 
(Before financing and excluding inflation)
 

BASIS 
 Net Revenues assumed
 

A. 
ONGOING PROJECT AS PRESENTLY ENVISAGED BY FAMALAMANGA/WB
 

1. PROJECTED RETURN TAKING INTO 

"low" "high" 

CONSIDERATION ALL EXPENDITURES TO DATE 
(IRR from 1970 base) -2% +10% 

2. PROJECTED RETURN
 

TAKING INTO CONSIDERATION ONLY FUTURE
 
EXPENDITURES (IRR from 1988 base) 
 15.5% 24.4%
 

B. ASSUMING SALE IN 1992
 

Assumed sale price (see table 2) 
 16,128 26,232
 

1. PROJECTED RETURN TAKING INTO CONSIDERATION
 
ALL EXPENDITURE TO DATE (IRR from 1970 base) 
 -8.65 -4.1%
 

2. PROJECTED RETURN TAKING INTO CONSIDERATION
 

ONLY FUTURE EXPENDITURES (IRR from 1988 base) 
 70.2% 102.3%
 



FAMBCLEN-KAZON'ANALAEE MORAMANGA 

"FANALAMANGA" 

- CREATION 

10 - Forme juridigue 

La Soci6t6 d'Economie Mixte d6nomme FAMBOLEN-KAZON'ANALAEE
 

MORAMANGA a 6t6 cr 6e par le d~cret n' 75-CC6 du 17 Janvier 1975.
 

L'arr6t6 no 1111/82 du 9 Mars 19e2 a modifi6 sa d~ncminaticn sociale,
 

laquelle est ddsormais : "FANJARIAN'ALA ANIBATONDRAZAKA MORAMANGA".
 

20 - Objet social
 

La FANALAMPNGA avait Initialerrent pour objet, aux termes
 

du Dcret n' 75-006 du 17 Janvier 1975 :
 

1/ Dans une premiere phase de cinq ans 1975-1980
 

- la r~alisaticn de 35 00C hectares de plantations de pin 

dans la zone de Mangoro ;
 

- la mise en place des infrastructures correspordantes 

- l'entretien Ce reboisements effectu~s et leur protection ; 

- les recherches d'accompagnement, la formation des cadres
 

et ouvriers sp6cialls~s.
 

* . *I. * 
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2/ Dans une seconde phase de cinq ans 1980-1985
 

- la realisaticn de 3C COO hectares de plantations dans 

la nrme zone que dessus ; 
- 1'installation d'une industrie d'exploitation forestire ; 
- la construction d'une usine de pete 6 papier de 

200 000 tonnes de production annuelle.
 

3/ A partir de 1986
 

- l'explcitatio annuelle d'une superficie de peuplement 

de pins n~cessaire et suffisent pour ravitailler l'usine ; 
- la plantation chaque annie de pin ; 
- la transformation des produits et leur commercialisation ; 
- l'entretien des reboisements effectu~s et leur protection.
 

Toutefois, l'Arret6 interminist6riel n' 1111/62 
ou 9 Mars 1982
 
a modifi6 son objet social. 
La FANALAMANGA "FANJARIAN'ALA AMBATONCRAZAKA
 
MORAMANGA a d6sormais pour cbjet 
la r~alisation des travaux dans 
le
 
secteur bois et ses ddriv6s.
 

En particulier, elle est charg6e
 

- de r~aliser la 
superficie de reboisement n~cessaire au
 
ccmplexe sylvo-industriel ;
 

- de mettre en place les 
infrastructures ccrrespondantes ; 
- d'entretenir et de prot~ger les reboisements effectu~s ; 
- d'entreprendre des recherches d'accompagnement, des essais
 

et des 6tudes corresponcant son objet ;
 
- de g~rer le complexe sylvo-industriel.
 

*I. . . 

7 
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30 - Capital social 

Aux termes de 
I'arrgt6 interministriel 
no 1111/82 du 
9 Mars 1982, le capital social est fix6 E 5CC COO 0 de FtMG divis6 
en 50 000 actions de 10 COO FMG chacune dont : 

- 49 5CO actions de cat~gorie A attributes 6 l'Etat ;
 
-
 500 actions de cat-gorie B inscrites par la Banque
 
Nationale malagasy.
 

40 - Statuts de la FANALAMANGA 

Ses statuts ont 6t6 fixes par l'arr-t6 no 1731 du 16 I-ai 
 1975.
 
Des modifications de certaines dispositions des statuts ont dt6
 
apprcuv~es par I'Arr~te no 
4773/81 du 17 Novembre 1981 ainsi que par
 
l'Arrgt6 interministriel 
no 1111/82 du 9 Mars 1982.
 

I - ORGANISATION ET FONCTICNNEMENT
 

10 - Gestion de la FANALAMANGA 

M. RABETALIANA Andrianjohary Ren6, ingrnieur en chef des
 
eaux et for~ts a 6t6 nommn Directeur g~n~ral de 
la Soci~t6 d'Economie 
Mixte d~norrrn.e FANALAMANGA suivant Ddcret no 75/06- du 10 Mars 1975. 

Les dix (10) Administrateurs repr~sentant l'Etat ont 6t6
 
nomms par le rectificatif no 4017/85 6 l'arr~t6 
interminist~riel
 

no 
1456/85 du 28 Mars 1985, modifiant lnarrgt6 no 4919/84 du

27 Novembre 1984 portant nomination des Administrateurs qui repr~sentent
 
IIEtat au Conseil d'Administraticn de Ia SEM FANLAMANGA, du 21 Septerr
bre 1985.
 

* . ./ . . 
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20 - Le contr8le de la FANALAMANGA 

a/ Le contr8le de tutelle
 

La FANALAMANGA est soumise 6 la 
tLtelle du MPAEF et du MPFE.
 

bI Le contr81e administratif et financier 

L'Assemble CUndrale Ordinaire d~signe un 
sur plusleurs
 
Commissaires aux Ccmptes 
. II ont pour mission de v6rifier la r~gularitd
 

et la sinc~rit6 des ccmptes.
 

La designation du Ccmmissaire au gcuvernernent qui a notamn-6nt
 
tous les pouvoirs d'investigaticn sur pice et sur place, revient au
 
Prdsident de la R~publique.
 



ENTERPRISE NAME 


LOCATION 


LEGAL STATUS 


SHAREHOLDING 


ACTIVITIES 


STAFF 


: 	FAMOKARANA MAHABIBO MALAGASY (FAMAMA)
 

: Mahajanga (siege social), Ambilobe
 

: 	Societe d'Economie Mixte (SEM)
 

: 	State (40 %)
 
Other parties not yet determined (40 %)
 

: 	Maintenance and harvesting of 7185 ha of
 
cashew tree plantations. Presently, 100 % of
 
harvested raw nuts are exported to India.
 
A project financed by the African Development
 
Bank (59,16 %), the Government of Madagascar
 
(26,81 %) and FA%AMA (14,03 %) is currently
 
under way to :
 

rehabilitate FAHAMA's cashew tree
 
plant:ations
 
construct a cashew nut processing plant
 
capable of producing almonds and cashew
 
nut shell liquid for export to Europe,
 
North America, the Soviet Union and
 
Australia.
 

The project is more than 2 years behind
 
schedule with progress to date consisting of
 
the rehabilitation of 1500 ha of the cashew
 
plantations. No plant equipment has been
 
delivered.
 

137 (Temporary personnel in man-months 
: 916)
 



KEY FINANCIAL INDICATORS
 

1984 1985 1986
 
in million of FMG
 

Sales/ventes 

Profit from Operations/ 
Resultat d'exploitation (1) 

Net profit/Resultat net 

Cash Flow from operations/ 
Marge brut d'autofinancen.ent 

106 

(37) 

(61) 

(36) 

127 

(76) 

(72) 

(47) 

94 

(171) 

(182) 

(149) 

Total Assets/Actif total 

Total endebtedness/Dettes totales 

Net equity/Situation nette 

861 

123 

738 

842 

25 

816 

923 

6 

918 

Profit from operations/sales % 
Resultat d'exploitation/ventes % 

Profit from operations/Total assets 
Resultat d'exploitation/actif % 

Debt/equity % 
Dettes/Situation nette % 

(35) 

(4) 

17:1 

(60) 

(9) 

03:1 

(182) 

(19) 

0,006:1 

(1) Apres amortissement avant Frais Financiers. 



B. EVALUATION OF PERFORMANCE IMPROVEMENT POTENTIAL
 

RECOMMENDATIONS 
: POSTPONE ACTION
 

CONCLUSIONS
 

FAMAIA has some potential to 
improve its performance but must
take several preliminary steps before it can be considered an

appropriate candidate for divestiture action. The factors that
 
indicate that there is potential for performance improvement are
 

The existence of a very strong international market for
 
processed cashew nuts;

The availability of considerable supplies of raw cashew nuts
 
within Madagascar.
 
The existence of an apparent comparative advantage.
 

The key constraints that FAMAMA faces and must deal with before

being considered an appropriate divestiture candidate are 
:
 

Poor selection and planning of the 
installation of the cashew
 
processing plant, which will lead to underutilization of plant
 
capacity;

The probable continuation of its poor operating performance in
 
the years leading up to 
the factory opening, due to the
 
relative non-productivity of its plantations and high personnel
 
costs;
 
Continued delays in the constitution of its capital which could
 
impede its ability to operate;
 
The presence of significant contingent liabilities;
 

/
 



ANALYSIS
 

I. MARKET ISSUES
 

- The market for cashew nuts 
is extremely strong from Madagascar's
 
perspective
 

World supply levels have dropped far below the peak levels
 
reached in 1974-1975, as indicated in the table below. This can

be attributed largely to the political and economic problems in
 
Mozambique and Tanzania, which resulted in substantial
 
decreases in production in those two major sources of supply.
 

WORLD PRODUCTION OF RAW CASHEW NUTS
 
('000 of tons)
 

YEAR INDIA TANZANIA KENYA MOZAMBIQUE BRAZIL OTHER WORLD TOTAL
 

1974/1975 90 140 30 
 185 60 5 
 510
 
1979/1980 115 50 18 
 70 65 12 
 330
 
1983/1984 90 45 12 20 
 60 12 239
 
1984/1985 125 40 10 30 
 115 12 332

1985/1986 135 30 10 40 
 120 12 347
 

Source : Coopers & Lybrand derived from Gill and Duffus "Edible
 
Nut Market Reports", Dec. 1983, Feb. 1986, April 1987.
 

The imported value of cashew kernels, the major cashew product

that is 
traded, increased over 50 % in the period 1984-1986,
 
from $ 289.7 MM to $ 439.4 MM. The following table reflects
 
import levels and prices for cashew kernels only. Additional
 
trade is conducted in CNSL, Cashew Nut Shell Liquid.
 

WORLD IMPORT VOLUMES AND VALUES
 

WORLD AVG

YEAR USA CANADA JAPAN AUSTRALIA EUROPE OTHERS TOTAL 
 PRICE VALUE
 

('000 tons) $/tons million
 

of $ 

1984 37.8 3.4 2.4 3.5 7.6 1.1 
 55.8 5192 289.7
 
1985 48.0 3.2 2.3 2.7 8.9 5.8 
 70.9 5324 377.5
 
1986 43.4 3.1 3.4 2.8 9.7 1.0 
 63.4 6930 439.4
 

Source : Coopers & Lybrand, derived from Gill and Duffus "Edible
 
Nut Market Reports"
 



- FAMAMA's current and projected production levels of raw and
 
processed cashew nuts can easily be absorbed into the world market.
 

FAMAIMA's 1986 exports, consisting solely of raw nuts, totaled
 
only 229 tons, 
a small fraction of world production, and were
 
absorbed by a single Indian cashew-processing company.

FAMAMA's production of cashew kernels for export is projected

to peak at 886 tons 
in seven years, only 1.4 % of the 1986
 
world import level.
 
FAMAMA's production of raw cashew nuts for export is expected

to peak at 2398 tons in nine years, easily absorbeable by a
 
small group of tic 
large Indian and Chinese cashew processing
 
comanies.
 

2. TECHNICAL ISSUES
 

-
The planned processing factory will be severely underutilized in
 
the initial years of the project.
 

Company projections of production levels, presented in the

following table, indicate that the plant will operate only at 25 % of
 
capacity in its first year of operation and will not reach full
 
capacity until its fifth year of operation.
 

YEAR TOTAL PRODUCTION QUANTITY PROCESSED FACTORY CAPACITY % UTILIZAT.
 
(tons) a) (tons) 

1986 344 
(actual) 

1987 500 
1988 644 
1989 b) 972 
1990 1462 
1991 2062 
1992 2729 
1993 3763 
1994 4611 
1995 5530 
1996 6248 
1997 6248 

962 
1469 
2062 
2729 
3763 
3850 
3850 
3850 
3850 

3850 25 % 
38 % 
54 % 
71 % 
98 % 

100 % 
100 % 
100 % 
100 % 

Source : FAMAMA. 

The company production and utilization projections, although

indicating underutilization of plant capacity, appears also
 
to be overly optimistic given that 
: a) 1986 production was
 
only 344 tons and must triple in 3 years to reach the target
 

a) Cabinet Ramaholimihaso estimates 4/10/87.
 
b) Year of factory start-up.
 



for the factory opening (FAMAMA's own plantations produced only

74.8 tons in 1986 with the remaining production coming from
 
purchases :from the peuplement naturel); b) the plantation

rehabilitation program has proceeded at a much slower pace than
 
originally planned; c) the supply of cashews available outside
 
of FAMAMA's property holdings amounts to only approximately

1200 tons annually, 300-400 tons of which is known to be

consumed by competitors (COROI and individual competitors); and
 
d) fires, set by neighboring farmers to increase the fertility

of the soil, will continue to pose a problem and delay

production increases (fires are 
the primary reason that 15 000
 
of the 23 000 ha that FAMAMA owns are considered
 
unrehabilitatable and unproductive).
 

-
The desired fertilizer for the cultivation of cashew trees is not
 
available locally.
 

FAMAMA has used relatively insignificant amounts of fertilizer
 
in the past but now recognizes that it must use it in

substantial quantities, in order to get the yields desired. As
 
the required fertilizer (NPK 20-10-10+5) will all need to be
 
imported, there is the risk that the supply of a key raw
 
material input will be interrupted.
 

3. FINANCIAL ISSUES
 

- FAMAMA's existing operation (the export of raw cashew nuts), has

been historically unprofitable. This is somewhat misleading, due to
 
the lag period between harvesting and sale of cashew nuts.
 

Operating losses have been at least 35 % of sales in each of
 
the past three years and reached a high of 182 % of sales
 
(Fmg 171 million) in 1986. However, as the harvest season
 
occurs in July-December, and sales are made all at one 
time to
 
one customer in March and April, costs of production are
 
actually related to sales that are achieved in the following
 
year. Thus, with inflation and an upward trend in production

levels, FAMAMA's inappropriate operational year of January 
-
December presents a somewhat distorted picture of operating
 
profitability
 

- FAMAMA's dependence on the peuplement naturel for its 
raw cashew
 
nut supply reduces its profitability and will probably continue to do
 
so in the near future.
 

As indicated in the chart below, FAMLAMA has depended on the

peuplement nacurels for approximately 82 % of its production
 
over the past three years. This heavily impacts profitability
 
as 
FAMAMA pays Fmg 200/kg approximately, for cashew nuts
 
collected outside its plantations and only Fmg 50/kg for
 
cashew nuts collected within its plantations. (Seasonal workers
 
in the plantations ar3 paid on a piece-work basis)
 



PRODUCTION LEVELS
 
(in tons)
 

1984L111985 1,8 

Peuplement naturel 274 (92) 183 (77) 269 (78) 

Plantations 25 (8) 55 (23) 75 (22) 

299 (100) 238 (100) 344 (100) 

FAMAMA's personnel costs are excessively high.
 

In 1986, personnel costs amounted to Fmg 94.8 million, a 30 %
increase 
over 1985, and actually exceeded sales levels for the
 year. This cost translates to Fmg 1264 per kilo of cashew nuts

produced from the plantations. This appears disproportionately

high if one assumes that a major portion of personel costs
consist of the plantation's seasonal laborers and that they are
paid only Fmg 50/kilo of cashew nuts collected.
 

FAMAMA requires extremely large State subsidies.
 

FAMAMA has received Fmg 1.1 billion in State capital.

contributions since 1974, Fmg 632 million of which were

received in the period 1984-1986. The company has almost no
 
debt.
 

FAMAMA cashew processing plant will probably operate at
substantially below break-even levels in the initial years of
 
operation, if it proceeds as planned.
 

• As indicated in the following table, FAMAMA needs to
 
process 2170 tons of cashew nuts in its first year of operation

in order to break-even. This processing level is 
more than

twice their optimistic projected level of operation in the
 
first year.
 



BREAK-EVEN POINT ESTIMATE
 

FOR CASHEW PROCESSING PLANT
 

(All financial figures in Fmg millions)
 

Projected Income
 
Statement-1986 Related units Unit benefit 

(a) (b) (cost) /ton 

Sales 1020.9 962 1.06 

Variable costs 
Raw materials (cashew 
nuts) 97.2 
Fertilizer, other plant 
treatment costs 86.1 
Personnel (50 % of total 
personnel costs) 112.4 
Transportation 27.3 
Maintenance and repairs 
(75% of total maintenance 
& repair costs) 73.2 

Total variable costs 395.2 962 (.41) 

Contribution Margin/ton processed
 
Fixed costs
 
Personnel 
 1124
 
TA 
 76.0
 
Taxes 
 10.0
 
Research 
 57.0
 
Maintenance & repairs 
 24.4
 
Management 
 10.0
 
Interest on loan 
 205.4
 
Depreciation 
 915.0
 

Total fixed costs 
 1410.2
 

Projected Profit (loss)
 
Before State Subsidy (784.5)
 

Break-even Capacity Calculation
 
65 x Q - 1410.2
 

Q - 2170 tons.
 

Break-even processing level 
- 2170 tons
 
Break-even utilization factor 
: 56 %.
 

a) Cabinet Ramaholimihaso document dated 4/10/87 with adjustments by

Coopers & Lybrand for changes in US/Fmg exchange rate and division
 
of fixed and variable costs.
 

b) Tons of raw cashew nuts.
 

Source : Coopers & Lybrand.
 



-
FAMAMA appears to be undercapitalized.
 

With only Fmg 2.5 million of the 580 million in capital paid up

to date, FAMAMA is undercapitalized. Currently the State is in
 
the process of having FAMAMA's plantations evaluated, with the

intention of contributing its part of the capital in kind. This
will necessitate the location of the capital investors from the
 
sources
 

4. ORGANISATIONAL ISSUES
 

- There is 
a risk of further delays in the formal adoption of

FAMAMA's organisation structure, which could paralyze the operation

of the company.
 

By law, the Conseil d'Administration cannot meet to formally
 
approve the organigram and legal status 
(SEM) until 25% of
 
the capital is paid up. As 
the State, which owns 
60 % of the

capital, has not paid up any of its shares 
to date and only Fmg

2.5 million has been raised from other sources, no meeting of
the Conseil d'Administration can take place. Additionally, the

factory cannot legally open until the capital is paid up.
 

- FAMAMA's present accounting staff is inadequate for the complexity

of the operation it is undertaking.
 

FAMAMA's accounting department consists of only 4 people

presently I economist, 1 bookkeeper and 2 secretaries.
 
FAMAMA's administrative and financial director estimates that

they will need a staff of 13 accountants and bookkeepers by the
 
time the factory opens, in order to effectively manage the
 
substantial inventory and equipment that will be acquired
 

5. OTHER ISSUES
 

- FAMAMA has potentially significant contingent liabilities
 

Fmg 580 in customs taxes, import taxes, and TUT are due on the
 
first shipment of factory equipment, which has arrived and has
been sitting in the port at Mahajanga for the month of May

1987. FAMAMA claims that there was 
 an agreement to exonerate
 
them from these charges and is currently negotiating with the
 
Ministry of Finance on 
the subject. It appears, however, that

they will be required to pay at least, the custom tax part of
 
charges and that a similar charge of Fmg 400 million will be

due next year, when the second shipment of equipment arrives.
 

-
The African Development Bank's recommendation that FAMAMA be the

sole exporter of cashew products in Madagascar is untenable
 

The ADB's recommendation that FAMAMA be assured a supply of raw

cashew nuts by granting them monopoly rights 
on the export of

cashew products, has not been agreed to by FAMAMA's competitors
 



and thus, is not a practical solution. Additionally, if

FAMAMA's competitors are profitable at marketing raw cashew
 
nuts abroad, the monopoly would only serve 
to close profitable

operation at the expense of non-profitable operations.
 

- FAMAMA's reported prix de revient does not correspond with the
 
information in its financial statements.
 

FAMAMA reports a prix de revient delivered to the warehouse of

Fmg 287.05/kilo, which differs sharply from the prix de revient

of Fmg 789.50/kilo that we calculate from the financial
 
statements, even after adjusting for the cost of transport to
the port (see following section for calculation of prix de
 
revient). At their reported prix de revient, FAMAIA would be
 a profitable operation, but at the prix de revient derived from
 
the financial statements, it is inherently an unprofitable
 
operation.
 

6. COMPARATIVE AND COMPETITIVE ADVANTAGE
 

Given the extremely strong nature of the processed cashew nut
market and the positive impact on foreign exchange earnings, value
added contribution, and employment that a strong cashew processing

industry could have in Madagascar, an analysis of FAMAMA's

comparative and competitive advantz.-e was conducted. As detailed

below, FAMAMA currently does not appear to have a competitive

advantage in the production and export of raw nuts. The exchange rate
would have to decline 
to Fmg 1190 - US$1, the corresponding rate for
kernels is Fmg 960 
- US$1 before this competitive advantage could be

achieved. 
However, FAMAMA has a comparative advantage in the

production of both raw nuts and kernels. 
Details of the calculations

used are given below. 
It should be noted, however, that this
analysis was performed with a derived prix de revient and not the
 
prix de revient reported by the company, which was 
thought to be
 
inaccurate.
 



6.1 ANALYSIS FOR RAW NUTS AT CURRENT PROmUCTION LEVELS
 

6.1.1 Competitive Advantage
 

a) Derivation
 

Per Tonne 
 Per Tonne
 

Present Exchange Rate 
 Minimum Exchange Rate for
 
Competitive Advantage
 

Fmg/'0OO US$1 - Fmg830 
 Fmg/'000 US$1 Fmg 1190
-

Prix de
 
Revient 789.50 
 951.20 
 812.30 
 682.67
 

Transport
 
to Majunga 12.00 14.46 
 16.16 
 13.58
 

Storage on
 
quayside 1.62 1.95 
 1.62 
 1.37
 

Loading on
 
board 
 2.82 3.40 
 2.82 
 2.38
 

FOB MAJUNGA
 
COST 805.94 971.01 
 828.33 
 700.00
 

FOB MAJUNGA
 
PRICE PAID
 
BY CUSTOMER 581.00 
 700.00 
 828.33. 
 700.00
 

COMPETITIVE
 
ADVANTAGE (224.94) 
 (270.99) 0.00 
 0.00
 

Therefore, at current production levels and using prix de revient
information derived from the accounts, FAMIAMA has no competitive

advantage in the production and export of raw nuts until the exchange rate
 
declines to US$1 
- Fmg 1190.
 



-- 

b) Calculations
 

FOB MAJUNGA/TONNE DEDUCED FROM ACCOUNTS
 

US$1 - Fmz 830 US$1 - Fmg 1190
 
Prix de Local 
 Local

Revient Costs Forex Costs 
 Total Costs Forex Costs 
 Total
 

Purchases 208.60  208.60 208.60 
 208.60

Staff 275.50  275.50 275.50 
 275.50

Taxes 6.50 
 - 6.50 6.50 
 6.50

Materials 116.20 
 - 116.20 116.20 
 - 116.20

Transport 13.20 52.60 65.80 
 13.20 75.00 88.20
Management 13.30  13.30 13.30 
 - 13.30

Finance 9.50 
 9.50 9.50 
 - 9.50
Depreciation 94.10 
 94.10 94.10 
 94.10
 
Total/ 
 - _
Fmg'000 736.90 
 52.60 789.50 736.90 75.00 
 811.90
 

Total/

US$ 887.83 
 63.37 951.20 619.31 63.37 
 682.68
 

Transport
 
to Majunga
 
Total/
 
Fmg '000 2.40 9.60 
 12.00 2.40 
 13.77 16.17
 
Total/
 
US$ 
 2.89 11.57 14.46 
 2.02 11.57 13.58
 

Others
 

Total/
 
Fmg'000 4.44  4.44 4.44 
 - 4.44
 
Total/
 
US$ 5.35 
 - 5.35 3.75  3.75
 

GRAND TOTAL
 

Fmg '000 743.74 62.20 
 805.94 743.74 
 88.77 832.51
 
US $ 896.07 
 74.94 971.01 625.06 74.94 
 700.00
 

The minimum exchange rate for competitive advantage is calculated
 
below.
 

Current Level 
 Required Level
 

Foreign Exchange 74.94 
 74.94
 
Local 
 896.07 
 625.06
 

TOTAL 
 971.01 
 700.00
 

Therefore 896.07 x current exchange rate 
(830)
 
625.06
 

-
minimum exchange rate for competitive advantage
 
- Fmg 1190 to US$1
 



6.1.2 Comparative Advantage
 

a) Derivation
 

Assumptions
 

(i) Unskilled labour is 
shadow priced dt 0.4 (World Bank estimate)

(ii) Semi-skilled " ,, to to " 0.7 (Coopers & Lybrand)

(iii) Skilled .
 t. it " 1.0 (Coopers & Lybrand)

(iv) Shadow exchange rate -
Fmg 1200 to US$ I (Coopers & Lybrand)
 

Per Tonne
 

Fmg/'000 
 US$
 

Prix de revient 522.59 
 435.49
 

Transport to
 
Majunga 
 16.28 
 13.57
 

Storage on
 
quayside 
 1.13 
 0.95
 

Loading on
 
board 
 1.97 
 1.65
 

FOB MAJUNGA 
 618.02 
 515.02
 
COST
 

FOB MAJUNGA
 
PRICE PAID BY
 
CUSTOMER 
 840.00 
 700.00
 

COMPARATIVE
 
ADVANTAGE 
 221.98 
 184.98
 

Therefore, at current production levels, Madagascar has a comparative

advantage in the production and export of raw nuts.
 



b) Calculations
 

The economic FOB Majunga cost per tonne deduced from the accounts
 
and using the assumptions in 


Prix de 
Revient Local Costs 

Purchases 83.44 
Staff 192.85 
Materials 116.20 
Transport 13.20 
Management 13.30 
Finance 9.50 
Depreciation 94.10 

TOTAL/Fmg'000 552.59 

TOTAL/US$ 435.49 

TRANSPORT 
TO MAJUNGA 
TOTAL/Fmg'000 2.40 
TOTAL/US$ 2.00 

STORAGE 
TOTAL/Fmg'000 1.13 
TOTAL/US$ 0.95 

LOADING 
ON BOARD 
TOTAL/Fmg'000 1.97 
TOTAL/US$ 1.65 

GRAND TOTAL 
Fmg '000 528.09 
US$ 440.08 

6 .1.2.a) is as follows.
 

Per Tonne/Fmg '000
 

Forex Costs 


76.05 

-


-


76.05 


63.38 


13.88 

11.57 


89.93 

74.94 


Total
 

83.44
 
192.85
 
116.20
 
89.05
 
13.30
 
9.50
 

94.10
 

598.64
 

498.87
 

16.28
 
13.57
 

1.13
 
0.95
 

1.97
 
1.65
 

618.02
 
515.02
 



6.2 ANALYSIS FOR KERNELS AT 1991 PRODUCTION LEVELS AND 1987 PRICES
 

6.2.1 Competitive Advantage 

a) Derivation 

Per Tonne 
Present Exchange Rate 

Per Tonne 
Minimum exchange rate 

Fmg '000 


Raw Materials 775.90 

(including fertilizer)
 
Production Costs 4616.20 

Transport to Majunga 

Warehousing 

Loading on board 

Transport to Tamatave 

Unloading 

Warehousing 

Loading on board 

Freight to NW Europe 

Insurance 


CIF NEW EUROPE COST 


CIF PRICE
 
NW EUROPE 


(from World Bank)
 

COMPETITIVE
 
ADVANTAGE 


12.00 

4.05 

2.82 


35.00 

2.82 

4.05 

2.82 


302.95 

54.11 


5812.72 


5489.62 


(323.20) 


for competitive advantage 

US$1-Fmg 830 Fmg'000 US$1-Fmg961 

934.80 829.90 863.25 

5561.70 5054.10 5257.22 
14.46 13.50 14.04 
4.88 4.05 4.21 
3.40 2.82 2.93 

42.17 39.40 40.98 
3.40 2.82 2.93 
4.88 4.05 4.21 
3.40 2.82 2.93 

365.00 350.90 365.00 
65.19 54.10 56.27 

7003.40 6358.46 6614.00 

6614.00 6358.46 6614.00 

(389.40) 0.00 0.00 

Therefore,at 1991 production levels, FAMAMA has no competitive

advantage in the production of kernels until the exchange rate declines to
 
US$1 - Fmg 961.
 



b) Calculations
 

CIF NW EUROPE/TONNE DEDUCED FROM ACCOUNTS
 

US$ 1 - Fm& 830 US$I - Fmg 961 

VARIABLE 
Local 
Costs 

Forex 
Costs Total 

Local 
Costs 

Forex 
Total 

Raw 
materials 
Fertilizer 
Personnel 
Transport 
Maintenance 

435.00 
-

434.80 
19.50 
74.00 

-
340.90 

-

78.20 
295.80 

435.00 
340.90 
434.80 
97.70 

369.80 

435.00 
-

434.80 
19.50 
74.00 

-

394.90 
-

90.60 
342.60 

435.00 
394.90 
434.80 
110.10 
416.60 

FIXED 
Personnel 
TA 
Taxes 
Research 
Maintenance 
Management 

434.80 
-

21.10 
140.30 
24.60 
21.10 

-

200.40 
-
-

98.60 
-

434.80 
200.40 
21.10 

140.30 
123.20 
21.10 

434.80 
-

21.10 
140.30 
24.60 
21.10 

-
232.10 

-

-

114.20 
-

434.80 
232.10 
21.10 

140.30 
138.80 
21.10 

Interest on 
loan - 2093.70 2093.70 - 2425.10 2425.10 
Depreci
ation 679.30 - 679.30 679.30 - 679.30 

OTHER 
Transport 
to Majunga 
Warehousing 
Loading 

2.40 
4.05 
2.82 

9.60 
-

-

12.00 
4.05 
2.82 

2.40 
4.05 
2.82 

11.10 
-
-

13.50 
4.05 
2.82 

Transport to 
Tamatave 
Unloading 
Warehousing 

7.00 
2.82 
4.05 

28.00 
-

35.00 
2.82 
4.05 

7.00 
2.82 
4.05 

32.40 
-

39.40 
2.82 
4.05 

Loading 2.82 - 2.82 2.82 - 2.82 
Freight to 
NW Europe 
Insurance 

-
54.11 

302.95 
-

302.95 
54.11 

-

54.11 
350.90 

-

350.90 
54.11 

GRAND TOTAL 
Fmg '000 
US$ 

2364.57 
2848.88 

3448.15 
4154.40 

5812.72 
7003.28 

2364.57 
2459.60 

3995.12 
4154.40 

6359.69 
6614.00 

The minimum exchange rate for competitive advantage is calculated below.
 

USs 
Current Level Required Level
 

Foreign Exchange 4154.40 
 4154.40
 
Local 
 2848.88 
 2459.60
 

TOTAL 
 7003.28 
 6614.00
 
Therefore 2848,88 x current exchange rate 
(83u)
 

2459.60
 
- minimum exchange rate for competitive advantage
 
- Fmg 961 to US$1
 



6.2.2 Comparative Advantage
 

a) 	Derivation
 

Assumptions
 

(i) 	 Labour and exchange rates as 6.1.2 a)
 
(ii) 	 Opportunity cost of raw nuts - $683.83 per tonne, the current
 

FOB market price less costs between plantation and post.
 

Per Tonne
 

Fmz'O00 
 US$
 

CIF NW Europe
 
Cost 6956.03 5796.69
 

CIF NW 	Europe
 
Price 
 7936.80 
 6614.00
 

COMPARATIVE
 
ADVANTAGE 980.77 
 817.31
 



b) Calculations
 

The economic CIF NW Europe cost per tonne deduced from the accounts 
and
 
using the assumptions in 6.1.2 a) is as follows.
 

Per Tonne/Fmz'000
 

INPUTS 


Raw nuts 


PRODUCTION COSTS
 
Personnel 

Transport 

Maintenance 

TA 

Research 

Management 

Interest or loan 

Depreciation 


TRANSPORT/OTHERS
 

To FOB Majunga 

Freight to Tamatave 

Transfer 

Freight to NW Europe 

Insurance 


GRAND TOTAL
 

Fmg'000 

US$ 


Local Costs 


820.60 


608.72 

19.50 

98.60 


140.30 

21.10 


-

679.30 


7.41 

7.00 

6.98 


-

54.11 


2463.60 

2053.00 


Forex Costs 


-

-

113.06 

570.22 

289.73 


-

-

3027.04 

-


13.88 

40.48 


-

438.00 

-


4492.41 

3743.68 


Total
 

820.60
 

608.72
 
132.56
 
668.82
 
289.73
 
140.30
 
21.10
 

3027.04
 
679.30
 

21.29
 
47.48
 
6.98
 

438.00
 
54.11
 

6956.03
 
5796.68
 



C. IMPLICATIONS FOR DIVESTITURE ACTION
 

1. ACTION NECESSARY
 

FAMAMA is a good candidate for divestiture action in the longer

term, due to the strong market for cashew products, but it must just

take several preliminary measures 
to make itself attractive to
 
private management and/or private investors. The major problem that
it faces is the questionable selection and planning of its processing

factory, as 
the factory appears destined to accumulate further losses
for the company. In order to avoid this and enhance its 
near term
 
performance, FAMAMA should :
 

a) Discuss with BAD the possibility of delaying the installation of

the factory for at least 
two years 
in order to allow sufficient
 
supplies of raw cashew nuts to be produced;


b) Discuss with the suppliers the possibility of decreasing 
 the size

of the cashew processing plant to one more in line with the
 
supplies of raw cashew nuts available to FAMAMA;


c) Invite COROI and foreign cashew processing companies to

participate on very preferential 
terms in the 40 % non-state share
 
of the capital that is not yet subscribed.
 

-
 As FAMAMA is clearly not a very attractive investment at this
 
moment, it is unlikely that external participation can be

attracted without making a preferential offer. This preferential

offer would serve to expand FAMAIA's raw cashew nut sources of

supply (ie. assuming COROI was 
attracted to participate) and give

FAMAMA access to needed expertise in the cashew processing

industry (ie. from foreign participants). One way in which the

preferential offer of equity participation could be structured is
 
to link the participant's share 
to the degree to which FAMAMA's
 
performance improves over the 
next 2 years (ie. if FAMAMA's losses
 
were to be reduced by 50 % over 
the period due to assistance from

the non-state participants, the non-state participants would be
 
entitled to x % of the equity).


d) Hire a qualified accountant to head the accounting function.
 

- As the company is going to 
be involved a more complex operation in

the near 
future, it will need greater expertise to handle the

financial reporting requirements. A first priority for this
 
individual should be to establish a prix de revient that ties in
with the accounts and analyze the changes in personnel costs over
 
the last 3 years.
 

2. POTENTIAL FOR IMMEDIATE ACTION
 

Given the many questions regarding the factory that are yet to be
answered (ie. when is 
the ideal time to install it, what is the ideal

size, can it in fact be competitive), FAM!AMA 
is not an immediate
 
candidate for divestiture action. The preliminary measures outlined
 
above, however, should be taken as 
quickly as possible, as the market

for processed cashew products 
is cleari-y very strong and may be able
 
to be profitably exploited by F.LX-.A 
in the future.
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FAMOKARANA MAHABIBO MALAGASY ( FAHAMA 
) 

• CREATION
 

-
10) Historique
 

La FA[.jAMA avait et6 cr~e par le D6cret
 
n'73-283 du 28 Septembre 1973 sous 
la forme juridique 
de ferme d'Etat. De l'accord de pr~t intervenu entre 
l'Etat Malagasy et la Banque Africaine de D6veloopement 
le 8 Mars 1984, ratifi6 par 1'Assemble Niationale 
Populaire (ANP) suivant loi n'84-012 
du 11 Juillet 
1984, il ressort cue ladite banque a accord6 un or~t 
de 4 432 800 000 FVG environ oour financer la totalit6
 
des coots en devises et une partie des coOts locaux
 
d'un complexe agro-industriel d'anacarde.
 

20)-
 D~roqation 6 la Charte des Entreorises Socialistes
 

Cons~cutivement 6 cette convention de pr~t, 
une ordonnance portant le n'85-O0l du 15 f~vrier 1985
 
a crY6 une Soci6t6 d'Economie flixte 
(SEM) d~nomm6e 
F AMAFA. Ce texte a abrog6 le d4cret de 1973 ayant cr
la ferme d'Etat. Cette ordonnance d~rooe 6 1'article 
60 de 1'ordonnance portant refonte de la Charte des 
Entreprises Socialistes. En effet, i'Etat devant
 
d~tenir 51 % au moins du capital de !a SEN FA,,AMA,
 
la forme juridioue qui aurait dO 9tre adopte 
en
 
transformant la ferme d'Etat est 
celle d'une Entreprise
 

Socialiste.
 

B S0/l VY 
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-
30) 0bfet social
 

Par aillaurs, cette ordonnance fixe 1'objet
 
de la SEM oui consiste F entretenir, surveiller et
 
exploiter les pgrim~tres anacardier (peuolement
 
naturel et production artificielle) trouvant dans
se 


le Faritany de Miahajanga et d'Antsiranana en vue de
 
la 
oroduction de noix d'anacarde, g4rer le materiel
 
mis h sa disoosition, mettr7 
en olace et exploiter
 

une usine de traitament de 
noix d'anacarde, commercia
liser et exoorter les produits bruts 
ou trait~s
 
d'anacardier 
en d~tenant 6 cet 
effet le monopole de
 

l' exoortation.
 

0)_ Caoital de l- SEI
 

Le totalit' de l'actif et du passif de le
 
ferme d'Etat a t d~volue la SEM. Le caoital de
 
celle-ci a 6t6 fixA 1 580 000 0O0 
 de FMG, souscrit
 
en majorit6 car 
l'Etat Valagasy. Les statuts sociaux
 

pr~voient la oossibilite'
oour les oersonnes physicues
 
ou morales de droit oriv6 de 
d-tenir 4C % de ce 

capital social. 

50) - Statuts de la SEM
 

Les statuts, ainsi 
cue les modalit6s de
 
fonct;ionnement de 
la SEi,' ant 6t6 aoorouv~s par voie 
de d~cret portant le n*86-043 du 19 f-'vrier 1956. 

*.o /.o.
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ii . ORGA.ISATION ET FG'ATIOJNEI.MThT 

I')- Gestion de a SEf,: 

K. Henri FTIOANA, Ingdnieur des Eaux et
 
For~ts de classe excemtionne1le, qui a dj 
06 le
 
Zirecteur UOrant de 
l'ancienne ferme d'Etat a 
Q6
 
nomm Directeur Gin~ral de la SE, , suivant dAcret 
pris en Conseil des Ministres n'85-355 du 4 dovembre 

1985. 

La ocit est adminiscrie par un Conseil
 
d'Administration comoos6 de 12 membres 
au plus et
 
au sein duquel 6 si~ges 
sont reserv6s A 1'Etat,
 
2 siges pour les Faritany de Rahajanga et d'Antsira
nana 
et 4 siges rservis aux reor6sentants des
 
autre; actionnaires.
 

Les repr~sentants de 1'Etat eu 
sein de ce
 
Conseil ont 06 nomms oar arrt& minist~riel
 

no1535/66 du 28 fMars 1966.
 

2')- Contr~le de le SE 

a)- Contr8le de tutelle 
L'article 3 de l'ordonnance n65-OO1 dii 

15 f-vrier 1965 stipule que le Ministre de la
 
Production Animale (Elevage et P@che) 
et des Eaux et
 
For~ts, ainsi que le ,'inistre auor~s de A Pr~sidence
 
de la RUpublique charg6 des Finances et de 1'Economie
 
sont d~sign~s "Minist6res directement intiress~s" et 

ce titre, sont charg~s d'assurer et dA luivre pour 
le compte du Gouvernement la mise en place et le
 
fonctionnement de cette socit5 et de lui rendre
 
comote annuellement. La SociMt4 doit en 
consequence 
adresser & ces deux iinistres, d'une manibre rgul i
re, tous rapports sur son fonctionnement, ses activi
t~s et les risultats acquis.
 

* A/ .o 
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b)- Contr~le administratif et financier
 

La nomination du Commissaire aux Comotes de
 

la Societ6 qui a pour mission de verifier la r~gulari

t6 et la sinciritz des comotes, revient h l'Assembl~e
 

g6nArale constitutive des actionnaires laquelle ne
 

Stest pas encore rAunie.
 

La designation du Commissaire du Gouvernement
 

qui a notamment tous les oouvoirs d'investigation sur
 

piece et sur place, n'a pas encore eue lieu.
 



OFMATA
 

Enterprise Data Sheet
 

Name: 
 OFMATA (Office Malgache des Tabacs)
 

Location: 
 Headquarters Antananarivo; operations throughout entire
 

country (7 Zones, 35 sectors, 142 sections)
 

Legal Status: Etablissement Public a Caractere Industriel et Commercial
 

(EPIC)
 

Shreholding: 100% State
 

Activities: (1) 
Extension support to smallholder tobacco planters and
 

technical control of tobacco cultivation
 

(2) Provision of tobacco cultivation inputs
 

(3) Purchase of green tobacco and drying of same 
for sale
 

to cigarette and chewing tobacco manufacturers
 

(4) Import-export of tobacco
 

Staff: 
 445
 



KEY FINANCIAL INDICATORS V 

YEAR ENDED (MONTH & DATE) 1984 1985 j986 

(12/31) 

-----------

(12/31) (12/31) 

Fmg mn......... 

Sales 


Profit from operations 2! 


New profit 


Cash Flow from operations 


Total assets 


Total indebtedness 


Net equity 


Profit from operations/sales 


Profit from operations/total assets 


Debt/Equity 


2103 3782 3323 

(299) 106 (126) 

(511) (90) (388) 

(452) (24) (270) 

2547 3787 NA 

(2833) (3546) NA 

(286) (359) NA 

(14%) 3% (4%) 

(12%) 3% NA 

(neg.) (neg.) NA 

2/ Based on unaudited provisional financial data supplied by OFMATA.
 

21 After depreciation before financial charges.
 



A. EVALUATION OF PERFORMANCE IMPROVEMENT POTENTIAL
 

1. Recommendation:
 

Proceed to a Phase II 
study of the viability of reorganising all or
 
some of OFMATA's tobacco-buying and selling activities on a commercial
 

basis.
 

2. Conclusions
 

Potential may exist to set up the buying, treating and bulk selling
 
of tobacco as a private commercially-operated enterprise. 
 Such potential
 
is based on the judgement that a viable market for Madagascar's tobacco may
 
be available. 
This market could be local or international, a,; Madagascar
 
once operated as a successful world market supplier. 
A transformed OFMATA
 
might provide the vehicle for privatizing these tobacco industry
 
buying-selling activities, but this organization presents several
 

weaknesses:
 

o 
 OFMATA's present financial state is disastrous. OFMATA
 

appears to have negative net worth based on several year's
 
accumulated losses. 
 A complete financial restructuring of
 
OFMATA would be required before the enterprise could begin to
 

operate as a commercial entity.
 

0 OFMATA's present legal form (EPIC) is 
inappropriate for an
 
enterprise involving commercial operations. The EPIC form
 
imposes accounting and personnel procedures which are
 
inconsistent with commercial purposes. 
 Hence, a change of
 

legal structure would be needed.
 

0 
 OFMFATA faces certain legal and land tenure problems which
 

could influence the volume of high value tobacco production
 
available for purchase and sale. 
 These problems would need to
 
be resolved to 
give OFMATA maximum production potential.
 



3.1 

The constraints outlined above could well be sufficient to eliminate any
 
short to medium term hope of improving tobacco industry performance through
 
a restructured OFMATA. 
A possible alternative may be to privatize only a
 
strategic portion of OFMATA's operations, for example the
 
buying/treating/selling of export-oriented tobacco production alone.
 

3. Analysis
 

Market Issues: Potential appears to exist to expand sales of
 

Madagascar's tobacco production.
 

o 
 Domestically, Madagascar has a well-established market for
 

tobacco, but at present supply does not meet demand.
 

- Current demand for tobacco (all varieties) is estimated to be
 
about 5000-6000 tonnes per year, broken down as 
follows:
 

tonnes
 

dark tobacco
 

- Missionero 
 1200 

- Corse 3000-4000
 

4200-5200
 

light tobacco 

- Virginia 600 

- Burley 300 

900
 

Total 
 5100-6100
 

Source: OFMATA estimates
 

Missionero 
 -ome Corse and all light tobacco are used in local cigarette
 
production, handled by the 
two manufacturers SACIMEN and SEITA-MAD. 
 The
 
balance of the Corse variety is used for chewing tobacco products,
 

manufactured by 10 different local firms.
 



Domestic supply of tobacco to Madagascar's manufacturers falls
 
short of the level of potential demand. 
Sales volume amounted
 
to about 3800 tonnes in 1986, valued at Fmg 3,154 million.
 

This represents 
a deficit of about 1200-2200 tonnes against
 
potential demand. 
It is notable that SACIMEM (55%) and
 

SEITA-MAD (19%) together account 
for about three-quarters of
 

the tobacco sales in Madagascar.
 

The shortfall in meeting demand has emerged with declining
 

production of leaf tobacco. 
Based on OFMATA data, total
 
production of tobacco peaked in the early 19
 70's at a level of
 

about 5500 tonnes per year. A significant part of this
 

production (roughly 3000 tonnes) was 
in the high value
 

export-oriented Virginia and Burley varieties. 
Overall
 

production was 
at that point sufficient to export and supply
 
the local market as well. 
Present production amounts about
 

3000 tonnes (1986) to 4000 tonnes (1984) per year, as
 

summarized in Table 1.
 



Table 1 	Tobacco Production in Madagascar
 

By Variety, 1971-1986 (tonnes)
 

Year Missionero 
 Corse Burlev Virginia
 

1971 
 NA 1143 2139 
 1472
 
1972 1095 
 1345 1640 
 1266
 

1973 1203 
 1422 887 
 837
 
1974 1493 
 602 528 
 364
 

1975 1341 
 915 508 
 855
 

1976 1355 
 1296 570 
 696
 
1977 934 
 955 486 
 772
 
1978 733 
 1034 439 
 831
 
1979 1789 
 1519 402 
 607
 

1980 1433 
 2008 296 
 715
 

1981 1161 
 1699 198 
 805
 
1982 461 
 1798 292 
 223
 

1983 355 
 1467 246 
 175
 
1984 975 
 228 319 
 110
 

1985 1609 
 1973 251 
 154
 

1986 1680 
 996 58 
 223
 

Source: 	Coopers & Lybrand compiled from OFMATA "Evolutio-L Production Tabacs 
en Feuille - 1971 a 1986"; and P. 
Fighiera "Mission a Madagascar"
 

(October 1985).
 

Declining production is reportedly due 
to three major factors:
 

For Burley variety, production declines date from 1973 when
 
the expatriate concessionaires of the AGREXTA organization
 

left their 70,000 ha concession in the Betsiriry valley and
 
departed Madagascar. OFMATA has attempted to replace the
 

concessionaires' production program, but the disruptions
 

discouraged the peasant farmers who were 
involved in Bctsiriry
 
operations, and many have turned to other crops. 
 For Virginia
 
variety, production declines date first from events in the
 
1973 period and second, from 1981, when OFMATA was unable to
 
meet its 	obligations to buy output of the semi-industrial
 



producers of Mampikony because of cash flow problems. 
 Though
 
the arrears amounting to Fmg 300 million have since been paid
 
(1985), the experience discouraged production. Finally, in
 
1982, a cyclone swept through some of the major
 

tobacco-producing areas of Madagascar and damaged the crop.
 
The effect of this cyclone was felt throughout both the 1982
 
and 1983 production seasons and was intensified by a lack of
 
inputs (e.g. fertilizer) due to non availability of foreign
 

exchange.
 

To make up some of the supply OFMATA has undertaken tobacco
 
import operations. Data are sketchy, but import volumes in
 
recent years appear to have varied from negligible amounts
 

(1982 and 1984) 
to 1800 tonnes (1979):
 

Year Volume (tonnes
 

1978 
 270
 

1979 
 1804
 

1980 
 1112
 

1981 
 427
 

1982 -.
 

1983 
 509
 

1984 --

1985 
 799
 

1986 
 454
 

Source: MPARA, Statistiques Agricoles; OFMATA.
 

Variation in import volumes 
are reportedly a function of variation in
 
foreign exchange availability and the level of local production. 
 In 1985
 
import values for leaf (799 tonnes) and manufactured tobacco (40 tonnes)
 
amounted to 
Fmg 1538 million (US$ 2.28 million) at the prevailing exchange
 

rates.
 

0 
 Export markets are believed to exist for Madagascar's Burley
 

and Virginia varieties.
 



In recent years Madagascar's tobacco exports have been
 
non-existent, but OFMATA reports that in the early 1950's
 
Madagascar exported 400 tonnes of Burley and Virginia
 
varieties annually, so that tobacco ranked seventh among
 
export products. Export activity was effected through
 
SEITA-France which up to 1963 guaranteed export sales of up to
 
3500 tonnes of dried tobacco and 600 tonnes of green tobacco
 
at good prices. When SEITA-France largely severed export ties
 
with Madagascar in 1971, export sales dropped off to no more
 
than 200 tonnes (1980) to 400 tonnes (1922).
 

0 
 OFMATA reports that the quality of Madagascar's Burley and
 
Virginia variecies is well-regarded in the world market.
 
Potential buying teams from Phillip Morris, British American
 
Tobacco Company, Leaf Tobacco Export Company, etc., 
have
 
apparently continued to express interest in the Burley and
 
Virginia product in the 1980's.
 

o 
 Even at former levels of production, Madagascar's sales of
 
Burley and Virginia could be easily absorbed internationally,
 
for the world market for these varieties is substantial.
 
According to U.S. Department of Agriculture estimates, the
 
total export market for Burley amounts to 200,000 tonnes
 
annually and that for Virginia about 675,000-700,000 tonnes
 

annually.
 

0 
 One advantage may be Madagascar's price for some export
 
varieties. According to OFMATA's budget for 1987, the sales
 
price for Burley is approximately US$ 1.70/kg (at present
 
exchange rates) including a 15% profit margin. 
This figure is
 
roughly comparable with Burley prices of US$ 
1.75/kg that
 
producer nations such as Zimbabwe or Malawi charged for Burley
 
of similar quality in 1986. 
 (P esent early 1987 prices have
 
slumped somewhat however.) OFMATA's Virginia variety grown by
 
semi-industrial producers also has a 1987 budgeted sales price
 
equivalent about US$ 1.70 per kg at present exchange rates,
 
including a profit margin of 10%. 
 This figure exceeds,
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however, recent international prices for flue-cured tobacco
 
though in dollar terms it is likely to become more competitive
 
with continuing devaluation of the Fmg. 
 (It is notable,
 
however, that the cost price of the Virginia variety purchased
 
from small growers exceeds US$ 3.00 at present exchange rates.
 
This smallholder production is in effect subsidized by the
 
OFMATA profit margin on semi-industrial domestic sales, and is
 
non-competitive.)
 

0 
 OFMATA's pricing structure for tobacco is subject to
 
constraints. 
 Buying prices by Jevel of quality are set by the
 
organization's conseil d'administration, and are then passed
 
to the OFMATA ministries of tutelle 
(MPARA and Finance) for
 
official approval. Selling prices are also set by the conseil
 
d'administration. 
Since this conseil includes representatives
 
of the tobacco manufacturers, in practice official sales price
 
approval has not been requested.
 

Technical Issues: While Madagascar's producers have demonstrated that
 
tobacco can be 
a viable crop, renewal of production to former levels must
 
address a number of technical problems:
 

o 
 Much of the equipment essential to production and treatment
 
(drying) of tobacco has fallen into disrepair over the past
 
few years. Equipment to be repaired or replaced would
 

include:
 

- Curing ovens ("fours-) for the flue-curing of Virginia
 
variety, as many as 
250 ovens at Fmg 1.5 million each
 

(repair) or Fmg 4 million each (replace).
 

- Irrigation equipment, or spare parts for irrigation 
equipment, especially for the Mampikony Virginia variety 

producers.
 

Technically and economically viable alternatives to wood fuel
 
must be identified for the heating of flue-curing ovens. Each
 

0 



over roughly a subsequent 12 month period. 
Tobacco stocks are
 
therefore quite illiquid and necessitate substantial working
 
capital funds. OFMATA's lack of working capital has thus
 
limited its ability to expand operations, making it difficult
 
to service existing debt and adding to 
the burden of its
 

financial charges. Recapitalization of OFMATA or 
a successor
 
entity would need to 
include an investment in a "permanent"
 

working capital base to reduce these constraints.
 

0 As an "EPIC" OFMATA is 
required to maintain two sets of
 
accounts: 
one according to public sector administrative
 

accounting principles, and the other for the commercial
 
purposes of its tobacco buying and selling. 
The latter system
 
has been created on 
an ad hoc basis within the administrative
 
accounts. 
 Both sets of accounts are maintained by government
 

"agents comptables" who are not qualified to undertake
 
commercial accounting. 
The result is that accounts are
 
substantially delayed or are 
incomplete: foi example, for
 
purposes of the present analysis, provisional balance sheets
 
for 1984 and 1985 were specially prepared by OFMATA, and no
 
provisional or projected balance sheets 
are available for the
 
1986 or 1987 fiscal years. OFMATA's management is thus forced
 
to work in a state of permanent financial crisis without
 

sufficient information to guide decision-making.
 

3.4 Organizational/Administrative Issues: The fundamental organLational
 
issue to be settled is whether OFMATA can be transformed to efficiently
 
handle the commercially-focused tobacco buying/selling activities essential
 
to the revival of Madagascar's tobacco production.
 

o 
 A proposal is outstanding (P. Fighiera Mission a Madagascar,
 
October 1985, Annex II) by which OFMATA's role for the
 
high-value, export oriented Virginia and Burley varieties
 

would be reduced to 
that of an extension
 

("encadrement")/control function. 
Under this scheme OFMATA's
 

current responsibilities for buying/selling and drying of
 
these varieties would be assumed by the existing
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tobacco-drying enterprise SITAM. 
 Import of all tobacco would
 

become the charge of tobacco manufacturers. Otherwise
 

OFMATA's responsibilitie would be unchanged from present
 

arrangements.
 

- Such a proposal would no doubt require a recapitalization
 

of SITAM, a majority private sector firm in which OFMATA
 

holds one third ownership. SITAM is reported to be in
 

financial difficulty.
 

- A private foreign invest:,r might be attracted to
 

participate in a joint venture with SITAM to undertake
 

buying/drying/selling of Virginia and Burley varieties
 

(certain firms--INTABEX, SEITA-France, Phillip Morris,
 

BAT-- are all reported to have expressed varying levels of
 
interest in Madagascar's tobacco indtrstry). 
 This investor
 
would ideally bring foreign exchange investment funds and
 

expertise and market links in the international tobacco
 

trade.
 

An alternative approach would be Lo restructure and
 

recapitalize OFMATA itself to 
undertake revival of the tobacco
 

industry.
 

Under this approach OFMATA would be transformed to a
 

Societe d'Economie Mixte. 
This firm would retain 51% state
 

ownership, but would give OFMATA the flexibility to operate
 

as 
a commercial organization commensurate with its
 

business-oriented tasks. 
 In particular this transformation
 

would permit OFMATA to 
(1) introduce fully commercial
 

accounting to replace the present administrative accounting
 

system and give (for example) its Director-General the
 

power sign cheques, an authority he does not now possess;
 

and (2) establish a uniform personnel policy and salary
 

scale characteristic of a commercial enterprise, as 
opposed
 

to the present mixture of civil servant and "code du
 

travail" procedures.
 



- Such an approach could entail complications, namely that
 

transformatior.of OFMA:A to 
a Societe d'Economic Mixte may
 

require an exception to the Charte des Entreprises
 

Socialistes.
 

- Recapitalization under this approach would mean a major 

reduction and restructuring of OFMATA's liabilities as well
 

as a substantial infusion of new capital.
 

- Again a foreign partner would ideally participate in an
 

OFMATA joint venture to provide capital, expertise and
 

market ties.
 

OFMATA (or a successor entity) faces certain legal problems
 

which might limit production of high value Burley and
 

Virginia.
 

- The former concessionaires of the Betsiriry valley, 

although absent from Madagascar, continue to claim
 

ownership of their land. 
Resolution of this land tenure
 

problem would be important before any Burley expansion
 

program were promoted. Compensation plus expropriation
 

("expropriation pour cause d'utilite publique") might be
 

one approach.
 

. The semi-industrial planters of Virginia tobacco in the
 

Mampikony concession have taken OFMATA to court regarding
 

their claim for interesr on Fmg 300 million in payments
 

overdue to them between 1981 and 1985. 
 Settlement of this
 

claim might improve chanct.s for encouraging revival of
 

Virginia production.
 

- A sum of FF 22 million is owed to SEITA-France in
 

tobacco-related payments. 
Though OFMATA made its payments
 

for this amount to 
the Central Bank these monies continue
 

to be blocked at 
that level. After negotiations,
 

SEITA-France reportedly has been willing to 
accept a
 



significantly lower figure in paymeit of the debt, though
 

Central Bank officials have not acted in response.
 

Settlement of the outstanding SEITA-France payment may be
 

necessary to improve the climate for attracting a potential
 

foreign investor to assist in reviving tobacco production.
 

B. IMPLICATIONS FOR DIVESTITURE ACTION
 

1. Action Necessary:
 

Privatize OFMATA's Virginia-Burley buying/drying/selling operations
 

to re-establish Madagascar as 
a tobacco exporter.
 

2. Potential for Immediate Action
 

Action to privatize the Virginia-Burley operations may be possible
 
within the next two years. Pre-conditions would include:
 

Detailed study of market, technical, financial and
 

organizational feasibility of setting up the proposed
 

operation on a commercial basis.
 

Determination of most efficient form of enterprise 
to
 

undertake operations: 
a new entity vcrsus OFMATA transformed
 

as Societe d'Economic Mixte.
 

Identification of foreign joint venture partner
 

Resolution of legal and land tenure challenges outlined above.
 

C. BUSINESS PLAN
 

1. Entrprise Obective: Privatize selected segments of OFM TA's present
 

tobacco sector activities.
 



2. Bubiness Stratezy: Focus 
on Burley and Virginia varieties as a
 
immediate privatization priority. 
Establish buying/treatment/selling of
 
Burley and Virginiia varieties (local and export market) as 
a self-financing
 

commercial operation in the hands of an independent entity. (Eventually,
 
with success 
in Burley and Virginia, consider privatizing OF1ATA
 

buying/selling activities for Corse and Missionero as 
well.)
 

3. Action Program:
 

3.1 Institutional Structure: Set up institutional roles for development
 

of the Burley and Virginia subsector as follows:
 

Task OFMATA New Entitya/ Manufacturersb/
 

Agricultural Research 
 X
 

Grower Licensing X
 

Grower Extension
 
and Support c X
 

Quality Control
 
and Fraud Prevention X
 

Purchase from Growers 
 X
 

Drying of Leaf 
 X
 

Sale to Manufacturers 
 X
 

Importation 
 X
 

2/ Possibly a foreign investor/SITAM joint venture or a joint venture
 
between a foreign firm and another enterprise
 

b/ Existing cigarette manufacturers in Madagascar
 
c/ "Encadrement"
 

Source: Based on 
P.Fighiera "Mission a Madagascar" October 1985, annex III.
 

Note that OFMATA's role in promoting Corse and Missionero would continue as
 

at present, at least temporarily.
 

3.2 Butley Program: Concentrate on improving production of Burley grown
 
by smallholders ("culture familiale") 
in the Miandrivazo region as well as
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in Ambodisatrana and Ampasimatera. According to OFMATA's rough
 
projections, a possible Burley production program might be as 
follows-


Yrl Yr2 Yr3 Yr4 Yr5 Yr6
 

hectares (ha) 565 
 875 1275 2000
1525 2000
 
yield (tonnes/ha) 0.9 
 0.9 0.9 0.95 1.0 1.0
 
tonnes 
 510 790 1160 1450 2000 2000
 

Source: 
Based on OFMATA, Project Relance de la Tabaculture Burlev &
 

Virginie (July 1985).
 

Virginia Program: Reinforce the semi-industrial production of
 
Virginia variety in the Mamipikony region. 
Again, using OFMATA's rough
 
projections, 
a possible Virginia production program might be follows:
as 


Yrl Yr2 Yr3 Yr4 Yr5 
 Yr6
 

hectares (ha) 450 
 500 500 500 550 
 550
 
yield (tonnes/ha) 1.4 1.5 1.5 1.5 1.5
1.5 

tonnes 
 630 750 750
750 750 750
 

Source: 
Based on OFMATA, Projet Relance de la Tabaculture Burley &
 

Virginie (July 1985).
 

4. Resource Requirements: OFMATA has estimated that renewal of Burley
 
and Virginia production will require investment in equipment, vehicles and
 
buildings. 
 Assuming that a new entity taking responsibility for
 

purchase/treatment/sale of these two 
varieties would have 
to make
 
investments of roughly the 
same order of magnitude as that projected by
 

OFMATA, the sums required might run as follows:
 

(A
 



Yr Yr2 Yr3 
 Yr4 Total
 
(Fmg million)
 

Virginia
 

(Mampi.kony)
 
ovens 
 324 54 
 378
 
spare parts 
 36 6 
 -- __ 
 42
 

Subtotal 
 360 60 
 --- --- 420 

Burley
 
(Miandrivazo, etc.)
 
equipment 400 
 285 320 
 185 1190
 

* buildings 
 46 44 
 84 96 260
 
Subtotal 
 436 329 404 
 281 1450
 

Total 796 389 
 404 281 1870
 

Source: 
OFMATA, Projet Relance de la Taba,ulture Burley & Virginie (July
 
1985). All figures increased by 20 percent to 
reflect inflation.
 

Additionally, an investment in working capital for the
 
purchase/treatment/sales operation would be required. 
Working capital
 

needs would have to be carefully calculated, but as a notional figure on
 
investment in permanent working capital might amount to about Fmg 700
 
million initially rising to 
a much as Fmg 1700 million in 4 to 5 years.
 
Additional seasonal workirg capital needs would be financed through bank
 

overdrafts.
 

5. Performance Targets: Performance of the 
new entity would be measured
 
in terms 
of rates of return. 
In view of the order of magnitude investment
 
amounts outlined above, and assuming a target return on 
investment of 10
 
percent annually, a net profit of about Fmg 130/kg (Burley) and Fmg 138/kg
 
(Virginia) would be required at the 
mature production levels of 2000
 

tonnes/year Burley and 700 tonnes/year Virginia:
 

Investment-Fmg 3570 million
 

Production
 

Burley 2000 tonnes (73%)
 

Virginia 700 (27%)
 

Investment base
 

Burley - Fmg 2606 million
 

Virginia - Fmg 964 million
 



However, an additional devaluation in the Fmg of about one-third relative
 
to the current US$ exchange rate would bring the target cost price for
 
Virginia more or less in line with OFMATA's present cost price for
 

semi-industrially grown Virginia:
 

Malawi 1937 price (Fmg/kp) 

US$ 1.26 

Fmg 1386 

target margin 138 

target cost price 1248 

I/ Fmg 1100 - US$1
 

6. Organizational/Structural/Management Requirements:
 

6.1 Conduct a Full Audit of OFMATA. 
 OFMATA's financial situation must be
 

clarified as 
a first priority to promoting development of the tobacco
 

sector. Hence  complete audit of OFMATA must be performed.
 

6.2 Undertake a Detailed Study of the Viability of Privatizing Burlev and
 
Virginia Variety PurchaseTreatment/Sale Operations. 
 Such a study would
 

assess the financial and economic viability of operating a Burley and
 

Virginia program on a strictly commercial basis, including:
 

local and export market viability (volumes, quality standards,
 

prices, distribution systems, etc.)
 

technical viability (technical analysis of
 

operations-purchase, storage, drying and sales programs 
-


including plant ana equipment investment requirements)
 

financial viability (projected financial statements,
 

discounted cash flow rate of return analyses and sensitivity
 

tests)
 

economic viability (economic analysis of the proposed
 

privatized operation)
 



organizational viability (determination of the 
most effective 

vehicle for the privatized operations - an entirely new 

independent entity or some transformation of the whole or a 

part of OFMATA.) 

6.4 Identify a Foreign Partner. 
To assist in the marketing and technical
 
operations of the 
new entity a foreign partner must be identified. This
 
partner would have internationally proven expertise in tobacco buying and
 
selling, and in the treatment of tobacco. Additionally. this partner would
 

bring equity funds in foreign exchange to the new venture.
 

6.5 Guarantee of Investment. To interest potential foreign partners in
 
the proposed venture, 
as a practical matter an appropriate framework of
 
investment guarantees must be created. 
Because the Code des
 
Investissements possesses certain inherent weaknesses and because it is not
 
yet legally binding, such guarantees might be encompassed in a joint
 
venture contract ("contrat de partenariat"), between Government, the new
 

entity and its foreign partner.
 

6.6 
 Access to Foreign Exchange. The new entity would generate foreign
 
exchange through export sales. 
 It would also need foreign exchange for
 
initial 
investment in plant and equipment, for ongoing operations and for
 
repatriation of dividends and (eventually) capital for its foreign partner.
 

Part of the joint venture contract could provide for a commitment to
 
guaranteed access 
to foreign exchange for the new entity.
 

6.7 Liberal Pricing Policies. To be able to operate as a private entity,
 
the new venture would require freedom to negotiate buying and selling
 

prices according to its 
own commercial objectives. Such control over
 

pricing could be provided for in its joint venture contract.
 

6.8 Resolution of Outstanding Legal Issues. To facilitate promotion of
 
the new venture with prospective foreign partners and to 
enhance chances of
 
increasing Virginia and Burley production, three outstanding legal 
issues
 

should be examined and resolved:
 

land tenure disputes in the Betsiriry valley
 



late payment interest claims to Mampikony semi-industrial
 

producers.
 

SEITA - France blocked payments.
 



Table 1 Summary Operating Statement for 1984 and 1985
 

(Fmg million)
 

Sales 


Other production 


Work for own account 


Change in stocks 


less
 

purchase raw materials 


outside supplies/service 


travel and transport 


* various overheads 


equals Value Added 


plus CRACT 


less
 

labour 


consumption taxes & others 


equals Funds from operations 


less Depreciation 


equals PBIT 3/ 


less Financial charges 


plus Interest income 


equals PBT 


198A 1985 

1991 3047 

1 19 

4 2 

(346) 116 

(1213) (2325) 

(151) (86) 

(39) (84) 

(33) (40) 

214 649 

112 117 

(562) (589) 

(4) (5) 

(240) 172 

(59) (66 

(299) 106 

(213) (196) 

I -

(511) (90) 

_/ Caisse de reconversion and amelioration culture tabacs.
 

21 "Excedent Brut d'Exploitation"
 
3/ "Resultat Brut d'Exploitation"
 

4/ "Resultat d'Exploitation"
 

Source: OF:*LTA Comptes d'Exploitation Generale. 1984 and 1985
 



Table 2: Summary Financial Structure Selected Years
 

Net fixed assets 


Stocks 


Receivables 


Cash at bank 


Total 


Net equity 


Long/medium term liabilities 


Short term liabilities 


loans less than one year 


other short term debts 


Total 


Permanent working capital 


Working capital needs 


Treasury deficit 1/ 


Financial charges/sales 


(Fmg million)
 

1981 


428.7 


1630.6 


1406.7 


150.5 


3615.6 


659.7 


46.7 


2910.1 


900.0 


2010.1 


3616.5 


277.7 


1027.2 


(749.5) 


5.3% 


Short term liabilities/total assets 
 80.5% 


1984 1985 

515.5 499.4 

1063.8 1180.0 

758.1 1025.3 

209.4 482.0 

2546.8 3186.7 

(286.9) (359.3) 

46.7 46.7 

2787.0 3499.3 

1160.5 1647.9 

1626.5 851,4 

2546.8 3186.8 

(755.7) (811.9) 

195.4 353.9 

(951.1) (1165.8) 

10.7% 6.4% 

109% 110% 

1/ Represent (net equity and long/medium term liabilities) 
- net fixed 

assets.
 

2/ Represents (stock and receivables) - jLher short term debts. 

3/ Represeats permanent working capital - working capital needs. 

Source: calculated from OFMATA data
 



OFFICE MALAGASY DES TABACS 

OFMA TA 

I. - CREATION 

1. FOP14E JURIDIQUE 

L'Office Malagasy Tabacs OF ATA 6t6des - a cr66 par voie de 
d.cret, poortant le 
no 69-386 du 26 aot 1c69,Q sous la forne juridique
 
dt6tablissement public a 
 caract~re industriel et ccmercia].
 

2. 0 B J E T
 

L'O.,ATA a pour objet d'assurer pour le cor,-pte de !lEtat la 
tutelle, le contr$1e g~n~ral de la 
promotion qualitative et quantitative
 

de la production tabacoie malzache.
 

3. STATUTS
 

Les statuts, ainsi que les mcdalit6s de forctionnement de
 
IlOFATA sont approuv-s par le d.cret no 69-386 ci-dessus indiques. 

II, - ADMINISTRATION DEm L'7TA3LSSE.'AENTT 

1. LE DIRECTEUR GENERAL (D.G.) 

M. HARADA Olivi - , Ing~nieur d'agriculture de 16ie classe, 
ler 6chelon a 6t4 nomm Directeur Gn~ral de l'OF1MATA suivant ddcret 
no 81-055 du 3 mars 1981. 

Ii a pour mission de 

- preparer les reunions du Conseil d'Administration et mettre 
en application ses dcisions.
 

- assurer le fonctionnement de J'ensemble des services de
 
l' tablissement et gdrer scn personnel.
 

- repr6senter l'tablissement dans tous ses 
actes.
 

./..
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2. LE CONSEIL D'ArMINISTRATION (C.A.) 

Le.s membres du C.A. de 1IOFMATA ont 6t6 nomn6s par l'arigt6 
interminist~riel nO 
2740/85 du 2 juillet 1985, modifi6 par llarr~t6
 
interministdriel no 2050/87 du 29 avril 1987. ils sont compos4 de 

a I repr~sentant de 
la Pr~sidence de la 
R~publi4ue,
 
• 2 reprzsentanls du :inist1re Aupr~s de la PrA-sidence de la 

RBpuhlique, Charg4 des Finances et de J.Eccnomie (MPFE), 
. 2 repr~sentants du IMlinist~re de la Production Agriccle et 

de la Reforme A.-raire (.PA ), 
* 1 reprAsentant du "'inisztre de lITndu trie, de l'Enerzie eu 

des Mines (Mi:7), 

I1 repr~sentant du inist~re de Commerce (-,:c), 
* 4 re. rsentants des producteurs de tabacs, 
* 3 repr6sentants des fabricants de tabacs A macher et A
 

cigarettes. 

Le C.A. dispose des plus larges pouvoirs pour administrer 
l' tablissement. I1 dd2ib~re sur les matihres qui rel.vent de sa
 
competence expr6ssemen- dfinies 
 par les statuts., ainsi que les questions 
qui lui sont soumises pae les -inistres de tutelle, par son Fr~sident 
ou par le D.u. Le C.A. peut toutefois d6l&ier au D.G. une partie de
 
ses attributions.
 

III. - REGIME JRIDIQU-E DU PERSONNEL 

. - fDU PERSON:;EL DE DROIT PRIVE 

Le personnel ncessaire au fonctionnement de l'office est 
nomm6 par le Directeur Gn6ral. En principe, il est scumis au regime 
de droit priv6. Cependant, il semble que le regime de sa r4munration 
est harmonis6 
avec celui du .ersonnel 
employd par l'Etat a ancienne-'
 
6gale et pour des emplois dont la qualification peut 8+tre consid~r4e 

ccmme 6quivalente.
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2., - DES FONCTTONNATRES 

En outre, des i'cnctionnaires sont en fonction a. 1IOFM4A'rA. 

Jusqu'A !a :paritLon de la loi no 79-014 du~ 16 jtL.111et 197) ra'atire 

au s tatut -' aral d-. r fonc-,ion -puhliiqu-z., ce-i f-)Yc-ui nn-1iureS 6t-..1-iL 

plhcds ;3n posit-fon de d~ace.-nt lso is *q'.L-r

.'a2res eti :)ositioa d.act~ivit6 et affects de~tabliss3emnt )ulblic. 

IV. 0 Rf'A!ISAkTION- FINX,7C IERE 7T 00111,---43L7 

la - CO!.I-?TA-79LI'1E 

L"J?:MLkTAk, sou:3 r4e-s r- e de I i ~bl P des d i.3)s iti-.. 3n pa i

-uli~res Dr rues *i-dessous, esnu i ,i.~ns au: di ~oos-.tions du 16cret 

6O8-0 EU du 13 f4-vrI ar i9 pr t a nt r ~n-6--a± J 0 0:Sl1e ri Ia t 1 Ia ~

bliit8- dc 11 OFMAT,1'A est orgaiiisf.e sebci le plan cnonpt-able ~~a 

le plan co-i-table particulier dc 114tablissement (,ta!-.-rou' o. 

arr~t-- du M"inistre des Finances. 

La com:tab--'i j e.~t accomia66C i.tne -oonp'abilit6 .analytci ~cr3 

drex-ploita-cioii,, dorit 1i tenue neut -etre coiiea~serices techniquB3 

ou d'exiloit-i.tion sous le contro'le ec !a resonsuiiliti d~e 1?agent 

nom ptlabie oen tr--l. 

2. - EM2iT DES PRT'JISTONIS DSS .RSCETT-S ::'T lSE 

L16tat ies pr6-rsions des recet -es et i6esi,.s est 6ta-bli nPar 
le Directeu:- LLI-5 &;S J.ai1iS71x.2.It 17 w. L 

-,au,. CDn.3ei . d' Ad.iin strati )n qui en d4-,4'-:re au plus tard ~ 

ler d'~cembre de 1'a-ntse cour laauelle la or--;vF.sz;on eSat 4-tabie. LYA-tat 

d~e pr6vision est sounis a. l 1 approbati:)n des .inistres ie tutelle, laquelle, 

intervient oar arr~tI6 *onjoint pris avant 1,3 25 ice'.-cre ie l t annees

prdc~.iant le debut -.e lecrioconcerne. 



Les recettes de ltoffice sont constitu~es essenltieIlement par

le produit de 
ses ventes 'e tabac A lfintirieur ou 
1 lexcortatLon. 
L'offise effectue toutes les d~penses n~cessaires au bon aocomplisse.innt
 
de sa mission.
 

3,- L'AGENT CO:IPTABE ENTRAL (A.C.C.) 

a. - ualit6 

L'agent comptable centraly chef des services de la oomptab'litA
 
est nom6 par arrtde des Ministres de tutelle. II 
a le statut de
 
comptable publir.
 

b. - Attribution 

L'A.C.C. assure le recovi.imint des prodaits, soit spontanrment
soit en ex~cation d-as instruzotioas da1 D.G. 

. L'A.C.C. ac,:ritte les charges de !1t ablissemlnt 
sur ordre
 
donn4 par le D.G. ou apr~s avoir 6t6'eptes par ce dernier.
 

a La garde et le maniement des fonds et 
va'eurs in-cmbent
 
I'A.C.C. qui assure la gestion du p:rtcfeuille sous laut:)rjtd du C.A.
 
et d, D.G.
 

• L'A.C.C. remet mensuellement ses balances au D.G., 
lequel
 
en adresse un exemplaire 
au Comissaire du Gouvernement et 
en fait
 
un envoi semrestriel aux Ministres de tutelle. Au terne de chaaue
 
exercioe, il fournit a l'ordonnateur le bilan de l t office, le compte"dlexploitation gdn4rale" et le copte "pertes 3t profits". 

V. C 011 T R 0 L E 

1. - LE CONTR)LE DlU Z3tM,,IS AIa DlU GOUVEPll,4Ei'IT 

Un Commissaire da Gouvernement no,:md par arratd du Przsident
 
de la Republique exerce 
le contr~le d. l'aztiviiti 4conomique et de la
 
gestion financi~re de 1OFMTA. 



A cet effetk-, il d~tient u..- Po&u'ir 6tenau, notanment 

*un cdroit drassistance A toutes 2.es sdances du C.A. 

*u~n aroit die visa sur lPap-r,-,ation ies 6hats P'~visionnels 
de recettes et d~penses, les cornpt es ei do~cuments p4-riod..ques 

ainsi que sur .les catego)ries d.'a:tes et d.~cisi-cns de parti-

Ciiere importanze. 

*u~n droit die refus d~e visa . certaines ii sioris di. C.A. 

2. - L7 COITTROL7 D-- rJTELLE 

LOFYIATA est sownis au contr~Jle dies IHinistres de tutelle aui s--)it 
compos6 c~e 

-M.P.A.R.A. 

-M.I.E.M. 

Ce cont:r~Ie ,onsiste & 11'approbation des actes e- d6cisions da 
C.A. et p.rticuli~rement a. celle des com tes financiers par le M.P.F. E. 

3. - LES AUrRES CONTIROLES 

L'0F4ATA, com-me to~ut 6tablissement paula.L a ca.Lac. india-, Li =-' 

et zstt~±CJi contr§2.e Post~rjori de Chambrezi -umis au a. l~a dies 

Oomp'Ves die la 03uz' Suprsme,. 

En ouitre, l~e oonir~le a tout mom;eat die l t Inspaction GUndrale 
die l'Etat pea~t lui BTra impos6. 



APPENDIX E
 



ENTERPRISE NAME 


LOCATION 


LEGAL STATUS 


SHAREHOLDING 


STAFF 


ORGANIGRAM 


: Abattoir Frigorifique d'Antananarivo
 

: Antananarivo
 

: Etablissement Public a Caractere Industriel ou
 
Commercial (EPIC) 

: Slaughtering of steer, pigs and small ruminants 

for the livestock owners in the Antananarivo area. 

: 104 

See following page. 



KEY FINANCIAL INDICATORS
 

(in FMG million)
 

YEAR ENDED (MONTH & DATE) 


Sales/ventes 


Profit from operations/
 
Resultat d'exploitation (1) 


Net Profit/Resultat Net 


Cash Flow from operations/
 
Marge brut d'autofinancement 


Total assets/Actif total 


Total endebtness/Dettes totales 


Net Equity/Situation nette 


Profits from operations/Sales
 
Resultat d'exploitation/ventes 


Profits from operation/Total assets
 
Resultat d'exploitaticn/actif % 


Debt/Equity %
 
Dettes/Situation nette % 


(1) After depreciation before interest
 

1984 


135,047 


(77,217) 


(35,490) 


31,662 


502,622 


864.121 


361.5 


(57) 


(15) 


No equity 


1985 

115 

1986 

175.9 

(55,39) 

(57,34) 

(18,360) 

433,235 

852.08 

418,845 

(48) 

(13) 

No equity 



RECOMENDATIONS : POSTPONE ACTION
 

B. EVALUATION OF PERFORKthACE IMPROVEMENT POTENTIAL
 

CONCLUSIONS
 

AFA's performance has some potential 
to be improved despite the
 
considerable problems it faces. Its performance improvement hinges
 
on
 

Increased exploitation of the local market, which it legally
 
should be controlling; and
 

- The exploitation of a new market for its beef, SEVIMA or other 
meat processors who export. 

The successful implementation of a planned European Development

Fund rehabilitation program which has not yet started and is
 
already 18 months behind schedule.
 

The key constraints 
to improving AFA's performance are
 

- The substantial competition that exists from illegally operated
 
slaughterhouses;
 

- State control of the fee that AFA receives for every steer
 
slaughtered;
 

-
The structural and equipment deficiencies of the slaughterhouse
 
and;
 

- The heavy organisational form, EPIC, that it operates under. 

1. MARKET ISSUES
 

- AFA has a large officially captive local market.
 

Antananarivo is estimated to consume 90,000 steer and
 
60,000 pigs annually, volumes equal or close to AFA's full
 
operating capacity;
 
Decret No 72-072 states 
that all steer destined for
 
consumption in Antananarivo and all steer slaughtered in
 
Antananarivo must be slaughtered at AFA.
 

-
AFA faces intensive competition.
 

Numerous clandestine slaughterhouse exist on the perimeter

of Antananarivo and severrl are 
located witbin city limits
 
There are estimated to be approximated 10 major slaughter
houses of this kind.
 
The clandestine slaughterhouses are 
known to supply the
 
large institutional markets, including the hospitals,

university, army, and large hotels. This constrasts
 
sharply with AFA's clientele which consists primarily of
 
small cattle farmers who supply the local markets.
 

4, 



* The clandestine slaughterhouses charge much lower prices

than AFA as they do not pay taxes and do not have the
 
expensive equipment needed to maintain quality standards.
 
Their slaughtering fee per steer is estimated to be
 
Fmg 1500 against the State controlled fee that AFA's
 
clients pay of Fmg 3250.
 

2. TECHNICAL ISSUES
 

- The slaughterhouse is 
severely underutilized, as indicated in
 
the table below. This is the result of illegal competition from
 
clandestine slauthterhouses which currently provide 
an
 
estimated 66 % of Antananarivo's steer meat needs and 100 % of
 
its pork needs.
 

YEAR STEER STEER _ PIGS PIG 
 %

SLAUGHTERED CAPACITY UTILIZAT. SLAUGHTERED CAPACITY UTILIZATION
 

1979 74,071 120,000 62 
 15 358 60,000 26
 
1980 60 037 
 " 50 11178 19
 
1981 40 154 " 33 3157 
 5

1982 52 170 
 " 
 43 933 " 2
 
1983 49 317 
 " 41 270 
1984 50 553 " 42 
1985 38 428 " 32 
1986 34 546 " 29 912 " 
 2

1987* 12 500 50,000 25 
 0 25,000 

* January - May only 

Source : Coopers & Lybrand
 

- The slaughterhouse does not have an adequate delivery
 
capability.
 

AFA currently has no refrigerated trucks for the delivery

of beef. This limits its clientele to those who have a
 
transport capability.
 

-
AFA's technique for slaughtering pigs is badly suited to the
 
Antananarivo market.
 

The Malagasy prefer that the bristles be taken off pigs by
 
a burning process 
(for the smell and skin color effect
 
that this produces) rather than boiling process used by

AFA. This preference explains the historically minimal
 
utilization of AFA's pig slaughtering capacity.
 

- AFA currently does not meet the hyveinic standards required by

the European Community.
 

AFA lost European Community Certificate in 1985 and has
 
not produced beef for export since then.
 



3. FINANCIAL ISSUES
 

- AFA is technically insolvent
 

Total debt amounted to Fmg 852 million against

Fmg 433.235 million in assets at year end 1985 
(the last
 
year for which complete financial statements
 
are available).
 

- state control of the slaughtering fee that AFA can charge has
 
made AFA immensely unprofitable.
 

* 
The cost of a kilo of beef to the final consumer in
 
Antananarivo rose 400 % from 1974-1986 (from Fmg 200 to
 
Fmg 800) while the state-controlled slaughtering fee was
 
only increased 45 % (from Fmg 1350/steer to 
Fmg
 
1956/steer).
 
AFA's prix de revient per steer slaughtered amounted to
 
Fmg 4 9 7 9/steer slaughtered, and Fmg 14 0 0/pig slaughtered,

far greater than the State-controlled fee that it receives
 
of Fmg 1956 and Fmg 974 for each steer and pig slaughtered
 
respectively.


* Cumulative losses amounted to Fmg 1255 million at year
 
end .985 (the last year for which complete

financial information is available) reflecting steady

operating losses (exceeding Fmg 80 million in each of the
 
last 3 years).
 

-
AFA's cost structure can be more competitive when it operates
 
at higher capacity levels but the slaughtering fee must be
 
increased for it to be profitable.
 

AFA' 1986 "prix de revient" per steer slaughtered would
 
have dropped to Fmg 174 5 .1/steer and Fmg 4 90.5/pig if it
 
had slaughtered 90,000 steer and 60,000 pigs (i.e. 
the
 
annual consumpLion level of Antananarivo). At this
 
capacity level, AFA would have still 
lost Fmg 426 on each
 
steer slaughtered, but made Fmg 206 
on each pig, as
 
as indicated in the following page
 



AFA COST STRUCTURE
 

Actual a) 
 Projected b)
 

Fixed Costs 
 116.8 million 
 116.8 million
 
Variable Costs 
 57.1 million 
 174.7 million
 

Total 
 173.9 million 
 291.5 million
 

Prix de revient/kilo 
 15.56 
 8.53
 
Prix de reveint/steer (320 kg) 2729
4979 

Fee received per slaughter 1956 1956
 

Operating gain (loss) 
 (3023) 
 (773)
 

Prix de revient/pig (90 kg) 768
1400 

Fee received per slaughter 974 974
 

Operating gain (loss) 
 42, 
 206
 

a) 1986 operating level : 34546 steer and 912 pigs.
 
b) Antananarivo consumption level 
: 90000 steer and 60000 pigs.
 

Source : Coopers & Lybrand.
 

4. ORGANIZATIONAL/ADMINISTRATIVE ISSUES
 

- AFA's oraanizational form. 
EPIC, hinders its performance
 

AFA operates under the 
tutelle of two ministries, MPAEF and the
 
Ministry of Finance. A commissioner of the Government controls
 
all financial discussions and reports directly to 
the Ministry

of Finance while the 
Directeur General is responsible primarily

for technical decisions (the DG does not 
even have the right to
 
sign a check on AFA's account). 
This division of responsibility
 
has resulted in an organization that cannot make rational and
 
quick decisions. It has also resulted in an unnecessarily
 
large organizational structure as 
the Administrative and
 
Financial division duplicates many of the functions performed by
 
the Accounting Division.
 



IMPLICATIONS FOR DIVESTITURE ACTION
 

i) ACTION NECESSARY
 

The European Development Fund has committed itself to 
taking the

actions necessary to rehabilitate AFA and make it an export-quality

slaughterhouse. It has financed a detailed study which proposes two

options for the rezitructuring of AFA once 
the rehabilitation is
 
complete. These options are :
 

1) - Modification of the legal status of AFA from EPIC to a 
Societe d'Etat; 

- Rental of the new organization's assets to another 
enterprise. 

2) - Creation of a new SF24 to take over the assets of AFA and
 
certain of its obligations. The capital of this 
new SFI
 
would be divided as follows : local meat expert (55 %) and
 
the State (45 %).
 

- All remaining debts would be absorbed by the State.
 

We believe that option two 
is a viable long-term solution to
 
AFA's present condition but with the recommendation that the private

ownership participation be split between a local 
(35 %) and foreign

meat expet, 
(20 %). AFA's long-term success will be dependant on its
 
increasing its exports as 
a percentage of total sales because we do
 
not believe that existing competition can be completely erased. Thus
 
knowledge of foreign markets will be nee.ded.
 

Before the restructuring recommended above 
can be successfully

implemented, however, the following pre-conditions mu.3t be met
 

- The State must try to 
close the most unsanitary of the
 
clandestine slaughterhouses as 
AFA cannot be a viable economic
 
entity, while providing only a third of Antananarivo's beef
 
needs;
 

- The State must allow AFA to increase the slaughtering fee it
 
charges its clients to, at least, the level of its prix ae
 
revient.
 

By enlarging its "real" market and liberalising its pricing, the
 
State can start to 
make AFA a much more attractive investment to
 
priva:e investors, while the FED rehabilitation is in course.
 

ii) POTENTIAL FOR IMEDIATE ACTION
 

We do not believe there is any potential for immediate
 
divestiture action within the context of this study before the
 
completion of the FED rehabilitation program.
 



ENTERPRISE NAME: 


LOCATION: 


LEGAL STATUS: 


SHAREHOLDING: 


ACTIVITIES: 


STAFF: 


ORGANISATION
 
CHART : 


Societe d'Exploitation du Complexe Industriel et
 
Agricole de Morondava (SECIAM)
 

Morondava (Siege Sociale in Antananarivo)
 

Societe Anonyme
 

51% State
 
48% Societe Rochefortaise
 
1% Private Investors
 

Not in operation since 1984. Activities when in
 
operation consist of the purchase and slaughter of
 
steers, and the processing of meat products for
 
export. By-products consisting of blood meal, beef
 
meal, bone meal and tallow are sold within
 
Madagascar.
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KEY FINANCIAL INDICATORS
 
(in Fmg millions) 


Sales/Ventes 


Profit from operations/
 
Resultat d'exploitation 3) 


Net Profit/Resultat Net 


Cash Flow from operations/
 

Marge brut d'autofinancement 


Total assets/Total actif 


Total endebtedness/Dettes totales 


Net equity/Situation Nette 


Profits from operations/sales
 
Resultat d'exploitation/ventes 


Profit from operations/total assets
 
Resultat d'exploitation/actif 


Debt/Equity
 
Dettes/Situation Nette 


1984 1) 


1045.1 


(993.3) 


(1441.3) 


(1400.4) 


1115.9 


4360.6 


(3244.7) 


(95%) 


(89%) 


No equity 


1985 1986 

N.A. 2) N.A. 

N.A. N.A. 

N.A. N.A. 

N.A. N.A. 

N.A. N.A. 

N.A. N.A. 

N.A. N.A. 

N.A. N.A. 

N.A. N.A. 

N.A. N.A. 

1) Figures abstracted from reconstruction of SECIAM's accounts by BMB

Management Consulting for Development by of the Netherlands. No
 
financial statements have been prepared internally by SECIAM since
 
1977.
 

2) N.A. equals Not Available.
 
3) After depreciation before interest costs.
 



RECOMMENDATIONS : POSTPONE FURTHER ACTION
 

A. EVALUATION OF PERFORMANCE IMPROVEMENT POTENTIAL
 

CONTCLUSIONS
 

It appears that SECIAM has very limited potential for near-term
 
performance improvement as 
it has been beset by major problems since
 
the start of operations and has operated in only one year (1984)

since 1980. The key constraints that it faces include
 
structural/Lechnical constraints which are 
inherently difficult to
 
overcome. These are:
 

- its Morondava location which is 
more than 340
 
kilometres from the major purchasing sites of Toliara and
 
Bekily and approximately 400 kilometres from Antananarivo,

the major consumer of by-products as well as supplier of
 
technical assistance;
 

- poor port facilities at Morondava which prevent
efficient loading of its export products; 

- the hygienic inadequacy of the slaughterhouse for
 
producing meat products exportable to Europe;
 

- poor financial position inhibiting ability to obtain
 
credit for the purchase of steers;
 

- high energy costs;
 

- lack of an accounting system.
 

The limited potential that SECIAM has depends on
 

- the successful implementation of a planned European
Development Fund rehabilitation programme which has 
not yet started and is already 18 months behind 
schedule; 

- the exploitation of a new, potentially profitable market
 
for its beef, possibly in the 
Indian Ocean islands of
 
Mauritius, Reunion, Comores and the Seychelles.
 



1. Market Issues
 

The historically major market for SECIAM. Europe. has effectively
 
been closed since 1985.
 

SECIAM's slaughterhouse is unable to 
meet the hygeine standards of
 
the European Community. There has been a huge oversupply of beef in
 
Europe in recent years, amounting to 785,000 tonnes 
in 1985. SECIAM's
 
European clients have manipulated prices in their favour by claiming

non-satisfaction with quality (in 1985 SECIAM received only 55 % of

the contractually-agreed price from its 
sole expo;'t client, Alexander
 
Mochel-Buchoe of West Germany.)
 

There appears 
to be some market poteTItial in the Indian Ocean
 

region as evidenced by the following table.
 

Market for Beef in the Indian Ocean Reion 1984
 

Consumption Production 
 Imports
 
Country 
 (tonnes) (tonnes) (tonnes)
 

Reunion 
 4557.2 
 1120.0 3437.0
 

Comores (a) 
 1230.0 
 80.0 1150.0
 

Mauritius 
 5956.0 
 1.0 5955.0
 

Seychelles 
 430.9 
 41.2 389.7
 

(a) 	reflects 1985 figures.
 

Source 
: Etude des Echanges Commerciaux en Viande Bovine dans le
 
Cadre de l'Ocean Indien, S.E.R.D.I.
 

It should be emphasised however that 
these figures do not establish
 
the 	competitiveness of Madagascan beef in these potential markets.
 

2. 	Financial Issues
 

SECIAM is technically insolvent
 
Total debt amounted to Fmg 4.4 billion against assets of Fmg 1.1
 

billion at year-end 1984.
 

SECIAM's sales have hi.3toricallv covered only aportion of
 
oeratin costs
 

In 	1984, SECIAM's cost of steers alone 
(Fmg 2038.4 million) amounted
 
to twice 
the level of sales (Fmg 1045.1 million). On average,

SECIAM's cost of steers exceeded sales by Fmg 100 million over 
the
 
period 1977-1984.
 



Credit historically has not been available to SECIAM when most
 
needed, thus inflating orerating costs.
 

Operating profitability is dependent upon having credit available
 
early in the purchasing season. This permits the buyer to 
(a) take
 
advantage of the lower price of steers early in the year. 
(b) ensure
 
a smooth orderly increase in the price level rather than the sharp

increases 
that result from a sudden large order late in the buying

season, and (c) herd the steers at a climatically favourable time of
 
year when grass is plentiful. SECIAM has never obtained credit at the
 
optimum buying time in December (just before the buying season
 
starts), because the banks require at least a p-eliminary balance for

the year with any request for credit. As SECIAM's fiscal year ends on
 
December 31, they are never able 
to make a proper demand for credit
 
before the end of January of the following yea'. In 1984, lack of
 
credit prevented SECIAM.from operating the slaughterhouse until July
 
14.
 

Interest costs are excessively high.
 

In 1984 interest costs amounted to Fmg 304 million or 29 
% of sales.
 
Much of this is attributable to overdraft facilities of Fmg 2114.5
 
million at year-end 1984 which accrued interest at the rate of 22
 
per annum.
 

Energy costs are excessively high.
 

SECIALM is not able to use 
the local energy supply because it is not

sufficiently powerful to meet 
its needs. It has thus been forced to
 
install its 
own generators. SECIAM incurred approximately Fmg 47
 
million in energy costs per month in 1984, 4 times that of a similar
 
sized slaughterhouse (FAFIFAHA) in Mahajanga.
 

SECI.AM requires large state subsidies
 

Despite substantial bank overdrafts, SECIAM still required Fmg 253
 
million in state subsidies in 1984.
 

3. Technical Issues
 

The locsaion of the slaughterhouse is a serious handicap
 

The major steer producing zones of Toliara and Bekily are far from
 
Morondava, thus requiring steers 
to be herded at least 340 kilometres
 
and up to 700 kilometres over difficult terrain. This results in a
 
considerable loss of weight (average weight loss per head of steer
 
amounted to 20.1 % of initial weight in 1984).
 

The two months that it takes 
to herd the steers to Morondava and the

three rainy months of October-December when steers 
are not herded
 
(due to 
impassable roads and health risks), effectively reduces the
 
slaughtering period to 
only 7 months.
 



The only financial statement prepared regularly by SECIAM is a

bi-monthly statement showing the ucilisation of credit provided by

BTM.
 

5. Other Issues
 

SECIAM has significant contingent liabilities
 

Spare parts with a value of FF 1.8 million have been blocked at Ivato
Airport since 1984 due to SECIAM's inability to reimburse the Central
 
Bank. Substantial customs duties and storage fees, (the latter

accumulating at the 
rate of Fmg 10 per kilogramme per day), are due
 
on these goods.
 

B. IMPLICATIONS FOR DIVESTITURE ACTION
 

1. ACTION NECESSARY
 

The European Development Fund has committed itself to taking the

actions necessary to rehabilitate SECIAM and make it 
an export

quality slaughterhouse. It has financed a detailed study which
 
proposes three options for the restructuring of SECIAM once the
 
rehabilitation is complete. These three options are 
:
 

- Creation of a new SEM to 
take over the assets of SECIAM.
 
The capital of this new SEN would be divided as follows
 
foreign meat expert (55 %), State (45 %). All debts would
 
be paid off by the State and would be considered
 
subsidies. All assets would be sold to the new SEM.
 

- Same as 
first option except that the capital of the new 
SEM would be divided as follows : foraign meat expert
(40 %), local meat expert (20 %) and the State (20 %). 

- Creation of a new SA, all existing debts being absorbed by

the State. Rental of assets of SECIAM to the new SA.
 

However, should the EDF rehabilitation programme not proceed as

planned, we recommend that SECIAM be dissolved and the assets sold to
 
private investors at whatever price the market will bear. The
substantial structural/technical constraints that face SECIAM, as
 
well as 
the important market, financial and organisational

constraints that exist, indicate that it is not a viable economic
 
entity. Sale of the assets to 
investors would free the State from a
 
potentially long-term drain on its 
resoures while creating the

potential for the formation of a new slaughterhouse by the
 
economically-motivated buyers of SECIAM's assets.
 

2. POTENTIAL FOR IMEDIATE ACTION
 

We do not believe that there is any potential for immediate action
 
within the context of this study as 
long as the European Development

Fund and the Government of Madagascar remain committed to SECIA,'s
 
rehabilitation
 



ENTERPRISE NAME 


LOCATION: 


LEGAL STATUS: 


SHAREHOLDING: 


ACTIVITIES: 


STAFF: 


ORGANISATION: 


Societe de Pecherie du Boina (SOFEBO)
 

Mahajanga
 

Societe Anonyme
 

State 50.971% 
 Private investor 007%
 

SOMAPECHE/Taiyo Gyogyo 49.008%
 

BTM .014%
 

Shrimp fishing in the teritorial waters of
 

Madagascar. Virtually 100%
 

500
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KEY FINANCIAL INDICATORS 
 in millions of FMG
 

YEAR ENDED (MONTH & DATE)... 
 1984 


3193 


1314 


NA 


NA 


5930 


4515 


1515 


41.1 


22.2 


2.9:1 


1985 1986
 

3557 5752
 

839 1913
 

591 915
 

939 1585
 

8956 NA
 

7031 NA
 

1836 2616
 

23.6 33.2
 

9.3 NA
 

3.8:1 NA
 

Sales 


Profit from 


Operations 


Net Profit 


Cash Flow from 


operations 


Total assets 


Total endebted-


ness
 

Net equity 


Profit from 

operations/ 


sales %
 

Profit from 

operations/ 


Total assets
 

Debt/Equity % 


Ventes 


Resultat d'exloitation 


(1)
 

Resultat net 


Marge brut d'autofi-


nancement
 

Total actif 


Dettes totales 


Situation nette 


Resultat d'exploi
tation/ventes % 


Resultat d'exploi
tation/actif % 


Dettes/Situation nette 


(1) Apres amortissement avant Frais Financiers
 

A.V 



RECOMMENDATIONS: POSTPONE ACTION
 

B. EVALUATION OF PERFORMANCE IMPROVEMENT POTENTIAL CONCLUSIONS:
 

SOPEBO has limited potential to improve its performance, in the 
near
 
term as 
it is already a strong, well-managed, partially privatised company,
 
that has a large degree of autonomy despite 51% State ownership. The key
 
factors in its success to date have been:
 

the private participation of the Japanese Group Taiyo Gyogyo,
 
who purchases virtually 100% of SOPEBO'S 
 catch and assures
 

all of its financing needs.
 

the rising price of shrimp in the international market.
 

the presence of foreign experts (Japanese) in the key
 

management positions.
 

Constraints which could hinder SOPEBO's future performance are:
 

- quotas imposed on SOPEBO by MPAEP which limits its potential
 

catch.
 

- the inaccessibility of foreign e ihange with which to buy 

capital equipment and parts. 

- the large devaluation of the Fmg vis-a-vis the Yen, in the 
past year, which increases SOPEBO's debt servicing costs. 

and
 

- potential organisational difficulties when the accord between 

the State and Group Taiyo expires in 1992. 



Market Issues
 

* The market for SOPEBO's product is assured bv Taivo
 

An accord signed between the State and the joint group
 

SOMAPECHE/TAIYO, holder of 49% of the stock of SOPEBO, on
 

10.19.82 states 
that TAIYO will purchase all of SOPEBO's
 

production and be responsible for its transport to Japan.
 

Shrimp prices increased substantially during the past year
 

SOPEBO's selling price for 1 kilo of shrimp increased from Fmg
 
333/Kg in 1985 to Fmg 480/Kg in 1986, 
a 44% increase.
 

SOPEBO's receives the world market price for its shrimp.
 

Supply availability could eventually pose 
a problem due to tight
 

government control of the fishing territories.
 

Government regulations place quotas 
on the annual shrimp catch
 

in each of the 10 fishing zones off the west coast of
 

Madagascar, in order to 
safeguard the level of the stocks.
 

SOPEBO and SOMAPECHE (66% proved by Taiyo) fish 5 zones, whose
 
totl annual potential catch is 
2300 tons. (There is another
 

1000 tons of potential catch in an "open" zone 
of the
 

south-west coast of the country).
 

SOPEBO is actively exploring ways to expand its market
 

MPAEF has recently agreed to SOPEBO's request tc fish for
 

lobster on an experimental basis and SOPEBO is currently
 

studying the financial feasibility 3f the project). By
 

diversifying its production the company hopes 
to circumvent
 

the upper limit that is currently imposed on it by the quota
 

system.
 

A
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Technical Issues
 

SOPEBO's technical needs are assumed by Taivo
 

Per the accord of 10.19.82 between the State and the joint
 
group SOMAPECHE/TAIYO, Taiyo agreed to finance and provide all
 
of the cquipment necessar- to renew or replace SOPEBO's fleet
 

of fishing boats. 
 Since then, the rehabilitation of the fleet
 

has proceeded as scheduled, with 10 of the 12 
original boats
 

already having been replaced by new ones.
 

* Maintenance of the fleet is 
a ootentially important problen area
 

SOPEBO management estimates that the life of their fishing
 

boats is only 15 years in Madagascar, as compared to 25 years
 
in Japan. Management attributes this 
to the inavailability of
 
spare parts and the inexperience of local new members.
 

SOPEBO has significant technology transfer obligations
 

Per the accord of 10.19.82, SOPEBO is required to replace 30
 

of its Japanese technicians with Malagasy by 1992. 
 This
 

entails training periods in Japan of up to 
1 year for the
 

Malagasy replacements.
 

Modernisation of the fishing fleet could be 
a significant problem
 

area
 

Under the current law, the number and type of boats that
 

SOPEBO can use 
in each fishing zone is tightly controlled.
 

When a boat becomes inoperational, it 
can only be replaced by
 

an identical boat. 
 No fishing company is allowed to add a
 

boat to its fleet as 
the existing flaet are considered the
 

appropriate size for the potential catch available.
 

http:10.19.82
http:10.19.82


3. Financial Issues
 

SOPEBO has been an increasingly profitable operation since 1982.
 

Operating profits reached Fmg 1.9 billion in 1986, 
an all-time
 

high and 23 times the level of 1983 operating profits.
 

SOPEBO has large foreign exchange requirements.
 

As most of its supplies, technical assirtancp, and equipment
 
comes 
from Japan, SOPEBO has large foreign exchange needs that
 

are 
often not filled on a timely basis.
 

Currency fluctuation against the Yen poses 
a risk.
 

SOPEBO's debt obligation corresponding to the replacement of
 

its fishing fleet is denominated entirely in Yen (as the
 
financing was provided by TAIYO). 
 This has been costly to the
 
company in recent years as 
the Fmg devalued 372% against the
 
Japanese Yen from 1981-1986. This is mitigated to 
some extent
 

by the fact that SOPEBO's sales receipts are denominated in
 

Yen as well.
 

* All of SOPEBO's financing needs are assured by Taiyo.
 

Per the accord of 10.19.82 between the State and the joint
 

group SOMAPECHE/TAIYO, Taiyo agreed to 
provide all of SOPEBO's
 

financing needs for the replacement of its fleet, at
 
preferential rates. 
 SOPEBO receives no subsidies from the
 

State and has no debts outstanding to the State.
 

4. Organisational/Administrative Issues
 

Key management positions are 
staffed by Japanese giving the
 

company substantial industry expertise.
 

http:10.19.82
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Three of the top four positions in the company including the
 
Director General position are staffed by Japanese from Group
 

Taiyo.
 

SOPEBO has considerable organisational autonomy.
 

There is only one representative of the State on its Conseil
 
d'Administration, and he is 
not the president.
 

As a self-managed, self-financed, Societe Anonyme, SOPEBO is
 

required to present its 
financial statements only to
 

shareholders and not to MPAEF.
 

SOPEBO historically has presented very limited financial
 

information in its annual report, reflecting of the closely
 

held nature of the company.
 

5. Other Issues
 

SOPEBO is a major foreign exchange earner for Madagascar.
 

Foreign exchange earnings amounted to the equivalent of Fmg
 

5.7 billion in 1986, 99% 
of total sales.
 

IMPLICATIONS FOR DIVESTITURE ACTION
 

i) ACTION NECESSARY
 

As SOPEBO is an autonomous well-managed, profitable company, there is
 
little action that needs to be taken to 
improve its performance in
 
the short-term. The major obstacles that it faces 
are macro-economic
 

ones 
(i.e foreign exchange movements/regulations and government
 

conservation policies), which cannot be addressed and overcome with
 

specific divestiture actions. Management has however expressed an
 
interest in having the State sell its shares to 
BTM (currently a
 
holder of .0147 of SOPEBO's shares). 
 As the BTM could be a useful
 



partner for SOPEBO in confronting some of the financial constraints
 

that it faces, it is recommended that the State sell its interest in
 

SOPEBO to BTM.
 

i) POTENTIAL FOR IMMEDIATE ACTION
 

We do not believe there is 
any need for immediate divestiture action
 

within the context of this study.
 



A. Enterprise Data Sheet
 

Name: SOMAPALM (Societe Malagasy pour le 
Palmier a l'Huile)
 

Location: Toamasina
 

Legal Status: Societe d'Economic Mixte
 

Shareholding: 100% State (20% BTM)
 

Activities: 
 Operation of (1) an oil palm plantation (2) a palm oil
 

extraction facility and (3) a palm oil refinery including
 

sale of refined product; (4) management under contract of an
 
oil palm plantation (Manakara) ourned by the the State.
 



IVONDRO
 
(Plantation: Oil Extraction)
 

in millions of FMG

KEY FINANCIAL INDICATORS 


YEAR ENDED (MONTH & DATE)... 	 1984 

30/09 


Sales 
 322 


Profit from 
 (50) 

Operations
 

Net Profit 
 (55) 


Cash Flow from 
 28 

operations
 

Total assets 
 946 


Total endebted-
 (1133) 

ness
 

Net equity 
 (187) 


Profit from 
 (15%) 

operations/
 
sales %
 

Profit from 
 (6%) 

operations/
 
Total assets
 

Debt/Equity% 


(1) Apres amortissement avant Frais Financiers
 

(2) After depreciation before financial changes.
 

1985 

30/09 


632 


117 


i23 


234 


1375 


(1162) 


213 


19% 


9% 


5:1
 

1986
 
31/13 (-15 mois)
 

487
 

(212)
 

(194)
 

(20)
 

2432
 

(2441)
 

(9)
 

(43%)
 

(8%)
 



Refinery
 

KEY FINANCIAL INDICATORS 
 in millions of FMG
 

YEAR ENDED (MONTH & DATE)... 	 1984 

30/09 


Sales 


Profit from 
 (34) 


Operations
 

Net Profit 
 (120) 


Cash Flow from 
 (113) 

operations
 

Total assets 
 4406 


Total endebted-
 (3652) 

ness
 

Net equity 
 (754) 


Profit from 
 00 

operations/
 
sales %
 

Profit from 
 (0.7%) 

operations/
 
Total assets
 

Debt/Equity% 
 4.8:1 


(1) Apres amortissement avant Frais Financiers
 

(2) After depreciation before financial changes.
 

1985 

30/09 


15 


(41) 


(452) 


(441) 


4686 


(4383) 


303 


(273%) 


(0.9%) 


14.5:1 


1986
 
31/13 (-15 mois)
 

3314
 

2227
 

1494
 

1527
 

7815
 

(6017)
 

1798
 

67%
 

28%
 

3:1
 



B. Evaluation of Performance Improvement Potential.
 

1. 	 Decision:
 

Drop 	SOMAPAL.M 
as a 	priority candidate for 
Phase 	II action
 

privatisation 	activity. 
Modify 	this recommendation with regard to 
the
 
refinery alone 
if a 	secure long term contract for a supply of crude oil 
in
 

economic quantities and prices can be obtained.
 

2. 	 Conclusions:
 

SOMAPALM was 
conceived as an integrated plantation-crude oil
 

extraction-refining complex. 
The enterprise has potential to 
improve
 

performance, 	but this potential is probably more 
significant 	at some 
stages
 
of SOMAPALM operations (e.g. refining, which has shown its potential
 

profitability - 1986) than at 
others (e.g. plantation). Achievement of
 

potential would in any event depend upon easing of certain critical
 

constraints, 	notably:
 

o 	 Refinery
 

establishment of 
a secure 
long term, commercial source of
 

crude oil since 
the refinery is outsized (9000T/year) compared
 

to the maximum production capacity of the 
Ivondro plantation
 

(2300T/year);
 

a financial restructuring of the refinery, which is crushed by
 

a debt burden arising from the original supplier credit
 

purchase of equipment.
 

Extraction Unit
 

addition of 	certain equipment (press for crushing palm
 

kernels, clarification unit for 
treating effluents) which
 

would raise yields;
 

improvement of existing plant (e.g. water intake system) spare
 

parts stock) to raise efficiency.
 

0 



o Plantation
 

re-establishment of production after the severe damage
 

suffered by oil palms in Cyclone Honorine (March 1986);
 

increase plantation yields which are in any event limited by
 

the relatively unfavourable ecological conditions of the
 

plantation compared to 
other palm oil producer countries.
 

Within the overall SOMAPALM operation, greatest priority should
 

probably be accorded to strengthening refinery and plantation
 

performance. However, as key determinants of enterprise performance
 

are structural and biological (cyclone damage) it is likely that
 

privatisation/divestiture opportunities would emerge only in the
 

medium term.
 

,ii 
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3. 	 Analysis:
 

3.1 	 Market Issues: SOMAPAL4 faces a substantial, growing and underserved
 

market for refined oil.
 

There is considerable market potential for expanding supply of
 

refined edible oils in Madagascar. While edible oil is
 

considered a basic necessity ("produit de premiere n,.cessite")
 

in GDR.M policy, there has been a persistent shortfall of
 

available supply on the domestic market. 
This shortfall is
 

estimated at 16,500 MT for 1986.
 

Year Local 

Production 

1976 5.8 

1981 2.7 

1986 2.6 

Imports 

7.0 

Total 

12.8 

10.2 12.9 

6.6 9.2 

Total (a)
 

Requirement 


6.1 


22.5 


25.7 


Shortfall
 

6.7
 

9.6
 

16.5
 

a) 	 Assumes basic WHO nutritional standard of 2.5kg/edible oil per
 

person.
 

Source: P.M. Robinson Composition of PL 480 Title I commodities
 

1987-1991 (USAID/Madagascar) February 1987.
 

With projected population growth, market potential is likely to rise
 

to nearly 30,000 MT/year by 1990.
 

o Prices in this market are controlled by means of interministerial
 

decrees, reportedly based on an analysis of producer costs and
 

distributor margins. 
Recent (April 20, 198' Ministerial decree
 

setting wholesale and retail margins for edible oils had the effect
 

of boosting the official retail price to Fmg 1925/litre. However,
 

reflecting current demand, in the parallel retail market edible oil
 

prices are reported to be at Fmg 3000/kg.
 

). 



o Given the legal/administrative environment, SOMAPALM can have no 

commercial policy per se. Its prices are controlled by 

interministerial decree (presently Fmg 1215.80 per litre ex factory 

without cost cf packing) and it is also told to whom it must sell. 

These clients - the various state-owned trading corporations 

(SOMACODIS, SICE, COROI, ROSO, SINPA) - are designated by the 

Ministry of Commerce. As a result SOMAPALM's organisation neither
 

includes nor requires a "Marketing and Sales" division.*
 

Nevertheless, despite this controlled operating environment
 

SOMAPALM's refinery appears to have made 
a profit in 1986, its first
 

year of refining operations. (It is notable that SOMAPALM's
 

ex-factory price is nearly 5 times the current world price of refined
 

bleached deodorised palm oil).
 

o Since SOMPPALU's plantation and extraction unit are designed to
 

serve t:he enterprise's refinery, there is independent oil
no 


palm/crude oil market for those segments of SOMAPALM's operations.
 

However, in the past the extraction unit sold some crude palm oil to
 

soapmakers in cases where the acidity content of production was 
too
 

high (over 5%) to efficiently refine. These sales should be seen as
 

an anomaly however.
 

o SOMAPAL4's only significant by product at present is soapstock
 

("pate savonneuse"), a result of the neutralization stage of the
 

refining operation. Potential demand exists for this product in the
 

soap industry, but this is constrained by soapmakers' inability to
 

obtain other complementary inputs (e.g. imported caustic soda) for
 

soap manufacture. In 1986 soapstock accounted for about 8% of
 

SOMAPALM sales revenues.
 

It is unclear whether SOMAPALM in fact has effected some sales as a
 
wholesaler in the Tamatave area, although in theory it 
is not
 
explicitly authorised to do so.
 



3.2 	 Technical Issues: 
 Several technical problems influence SOMAPALM's
 

potential for improved performance.
 

Refinerv
 

o Most critical is the oversized capacity of the SOMAPAIM refinery
 

compared to presently available supply of crude oil. SOMAPALM's
 

refinery has rated input capacity of 9000 MT/year, while the
 

enterprise's Ivondro Plantation has a production potential of only
 

about 1100OT-12000T of palm fruit ("regime") per year. 
At its 

present extraction rates, this input amount to about 2000 - 2200 MT 

of crude oil per year. The Manakara oil palm plantation (managed by 

SOMAPAL4 for MPARA since October 1984) represents another 200MT-300MT 

of crude oil but is too far away to be an accessible supply for the 

refinery. No other crude oil supply is immediately available in
 

Madagascar.** Consequently, SOMAPAL4 is dependent upon imported
 

crude oil to function. Its production program for 1986 and projected
 

program for 1987 are founded on imported PL480 soya oil, gifted by
 

the US government:
 

1986 (actual.) 1987 (proiected) 
Input Production Input Production 

palm oil 550.5 395.0 380 351.5 
(Ivondro) 

soya oil 3128.0 2,892.0 5620 5198.5 
(PL 480) 

other imports -- -- 1000 925.0 

Total 3678.5 3,287.0 7000 6475.0 
(% Capacity) (40.9%) (77.8%) 

Source SOMAPALM
 

** 	 Development of a coconut crude oil extraction facility at SOAVOANIO 
could add other 3000 MT supply within three to four years. 



While useful in the shorc term, the supply of PL 480 crude oil cannot
 
be considered a stable long term basis of a commercial operation.***
 

o SOMAPALM has suffered from certain technical refining problems,
 
notably an increase in the normal proportions of fluide oil (oleine)
 
and solid oil (stearine) expected from the fractionation process:
 

Processed outputs
 

Normal ,0SM PALM
 
oleine 60% 
 40%
 
stearine 40% 
 60%
 

SOMAPALM's management believes this problem may have been caused by
 
equipment defects, or by faulty plant layout (fractionation unit and
 
refining unit too close to 
each other), but that a solution has
 
recently been identified. 
 In any event since the fluid product is
 
the preferred (and higher priced) output, achievement of the proper
 
proportions is important for future SOMAPALM performance.
 

o Certain finishing process equipment purchased in the original 
refinery package from the supplier CMB has never been 	 in working 
order. 
 This equipment includes the margarine maker and the plastic
 
bottle maker. 
 This equipment may be non functional because it sat on
 
the dock for 
two years before installation.
 

Melville Extraction Unit
 

o The Melville extraction complex is in good condition having recently
 
been rehabilitated using FED/STABEX financing (ECU 750,000). 
 This
 
assistance permitted overhaul of the facility and purchase of
 
vehicles and chemical stocks. 
However, additional plant development
 

is required, notably to
 

- increase the invencory of spare parts; 

-
upgrade the water intake system to avoid further damage to 
the
 
unit's boiler from water with heavy iron content and suspended
 

solids.
 

*** 	 Even more so as allocations of the PL-480 supply are controlled bythe GDRM. Thus, in 1986, on an initial PL-480 allocation of 3729 MT

received, SOMAPLAN was required to 
deliver 600 MT to another user
 
SEIM.
 



This improvement could run to Fmg 250,000 over five years.
 

o With technical assistance, the Melville unit has improved extraction
 

rates substantiallv through equipment and work process adjustment.
 

Potential for further improvement exists through
 

addition of a palm kernel crushing unit which would increase
 

the crude oil extraction rate by one percent or more:
 

installation of a centrifuge to 
remove crude oil from
 

extraction unit effluents, which would further raise the
 

extraction rate by another 2%-4%.
 

These 
improvements would cost approximately Fmg 580,000. Fun-' are
 
likely to become available under the Vth FED loan (Ecu 1.6 million)
 
to finance some 
of these activities and assist in plantation renewal.
 

Ivondro Plantation
 

" 
Damage from Cyclone Honorine (March 1986) has meant a major setback
 
for the SOMAPALM plantation, which had been under redevelopment with
 
FED aid. High winds killed about 12% 
of oil palms and destroyed
 

blossoms and existing fruit with the result that rather than a
 
potential production of 10,000 MT fruit (1800 MT crude oil) 
1987
 
output is likely to be about 3000 MT (540 MT crude oil). 
 This damage
 

will persist for several years.
 

" 
The Ivondro plantation was established early in 1969. Some of its
 
stands are now reaching replantation age as 
the oil palms have
 
reached heights that make harvesting no longer feasible. 
A total of
 
894 ha should technically be replanted over the next 
12 years to
 
enhance plantation productivity. Given cyclone damage and the need
 
to replant, SOMAPALM projects that 1985 production levels (7200 MT
 

fruit) will not be attained again until 1995.
 



------------- 

o 	Fundamentally, the Ivondro plantation do:r not have the technical
 

production potential of other palm oil oroducer countries. 
Due to
 
relatively extreme temperature drops at certain times of the year,
 
maximum crude oil yields for Ivondro can probably only attain
 

2.3MT/ha, whereas in Malaysia yields reach 4MT-5MT/ha.
 

3.3 Financial Issues: 
 SOMAPALM's financial situation is precarious.
 

o 	The enterprise is heavily burdened by 
debt arising from non-payment
 
of the supplier's credit which financed construction of the refinery.
 

Delays in bringing the refinery into production between 1982 and 1985
 
meant that SOMAPALM's total endebtedness rose steadily into the mld
 

19 80's, and financial changes mounted.
 

1981 1983 1985 
 1986
 

Fmg million-----------
net equity 
 854 
 722 516 1789
 
net equity + liabilities 2716 3010 6002 
 9174
 

(%) (31%) (24%) (9%) 
 (20%)
 

financial charges 
 4 39 412 733
 

sales 
 177 
 350 617 3801
 

(%) 
 (2.3%) (ii.i (66.7%) (19.3%)
 

Source: Calculated from SOMAPALM financial data
 

Even though the refinery's entry into production in 1986 improved
 
SOMAPALM's situation, the enterprise is still on dangerous ground.
 

o 
Non payment of loans associated with the refinery has steadily
 

increased the short term portion of SOMAPAL's debt. 
At the end of
 
1986 short-term debt amounted 
:o Fmg 5.1 billion, or 56% of total
 
liabilities and net equity. 
With short term assets of only Fmg 2.6
 

billion, the enterprise had negative working capital of Fmg 2.5
 

billion.
 



o 
For the refinery alone, a financial rehabilitation is under
 

discussion. The parameters of this 
rehabilitation are being set out
 

by the Association Professional des Banques and will reportedly be
 

made public in mid 1987. 
 They are likely to involve, at a minimum,
 

consolidation of short term debt (unpaid supplier's credit) into
 

medium to long term loans, and conversion of some advances from
 

government into equity. A preliminary study of the refinery's
 

financial problems in early 1986 suggests that the refinery can be 
a
 
viable producer for the domestic market, aided in part by a
 

relatively low breakeven point (41% of capacity).
 

o 	For the Ivondro plantation-oil press complex, a series of losses
 

throughout the 
1980's (all years but 1985) have erased the unit's
 

capital base so that at 
the end of 1986 it had negative net equity of
 

an estimated Fmg 625 million and negative net working capital of an
 

estimated Fng 521 million. The persistent effect of the cyclone
 

damage of 1986 is likely to create additional negative i. ,acts on
 

financial performance for Ivondro.
 

o 	The fundamental competitiveness of the SOMAPAU4 operation deserves
 

analysis.
 



3.4 	 COMPETITIVE ADVANTAGE ANALYSIS FOR REFINED PAL4 OIL PRODUCTION
 

AT CURRENT AND 1992 PRODUCTION LEVELS
 

(a) Derivation
 

Per Tonne/ 
 Per Tonne/
 

Current production levels 1992 Production Levels
 

Present Exchange Rate 
 Present Exchange Rate
 

Fmg-/'000 US$1 Fmg 830
-	 Fmg/'O00 US$ - Fmg 830
 

Plantation 
 210.21 
 253.27 76.47 92.13
 

Extensions 158.54 191.01 71.08 
 85.64
 

Transport 20.00 
 24.09 20.00 
 24.09
 

Refinin 
 200.00 
 240.96 200.00 240.96
 

Transport
 

Storage/Loading 26.62 
 31.40 26.62 
 31.40
 

FOB Tamatave 615.37 
 741.41 394.17 
 474.90
 

World Price
 
RBD Oil 232.40 
 280.00 448.20 540.00
 
(1987 Price
 

Competitive
 
Advantage (382.97) 
 (461.41) 54.03 65.10
 

Therefore, at 
current production levels, SOMAPALM has no competitive
 

advantage in the production and refining of palm oil assuming that 1,046 ha
 

produce 1,046 tonnes of crude palm oil. 
 The minimum exchange rate for
 

competitive advantage cannot be calculated as 
the foreign exchange
 

component is higher than the world market price. 
 Therefore, at current
 

production levels, SOMIAPAL4 
can never be competitive 
in the world market.
 

At 1992 production levels, assuming 1,250 ha produce 3,500 tonnes of
 
crude oil, SOMAPALM will have a competitive advantage in the production and
 

refining of palm oil when compared to World Bank price productions adjusted
 

to 1987 constant dollar terms.
 



(b) Calculations
 

1046 ha 


1046T Crude Oil 


Present Production 


1. Plantation
 

General 


Roads 


Management 


Harvesting 


2. Extension 


3. Transport to Refinery 


4. Refining (50% capacity
 

(including drums) 


5. Transport to Tamatave 


6. Storage on quavside 


7. Loading on board 


FOB Tamatave P7D Oil/Fmg 


/US$ 


1250 ha
 

3500T Crude Oil
 

Full Production
 

Local Forex Total
 

9.58 2.02 11.60
 

8.13 6.26 14.39
 

18.20 8.90 27.10
 

18.24 5.14 23.38
 

21.35 49.73 71.08
 

75.50 72.05 147.55
 

4.00 16.00 20.00
 

100.00 100.00 200.00
 

4.00 16.00 20.00
 

1.62 - 1.62 

2.50 2.50 5.00
 

187.62 206.55 394.17
 

226.05 248.86 474.90
 

Local 


32.04 


22.76 


50.96 


43.07 


47.63 


196.46 


4.00 


-

4.00 


1.62 


2.50 


308.58 


371.78 


Forex 


6.76 


17.54 


24.93 


12.15 


110.91 


172.29 


16.00 


-

16.00 


-


2.50 


306.79 


369.63 


Total 


38.80 


40.30 


75.89 


55.22 


158.54 


368.75 


20.00 


-

20.00 


1.62 


5.00 


615.37 


741.41 




3.5 Organisational/Administrative Issues. 
 Several of SOiXAPAL's
 

financial statements have not yet been approved by its Conseil
 
d'Administration. Balance sheets dating from the early 1980's 
are to be
 
submitted for approval in 1987. 
 Its 1986 balance sheet and related
 
statements were to be audited in early 1986 to 
serve as the basis for the
 

proposed refinery financial rehabilitation plan.
 

3.6 Other Issues: 
 SOMAPALM manages the MPARA oil palm plantation at
 
Manakara. Its management contract began in October 1984 and will end in
 
late 1987, with the possibility of renewal. 
 SOMAPAL.'s performance in
 
operating the plantation has been successful, leading to more than a
 

doubling of production.
 

B. Implications for Divestiture Action
 

1. Action Necessary:
 

Given SOPMAALM's 
lack of an assured supply of raw material to run its
 
refinery and its 
current financial weaknesses, the enterprise is 
an
 

unlikely candidate for divestiture.
 

2. Potential for Immediate Action:
 

None.
 



Name Ferme D'Etat Sericicole De La Sakay "FESSA"
 

Location Approximately 25 kms west of Ampefy
 

Legal Status Ferme d'Etat
 

Shareholding State 100 %
 

Activity 
 - Sericalture, silkspinning, weaving and marketing 

- Extension services 

Staff 
 12 + 25/30 seasonal
 

Key financial indicators: 
 (Fmg millions)
 

June 30 --- 1982 1984 
 1985 1986
 
Sales 
 20.1 
 8.7
 
Operating profit/(loss) (2.7) 
 0.3(l)
 

Net profit/(loss) 
 (2.7) NOT 
 0.3)
 
Cash flow from operations 1.6
 

Total assets 
 AVAILABLE
 

Total debts
 

Net equity
 

Operating profit/sales 3.4
 

Operating profit/total assets
 

Total debts/net equity
 

(1) After crediting Fmg 2.2 million in respect of extension services
 

(22,000 Mulberry, cuttings distributed to peasants free-of-charge)
 



Decision Postpone Action
 

Conclusions:
 

Such information as we were able 
to obtain appears to indicate that,
 

with new investment, FESSA might be rehabilitated as a commercially
 

viable undertaking. 
While nothing would be lost by establishing or
 

re-establishing contacts with local 
as well as Japanese industry
 

experts and investors with a view to 
their participation as
 

private-sector operators, given the 
small size of this operation ana
 
the paucity of available data and information we have postponed
 

further study at this stage.
 

Comprising a mix of commercial and non-commercial (extension)
 

activities, FESSA has been living off its own, dwindling
 

resources for the past several years.
 

Investment is 
needed for the rehabilitation of FESSA's
 

existing installations as well 
as to fund operations which
 

could potentially produce 15 
tons of cocoons and process 1.5
 
tons of silk thread. annually; and up to almost twice that much
 

with investment in additional installations.
 

Japanese silk production experts who visited and helped FESSA
 

in past years are reported to have indicated interest in some
 

form of participation apparently as private investors.
 

FESSA might represent an attractive investment to a Malagasy
 

silk trader who would require a potentially commercially
 

attractive, domestic source 
of silk.
 

As an alternative FESSA's 200 hectares of land and/or 2400 square meters of
 
buildings might be sold outright or 
leased for farming ur other activities
 

at the operator's discretion.
 



Miarket issues
 

0 With 12 employees in all, FESSA seems 
to be thinly spread to be
 

effective in all the areas 
in which it appears to be trying to
 

operate.
 

Besides actually raising silkworm cocoons, we understand that
 

FESSA subcontracts spinning and weaving and markets both as
 
wholesaler as well as through its own 
retail outlet in
 

Antananarivo.
 

0 
 Burial shrouds represent an important traditional and potential local
 
market for silk; but cotton, which costs considerably less, is an
 

important competitor.
 

Estimated total domestic production of silk covers some 5%
 
only of an estimated annual demand of 100,000 shrouds.
 

FESSA's current output represents 10-15% of domestic
 

production but could be increased if warranted by an 
increased
 

share of domestic demand.
 

0 Relatively low labour costs should make locally produced silk
 

competitive on export markets, where demand has been increasing.
 

- The breeding, rearing and treatment of silkworms for the
 

production of raw silk is highly labour intensive.
 
World demand is estimated to have risen by some 
35-40% between
 

1970 and 1983.
 

As living standards and labour costs 
in traditional silk
 

producing countries have risen these countries have sought
 

alternative sources of supply for their raw silk. 
 (Japan and
 

South Korea are two such).
 

0 
 But other low labour cost countries which have started producing silk
 

in recent years may have a competitive edge.
 

China is the world's most important producer with 245,000 
tons
 

of cocoons, representing some 50% 
of world production,
 

reported for 1983.
 



0 	 Access to FESSA is very difficult because of the poor condition of
 

the local road.
 

The last 25 kms from the nearest town (Ampefy) can take up to
 

3 hours in a 4-wheel drive vehicle.
 

Financial Issues
 

0 	 Although very small, current operations are producing positive cash
 

flows.
 

A positive cash flow of Fmg 1.6 million is shown in FESSA's
 
accounts for the 12 months through June 30, 
1986. (That flow
 

represents a relatively healthy 18% of sales).
 

o 	 But there is an immediate need of Fmg 30 million for urgent building
 

maintenance repairs;
 

We gained the impression that buildings will collapse and
 

production will decline further unless funding is forthcoming
 

soon.
 

0 	 And more funding of an as yet indeterminate amount will be needed for
 

the repair of agricultural equipment, the installation of a
 

reasonable access road, and working capital to expand operations.
 

(The construction of a new road should be seen as a basic
 

infrastructure project not ascribable directly to FESSA, since the
 
benefits to the company would be unlikely to justify the investment).
 

Administrative Issues
 

0 	 FESSA's financial statements are rudimentary.
 

No Balance Sheet is presented, nor is there any analysis by
 

activity which might help identify and distinguish potentially
 

profitable activities from unprofitable ones.
 



Other Issues
 

0 The Comite de Gestion has never met; 
the DG sees the Minister of
 
tutelle at most once 
or twice a year and meets others at MPAEF, the
 

cognizant ministry, very rarely.
 

o 
 According to FESSA's Director Generale, MPAEF has not acknowledged
 

recent correspondence and requests for help. 
This is interpreted as
 

indicative of a lack of interest in the enterprise.
 

0 
 The foregoing interpretation tends to be reinforced by the fact that,
 

in the context of our study, MPAEF was 
unable to find any financial
 

statements later than 1982.
 

Suitability for immediate action
 

Considerable additional fact gathering will be necessary before
 
making an objective evaluation of options in regard to 
this rather
 

small but relatively complex operation. Road conditions made it
 

impossible to reach the enterprise 
on the day foreseen. In the
 
circumstances and with other, more potentially interesting and/or
 

important enterprises to study, it was decided to shelve 
further
 

evaluation.
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Appendix A
 

TERMS OF REFERENCE
 

The following document includes the full text of the agreement

reached on 18 December 1986 between USAID and the GDRM, and which
 
constitutes the Terms of Reference for both Phase I and Phase II of
 
this assignment.
 

USAID MARS PROJECT
 
COMPONENT FOR PARASTATAL STUDIES AND MONITORING
 

The USAID Madagascar Agriculture Rehabilitation Support (MARS)

project was initiated in April 1985, with the purpose to support

Madagascar's agricultural liberalisation policies and rehabilitation
 
of the agriculture sector. The project was amended to add additional
 
funds (Amendment No 1) in June 1986. A design team 
is currently

preparing the documentation for Amendment No 2, which USAID hopes to

obligate one 
month after the GDRM receives the text. If possible, the

signature will take place before the end of February 1987. The
 
project is anticipated to continue through December 1988.
 

An important component of MARS Am:i.ndments No 1 and 2 concerns

the agricultural parastatal subsector. This component is to be
 
implemented in close collaboration with the World Bank and its
 
Agricultural Institutions II Development Project; AID has agreed to
 
support some of the activities concerning parastatals which were
 
originally envisioned to be included in the Bank's project. Partial
 
funding for AID's parastatal component is 
included in MARS Amendment
 
No 1. Amendment No 2 will complete funding for the activity.
 

The parastatal component of the MARS project is divided into 
two

phases. Phase I, which corresponds to Amendment No 1, is scheduled
 
for January to August 1987; Phase II 
is scheduled for September 1987
 
to December 1988.
 

AID support will be implemented through AID's regional project

for Parastatal Divestiture under contract with Coopers & Lybrand,

which is managed from AID's regional office in Nairobi, and which
 
encompasses initiatives in Eastern and Southern Africa. A Coopers &
 
Lybrand consultant visited Madagascar in September 1986 
in order to
 
make preliminary contacts and propose activities 
to be undertaken by

Coopers & Lybrand during the first phase of activity in Madagascar.

Based on meetings USAID has had during the last three weeks with the
 
DGP, MPARA and MPAEF, and the World Bank, USAID proposes that the
 
specific activities which AID will fund over the next two years are
 
as follows.
 



2. Objectives and Summary
 

The objectives of the parastatal component of MARS are
 

To establish systems for monitoring parastatal performance

with MPARA and MPAEF, thus strengthening the capacity within
 
the ministries to collect and analyse information on
 
parastatals in the agricultural sector;
 

To produce parastatal diagnostic studies and action plans

for partial or complete divestiture for a group of
 
parastatals selected jointly with the MPARA and MPAEF;
 

To prodice a set of procedures (ie. a manual) for
 
agricultural parastatal assessment and divestiture planning.
 

With these objectives in mind, two 
lines of activity will be
undertaken in each ministry, more or less in parallel. 
These lines of
 
activity are :
 

Establishment/improvement of parastatal monitoring systems;
 

Preparation of diagnostic studies and in-depth action plans

for selected parastatals which MPARA and MPAEF are
 
considering for whole or partial divestiture.
 

Detailed work plans will be developed jointly, as the acti-ities
 
proceed, through collaboration between the AID-funded consuicants and
 
representatives of the relevant government units.
 

3. Activity Description
 

(a) Monitoring Systems
 

Working closely with MPARA and MPAEF staff, AID consultants will
 
take the necessary steps to establish and/or strengthen
 
standardised systems of financial reporting and performance
 
monitoring for parastatal enterprises, including 
:
 

(1) 
Data collection on the enterprises under the administrative
 
supervision of the two ministries, 
to include quality and
 
quantity of financial data and reporting procedures, and
 
constraints within the enterprises which affect their
 

I1
 



reporting capability. Also, the needs of the ministries to
 
assemble and analyse financial reports will be assessed.
 

(2) Description of proposed monitoring systems, and steps
 
required to establish them. This would include
 
identification of constraints, including equipment required.
 

(3) 	 Putting the monitoring systems in place. On-the-job and
 
in-country training will be important to 
this task. Also,
 
local currencies from AID's project budget will support 
a
 
training program for accountants from the agricultural
 
parastatals, which will cover the reporting requirements of
 
the monitoring systems in the 
context of Madagascar's new
 
accounting framework. It is anticipated that a local
 
Malagasy consulting firm and/or training institution will
 
provide this training.
 

Items (1) and (2) are 
planned to be completed within Phase I, by

August 1987. Item (3), the more substantial task, will take place

during Phase II. 
The end result will be monitoring systems which the
 
ministries can apply to 
all of the enterprises in its portfolio 
- not
 
only those selected for detailed study, below.
 

(b) Studies and Action Plans
 

Again working closely with MPARA and MPAEF staff, AID consultants
 
will assist with development of an information base and
 
classification of enterprises and will study several enterprises in
 
depth. The steps would proceed as follows 
:
 

(1) 	 Collection of information on the agricultural parastatals
 
and their preliminary classification, such as by function,
 
type of ownership, type of management, financial position,
 
and other aspects of interest to the ministries.
 

(2) 	 Preliminary categorisation of the enterprises according to
 
possible recommended action, such as, 
for example, (a)

enterprises that should operate on a 
commercial basis and
 
could do so, partially or completely, within the private
 
sector (b) functions that could be realigned or 
consolidated
 
but would remain in government control. Other categories
 
would be included, as needed.
 

(3) Identification of priority parastatals for in-depth study,
 
including the development of criteria for selection of
 
?otential candidates for some form 
- whole or partial - of
 
divestiture, and selection of about 5 parastatals for
 



further study.
 

(4) 	 Diagnostic studies of the 
selected parastatals. These would
 
be "corporate business plans" comprising financial and
 
market analysis; structure and ownership; management
 
capacity and personnel; enterprise objectives; and,
 
assessment of legal, administrative, technical,
 
organisational, marketing and other issues to be resolved.
 

The above activities are 
included in Phase I. The following would
 
be conducted over the 
time 	period covered by Phase II.
 

(5) 	 Identification of steps to 
lead to divestiture in each case,
 
including (a) identification of options such as 
divestiture
 
of the entire enterprise; divestiture of minority
 
shareholding; 
divestiture of profitable subsidiaries arid/or

particular assets of enterprises; divestiture of packages of
 
profitable and unprofitable business units; 
(b) review of
 
domestic and foreign sources of capital and management; (c)
 
identification of potential investor groups; 
(d) other
 
measures 
(eg. new technologies or products, strengthening
 
top management) needed to 
ensure the success of each
 
divestiture and establish the basis for long term
 
performance.
 

(6) 	 Preparation of action plans for divestiture, for GDRM use,

which set 
forth necessary background information and tasks
 
to be accomplished (including suggestion of innovative
 
financial instrunents) for each enterprise.
 

(7) Preparation of a manual of procedures to be followed in
 
Madagascar to systematically assess parastatals and their
 
divestiture options, conduct diagnostic studies and prepare
 
action plans.
 

It is important to note that AID support 
 for diagnostic studies
 
and action plans will be limited to parastatals which, in the
 
ministries' views, have potential for some form of divestiture.
 
Complementary funding from the World Bank's Second Agriculture

Institutions Support Froject are 
available for the study of
 
parastatal enterprises which are not analysed under AID funding.

These enterprises could be selected at the same 
time as the
 
enterprises are selected for AID-funded study.
 



4. Resources
 

Consultants provided through Coopers & Lybrand will play an

important role in the above tasks. However, a local accounting and
 
management consulting firm will also play a key role in working along

with Coopers & Lybrand to provide technical assistance and
 
logistical/administrative support, and assist with on-the-job and
 
in-country training.
 

Funds are set aside for several in-country seminars, the content
of which will be defined following definition of needs, above.
 
Participants are likely to include middle-level personnel in the two
ministries and in key parastatals selected by the ministries. Such
seminars will be arranged and conducted by a local consulting firm or

firms, with the participation of the external advisors, if necessary.

The training program for parastatal accountants will be planned and
implemented using a local accounting firm and/or training institute,

with assistance by Coopers & Lybrand, if necessary.
 

Some external short term training will be funded, as needs are

identified, in such areas as 
financial management, information
 
systems, marketing or other topics.
 

Funds which accrue from the sale of commodities imported under
the MARS program will be available for in-country travel of ministry

staff and some other local costs associated with ministry

participation in the above described activities.
 

Funds are included to provide selected equipment, (photocopiers,

typewriters, calculators, microcomputers, and vehicles).
 



Appendix B
 

SELECTION OF THE PRIMARY LIST OF ENTERPRISES
 
UNDER MPARA/MPAEF TUTELLE
 

1. The first task at the 
outset of the Phase I studies was to agree

with MPARA and MPAEF the initial list of State enterprises to be
 
included in the study.
 

2. Three basic criteria were applied to 
this first stage of the
 
filtering process :
 

- Enterprises should be under the tutelle of the 
two
 
ministries; 

- Enterprises should not al.ready be divested; 
- Enterprises should still be in operation. 

3. 
Discussion were held with MPARA and MPAEF separately to identify

the enterprises 
to be included in the study. The complete list from
 
which the initial selection was made was as 
follows
 

Complete list of Enterprises/Operation

s etc
 

under the tutelle of MPARA and MPAEF
 

MPARA
 

1. AAA 
 18. OFMATA
 
2. EEDR 
 19. SAMANGOKY
 
3. F.E.BETAMPONA 
 20. SIDEMA
 
4. F.E.BEZEZIKA 
 21. SINPA
 
5. F.E.BREEKAY 
 22. SIRAHA
 
6. F.E.LABANDY 
 23. SIRANALA
 
7. F.E.MAHAFASA 
 24. SNBCE
 
8. F.E.MANANDRIBE 
 25. SOAMA
 
9. F.E.TSARAMANDROSO 
 26. SOAVOANIO
 

10. FIFABE 
 27. SODEMO
 
11. FIFATO 
 28. SOJUFA
 
12. FIFAMANOR 
 29. SOMAPALM
 
13. HASYMA 
 30. SOMALAC
 
14. KOBOMA 
 31. SORIFELMA
 
15. MAMISOA 
 32. SOTHEMAD
 
16. ODEMO 
 33. TOLY
 
17. ODR 
 34. UCOFRUIT.
 



MPAEF 

1. AFA 
 11. FESSA
 
2. BCL 
 12. LANSU
 
3. CFPF 
 13. PNB
 
4. CFTE 
 14. REFRIGEPECHE
 
5. FAFIFAMA 
 15. ROMANOR
 
6. FAMAMA 
 16. SECIAM
 
7. FANALAMANGA 
 17. SEVIMA
 
8. F.E. OMBY 
 18. SOFIRAC
 
9. F.E. VOHIMASINA 
 19. SOMAPEHE
 

10. FESA/TOPIFA 
 20. SOPEBO.
 

4. 
In discussion with the two ministries concerned, a number of
enterprises were excluded from further consideration at this stage.

These enterprises, and the 
reasons for their exclusion, were as
 
follows
 

(a) 
 Exclusion of MPARA enterprises.
 

Ferne d'Etat BEZEZIKA : we were informed by MPARA that this
 
enterprise 
 is no longer under the ministry's tutelle. It
 
operates under a management contract with a private sector
 
group, and the Ferme d'Etat has been dissolved : the GDRM
 
now receives royalties from the privately-run activities.
 

Ferme d'Etat BREEKAY : MPARA informed us that this 
enterprise has been dissolved. 

Ferme d'Etat LABANDY
 
Ferme d'Etat MANANDRIBE
 
Ferme d'Etat TSARAMANDROSO : we understand from MPARA that
 
all three of these enterprises should be excluded on the
 
grounds that they are now managed by HASYMA. To the extent
 
that HASYMA is chosen for further study (see appendix C and
 
Appendix D), those entexprises will be covered in that
 
study.
 

ODR
 
ODEMO
 
FIFAMANOR : MPARA stated that those three entities 
are all
 
"operations" rather than enterprises and should be excluded
 
from the study.
 

FIFATO 
: MPARA informed us that this enterprise has been
 
dissolved.
 

SIRAMA
 
SIRANALA
 
SNBCE : MPARA informed us 
that these three sugar enterprises
 
are now under the tutelle of the MIEM.
 

KOBOMA
 
SIDEMA : MPARA stated that these enterprises are also under
 



MIEM tutelle.
 

UCOFRUIT : MPARA informed us that this enterprise is no
 
longer under the ministry's tutelle.
 

From the initial list of 34 enterprises under MPARA tutelle,

it was therefore agreed that 15 should be excluded from the project.
 

(b) Exclusion of MPAEF enterprises.
 

FESA/TOPIFA : MPAEF informed us 
that these two enterprises

should be excluded on the grounds that they are 
now being

operated by a Madagascar-Libyan joint venture.
 

REFRIGEPECHE 
: MPAEF informed us that this enterprise should
 
be excluded since it is 
by nature an "operation".
 

ROMANOR : MPAEF stated that this enterprise is also an
 
"operation" concerned in this case with small-scale
 
dairy producers, and that it should be excluded from the
 
study.
 

Centre de Formation Professionnelle Forestiere (CFPF)

Centre de Formation Technique d'Elevage (CFTE)

MPAEF informed us that these two 
training institutions
 
should not be included in the study.
 

From the total of 20 enterprises under MPAEF tutelle

therefore, 
it was agreed that 5 should be eliminated from this study.
 

5. 
On this basis, a total of 34 enterprises were selected and agreed
with the ministries 
to form the base list for this study. These were
 
as follows
 

Initial Enterprise Set
 

MPARA 
 MPAEF
 

1. AAA 
 1. AFA
 
2. EEDR 
 2. BCL
 
3. F.E. BETAMPONA 
 3. FAFIFAMA
 
4. F.E. MAHAFASA 
 4. FAMAMA
 
5. FIFABE 
 5. FANALAMANGA
 
6. HASYMA 
 6. F.E. OMBY
 
7. MAMISOA 
 7. F.E. VOHIMASINA
 
8. OFMATA 
 8. FESSA
 
9. SAMANGOKY 
 9. LANSU
 

10. SINPA 
 10. SECIAM
 
11. SOAMA 
 11. SEVIMA
 
12. SOAVOANIO 
 12. SiFIRAC

13. SODEMO 
 13. SOPEBO
 



14. SOJUFA 
 14. PNB
 
15. SOMALAC 
 15. SOMAPECHE
 
16. SOMAPALM
 
17. SORIFEMA
 
18. SOTHEMAD
 
19. TOLY.
 



Appendix C
 

Stae II: ?reliminary Evaluation of Enterprises
 

Objectives
 

Having agreed the base list of enterprises as described in Appendix
 
B, the next step in our analysis was to carry out preliminary analysis of
 
the thirty four enterprises identified in order to select those most
 
promising for divestiture action in the short term. 
In our proposal, it
 
was envisaged that this stage of the work would lead to the selection of
 
approximately twenty enterprises.
 

The central objectives at this point were twofold:
 

identify enterprises where the addition of commercial
 
parameters would result in significantly improved performance;
 

identify enterprises where this performance improvement could
 
be achieved in the short term.
 

Methodology Adopted
 

In the event, we became aware at 
this stage that our initial proposal
 
to select twenty potential divestiture candidates was flawed to 
the extent
 
that it failed to 
take account of the vital role played in the agricultural
 
sector by the "Societes d'Amenagement." In general, these large
 
enterprises were unlikely to be prime divestiture candidates, due to their
 
mixed social and commercial objectives, but at the same 
time they are all
 
major consumers of public money and clearly play an important role in the
 
execution of national agricultural policy objectives.
 

We concluded that we could not reasonably exclude from the study
 
these important enterprises simply because their non-commercial objectives
 
would not permit them to 
qualify for selection under the divestiture group.
 
It was 
clear that, from the point of view of monitoring procedures and
 
therefore public expenditure control, the "Societes d'Amenagement" were of
 

r 



central importance. 
We therefore decided to create a sub-group of these
 
enterprises, and to select from that sub-group a representative sample to
 
be studied exclusively for monitoring purposes, in parallel with the
 
studies to be carried out 
on other, commercially-oriented enterprises, for
 

divestiture planning.
 

Selection Criteria 
- Divestiture Candidates
 

We selected seven key criteria against which to judge all enterprises
 
except the Societes d'Amenagement. These criteria were 
financial, economic
 
and pragmatic, and were chosen to permit us 
to differentiate between those
 
enterprises with essentially commercial objectives where 
one form of
 
divestiture 
or another could lead to significant, short-term performance
 

improvements. The criteria chosen were as 
follows:
 



STAGE II PRELIMINARY EVALUATION CRITERIA
 

CRITERION 


1. Mission 


2. Viability 


3. Administrative/ 

Legal Framework 

4. Size 

COMMENTS
 

Enterprises were sought where the
 

primary activity had a profit
 

objective and thus where the addition
 

of commercial parameters would lead
 

to performance improvements.
 

Enterprises with current or potential
 

viability were sought. 
Those
 

enterprises clearly non-viable, as
 

indicated by several years of
 

significant losses, or those which
 

were potentially viable only after
 

major financial restructuring, (i.e
 

with several years of significantly
 

negative working capital, total debt
 

and/or net debt), were not selected
 

for further study at this point,
 

because we concluded that
 

improvements, in the short term would
 

not be achievable.
 

- Enterprises were given low priority 

where multiple tutelle or legal 

issues were identified which would 

prevent effective short-term action.
 

- Enterprises were to be ranked in
 

terms of size, 
so that, where limited
 

study resources demanded that we
 

study only some potential candidates,
 

the most significant would be given
 

higher priority. This would ensure
 

that, where possible, divestiture
 



candidates would be those where the 

greatest short-term impact would be 

achievable. 

5. Impact on the Related to size, this critcrion 
Treasury/Banks sought to select enterprises with a 

major impact on Government finances. 

In this case, we felt that even if 

other criteria implied delaying 

divestiture action, a guide would be 

available to target our monitoring 

recominendations to maximum effect. 

The broad objective was to provide a 

relati', measure of the drain on the 

economy by different enterprises. 

The measures used included the 

following: 

* Subventions - operating and 

equipment subventions from the 

Government 

* Capital - all increases/decreases 

in capital were assumed to come 

from the State. (An analysis of 

this assumption vis-a-vis other 

shareholders revealed this to be a 

reasonable approximation.) 

* Loans and Advances - all 

increases/decreases in debt were 

assumed to be related to 

Governmenc, state-owned banks, or 

aid-agency support. Since all 

these are de facto public-sector 

resources with implied opportunity 



costs, we concluded that this was
 

a relevant measure.
 

6. Strategic 

Importance 

We felt it important to gain an 

initial impression (not necessarily 

quantitative) of how a given activity 

related to overall policy objectives, 

process industries, exports and so 

on. We used several measures here, 

namely: 

Current Importance of Sector - the 

relative importance of key crops 
was measured by: 

- percentage of export earnings 

from each crop; 

- the number of producers 

involved in the crop's 

production. 

" Importance of Other Activities -

we made an informal evaluation of 

the economic linkages involved 

with a given activity. 

* Relation of Sector to National 

Policy Goals - again, we made an 

informal evaluation of the 

relative importance of a given 

activity vis-a-vis the goals 

expressed in the 1986-1990 Five 

Year Plan, (see Appendix I for 

details). 



7. Donor Agency 
 We decided to give lower priority to
 

enterprises where there was already a
 

high level of donor agency
 

involvement, on the grounds that the
 

incremental impact of this project
 

was likely to be small in the face
 

of, for example, an existing
 

long-term rehabilitation programme.
 

On the basis of these seven key criteria, we analysed each of the thirty
 
four enterprises under a standardised format. 
These analysis sheets are
 

reproduced in full in the Data Pack accompanying this Appendix.
 

Application of Criteria
 

With the exception of the Societes d'Amenagement, we evaluated the
 

results of this analysis with a view to ranking the commercially-oriented
 

enterprises in order of their potential for immediate performance
 

improvement by means of divestiture actions.
 

A key feature of this analysis was that, for the divestiture
 

candidates, there were 
in fact only three necessary and sufficient
 

criteria, which needed to be satisfied. These were:
 

that the enterprise should have mainly a profit objective;
 

that the enterprise should be actually or potentially viable,
 

and
 

that there should be no legal or administrative features that
 

prevented improvements in the short term via divestiture.
 

Provided that each of these three criteria were met for individual
 

enterprises, we included such enterprises in our selection for more
 

detailed study.
 



It was, however, also necessary to ensure that we studied in more
 
detail only a restricted number of enterprises which reflected the
 
resources available to us 
in Phase I of this project. We were therefore
 
obliged to indicate two groups of enterprises within this selection:
 

those of "high-priority" - i.e, those enterprises which, in
 

our judgement, offered the best chance of short-term
 

improvements via divestiture;
 

those of "low-priority" - i.e those which we felt had less 

immediate potential and which we could only study after the
 

first group if time permitted.
 

Conclusions - The Candidates for Divestiture
 

The enterprises selected for further study on this basis were as
 
follows:
 

ENTERPRISES SELECTED AS POSSIBLE DIVESTITUJRE CANDIDATES
 

MPARA 
 MPAEF
 

A. High Priority
 

OFMATA 
 AFA
 

SOAVOANIO 
 FAMAMA
 

SOJUFA 
 FANALAMANGA
 

SOMALAC RICE MILL* 
 FESSA
 

SOMAPALM 
 SECIAM
 

SOTHE1AD 
 SOPEBO
 

B. Low Priority
 

AAA
 

EEDR
 

SINPA
 



In the event, the enterprises selected as "low-priority" were not included
 

in the study, largely due to time restrictions, (although in the 
case of
 
SINPA, a discussion with the President of the Conseil d'Administration
 

indicated that a recent internal management review had rejected divestiture
 

as 
a means of improving the enterprises' performance see Main Report).
-

Table Cl on the following page presents 
a summary of the analysis of
 
all the enterprises. This summary is based on 
the detailed analysis sheets
 

included in the Data Pack to 
the Appendix.
 

The Societes d'Amenagement
 

As far as the Societes d'Amenagement were concerned, we decided to
 
select four enterprises for study as 
a basis for defining monitoring
 

requirements. These enterprises, and the rationale for their incl sion,
 

were as follows:
 

SOMJNLC - one of the largest, best-run, and most important
 

enterprises with a mix of commercial and non-commercial goals
 

and which we felt could be used as 
a model of "best practice"
 

in proposing monitoring procedures and management
 

strengthening within the parastatal sector.
 

SOAMA - a small, relatively poorly-resourced enterprise with
 

non-commercial goals.
 

FE OMBY - the only Societe d'Amenagement under the tutele of
 

MI'AEF, active in the strategic meat sector, and with mixed
 

commercial and non-commercial goals.
 

HASY.TA - included in a limited sense only because it 

illustrates with an actual example the pressures placed on 
enterprises by uncoordinated and multiple requests for data 

from various departments of government to the parastatal 

sector.
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MPARA ENTERPRISES
 

The following section of this appendix presents 
a series of standardised
 
two-page analyses of the following enterprises under MPARA tutelle:
 

AAA 

EEDR
 

FE BETAMPONA
 

FEMAHAFASA
 

FI FABE 

HASYMA
 

MAMISOA
 

OFMATA
 

SAMANGOKY
 

S INPA
 

SOAMA
 

SOAVOANIO
 

SODEMO
 

SOJUFA
 

SOMALAC
 

SOMAPALM
 

SORIFEMA
 

SOTHEMAD
 

TOLY
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE DIEVALUATION SUR LIENTREPRISE (1)
 

RAISON SOCIALE 
 AAA
 

Antok'Asa eny Ambanivohitra
 
MINISTERF 
 MPARA
 
PRODUITS/SERVICES: 
 Services et Materiels Agricotes
 
ACTIVITES 
 Prestations de services et ventes
 

de materiels agricotes
 
TYPE D'ENTREPRISE 
 Services
 
FORME JURIDIGUE 
 Entreorise Socialiste
 

EVALUATION PAR CRITERE
 
..........................
 

1. MISSION 
 Activites a vocation corerciate
 

2. TAILLE 
 Assez Importante
 

1983 
 1984 
 1985
 
........
 ° 
 ........ 
 . .....
 

effectif - permanent 

640 
 472
 

temporaire
 
chiffre d'afiires 
 1,271 
 663 
 689
 
actif total 
 3,501 2,991 
 3,021
 
vateur ajoutee 
 725 
 50 
 308
 

3. VIABILITE 
 Censee d'etre viabte,mais resuttats dlexptoitaton negatifs (1983-1985), 
t'endettement croissant
 
et situation nette presque insoLvabte. Vateur ajoutee positive
 

.-....... 
 .. °...... 
 ........
 

resuLtat d'exptoitation (2) 
 (59) (641) (252)

fond de routement 
 1,668 1,069 
 1,185

dette totate 
 (2,363) (2,809) 
 (3,018)

situation nette (3) 
 1,138 182 
 3
 

4. IMPACT SUR LE
 

TRESOR & LES
 
GANQUES: Retativement modeste par rapport aux autres entreprises
 

de L'echantitton; mais L'endettement est assez 
important envers Le
 
systeme bancaire (et envers P'Etat 
sur I'achat des tracteurs
 
sovietiques)
 

subventions
 

capitaux
 
prets ei avances (4) 
 90 (446) (209)
 
impact net sur le tresor
 
& tes banques (5) 
 90 (446) (209)
 



5. IMPORTANCE a) Importance 
du secteur de tentreprise:
 
STRATEGIQUE
 

production des entreprises
 

--.......................................................
 
exportations du produit
 
(% des expoitations totates) Non-appticabie
 

nombre de producteurs (6) 
 Non-applicable
 

b) Importance pour d'autres activites en amont et en avat :
 

c) Relation de L'entreprise avec tes buts de (apotitique nationate
 

EvaLuation d'importance des activites
 
-...................................
 

Activites de l'entreprise
 

Materiels agricotes
 
..
 .. ...................... 
 .........................................................
 

* GUIDE 
 Butt' de La potitique nationate:
 

Importance Relative -Auto suffisance atimentaire 

S* 

: 

tres important 
important 

assez important 

: -Production des huites 
atimentaires vegetates * 
-Expansion des exportations 

-Devetopper tes exploitations 

......................... paysannes 
-Traitement des vateur ajoutees 

6. CADRE ADMINISTRATIF
 
ET JURIDIGUE: Tutelte MPARA; Participation de L'Etat a 100 %
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON OUI
 
argumentation: 
 Mission commerciale, de taitte assez 
importante, mais
 

situation financiere faibLe; entreprise strategique
 
par rapport aux besoins du secteur agricote.
 

Notes
 
(1) Tout montant en miLLions de FMG; Le defavorabLe entre parentheses
 
(2)Benefice d'exploitation hors charges, produits financiers et subventions
 
(3)Situation nette apres affectation du resuLtat de L'exercise (c.a.d. situation nette 
= actifs - dettes)

(4)Presume (en se rendant compte que ces chiffres incluent tes fournisseurs, entre autres)
 
(5) Impact net sur le Tresor et Les banques hors impots et taxes
 
(6)En mittiers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE D'EVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE 
 EEDR "MAMOKATRA"
 

Entreprise d'Etudes de devetoppement Rural "MAMOKATRA"
 
MINISTERE 
 MPARA
 
PROOUITS/SERVICES: 
 Prestations de services
 
ACTIVITES 
 Etudes touchant 
tes travaux de Genie Rurat,eaux et foret,
 

eievage, agriculture et agro-industrie.
 
TYPE D'ENTREPRISE 
 Services
 
FORME JURIDIOUE : Entreprise Sociatiste
 

EVALUATION PAR CRITERE
 
.................... 
....
 

1. MISSION 
 Activites 
a vocation commerciate
 

2. TAILLE 
 Petite surtous Les aspects, sauf vaLeur ajoutee (positive)
 
qui est de tailte moyenne par rapport a t'echantitton.
 

1983 
 1984 
 1985
 
........ 
 ........ 
 .~o.....
 

effectif - permanent
 

temporaire
 
chiffre d'affaires 
 138 
 172 
 186
 
actif total 
 175 
 183 
 219
 
vqteur ajoutee 
 86 
 91 
 109
 

3. VIABILITE Apparently viable
 

........ 
 ........ 
 ........
 

resuttat dlexptoitation (2) 
 5 
 19 
 18
 
fond de roulement 
 114 
 97 
 71
 
dette totate 
 (50) (63) (96)

situation nette (3) 
 125 120 
 123
 

4. IMPACT SUR LE
 

TRESOR & LES
 

BANQUES: Minime
 

subventions
 

capitaux
 
prets et avances (4) 
 32 (13) (33)

impact net sur Le tresor 
 32 (13) (33)
 
& Les banques (5)
 

1*
 



5. IMPORTANCE a) Importance 
du secteur de L'entreprise:
 
STRATEGIOUE
 

production des entreprises
 

.................. 
................. ............ 
 ......
 
exportations du produit
 
(% des exportations totates) Non-appticable
 

nombre de producteurs (6)
 

b) Importance pour d'autres activites en amont et 
en avat: 
 Pas de liaison directe
 

c) Relation de L'entreprise avec 
Les buts de La politique nationate
 

Evaluation d'importance des activites
 
-o.............. ...................
 

Activites de L'entreprise
 

Etudes
 
o- ..............................................
o o.......oo 
 . . .....................
 

: GUIDE Buts de La poLitique nationale:
 

: Importance Relative 
 -Auto suffisance atimentaire
 

-Production des huites
 
tres important aLimentaires vegetates 
 * 
important 
 -Expansion des exportations 
 * 

: assez important 
 -DeveLopper Les exploitations
 

.......................... paysannes *
 

-Traitement des valeur ajoutees 
 * 

6. CADRE ADMINISTRATIF
 

ET 	JURIDIOUE: Participation de L'Etat a 100 %;
 

tuteLte de MPARA
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON OUI
 
argumentation: 
 A cause du but Lucratif et de La viabitite apparente;
 

bien qu'eLle soit petite et n'exige pas de mesures
 
d'ametioration de premiere urgence.
 

Notes
 
(1) Tout montant en millions de FMG; te defaverable entre parentheses
 
(2) Benefice d'expLoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuLtat de L'exercise (c.a.d. situation nette = 
actifs - dettes)

(4) Presume (en se rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)
 
(5) Impact net sur Le 	Tresor et Les banques hors impots et taxes
 
(6) En milliers
 



PHASE 2 : EVALUATION PRELIM(NAIRE 
FICHE D'EVALUATION SUR L'ENTREPRISE (1) 

RAISOH SOCIALE 

M;NISTERE 

PROOUITS/SERVICESz 

ACTIVITES 

TYPE D'ENTREPRISE 

FORME JURIDIQUE 

EVALUATION PAR CRITEPE 

F.E. BETAMPONA 

Ferme d'Etrc BETAMPONA 

MPARA 

Pommes 

Gestion et Exploitation 

CommerciaLisation 

Ferme agricote 

Etablissement Public a Caractere 

Industriel et Commercial 

1. MISSION Activite a vocation non-commercial 

mais integration a [a SOJUFA 

2. TAILLE Tres modeste 

3. VIABILITE 

effectif - permanent 

temporai re 
chiffre d'affaires 

actif total 

valeur ajoutee 

Probabeement non-viable; depend de la 

a La SOJUFA 

liaison 

1982 
---...... 

9 

425 

16 

1983 
. ......o. 

84 

7 

426 

10 

1984 
°........ 

77 

9 

432 

15 

resuttat d'exptoitation (2) 
fond de routement 
dette totate 

situation nette (3) 

........ 

(21) 

26 

(7) 

418 

........ 

(24) 

30 

(3) 

423 

........ 

(24) 

34 

(7) 

425 

4. IMPACT SUR LE 

TRESOR & LES 

BANQUES: Modeste 

subventions 
capitaux 

pret. et avances (4) 

impact net sur le tresor 
& tes banques (5) 

• ....... 

(30) 

2 

(28) 

.. o...... 

(30) 

4 

(26) 

........ 

(26) 

(4) 

(30) 

,3. 



5. IMPORTANCE 
 a) Importance 	du secteur de 'entreprise:
 

STRATEGIGUE
 

production des entreprises Poqmes
 

. .. ................................ 
 .................
......
 
exportations du produit
 
(% des exportaticns totates) N.D.
 

nombre de producteurs (6) N.D.
 

b) Importance pour d'autres activites en amont et en avat 
: 	 liaison potentieL en avaL
 

Fournisseur de pommes et
 

fruits a la SOJUFA.
 

c) Relation de L'entreprise avec Les buts de La potitique ationale 

Evaluation d'importance des activites
 
........ , 
 ..... ...
.... ,... o..... ......
 

Activites de t'entreprise
 

Pommes
 
.............
........ ...... ...... 
 ................... 
 ............. .....................
 

GUIDE 
 Buts de La potitique 	nationate:
 

Importance Relative 
 -ALto suffisance atimentaire
 

:Production des uiLes
 
tres important alimentaires vegetates
 

important 
 -Expansion des 	exportations 
 * 
assez important 
 -Dev'-opper Les 	exploitations
 

..............I............ 
 paysannes
 
-Traitement des vaLour ajoutees 
 ** 

6. CADRE ADNINISTRATIF
 

ET 	JURIDIQUE: TutetLe MPARA
 

Participition de t'Etat a 100 %.
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION -
PROCEDER A 	L'ETUDE APPROFONDIE: OU! OU NON OUI
 
argumentation: 
 A determiner; oui si 	integration a La SOJUFA
 

Notes
 
(1) Tout montant en millions de FMG; le defavorabte entre parentheses
 
(2) Beneice d'exptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuLtat de Lexercise (c.a.d. situation nette = 
actifs -dettes)

(4) Presume (en 	se rendant compte que ces chiffres incLuent Les fournisseurs, entre autres)
 
(5) Impact net 	sur Le Tresor et Les banques hors impots et taxes
 
(6) En mittiers
 

IVA 



PHASE 2 : EVALUATION PRELIMINAIRE 
FICHE DIEVALUATION SUR L'ENTREPRISE (1) 

RAISON SOCIALE 

MINISTERE 

PROCUITS/SERVICES: 

ACTIVITES : 

F.E. MAHAFASA 

Ferme d'Etat MAHAFASA 

MPARA 

Cafe - Girofte - Poivre 

Plantations 

TYPE D'ENTREPRISE : 

FORME JURIDIOUE : 

Production agricole 

Ferme d'Etat 

EVALUATION PAR CRITERE 
...................... 

1. MISSION 

2. TAILLE Parmi Les plus petites des entreprises parapubltiques 

effectif - permanent 

temporaire 
chiffre d'affaires 
actif total 

vaLeur ajoutee 

1979 
........ 

38 

1980 
.o....... 

52 

1981 
.o..... 

59 

3. VIABILITE Jugee non-viabLe par MPARA 

resultat d'exptoitation (2) 
fond de roulement 

dette totate 

situation nette (3) 

.-..-... 

19 

(5) 

33 

o......., 

28 

(6) 

46 

.=.. . . 

32 

(6) 

53 

4. IMPACT SUR LE 

TRESOR & LES 

BANOUES: Minime 

subventions 

capitaux 
prets et avances (4) 

impact net sur Le tresor 
& Les banques (5) 

-........ 

(6) 

0 

(6) 

........ 

(35) 

(1) 

(36) 

... o... 

(35) 

0 

(35) 



5. IMPORTANCE a) Importance 
du secteur de L'entreprise:
 

STRATEGICUE
 

production des entreprises 
 Cafe GirofLe Poivre
 
..................
................. 
............. 
 ......
 

exportations du produit
 
(% des exportations totaLes) 37 10 1
 

nombre de producteurs (6) 350 
 80 80
 

b) Importance pour d'autres activites en amont et en avat
 

c) Relation de t'entreprise avec 
Les buts de la potitique nationate
 

Evaluation d'importance des activites
 
o..................................
 

Activites de L'entreprise
 

Cafe GirofLe Poivre
 
............................................ 
.....................................
 

: GUIDE Buts de la potitique nationate: 

: Importance ReLative : -Auto suffisance atimentaire 

-Production des huites 
:res important atimentaires vegetales 
important : -Expansion des exportations ** * ** 

* assez important -Devetopper Les exptoitations 

.......................... paysannes * 

-Traitement des vateur ajoutees 

6. CADRE ADMINISTRATIF
 
ET JURIDIGUE: 
 TuteLte de MPARA; participation de L'Etat a 100 %
 

7. ACriv17ES BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A LIETUDE APPROFONDIE: OUI U NON Non
 
argumentation: 
 Pas assez grande pour meriter une etude dans L'Immediat; d'au
 

que l'entreprise manque de but Lucratif et ne parait pas viab
 

Notes
 
(1) Tout montant en millions de FMG; Le defavorabte entre parentheses
 
(2) Benefice d'exptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuttaz de L'exercise (c.a.d. situation nette 
= actifs •dettes)
(4) Presume (en se rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)
 
(5) Impact net sur Le Tresor et 
Les banques hors impots et taxes
 
(6) En mittiers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 
FICHE DEVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE 

MINISTERE 

PROOUITS/SERVICES: 

ACTIVITES 

TYPE DIENTREPRISE 

FORME JURIDIOUE : 

FIFABE 

Fikambanana Fampandrosoana ny Lemak'i Betsiboka 
MPARA 

Vulgarisation et entretien des reseaux 

Commercialisation du Riz blanc 
Societe d'Amenagement 

Entreprise Socialiste 

EVALUATION PAR CRITERE 

1. MISS:ON Activites mixtes (encadrement des producteurs, non commerc'at 

comnerciaLisation du riz, commercial) 

2. TAILLE Importante sur tous Les aspects 

effetif - pcrmanent 

temporaire 

chiffre d'affaires 

actif total 

vateur ajoutee 

1983 

......... 

650 

1,754 

2,119 

248 

1984 
........ 

2,745 

2,828 

823 

1985 
........ 

684 

55 

3,917 

3,025 

1,123 

3. VIABILITE En principe non-viabte du point de vue du MPARA, 

mais resuttats financiers positifs en 1985 

resuttat d'exptoitation (2) 

fond de rouLement 

dette totaLe 

situation nette (3) 

....o.... 

(579) 

(120) 

(2,034) 

83 

........ 

(133) 

(4) 

(2,486) 

342 

... °... 

173 

199 

(2,282) 

743 

4. IMPACT SUR LE 

TRESOR & LES 

GANQUES: Flux variables entre 1983 et 1985, 

impact positif en 1985 

subventions 

capitaux 
prets et avances (4) 

impact net sur Le tresor 
& Les banques (5) 

........ 

(400) 

1,197 

797 

........ 

(200) 

(452) 

(652) 

.. o. . . 

(126) 

204 

78 



5. IMPORTANCE a) Importance 
 du sec~eur de L'entreprise:
 
STRATEGIQUE
 

production des entreprises Riz
 

..................... 
 ............ ................ ......
 
exportations du produit
 

(% des exportations totates)
 
nonbre de producteurs (6) 1400
 

b) Importance pour d'autres activites en amont at 
en aval
 

c) Relation de L'entreprise avec Les buts de 
ta potitique nationate
 

EvaLuation d'importance des activites
 
o.....o....o.....o...o..o..............
 

Activites de Lentreprise
 

Vutgarisatiun Conmercialisation
 
.....
....................................... 
................. 
................
......
 

* GUIDE 
 Buts de ta poticique nationate:
 

: Inportance Relative 
 -Auto suffisance atimentaire
 

-Production des huites
 
tres important atimentaires vegetates
 
important 
 -Expansion des exportations
 
assez important 
 -Oevetopper Les exploitations
 

.......................... 
 paysannes
 

-Traitement des vateur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIQUE: Participation de L'Etat d 100 %; tutette du MPARA qui prevoit
 

une etude technique et financlere de FIFABE (cabinet Fivoarana)
 

7. ACTIVITES BAILLEURS
 
DE FONDS: 
 KFW financement de l'equipement et de
 

'assistance technique
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON NON 
argumentation: Vu Letude mentionnee par MPARA a exclure par
 

Coopers & Lybrand du point de vue systeme de suivi
 

Notes
 
(1) Tout montant en m-itions de F4G; te defavorabte entre parentheses
 
(2) Bene~ice dlexptoitation hors charges, produits financiers 
et subventions
 
(3) Situation nette apres affectation du resuLtat de L'exercise (c.a.d. situation nette 
= actifs - dettes) 
(4) Presume (en se rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)
 
(5) Impact net sur Le Tresor et Les banques hors impots et taxes
 
(6) En mittiers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE D'EVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE 

MINISTERE 

PROOUITS.'SERVICES: 

ACTIVITES 

TYPE D'ENTREPRISE 

FORME JURIDIQUE : 

HASYMA 

Hasy - Matagasy 

MPARA 

Coton 

Encadrement agricote 

Coltecte coton graine 

Societe de service 

Societe anonyme 

Approvisionnement intrants 

vente coton fibre (+ coton graine) 

EVALUATION PAR CRITERE 
.............. •.... ...... 

1. MISSION vocation mixte; activites conmerciales en ce qui concerne 
La commerciaLisatinn du coton fibre; activites non-commerciales 
par rapport a L'encadrement des producteurs et Ilapprovisionnement 

des intrants. 

2. TAILLE Tres importante sur tous Les aspects 

effectif - permanent 

temporaire 
chiffre d'affaires 

actif total 

vateur ajoutee 

1983 
. ... ° . 

500 

50 
6,700 

7,948 

415 

1984 
. oooo. 

15,200 

16,550 

3,282 

1985 
.. o.... 

17,553 

25,100 

1,465 

3. VIABILITE Viabitite potentiette, mais resuLtats d'exploitation 

negatif en 1985, et ilaccroissement rapide de L'endettement 

exige des mesures d'urgence de redressement 

resuttat d'expLoitation (2) 

fond de roulement 

dette totate 

situation nette (3) 

.... .°.. 

146 

3,993 

(6,550) 

1,398 

........ 

2,494 

7,193 

(12,903) 

3,647 

.. °... ° 

(903) 

15,955 

(21,488) 

3,612 

4. IMPACT SUR LE 

TRESOR & LES 
BANCUES: Impact modeste en termes de subventions, mais impact 

important du point de vue du systeme bancaire 

subventions 

capitaux 
prets et avances (4) 

impact net sur Le tresor 
& tes banques (5) 

........ 

(43) 

(2,221) 

(2,264) 

.. o...... 

(32) 

(6,353) 

(6,385) 

... o... 

(90) 

(8,585) 

(8,675) 



5. IMPORTANCE 
 a) Importance du secteur de ['entreprise:
 
STRATEGIQUE
 

production des entreprises Coton
 

--.....................................................
 

exportations du produit
 
(% des exportations totates)
 

nombre de producteurs (6) 20
 

b) Importance pour d'autres activites en amont et en aval 
: 	Liasion en avat aux industries textiles
 

Product. coton; fibre approvisionnant
 

Les filatures de M/scar ou pour
 

1' exportation.

c) Relation de L'entreprise avec 
Les buts de La politique naticnate :
 

Evaluation d'importance des activites
 
..................................
 

Activites de P'entreprise
 

Coton 
.. .. .......................... 

GUIDE Buts de La poLitique nationale: 
............................. 

. ...................... 

Importance Relative : -Auto suffisance atimentaire
 

-Production des huiLes
 
tres important alimentaires vegetates
 
important 
 -Expansion des exportatlons
 

* assez important -DeveLopper Les exploitations
 

.......................... paysannes ** 

-Traitement der v,;ur ajoutees 

6. CADRE ADMINISTRATIF
 

ET JURIDIQUE: Participation de L'Etat a 70 %;
 

participatior de La CFDT A 30 %.
 

7. ACTIVITES BAILLEURS
 
DE FONDS: Financement important de (a CCCE et du FAC
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OU! OU NON OU! 
argumentation: Entreprise strategique, importance financiere enorme,
 

mais etant donne Les mesures de privatisation (paticipation 

CFDT de tongue duree) en cours, a voir du point de vue 
systeme de suivi. 

Notes
 
(1) Tout montant en millions de FMG; te defavorable entre parentheses
 
(2) Benefice d't -itation 
hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resultat de l'exercise (c.a.d. situation nette 
= actifs - dettes)
(4) Presume (en se rendant compte que ces chiffres inctuent les fournisseurs, entre autres)
 
(5) Impact net sur le Tresor et 
Les banques hors impots et taxes
 
(6) En miLliers
 



PHASE 2 : EVALUATION PRELIMINAIRE 

FICHE DIEVALUATION SUR LIENTREPRISE (1) 

RAISON SOCIALE 

MINISTERE 

PROOUITS/SERVICES: 

ACTIVITES : 

MAMISOA 

Matagasy Mikarakara Soja Afovoany Andrefana 
MPARA 

Soja - Riz Huite atimentaire 

Plantation transformation 

TYPE D'ENTREPRISE 

FORME JURIDIGUE : 

Agro-industrie 

Entreprise Socialiste 

EVALUATION PAR CRITERE 
.................. ....... 

1. MISSION Activites a vocation commerciate 

2. TAILLE Actif total tres important. 

Effectif de taitte moyenne. 
Vateur ajoutee negative. 

3. VIA8ILITE 

1984 
........ 

effectif - permanent 

temporaire 

chiffre d'affaires * 
actif total 19,114 
vaLeur ajoutee * 

A determiner; exige une etude de pres en vue des resuttats, 
vateur ajoutee et fond de routement negatifs, d'autant 
plus par rapport a L'importance de t'investissement de t'Etat. 

1985 
.... ...... 

262 

437 

21,095 

(190) 

... 

resuttat dlexpLoitation (2) 
fond de routement 

dette totate 

situation nette (3) 

. ..... 

(3,074) 

(9,669) 

9,445 

. ...... 

(1,334) 

(4,036) 

(11,577) 

9,518 

. .... 

4. IMPACT SUR LE 

TRESOR & LES 

BANQUES: Impact important 

subventions 

capitaux 
prets et avances (4) 

impact net sur te tresor 

& Les banques (5) 

.. °... .. 

(38) 

(38) 

. . ... 

(1,908) 

(1,908) 

. . . 

'v
 



5. IMPORTANCE 
 a) Importance du secteur de t'entreprise:
 

STRATEGIQUE
 

production des entreprises Soja 
 Riz Huile atimentaire
 

................................. .......................
 
exportations du produit
 
(% des exportations totates)
 

nombre de producteurs (6) N.D 
 1400 N.D.
 

b) Importance pour d'autres activites en amont et en avat 
: 	Liaison en amont aux producteurs des
 

oteagineux. Usine de transfo. de soja
 

dependant de La product. Locate pour
 

Les matieres premieres.
 
c) ReLation de t'entreprise avec Les buts de La poLitique nationate 

Evatuation d'importance des activites
 
. .... °..........° 
..... .......... °......
 

Activites de Ltentrep-ise
 

Ptantation et transformat
 
Soja Riz 
 Huite aLimentaire
 

...........
..................................
.
 ...................................
 
GUIDE 
 Buts de La poLitique nationate:
 

Importance Retative -Auto suffisance alimentaire ,, 
-Production des huiLes 

" tres important : atimentaires vegetaLes 00 *., 

important -Expansion des exportations 
assez important : -Devetopper Les expLoitations 

.......................... paysanr - ,* 0* 

-Trait". 'es vaLeur ajoutees ** * 0 

6. CADRE ADMINISTRATIF
 

ET JURIDIQUE: DoubLe 
tutette MPARA/Fond NationaL dlInvestissement;
 

participation de LtEtat a 84 X.
 

7. ACTIVITES BAILLEURS
 
DE FONDS: BEE et ICO : organismes financiers espagnots pour
 

Le financement des equipements.
 

8. OPINION - PROCFtER A LIETUDE APPROFONDIE: OUI OU NON NON
 
argumentation: 
 Etude requise mais vu ta doubLe
 

tutette, a Laisser aux autres (APB?)
 

Notes
 
(1) Tout montant en miLtions de FMG; te defavorabLe entre parentheses
 
(2) Benefice dlexpLoitation hors charges, produits financiers et subventions
 
(3) 3ituation nette apres affectation du resultat de tlexercise (c.a.d. situation nette= actifs -dettes)
 
(4) Presume (en se rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)
 
(5) Impact net sur te Tresor et Les banques hors impots et taxes
 
(6) En mitLiers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE DIEVALUATION SUR LIENTREPRISE (1)
 

RAISON SOCIALE 

MINISTERE 

PROOUITS/SERVICES: 

ACTIVITES 

TYPE D'ENTREPRISE 

FORME JURIDIQUE : 

OFMATA 

Office Matgache des Tabacs 

MPARA 

Tabaco en feuittes 

Encadrement de culture, coLLecte, importation 

et ventes des tabacs en feuittes 

Services 

EPIC 

EVALUATION PAR CRITERE 

1. MISSION Activites commerciates, 

comnerciatisation des tabacs en feuittes 

2. TAILLE Assez imp.tante 

effectif - permanent 

temporaire 
chiffre d'affaires 

actif total 

vateur ajoutee 

1982 
.. .... 

1,998 

3,044 

439 

1983 
°.......° 

520 

2,039 

2,864 

138 

1984 
° ... ... 

2,108 

2,462 

71 

3. VIABILITE A determiner. Situation financiere degradante 

Exige des mesures de redressement 

4. IMPACT SUR LE 

TRESOR & LES 
BANQUES: 

•... =.. 

resuttat d'exptoitation (2) (103) 
fond de routement 263 
dette totate (2,828) 

situation nette (3) 216 

Vu (a tendance de sa situation financiere, 

inpact potentiet important (impact defavorabte) 

........ 

(258) 

(181) 

(2,657) 

207 

°. ..... 

(443) 

U909) 

(2,913) 

(451) 

subventions 

capitaux 
prets et avances (4) 

impact net sur le tresor 
& les banques (5) 

(102) 

(102) 

171 

171 

(256) 

(256) 



5. IMPORTANCE a) Importance 
du secteur de I'entreprise:
 
STRATEGIQUE
 

production des entreprises Tabac
 

.................. ................. ............. .....
 
exportations du produit
 
(% des exportations totates) N.D.
 

nombre de producteurs (6) 30
 

b) Importance pour d'autres activites en amont et 
en aval 	 Represente un circuit de
 

commerciatisation pour
 

ta production de tabac.
 

c) Relation de t'entreprise avec 
tes buts de La potitique nationate
 

Evaluation d'importance des activites
 
°..•................. 
... .. 
.. ........
 

Activites de tentreprise
 

Tabac 
............................. . ................................ ...................... 

* GUIDE Buts de ta potitique nationaLe: 

Importance Relative 
 -Au,. suffisance atimentaire
 

-Production des huites
 
tres important atimentaires vegetates
 
important 
 -Expansion des exportations 
 * 

* assez important -Devetopper les exploitations
 

.......................... 
 paysannes
 
-Traitement des vateur ajoutees 
 * 

6. CADRE ADMINISTRATIF
 

ET 	JURIDICUE: Participation de P'Etat a 100 %;
 
Rapport officieux d'une etude en cours
 
visant a une modification de son role
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION 
- PROCEDER A L'ETUDE 	APPROFONDIE: OUI OU NON 
 OU
 
argumentation: 
 Vu les activites a but lucratif et t'importance de la
 

societe, merite une etude plus poussee; 3 moins qu'une
 
reorientation majaure de I'OFMATA ne soit prevue
 

Notes
 
(1) Tout montant er. millions de FMG; Le defavorabte entre parentheses
 
(2) Benefice d'exptoitation hors charges, produits 
financiers et subventions
 
(3) Situation nette apres affectation du resuttat de L'exercise (c.a.d. situation nette= actifs -dettes)

(4) Presume (en se 
rendant compte que ces chiffres incluent les fournisseurs, entre autres)
 
(5) Impact net sur te 	Tresor et 
les banques hors impots et taxes
 
(6) En milliers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE DIEVALUATION SUR LIENTREPRISE (1)
 

RAISON SOCIALE SAMANGOKY
 

Societe pour L'Amenagement et La Mise en Vateur de La vattee du Gas Mangoky
 
MINISTERE 
 MPARA
 
PROOUITS/SERVICES: Riz Coton
-

ACTIVITES Encadrement technique
 

Entretien du reseau d'irr~gation
 
TYPE O'ENTREPRISE Societe d'Amenagement
 
FORME JURIDICUE : 
 Societe d'Economie Mixte
 

EVALUATION PAR CRITERE
 
................. .......
 

1. MISSION 
 Non-cornmerciale
 

2. TAILLE Assez importante
 

1983 1984 
 1985
 
°..o.... . .°....... 
 .°.. . .
 

effectif - permanent 
 543 445
 

temporaire
 
chiffre d'affaires 
 978 980 
 918
 
actif total 
 3,643 3,432 3,039
 
valeur ajoutee 
 (295) (165) 
 (427)
 

3. VIABILITE 
 Non-viabLe
 

....... 
 ........ .....° .=.
o 


resuttat d'expLoitation (2) (1,051) (570) 
 (823)
 
fond de routement 
 (186) (1,197) 63
 
dette totale 
 (2,501) (2,786) (1,764)
 
situation nette (3) 
 1,142 646 
 1,275
 

4. IMPACT SUR LE
 

TRESOR & LES
 
BANCUES: Ftux variabLe, risque d'exiger un important
 

financement a Llavenir
 

..... .. .. .......
 =.....
 

subventions 

(686)
 

capitaux
 
prets et avances (4) 
 685 (285) 1,022
 
impact net sur le tresor
 
& Les banques (5) 
 685 (285) 336
 



5. IMPORTANCE 
 a) Importance du secteur de t'entreprise:
 

STRATEGIQUE
 

production des entreprises Riz Coton 
................ .............. ................. ...... 

exportations du produit 
(% des exportations totales) 

nombre de producteurs (6) 1400 20 

b) Importance pour d'autres activites en amont et 
en aval
 

c) ReLation de L'entreprise avec Les buts de to poLitique nationate
 

Evaluation dlimportance des activites
 
...... ............. .................
 

Activites de L(entreprise
 
Vutgarisation et Irrigation pour
 

Riz Coton
 
.......... 
 . .... .................. 
 ............................................ 
......


GUIDE 
 Buts de La potitique nationate:
 

Importance Relative : -Auto suffisance atimentaire 

-Produc -A des hui tes 
t important atimentaires vegetaLestres 

*" important : -Expansion des exportations
 
: assez important 
 -Devetopper Les exploitations 

.......................... paysannes ** 
-Traitement des vateur ajoutees 

6. CADRE ADMINISTRATIF
 

ET JURIDIQUE: Participation de t'Etat a 95 %;
 

tutette du MPARA qui prevoit une etude
 

technique et financiere.
 
7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION 
- PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON NON
 
argumentation: 
 Vu Le manque de but Lucratif et ta non-viabitite
 

et vu tPetude mentionnee par te MPARA,
 
a excture par Coopers & Lybrand.
 

Notes
 
(1) Tout montant en millions de FMG; Le defavorable entre parentheses
 
(2) Benefice d'expLoitation hors charges, produits financiers et 
subventions
 
(3) Situation nette apres affectation du resuttat de L'exercise (c.a.d. situation nette = 
actifs -dettes)

(4) Presume (en se rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)

(5) Impact net sur 
le Tresor et Les banques hors impots et 
taxes
 
(6) En miLLiers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE DIEVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE 	 SINPA
 

Societe d'lnteret National des Produits AgricoLes
 
MINISTERE 
 MPARA
 
PROOUITS/SERVICES: 
 Paddy, kiz, Cafe, Cacao, Mais.
 
ACTIVITES Commerciatisation des produits 
 '-icoLes - Exportation de cafe, cacao, mais;
 

Importation et distribution de riz 
- Activites agro-industrieLtes et annexes
 
TYPE D'ENfREPRISC 
 Coo~rrrce et distribution.
 
FORHE JURIDICUE : 
 Socete d'Interet National
 

EVALUATION PAR CRITERE
 

...................
 

1. MISSION 
 Activites a vocation commerciaLe
 

2. TAILLE 
 Une des pLus grades societes parapubliques
 

1983 1984 1985
 
........ 
 ........ ° 
 °......
 

effectif - permanent 
 2,500 656 637
 
temporaire
 

chiffre d'affaires 
 12,152 31,123 
 31,713
 
actif total 
 14,481 12,140 
 14,206
 
vateur ajoutee 
 413 2,078 2,563
 

3. VIA5ILITE 
 Viable
 

........ 
 ........ 
 ........
 

resuttat d'lxpLoitation (2) 
 (1,091) 1,474 
 2,058
 
fond de rouLerrent 
 (531) 1,472 3,492
 
dette trtale 
 (14,121) (10,048) 
 (9,918)
 
situation nette (3) 
 360 2,092 4,288
 

4. IMPACT SUR LE
 

TRESOR & LES
 
BANQUES: Apres restructuration recente, impact negatif
 

sur le Tresor, diminue ou 	cesse
 

subventions 
 27 
 (307)
 
capitaux
 
prets et avances (4) 
 4,073 130
 
impact net sur te tresor
 
& [es banques (5) 
 4,073 (177)
 



5. IMPORTANCE a) Importance 
 du secteur de L'entreprise:
 

STRATEGIGUE
 

production des entreprises Riz 
 Cafe Cacao
 
..............
................................. 
..... 

exportations du produit 
(% des exportations totates) 37 1 

nombre de producteurs (6) 1400 350 2 

b) Importance pour d'autres &ctivites en amont et en avaL 
 Impottant mecanisme pour
 

t'exportation de
 

produits de base.
 

c) Relation de t'entreprise avec 
Les buts de La potitique nationate
 

: GUIDE 
 Buts da La potitique nationale:
 

: Importance Relative : 
 -Auto suffisance atimenta!re
 

-Production des huiLes
 
tres important aLimentaires vegetates
 
important : 
 -Expansion des exportations 

assez important 
 -Developper Les exploitations
 

.......................... paysannes 

-Traitement des valeur ajoutees 


6. CADRE ADMINISTRATIF
 
ET JURIDIGUE: Participation de t'Etat a 100 %;
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON 

argumentation: 


Evaluation d'importance des activites
 
...................................
 

Activites de L'entreprise
 

Riz (importation) 
 Cafe Cacao
 
. ...............
. ..... .............. ...........
... 
 ........
 

** *0* 

-

* ,
 

OUI
 

Entreprise extremement importante dans 
te secteur parapubtic
 
Merite un3 etude plus poussee etant donne son importance
 

er son caractere cofmerciat
 

Notes
 
(1) Tout montant en millions de FMG; Le delavorabte entre parentheses
 
(2) Benefice d'exptoitation hors charges, produits financiers et subventions
 
(3) Situation rette apres affectation du resuttat de t'exercise (c.a.d. situation nette 
= actifs - dettes)

(4) Presure (en se 
rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)
 
(5) Impact net sur le Tresor et Les banques hors inpots et taxes
 
(6) Er mittiers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE D'EVALUATION SUR LIENTREPRISE (1)
 

RAISCN SOCIALE SOAMA
 

Societe Andapa Mamokatra
 
MINISTERE 
 MPARA
 
PRO)UITS/SERVICES:
 

ACIIVITES Encadrement des prcducteurs
 

Entretien et gestion des reseaux hydroagricotes
 
TYPE D'ENTREPRISE 
 Societe d'Amenagement
 
FORME JURIDIQUE Societe d'Etat
 

EVALUATION PAR CRITERE
 
..........................
 

1. MISSION 
 Entite sans but Lucratif
 

2. TAILLE 
 Petite a moyenne
 

1983 1984 
 1985
 
........ 
 .. o...... ..
 o....
 

effectif - permanent 
 290 227 
 199
 
temporaire
 

chiffre d'affaires 
 181 269 
 220
 
actif total 
 569 580 596
 
valeur ajoutee 
 (25) 104 
 82
 

3. VIABILITE 
 Exploitation non-commercial equiLibree
 

par une subvention; voir avances.
 

-=-...... 
 ..... =... 
 .. o......
 

resuttat d'exploitation (2) 
 (126) (20) (41)

fond de routement 
 159 178 
 130
 
dette totat 
 (190) (153) 
 (212)
 
situation nette (3) 
 379 427 
 384
 

4. IMPACT SUR LE
 

TRESOR & LES
 

BANQUES: Modeste.
 

......... 
 ........
 

subventions 
 (31) 
 (2)
 
capitaux
 
prets et avances (4) 
 55 37 (59)
 
impact net sur le tresor
 
& tes banques (5) 
 24 
 37 (61)
 



5. IMPORTANCE a) Importance 
du secteur de t'entreprise:
 
STRATEGICUE
 

production des entreprises
 

............. .......
.................................
 
exportations du produit
 
(% det exportations totaLes) Non-appticabte
 
robre de producteurs (6)
 

b) Importance pour d'autres activites en amont et en avat
 

c) Relation de L'entreprise avec 
Les buts de La politique nationate
 

Evatuation dlimportance des activites
 

Activites de t'entreprise
 
Service
 

Hydroagricote
 
.. .....................
...... 
 ......... ................... .. 
............ 
 . . . ......
GUIOE 
 Buts de (apotitique nationaLe:
 

Importance Relative 
 -Auto suffisance atimentaire
 

-Production des huites
 
tres important atimentaires vegetates
 
important : 
 -Expansion des exportations
 

* assez important -Devetoppcr Les exploitations
 

.......................... 
 paysannes
 
-Traitement des vateur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIOUE: Participation de L'Etat a 100 %.
 

7. ACTIVITES BAILLEURS
 
DE F04DS: Intervention du FED : financement de ptusieurs volets
 

8. OPINION 
- PROCEDER A L'ETUDE APPROFONCIE: OUI OU NON 
 OUt
 
argumentation: 
 Petite entite representative de son secteur non-commerciat;
 

Merite une etude du point de vue du systeme de suivi.
 

Notes
 
(1)Tout montant en millions de FMG; te defavorabte entre parentheses
 
(2)Benefice d'exptoitation hors charges, produits financiers et subventions

(3)Situation nette apres affectation du resuttat de 
texercise (c.a.d. situation nette 
= actifs -dettes)

(4)Presrne (en se 
renda.it compte qje ces cniffres inctuent les fournisseurs, entre autres)

(5)Impact net sur te Tresor et 
Les banques hors impots et taxes
 
(6)En mittiers
 

http:renda.it


PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE DOEVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE SOAVOANIO
 

Societe Sambava Voanio
 
MINISTERE :MPARA
 

PROOUITS/SERVICES: 
 Noix de coco - Coprah.
 
ACTIVITES 
 Gestion des cocoteraies production
 

Comnercialisation.
 
TYPE 0'ENTREPRISE Agro-industrie
 
FORME JURIDIGUE : Societe d'Etat.
 

EVALUATION PAR CRITERE
 
............ ...........
 

1. MISSION 
 Activites a vocation commerciaLe.
 

2. TAILLE Tailte importante sur tous Les aspects
 
effectif, actif total, 
vaLeur ajoutee, c.a.
 

1983 1984 
 1985
 
..... .° 
 .=.... .
 .. ....
 

effectif - permanent 

695
 

temporaire
 
chiffre d'affaires 
 245 628 
 873
 
actif total 
 3,001 4,059 
 4,275
 
vateur ajoutee 
 121 430 
 567
 

3. VIABILITE 
 Apparait viable en termes financiers. Exige une analyse
 
de L'operation potentielLe de L'extraction de L'huiLe brut.
 
Resuttat d'exploitation, fonds de rouLement et situation nette positifs.
 
Vateur ajoutee assez importante et positive
 

........ 
 ... ..... 
 ... =...
 

resuLtat d'exploitation (2) 
 (140) 
 94 131
 
fond de rouLenent 
 674 1,179 1,128
 
dette totate 
 (1,500) (2,185) 
 (2,137)
 
situation nette (3) 
 1,501 1,874 2,138
 

4. IMPACT SUR LE
 

TRESOR & LES
 
BANQUES: Subvention continue mais diminuee.
 

--....... 
 .=....... 
 ........
 

subventions 
 (592) (580) 
 (126)
 
capitaux
 
prets et avances (4) 
 (233) (685) 
 48
 
impact net sur te tresor
 
& Les banques (5) 
 (825) (1,265) (78)
 

l/
 



5. IMPORTANCE a) Importance 
 du secteur de t'entrepribe:
 
STRATEGIQUE
 

production des entreprises Noix de coco 
.................. ............ ................. ...... 

exportations du produit 
(%des exportations totates) 

nombre de producteurs (6) N.D. 

b) Importance pour d'autres activites en amont et en avat : 
Liaison en avaL avec la raffinerie
 

de la SOMAPALM. Fournisseur
 
d'huiLe presse du Coprah
 

c) ReLttion de L'entreprise avec Les buts de la politique nationale
 

Evatuation dlimportance des activites
 
....................... 
 ..............
 

Activites de L'entreprise
 

Noix de Coco Ccprah
 
.. ...................... 
 ...................... ............. ................. ......
 

GUIDE : Buts de La potitique nationaL*
 

Importance ReLative 
 -Auto suffisance atimentaire 
 . 

-Production des huiles
 
trcs important atimentaires vegetales 
 * ** 

important 
 -Expansion des exportations
 
* assez important -evetopper Les exploitations
 

.......................... 
 paysannes
 
-Traitement des vaLeur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDICUE: Tutette du MPARA, participation a 80 %de L'Etat,
 

et 20 % de La BTN. 

7. ACTIVITES BAILLEURS
 
DE PONDS: FED :intervention (Operation Cocotier de Sambava) au niveaux acquisition des equipements
 

agricotes,assistance technique et extension de ta plantation (non remboursable).
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON 
 OUI
 
argumentation: 
 Vocation comimerciale, viable, assez importante, strategique
 

et censee exiger un apport en capitaux pour etabtir une
 
usine a extraction
 

Notes
 
(1)Tout montant en miLlions de FNG; le defavorable entre parentheses
 
(2)Benefice dlexptoitation hors charges, produits financiers et 
subventions
 
(3)Situation nette apres affectation du resuLtat de L'exercise (c.a.d. situation nette 
= actifs - dettes)

(4)Presume (en se rendant compte que ces 
chiffres inctuent Les fournisseurs, entre autres)

(5)Impact rzt sur le Tresor et Les banques hors impots et taxes
 
(6)En milliers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE DOEVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE SOQEMO
 

Societe pour le Devetoppenent economique de la region de Morondava
 
MINISTERE 
 MPARA
 
PROOUITS/SERVICES:
 

ACTIVITES VuLgarisation et encadrement.
 

Entretien du reseau de DABARA
 
TYPE D'ENTREPRISE Societe d'Amenagement.
 
FORME JURIDIGUE 
: Societe d'Economie Mixte.
 

EVALUATION PAR CRITERE
 
......................
 

1. MISSION 
 Entite sans but Lucratif.
 

2. TAILLE Moyenne
 

1982 1983 1984
 
........ o 
 ........ 
 .. o....
 

effectif - permanent 
 412 353
 

temporaire
 
chiffre d'affaires 
 346 267
 
actif totaL 
 1,015 986 
 640
 
vateur ajoutee 
 177 (37) (37)
 

3. VIABILITE Pertes d'exploitation et mauvaise posture financiere
 

reftetant son caractere non-comnerciat.
 

.... = ... 
 ........ 
 ........
 

resuLtat d'exploitation (2) (175) (191) 
 (327)
 
fond de routement 
 (164) 69 
 (102)
 
dette totate 
 (1,211) (1,008) 
 (1,210)
 
situation nette (3) 
 (196) (22) (570)
 

4. IMPACT SUR LE
 

TRESOR & LES
 

8ANQUES: Subvention retativement importante en 1983;
 

equilibre des fLux en 84/85
 

......... .................
 
subventions 
 (316)
 

capitaux
 
prets et avances (4) 
 203 (202)
 
impact net sur Le tresor
 
& Les banques (5) 
 (316) 203 
 (202)
 



5. IMPORTANCE 
 a) Importance du secteur de t'entreprise:
 
STRATEGIQUE
 

production des entreprises
 

.................. ................. 
 ................. 
 ...... 
exportations du produit
 
(X des exportations totates) Non-appticabte
 
nomre de producteurs (6)
 

b) Importance pour d'autres activites en amont et 
en avat
 

c) Relation de L'entreprise avec 
Les buts de La politique nationale
 

Evaluation d'importance des activites
 
oo.................................
 

Activites de L'entreprise
 

VuLgarisation 

: GUIDE 
........................... .. .............. 

Buts de ta potitique nationate: 
. ........................................ 

: Importance ReLative : -Auto suffisance alimentaire
 

-Production des huiLes 
tres important aLimentaires vegetates 

** important -Expansion des exportations
 
: assez important 
 -DeveLopper Les exploitations
 

.......................... 
 paysanres 
-Traitement des vaLeur ajoutees
 

6. CADRE ADMINISTRATIF
 

ET JURIDIOUE: Participation de L'Etat a 99 %
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON NON 
argumentation: 
 Entite nen-commerciaL deja representee dans lechantitton
 

du point de vue du systeme de suivi
 

Notes
 
(1) Tout montant en millions de FMG; Le defavorable entre parentheses
 
(2) Benefice d'exptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuLtat de ['exercise (c.a.d. situation nette 
= actifs -dettes)

(4) Presume (en sc 
rendant compte que ces chiffres incLuent tes fournisseurs, entre autres)
 
(5) Impact net sur te Tresor et 
Les banques hors impots et taxes
 
(6) En miLtiers
 

/1,~ 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE DIEVALUATION SUR LIENTREPRISE (1)
 

RAISON SOCIALE SOJUFA
 

Societe de Jus de fruits d'Antsirabe
 
MINISTERE 
 MPARA
 
PROOUITS/SERVICES: 
 Jus de fruits, visy gasy et vinaigre.
 
ACTIVITES 
 Achat et transformation de fruits.
 

Comnercialisation des produits.
 
TYPE D'ENTREPRISE Agro-industrie.
 
FORME JURIDICUE : 
 Societe d'Economie Mixte.
 

EVALUATION PAR CRITERE
 
....................
 

1. MISSION 
 Activites a vocation strictement Commerciale.
 

2. TAILLE 
 Dans L'echantitton, entreprise assez modeste du point de vue de
 
tleffectif, c.a., actif total 
et vateur ajoutee.
 

1984 1985 
 1986
 
..... .o ...
o... ° 
 ........
 

effectif - permanent 
 123 140 138
 

temporaire
 
chiffre d'affaires 
 278 325 
 356
 
actif total 
 312 
 499 496
 
vateur ajoutee 
 80 49 56
 

3. VIABILITE 
 Comparaison de L'evotution CA/VA necessite L'anatyse des probtemes de competitivite
 
des produits finis. Situation nette negative, en degradation chronique, exige une
 
rehabilitation technique et financiere. En principe, potentiet de viabitite par
 
rapport 
au marche local pour L'eau minerate et pour certains jus de fruits. MPARA
 
signate t'existence des promoteurs eventuets a ta rehabilitation de La SOJUFA.
 
Probtemes de concretisation.........................
 

resuttat d'exptoitation (2) 
 (45) (48)

fond de routement 
 (240) (392) 
 (585)
 
dette totate 
 (512) (663) (832)

situation nette (3) 
 (200) (164) 
 (336)
 

4. IMPACT SUR LE
 

TRESOR & LES
 
BANQUES: 
 Impact modeste mais croissant (prets et avances)
 

subventions
 

capitaux
 
prets et avances (4) 
 (85) (151) (169)
 
impact net sur le tresor
 
& tes banques (5) 
 (85) (151) (169)
 



5. IMPORTANCE 
 a) Importance du secteur de L'entreprise:
 

STRATEGIQUE
 

production des entreprises Jus de fruits
 

.............................. . .....................
 
exportations du produit
 
(% des exportations totates) N.D.
 

nombre de producteurs (6) N.D.
 

b) Importance pour d'autres activites en amont et 
en avat : 	Liaison en amont a ta F.E. BETAMPONA;
 

Possibitite de stimuter ta pro

duction fruitiere.
 

c) Retation de t'entreprise avec Les buts de La politique nationate :
 

Evatuation d'importance des activites
 
..................................
 

Activites 	de t'entreprise
 

Jus de fruits
 
................................
............... 
 .................
. .... ...... .....
......
 

: GUIDE 
 Buts de ta politique nationaLe:
 

Importance Retative : -Auto suffisance atimentaire
 

-Production des huites
 
tres important : atimentaires vegetates
 
important 
 -Expansion des exportations
 
assez important 
 -Developper Les expLoitations
 

.......................... 
 paysannes
 

-Traitement des vateur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIQUE: 
 Tutette du MPARA, participation de t'Etat a 100 X. 

7. ACTIVITE$ BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON OUI 
argumentation: 
 Si requise; 
a voir la charge a L'APB en ce qui concerne
 

un diagnostique/ptan de redressement pour (a SOJUFA.
 

Notes
 
(1) rout montant en milLions de FMG; Le defavorabte entre parentheses
 
(2) Benefice d'exploitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuLtat de ('exercise (c.a.d. situation nette 
= actifs 	- dettes)

(4) Presume (en se rendant compte que ces chiffres irctuent Les fournisseurs, entre autres)
 
(5) Impact net sur Le Tresor et Les banques hors impots et taxes
 
(6) En miltiers
 



PHASE 2 : EVALUATION PRELIMINAIRE 
FICHE D'EVALUATION SUR L'ENTREPRISE (1) 

RAISO" SOCIALE 

MINISTERE 

PRODUITS/SERVICES: 

ACTIVITES 

SOMALAC 

Societe Matagasy d'Amenagement du Lac ALaotra. 
MPARA 

Riz 

Amenagement - CoLLecte - Transformation 

TYPE D'ENTREPRISE 

FORME JURIDIQUE 

Societe d'Amenagement 

Entrenrise Sociatiste 

EVALUATION P14R CRITERE 

1. MISSION Mixte; activites a vocation commerciate (rizerie) 

et a vocation non-commerciaLe (EIP,EAE) 

2. TAILLE Une des pLus importantes entreprises parapubLiques 

du secteur. 

effectif - permanent 

temporaire 
chiffre d'affaires 

actif totaL 

vateur ajoutee 

1983 
=... o.. 

864 

5,524 

8,295 

1,296 

... 

1984 
. ... 

956 

12,303 

8,019 

1,316 

. 

1985 
...... 

842 

12,177 

7,700 

2,209 

3. VIABILITE Votet rizerie viable; Votets EIP/EAE non-viabLes 

sans subventions de L'Etat sous forme de contrat-plans. 

resuLtat d'expLoitation (2) 

fond de rouLement 

dette totate 

situation nette (3) 

. .... 

783 

76 

(7,723) 

572 

.. .. .... 

1,089 

738 

(7,338) 

681 

.... o . .. °. 

1,369 

2,328 

(5,674) 

2,026 

4. IMPACT SUR LE 

TRESOR & LES 
BANCUES: Exigent des subventions continuettes pour 

financer Les activites non-viabLes. 

subventions 

capitaux 
prets et avances (4) 

impact net sur Le tresor 

& Les banques (5) 

... .. 

(2,355) 

(2,355) 

........ 

(647) 

385 

(262) 

°........ 

(2,167) 

1,664 

(503) 



5. IMPORTANCE 
 a) Importance du secteur de Ltentreprise:
 
STRATEGIOUE
 

production des entreprises Riz
 

............ 
 . ........... ...... 
......................
 
exportations du produit
 

(% des exportations totates)
 
nombre de producteurs (6) 1400
 

b) Importance pour d'autres activites en amont et en avat 
: Importantes liaisons en amont avec
 

Les paysans-producteurs de produits
 

base.
 

c) Relation de L'entreprise avec Les buts de La potitique nationate
 

Evaluation d'importance des activites
 
.
.................... 
...... .. ....... 

Activites de Pentreprise 
Amenagement et transformation du 

Riz 
............................. 
 .................... 
............. 
................ 
.....
: GUIDE 
 Buts de La poLitique nationate:
 

Importance Relative -Auto suffisance atimentaire 

-Production des huites 
tres important atimentaires vegetaLes 
impoitant : -Expansion des exportations 

* assez important -Devedoppe- Les exploitations 

.......................... 
 paysannes
 

•Traitemenz des vaLeur ajoutees
 

6. CADRE ADMINISTRATIF
 

ET JURIOIOUE:
 

7. ACTIVITES BAILLEURS
 
DE FONDS: Interventions du CCCE/FAC pour te financement
 

d'intrants et d'equipements.
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON 
 OUI
 
argumentation: 
 Bien que compliquee par ses buts mixtes, commerciaux/non-comm
 

tne societe type de son genre et de son importance financiere
 
exige une etude approfondie du point de vue systeme de suivi.
 

Notes
 
(1) Tout montant en millions de FMG; le defavorabLe entre parentheses
 
(2) Benefice d'exptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuitat de L'exercise (c.a.d. situation nette 
- actifs •dettes)
(4) Presume (en se rendant compte que ces chiffres incLuent Les fournisseurs, entre autres)

(5) Impact net sur Le Tresor et Les banques hors impots et 
taxes
 
(6) En mittiers
 

ifr' 



PHASE 2 : EVALUATION PRELIMINAIRE
 
FICHE D'EVALUATICN SUR LIENTREPRISE (1)
 

RAISON SOCIALE 

MINISTERE 

PROOUITS/SERVICES: 

ACTIVITES 

TYPE DIENTREPRISE 

FORME JURIDIQUE : 

SOMAPALM 

Societe Malagasy pour le Patmier a huite. 
MPARA 

Regimes de patme - Huite de patme 
Gestion, plantation, usine d'extraction d'huile brute, 
raffinerie d'huite atimentaire. 
Agro-industrie 

Societe d'Economie Mixte. 

EVALUATION PAR CRITERE 
....... .......... ......... 

1. MISSION Activites a vocation commerciale 

2. TAILLE Moyenne par rapport a t'echantitton sauf en matiere 
d'actif totaL, qui est assez important. 

effectif - permanent 

temporaire 

chiffre d'affaires 

actif total 

vateur ajoutee 

1983 
• . o.. .. 

347 

360 

3,010 

218 

1984 
.. ...... 

220 

323 

5,301 

160 

1985 
... ..... 

203 en 1986 

464 en 1986 

3. VIABILITE Er nrincipe viable, mais resuttat d'exptoitation et fonds 
de routement negatifs exigeant des mesures de redressement d'urgence. 

resuttat d'exptoitation (2) 

fond de roulement 

dette totaLe 

situation nette (3) 

... .. 

(69) 

(816) 

(2,258) 

722 

.. ..... ........ 

(84) 

(2,064) 

(4,746) 

555 

4. IMPACT SUR LE 

TRESOR & LES 
BANQUES: Impact croissant et important. Exigerait un investissement pour 

Le renouvettement de La plantation et d'un equipement comptementaire 

pour La Raffinerie 

subventions 

capitaux 
prets et avances (4) 

impact net sur le tresor 
& Les banques (5) 

(339) 

(339) 

(2,458) 

(2,458) 



5. IMPORTANCE 
 a) Importance du secteur de tlntreprise:
 
STRATEGIOUE
 

production des entreprises HuiLe de paLme 

.............................. ....................... 
exportations du produit 

(% des exportations totales) 
nombre de producteurs (6) N.D.
 

b) Importance pour d'autres activites 
en amont et en avat 
: 	Activite integree verticaLement
 

plantation/extraction de L'huite
 

brute/raffinage de L'huiLe
 

aLimentaire.

c) Relation de Lentreprise avec 
Les buts de (a poLitique nationate :
 

EvaLuation d'importance des activites
 
................................. 
....
 

Activites de l'entreprise
 

Huile de paLme
 
............................ 
 ................ ........... 
 ..... ................
o......
 

: GUIDE 
 Buts de La poLitique nationate:
 

: Importance Relative 
 -Auto suffisance aLimentaire 
 * 

-Production des huites
 
tres 
important alimentaires vegetaLes
 
important 
 -Expansion des exportations 
 * 
assez important 
 -evetopper Les exploitations
 

.......................... 
 paysannes
 
-Traitement des vateur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIQUE: Participation de t'Etat a 66 X et de La 
BTM a 34 %;
 

Tuitette MPARA.
 

7. ACTIVITES BAILLEURS
 
DE FONDS: 
 Intervention du FED sur le plan technique, aux operations
 

dc plantation et extraction d'huite brute.
 

8. OPINION -
PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON 
 OUI
 
argumentation: 
 Caractere commercial et viabiLite potentieLLe
 

meritant une etude approfondie.
 

Notes
 
(1) Tcut montant en millions de FMG; le defavorabLe entre parentheses
 
(2) Benefice dlexptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuLtat de L'exercise (c.a.d. situation nette 
= actifs - dettes)

(4) Presume (en se rendant compte que ces 
chiffres inctuent Les fournisseurs, entre autres)

(5) Impact net sur 
le Tresor et Les banques hors impots et 
taxes
 
(6) En mitLiers 



PHASE 2 : EVALUATION PRELIMINAIRE
 
FICHE D'EVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE 
 SORIFEMA
 

Sr~iate Rizicole et Fecutiere Malagasy
 
MINISTERE 
 MPARA
 
PROOUIrSfSERVICES: 
 Iz, manioc, produits fecutiers.
 
ACTIVITES 
 Rizicutture, maniocutture, activites
 

agro-industriettes.
 
TYPE D'ENTREPRISE Agro-industrie.
 

FORME JURIDIQUE : Societe d'Etat.
 

EVALUATION PAR CRITERE
 

...................
 

1. MISSION 
 Activites a vocation coimerciate.
 

2. TAILLE 
 Assez modeste sur 
Le plan actif totaL; par rapport a L'echantitton
 
assez important en re qui 
concerne te c.a. et ileffectif. Valeur ajoutee
 
retativement importante.
 

1983 
 1984 1985
 
o. o.. .
...... 
.
 ........
 

effectif - permanent 
 441 422 
 374
 
temporaire
 

chiffre d'affaires 
 289 355 
 393
 
actif total 
 544 703 577
 
vateur ajouteo 
 8 147 74
 

3. VIABILITE 
 Viabiiite potentiette, mais resuttat d'exptoitation
 

negatif, pendant Les trois dernieres annees.
 

resuttat d'exptoitation (2) 
 (109) (100) (169)

fond de rouiement 
 220 
 179 
 47
 
dette -itate 
 (235) (243) (297)

Situation nette (3) 
 109 460 
 280
 

4. IMPACT SUR LE
 

TRESOR & LES
 

BANQUES: 
 Impact assez modeste.
 

... . .
 ........ 
 ........
 

subventions 
 (31) (248) (21)
 
capitaux
 
prets et avances (4) 
 (109) 
 (8) (54)

impact net sur Le tresor 
 (140) (256) 
 (75)
 
& Les banqes (5)
 



5. IMPCRTANCE a) Importance 
du secteur de t'entreprist:
 
STRATEGICUE
 

production des entreprises 
 Riz Manioc
 
.................. ................................ 
.....
 

exportations du produit
 
(%des exportations totates)
 
nobre de producteurs (6) 1400 
 N.D.
 

mais ptusieurs
 

b) Importancu pour d'autres activites en amont et en aval 
: Liaison en amont aux paysans

producteurs de rnatieres premieres.
 
Transformation du riz et du manioc
 
en fecute.
 

c) Relation de t'entreprise avec Les buts de La potitique nationale
 

EvaLuation d'insortance des activites
 
..................................
 

Activites de L'entreprise
 
Manioc/
 

Riz produits fecutiers
 
.. ...
... ..... ....... . ................ ... ...... .
 
GUIDE 
 Buts de la politique nationale:
 

Importance ReLative 
 -Auto suffisance aLimentaire *
 

-Production des huiLes
 
• **tres important alimentaires vegetales
 

important 
 -Expansion des exportations 
 . 

assez important -Oevetopper Les exploitations
 
.......................... paysannes **
 

-Traitement des valeur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIQUE: TutetLe MPARA; Participation a 100 % de t'Etat.
 

Cependant La decision a ete prise de "desengager" par
 
La vente des actions a la SOMACOOIS.
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON NON
 
argumentation: 
 En vue du desengagement en cours, avec la participation de ta
 

SOtACODIS, a Laisser par Coopers & Lybrand.
 

Notes
 
(1)Tout montant en nittions de FMG; Le defavorabLe entre parentheses
 
(2)Benefice d'exploitation hors charges, produits financiers et subventions
 
(3)Situation nette apres affectation du resuLtat de L'exercise (c.a.d. situation nette 
= actifs -dettes)

(4)Presune (en se rendant compte que ces chiffres inctuent Les fournissers, entre autres)

(5)Impact net sur le Tresor et Les banques hors impots et taxes
 
(6)En mitliers
 



PHASE 2 : EVALUATION PRELIMINAIRE 
FICHE D'EVALUATION SUR LIENTREPRISE (1) 

RA;SOR SOCIALE 

MINISTERE 

PROOUITS/SERVICES: 

ACTIVITES : 

SOTHEMAD 

Societe Theicote de Madagascar. 
MPARA 

The 

CuLture, cottecte, transformation 

TYPE D'ENTREPRISE 

FORME JURIDIQUE : 

Agro-industrie 

Entreprise Sociatiste 

EVALUATION PAR CRITERE 
....................... 

1. MISSION Activites a vocation conmerciate 

2. TAILLE Assez modeste 

3. VIABILITE 

1983 

effectif - permanent 

temporaire 
chiffre d'affaires 157 
actif total 

vateur ajoutee 

En principe viabte, mais exige des mesures de controte 
et de redressement etant donne te resuttat d'exptoitation 
negatif et La quaLite des donnees financieres. 

1984 

51 

1985 

186 

142 

1,195 

243 

resuttat dlexptoitation (2) 

fond de routement 

dette totate 
situation nette (3) 

.....-. 

(14) 

o........ 

(105) 

........ 

(48) 

59 
84 

1,111 

4. IMPACT SUR LE 

TRESOR & LES 

BANGUES: 

subventions 

capitaux 

prets et avances (4) 
impact net sur te tresor 

& tes banques (5) 



5. IMPORTANCE a) Importance 
du secteur de t'entreprise:
 
STRATEGIQUE
 

production des entreprises The
 

...................
................. 
............... ......
 
exportations du produit
 

(X des exportations totates)
 
nombre de producteurs (6) N.D.
 

b) Importance pour d'autres activites en amont et en avat
 

c) ReLation de L'entreprise avec Les buts de La poLitique nationaLe
 

EvaLuation dimportance des activites
 
° .=. ............ ..... ... 
..... ......
 

Activites de l1entreprise
 

The 
.. ............................. ............................................... ...... 

: GUIDE Buts de la potitique nationate: 

* Importance ReLative 
 -Auto suffisance atimentaire 

-Production des huiLes 
tres important : atimentaires vegetates 

** important -Expansion des exportations;
 
: 
 assez important -Devetopper Les exploitations
 

.......................... 
 paysannes
 

-Traitement des vateur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIGUE: Reorganisation de l'OTS; participation a 100 X de L'Etat,
 

rnais decision a ete prise de vendre 49 % des actions.
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON OUI
 
argumentation: 
 Vu La decision de "desengager. la SOTHEMAD, son caractere
 

comnerciat et sa viabitite potentiette
 

merite une etude plus approfondie.
 

Notes
 
(1) Tout montant en miLLions de FMG; le defavorabte entre parentheses
 
(2) Benefice d'exptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuttat de 1'exercise (c.a.d. situation nette 
= actifs - dettes)
 
(4) Presume (en se rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)
 
(5) Impact net sur to Tresor et tes banques hors impots et taxes
 
(6) En mittiers
 



PHASE 2 : EVALUATION PRELIMINAIRE 

FICHE D'EVALUATION SUR L'ENTREPRISE (1) 

RAISON SOCIALE 

MINISTERE 

PROOUITS/SERVICES: 

ACTIVITES : 

TOLY 

TOLY 

MPARA 

Equipement agricoLe 
Fabrication et reparation des materieLs agricoLes 

TYPE D'ENTREPRISE 

FORME JURIDIQUE : 

Indu3trie mecanique 

Entreprise Sociatiste 

EVALUATION PAR CRITERE 
.......................... 

1. MISSION Activites a vocation commerciate et industrietLe 

2. TAILLE Importante en matiere d'effectif er actif. 

Vateur ajoutee negative. 

3. VIABILITE 

effectif - permanent 

temporaire 
chiffre d'affaires 

actif totat 

valeur ajoutee 

Non-viabLe sans restructuration totaLe. 

En chomage technique depuis 1986. 

193 
°....... 

301 

1,851 

93 

1984 
... °..... 

230 

1,894 

(144) 

1985 
........ 

151 

1,571 

(70) 

4. IMPACT SUR LE 

TRESOR & LES 
BANQUES: 

resuttat d'exptoitation (2) 
fond de rouLement 

dette totate 

situation nette (3) 

Impact potentiet important. 

..... °... 

(407) 

(103) 

(1,264) 

587 

........ 

(640) 

(1,260) 

(2,249) 

(355) 

........ 

(661) 

(1,973) 

(2,806) 

(1,235) 

subventions 

capitaux 
prets et avances (4) 

impact net sur te tresor 
& Les banques (5) 

(462) 

(462) 

(985) 

(985) 

(557) 

(557) 



5. IMPORTANCE 
 a) Importance du secteur de L'entreprise:
 
STRATEGIQUE
 

production des entreprises
 

................... ................. ............... ....
 
exportations du produit
 
(% des exportation$ totates) Non-appLicabte
 

nombre de producteurs (6)
 

b) Importance pour d'autres activites en amont et en avaL
 

c) ReLation de l'entreprise avec 
Les buts de La potitique nationate
 

Evaluation d'importance des activites
 
....................................
 

Activites de tentreprise
 

Materiels agricotes
 
........................... 
 ..................
.................
....................
 

: GUIDE 
 Buts de ta politique nationate:
 

: Importance Relative 
 : -Auto suffisance atimentaire 
 * 

-Production des huites
 
tres important atimentaires vegetales 
 * 

important 
 -Expansion des exportations 
 * 
assez importan.; 
 -Oevetopper Les exploitations
 

.......................... paysannes 
 *0 

-Traitement des vateur ajoutees 0 

6. CADRE ADMINISTRATIF
 
ET JURIDIGUE: Participation a 100 % de L'Etat, mais negociation en cours avec
 

Betin International pour le deseng3gement eventuet de la Societe
 

7. ACTIVITES LAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A LIETUDE APPROFONDIE: OUI CU NON 
 NON
 
argumentation: 
 En vue des negociations en cours, a Laisser.
 

Notes
 
(1) Tout montant en millions de FMG; Le defavorabLe entre parentheses
 
(2) Benefice d'exptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuitat de L'exercise (c.a.d. situation nette 
= actifs -dettes)

(4) Presume (en se rendant compte que ces 
chiffres inctuent Les fournisseurs, entre autres)
 
(5) Impact net sur le Tresor et Les banques hors impots et taxes
 
(6) En miltiers
 



MPAEF ENTERPRISES
 

The following section of this appendix presents a series of standardised
two-page analyses of the following enterprises under MPAEF tutelle.
 

AFA 

BCL
 

FAFIFAMA
 

FAMAMA 

FANALAMANCA 

FESSA
 

FEV
 

LANSU
 

PNB
 

SECIAM
 

SEVIMA 

SOFIRAC
 

SOMAPECHE
 

SOPEBO
 

FE OMBY 



PHASE 2 : EVALUATION PRELIMINAIRE
 
FICHE D'EVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE AFA
 

Abattoir Frigorifique d'Antananarivo.
 
MINISTERE 
 MPAEF
 
PROOUITS/SERVICES: Viandes
 
ACTIVITES 
 Abattage des animaux de boucherie et Livraison
 

des carcasses sur Les 
etats des bouchers.
 
TYPE D'ENTREPRISE 
 Ferme d'Etat.
 
FORME JURIDICUE Etabtissement PubLic a Caractere Industriet
 

et Commercial
 
EVALUATION PAR CRITERE
 
...................
 

1. MISSION 
 Societe de service a caractere commercial.
 

2. TAILLE 
 Petite entreprise
 

Etude recente pour le c mpte du FED.
 

1983 1984 
 1985
 
........ 
 ........ 
 ........
 

effectif - permanent 

104
 

temporaire
 
chiffre d'affaires 
 140 135 
 115
 
actif total 
 558 503 433
 
vateur ajoutee 
 73 54 
 48
 

3. VIABILITE 
 ResuLtats negatifs/fond de routement negatif (4x c.a.)/dette 8x c.a.;
 
Concurrence par L'abattage ctandestin (influence 
te volume et Les prix pour t'abattage);
 
Chute du c.a. depuis L'arret des exportations en 1982;
 
Charges trop Lourdes pour Les ativites actuettes.
 

resuLtat d'exptoitation (2) 
 (89) (78) 
 (82)
 
fond de routement 
 (335) (302) (423)

dette torate 
 (884) (864) 
 (852)
 
situation fiette (3) 
 (326) (361) (419)
 

4. IMPACT SUR LE
 

TRESOR & LES
 
BANQUES: Peu d'injection recente.
 

subventions
 

capitaux
 
prets et avances (4) 
 20 13
 
impact net sur le tresor
 
& Les banques (5) 
 20 13
 

I? 



5. IMPORTANCE 
 a) Importance du secteur de I'entreprise:
 
STRATEGIOUE
 

production des entreprises Elevage
 
...................
............... .......................
 

exportations du produit
 
(% des exportations totates) 
 1 %
 

nombre de producteurs (6) 1400
 

b) Importance pour d'autres activites en amont et en avat
 

c) Relation de l'entreprise avec 
Les buts de La potitique nationale
 

Evaluation d'importance des activites
 
....
.. ................................
 

Activites de i'entreprise
 
Abattage/
 

Iivraison
 
.......................
................. 


: GUIDE Buts de la potitique nationate: 
................ ............... ................ ...... 

Importance Relative -Auto suffisance alimentaire 

-Production des huiles 
tres important atimentaires vegetates 

• importanw: -Expansion des exportations 
assez important -Devetopper Les exploitations 

.......................... paysannes ** 

•Traitement des vateur ajoutees ** 

6. CADRE ADMINISTRATIF
 
ET JURIDICUE: Participation directe de L'Etat a 100 %
 

7. ACTIVITES BAILLEURS
 
DE FONDS: Intervention intensive de la FED
 

l'abattoir a ete construit avec sor aide
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON OUI
 
argumentation: 
 Serait interessant a suivre a 
cause de son caractere "service
 

mais voir avec t,,FED pour plus de precision.
 

Notes
 
(1)Tout montant en millions de FMG; Le defavorable entre parentheses
 
(2)Benefice d'exploitation hors charges, produits financiers et subventions
 
(3)Situation nette apres affectation du resultat de L'exercise (c.a.d. situation nette = 
actifs - dettes)

(4)PresLme (en se rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)

(5)Impact net sur le Tresor et Les banques hors impots et taxes
 
(6)En mitliers
 

Io
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE DIEVAIJATION SUR LIENTREPRISE (1)
 

RAISON SOCIALE 	 BCL
 

Bureau Centrat Laitier
 
MINISTERE 
 MPAEF
 
PROOUITS/SERVICES: 
 Lait et ses derives.
 
ACTIVITES : 
 Insemination et autres services dans 
te cadre de L'etevage Laitier.
 

TYPE D'ENTREPRISE
 
FORME JURIDICUE : 
 Societe d'Economie Mixte.
 

EVALUATION PAR CRITERE
 
..........................
 

1. MISSION 
 Entite de service pubtique a but non-Lucratif.
 

2. TAILLE Ptutot petite.
 

1982
 

effectif - permanent 
 204
 
temporaire
 

chiffre d'affaires 
 97
 
actif totaL 
 234
 
vateur ajoutee 
 10
 

3. VIABILITE 
 Reftete sa quatite non-Lucratif.
 

resuttat d'exptoitation (2) 
fond de roulement 

dette totate 

situation nette (3) 

(65) 

47 

(150) 

84 

4. IMPACT SUR LE 

TRESOR & LES 

BANQUES: Petite subvention. 

subventions 

capitaux 

prets et avances (4) 

impact net sur te tresor 

& Les banques (5) 

(23) 

(1) 

(24) 



5. IMPORTANCE a) Importance 
du secteur de L'entreprise:
 
STRATEGIQUE
 

production des entreprises Etevage laitier 
.............................. ....................... 

exportations du produit 
(% des exportations totates) N.D. 

nombre de producteurs (6) 1400 

b) Importance pour d'autres activites en amont et en aval
 

c) Relation de L'entreprise avec Les buts de ta politique nationaLe 

Evaluation d'importance des activites
 
........°°.........°............. 
.......
 

Activites de L'entreprise
 

Service laitier
 
.............................. 
 . .......... ... 
................. .....................
 
GUIDE 
 Buts de La potitique nationate:
 

Importance ReLative 
 -Auto sIffisance atimentaire 

-Production des hviles 
tres important atimentaires vegevaLes 

** important -Expansion des exportations
 
assez important 
 -Devetopper tes exploitations
 

.......................... 
 paysannes
 
-Traitement des vateur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIGUE: Participation directe et indirecte de L'Etat a 100 %
 

En cours de rehabilitation par Le FAC (France)
 

7. ACTIVITES BAILLEURS
 
DE FONDS: FAC
 

8. OPINION -
PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON 
 NON
 
argumentation: 
 Petite entite non-commerciaL.
 

Notes
 
(1)Tout montant en millions de FMG; Le defavorabLe entre parentheses
 
(2)Benefice d'exptoitation hors charges, produits financiers et subventions
 
(3)Situation nette apres affectation du resutta, de L'exercise (c.a.d. situation nette 
= actifs - dettes)
(4)Presume (en se rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)

(5) Impact net sur te Tresor et Les banques hors impots et 
taxes
 
(6)En miLLiers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 
FICHE D'EVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE FAFIFAMA
 

Fampivoarana ny Fiompiana amin'ny Faritra Andrefan'i Madagasikara.
 
MINISTERE 
 MPAEF
 
PROOUITS/SERVICES: 
 Viandes
 
ACTIVITES : 
 Abattoir, Commerciatisation et Vulgarisation.
 

TYPE D'ENTREPRISE 
 Ferme d'Etat.
 
FORME JURIDIQUE EtabLissement Public a Caractere Industriel
 

et Comnercial.
 
EVALUATION PAR CRITERE
 
....................
 

1. MISSION 
 But lucratif en partie, essentietlement exportation au debut.
 

2. TAILLE 
 Important mais en declin a cause de I'arret des exportations.
 

1983 1984 1985
 

..*...... 
 . ..... .. 
 .. o......
 

effectif - permanent 	 177 
 41
 
temporaire
 

chiffre d'affaires 
 605 
 977 
 399
 
actif total 
 1,321 1,622 1,503
 
vateur ajoutee 
 (193) (879) 
 (193)
 

3. VIABILITE 
 Resuttat fortement negatif, dette tres 
tourde, non-viable s'iL n'y a pas
 
un regain d'activite (soit par L'exportation, soit par d ' autres mesures).
 

resuttat d'exp(oitation (2) 
 (379) (1,165) (420)

fond de rouLement 
 (519) (1,874) 2,495
 
dette totaLe 
 (1,093) (2,806) (3,368)

situation nette (3) 
 228 (1,184) (1,865)
 

4. 	IMPACT SUR LE
 

TRESOR & LES
 
BANQUES: Peu de subvention, impact important, mais en 
reduction
 

au niveau des prets et avances.
 

subventions 
 (1) (2) 
 (29)

capitaux 


(31) (100)
 
prets et avances (4) 
 (575) (1,713) (562)
 
impact net sur Le tresor
 
& Les banques (5) 
 (576) (1,746) (691)
 



5. IMPORTANCE a) Importance 
du secteur de I'entreprise:
 
STRATEGIOUE
 

production des entreprises Viandes
 
............................................... 
......
 

exportations du produit
 
(%des exportations totales) 
 1%
 

nombre de producteurs (6) 1400
 

b) Importance pour d'autres activites en amont et en avat:
 

c) Relation de L'entreprise avec Les buts de La potitique nationate
 

Evaluation d'importance des activites
 
.................................
 

Activites de Llentreprise
 

Abattoir ComnerciaLisation VuLgarisation
 
. ...... .... ................ 
 ................................................. 
 ......
* GUIDE 
 Buts de La potitique nationate:
 

Importance Relative 
 -Auto suffisance alimentaire
 

-Production des huites
 
tres important 
 : atimentaires vegetates
 

* important : 
 -Expansion des exportations
 
* assez important : -Devetopper Les exploitations
 

.......................... paysannes
 
-Traitement des vateur ajout~es
 

6. CADRE ADMINISTRATIF
 
ET JURIDIQUE: Participation directe de t'Etat 
a 100 %
 

7.ACTIVITES BAILLEURS
 
DE FONDS: 
 La Banque Mondiate assiste au financement
 

Le FED est en train d'etudier [a rehabilitation technique.
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON 
 NON
 
argumentation: 
 A eLiminer a cause de ['intervention de la Banque MondiaLe.
 

Notes
 
(1)Tout montant en millions de FMG; Le defavorabte entre parentheses

(2)Benefice d'expLoitation hors charges, produits financiers et subventions
 
(3)Situation nette apres affectation du resuttat de L'exercise (c.a.d. situation nette 
= actifs - dettes)
(4)Presume (en se rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)

(5)Impact net sur le 
Tresor et Les banques hors impots et taxes
 
(6)En mitliers
 



PHASE 2 : EVALUATION PRELIMINAIRE 

FICHE D'EVALUATION SUR L'ENTREPRISE (1) 

RAISON SOCIALE 

MINISTERE 

PROOUITS/SERVICES: 

ACTIVITES 

TYPE OENTREPRISE 

FORME JURIDIGUE : 

FAMAMA 

Famokarana Mahabibo Matagasy 

MPAEF 

Noix de cajou 
Rehabilitation et entretien des plantations d'anacardiers; 

Cotlecte et exportation des noix de cajou. 
Ferme d'Etat. 

Societe d'Economie Mixte. 

EVALUATION PAR CRITERE 
........................ 

1. MISSION Activite a but tucratif. 

Construction d'une usine en cours dans 
d'augmenter [a vaLeur ajoute. 

te but 

2. TAILLE Moyenne, appeLlee a s'agrandir avec 

agro-industrie[ en construction. 

le compexe 

effectif - permanent 

temporaire 
chiffre d'affaires 

actif total 
vateu- ajoutee 

1983 
....... o 

114 

610 

57 

1984 
.. o...... 

106 

861 

42 

.o.. 

1985 
. . 

127 

841 

26 

3. VIABILITE Actuettement modeste, mais avec de bons potentiets 

si Les debouches sont vatides. 

resuttat d'exptoitation (2) 
fond de rouLement 

dette totate 

situation nette (3) 

(31) 

37 

(9) 

601 

(52) 

192 

(123) 

738 

(76) 

291 

(25) 

816 

4. IMPACT SUR LE 

TRESOR & LES 
BANQUES: Subventions en attendant te debtocage de ta contrepartie 

BAD en 1987. IL s'agit de subventions d'investissement 
et non de fonctionnement. 

subventions 

capitaux 
prets et avances (4) 

impact net sur le tresor 
& Les banques (5) 

(21) 

(21) 

(214) 

(114) 

(328) 

(135) 

98 

(37) 



5. IMPORTANCE a) Importance 
du secteur de l'entreprise:
 
STRATEGIUE
 

production des entreprises Noix de cajou
 
............... 
 ................. 
............... ......
 

exportations du produit
 
(%des exportations totaLes)
 

nombre de producteurs (6) N.D.
 

b) Importance pour d'autres activites en amont et en avat
 

c) Relation de L'entreprise avec 
Les buts de La potitiq ,enationale
 

Evaluation d'importance des activites
 
..... --
 -.................
..... 
 ... .
 

Activites de L'entreprise
 

Noix de cajou
 
.......................... 
 .................. .................
..................
 

GUIDE 
 Buts de (apotitique nationale:
 

Importance Relative 
 -Auto suffisance alimentaire
 

-Production des huites
 
:*'**tres 
important alimentaires vegetates 
 * 
;* important -Expansion des exportations
 
:* assez important 
 -Developper Les exploitations
 

.......................... 
 paysannes
 
-Traitement des valeur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDICUE: Conversion de [a F.E.en SEH en 1986;
 

Participation directe de L'Etat : 
60 %;
 
Participatin indirecte de l'Etat 
: 40 %.
 

7. ACTIVITES BAILLEURS
 
DE FONOS: Lourd 
-inancewnt de La BAD prochainement.
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OU! OU NON OU!
 
argumentation: 
 Bon candidat pour Le desengagthyent, vu Le bon
 

potentiet et Le caractere comnerciaL.
 

Notes
 
(1)Tout montant en mittions de FMG; Le defavorabLe entre parentheses
 
(2)Benefice d'exploitation hors charges, produits financiers et subventions

(3)Situation nete apres affectation du resuttat de tlexercise (c.a.d. situation nette 
= actifs - dettes)
(4)Presume (en se rendant compte que ces 
chiffres incLuent Les fournisseurs, entre autres)

(5)Impact net sur Le Tresor et 
Les banques hors impots et taxes
 
(6)En mittie.s
 



PHASE 2 : EVALUATION PRELIMINAIRE 

FICHE D'EVALUATION SUR LIENTREPRISE (1) 

RAISON SOCIALE 

MINISTERE 

PROCUITS/SERVICES: 
ACTIVITES i 

FANALAMANGA 

FanjarianAta Ambatondrazaka-Moramanga. 

MPAEF 

Plantation et entretien de pins. 

TYPE D'ENTREPRISE 

FORME JURIDICUE : 
Societe d'Etat. 
Societe d'Econornie Mixte. 

EVALUATION PAR CRITERE 

................... 

1. MISSION A but Lucratif. 

2. TAILLE Enorme dans sa superficie et son act~f. 

3. VIABILITE : 

effectif - permanent 

tenpora;re 
chiffre d'affaires 
actif totaL 

vateur ajoutee 

A voir. 

1983 

1,595 

12,546 

(293) 

1984 

1,636 

15,783 

(1,046) 

1985 

1,655 

18,821 

(559) 

4. IMPACT SUR LE 

TRESOR & LES 
BANQUES: 

resuttat d'exptoitation (2) 
fond de roulement 

dette totate 

situation nette (3) 

Important au niveau des prets et avances 

a cause des investissements. 

507 

(12,046) 

500 

611 

(15,283) 

500 

553 

(18,321) 

500 

subventions 

capitaux 
prets et avances (4) 

impact net sur Le tresor 
& Les banques (5) 

(2,103) 

(2,103) 

(3,237) 

(3,237) 

(3,038) 

(3,038) 

lip 1 



PHASE 2 : EVALUATION PRELIMINAIRE
 
FICHE D'EVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE FESSA
 

Ferme d'Etat Sericicote de ta Sakay.
 
MINISTERE 
 MPAEF
 
PROOUI(S/SERVICES: Production de cocons de soie, 
 fittature, rissage de type artisanate;

ACTIVITES : 
 Production de soies pour Le besoin Local et commerciatisation en gros et detail.
 

TYPE DIENTRE:<LSE 
 Ferme d'Etat.
 
FORME JURIDIOUE : Etablissement Public 
a Caractere Industriel et Commercial.
 

EVALUATION PAR CRITERE
 
.....................
 

1. MISSION 
 Activite a caractere purement commercial,
 

actueLlement pour consoarnation Locate.
 

2. TAILLE 
 Tres petite.
 

effectif - permanent 

temporaire 
chiffre d'affaires 

actif total 
valeur ajoutee 

.... 

1979 
°.... 

27 

156 
25 

292 

1982 
........ 

27 

156 
20 

339 

o.. 

1986 
. . 

9 

7 

3. VIABILITE Correcte; bon potentiet,si 

est deveLoppe. 

Le marche d'exportation 

resultat d'expkoitation (2) 
fond de rouLement 

dette totale 

situation nette (3) 

9 

75 

217 

(3) 

14 

67 

272 

4. IMPACT SUR LE 

TRESOR & LES 

BANQUES: Nul depuis 1982. 

Subs. d'equip. 113 entre 1976 et 1982. 

subventions 

capitaux 

prets et avances (4) 

impact net sur te tresor 
& Les banques (5) 

2 

2 



5. IMPORTANCE 
 a) Importance du secteur de I'entreprise:
 

STRATEGIGUE
 

production des entreprises Soie
 

................................
. . . . . .. 
 ................ 
.....
 
exportations du produit
 

(% des exportations totates)
 
nombre de producteurs (6) 
 N.D.
 

b) Importance pour d'autres activites 
en amont et en avat
 

c) Relation de t'entreprise avec Les buts de ta potitique nationate
 

Evaluation d'importance des activites
 
....................................
 

Activites de l'entreprise
 

Soie
 
.... ........................ 
 - o..................
................. ................. 
 .
* GUIDE 
 Buts de ta potitique nationale:
 

* Importance Relative : 
 -Auto suffisance alimentaire
 

-Production des huites
 
tres important atimentaires vegetates
 
important 
 -Expansion des exportations
 

assez important 
 -Devetopper Les exploitations
 

.......................... paysannes 
 * 

-Traitement des vateur ajoutees 
 * 

6. CADRE ADMINISTRATIF
 
ET JUPIDIGUE: Participation directe de t'Etat a 100 X.
 

7. ACTIVITES BAILLEURS
 

DE FONDS: 
 Aucun.
 

8. OPINION -
PROCEDER A LIETUDE APPROFONDIE: OU1 OU NON 
 01U1
 
argumentation: 
 Societe a but tucratif avec potentiet.
 

Notes
 
(1) Tout montant en millions de FNG; le defavorabte entre parentheses
 
(2) Benefice dlexptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resultat de t'exercise (c.a.d. situation nette 
= actifs - dettes)
(4) Presume (en 
se rendant compte que ces chiffres incluent tes fournisseurs, entre autres)
 
(5) Impact net sur te Tresor et Les banques hors impots et taxes
 
(6) En mittiers
 

/
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE D'EVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE FEV
 

Ferne d'Etat de Vohimasina.
 
MINISTERE 
 MPAEF
 
PROOUITS/SERVICES: 
 Conserves de viandes, fruits et 
le mes (poivre vert)

ACTIVITES Exportation de conserves de viandes, fruits et 
legumes;
 

Approvisicnnement du marche interieur.
 
TYPE D'ENTREPRISE 
 Ferme d'Etat.
 
FORME JURIDICUE EtabLissement Public a Caractere Industriel
 

et Comnercial.
 
EVALUATION PAR CRITERE
 

....................
 

1. MISSION 
 Activite a but Lucratif.
 

A perdu ses quota a cause de sa mauvaise viabitite.
 
Concentre ses activites 
sur Ie marche interieur.
 

2. TAILLE Moyenne, tendant 
vers une reduction de ses activites.
 

1982 
 1983 1984
 
........ 
 ......... 
 ........
 

effectif - permanent 200
180 


temporaire
 
chiffre d'affaires 
 461 
 254 
 340
 
actif total 
 598 525 
 1,042
 
vaLeur ajoutee 
 (106) 
 (51) (156)
 

3. VIABILITE 
 Mauvaise sur tout 
Les indicateurs ci-dessous.
 

resuttat d'exploitation (2) 
 (21b) (123) (256)

fond de rouLement 
 (408) (575) 
 (619)

dette totate 
 (925) 
 (947) (1,601)

situation netto (3) 
 (327) (422) 
 (559)
 

4. IMPACT SUR LE
 

TRESOR & LES
 
BANOUES: Subventions petites, mais prets et avances en
 

forte augmentation.
 

subventions 

(10)


capitaux 

(19)
 

prets et avances (4) 
 (290) (22) 
 (654)
 
impact net sur le tresor
 
& Les banques (5) 
 (290) (22) 
 (683)
 



5. IMPORTANCE 
 a) Importance 
du secteur de L'entreprise:
 
STRATEGIQUE
 

production des entreprises Viandes 
 Fruits,Legumes
 

....
.............................. .................
......
 
exportations du produit
 
(% des exportations totales) 
 1 % 1 %
 

nombre de producteurs (6) N.D.
1400 


b) Importance pour d'autres activites en amont et en aval,
 

c) ReLation de Lentreprise avec Les buts de La poLitique nationaLe
 

EvaLuation d'importance des activites
 
-..................................
 

Activites de L'entreprise
 

Viandes Fruits,Legumes
 
..o°~°,,=......................................°-°.°.................
.. ... ........ -o°=... .......
: GUIDE 
 Buts de La poLitique nationaLe:
 

:Importance ReLative 
 -Auto suffisance atimentaire
 

-Production des huiLes
 
tres important 
 : aLimentaires vegetaLes
 
important 
 : -Expansion des exportations
 

* assez important : -Devetopper Les expLoitations
 

.......................... 
 paysannes
 
-Traitemnent des vaLeur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIQUE: 
 Etude du SERDI 
en vue d'un rachat nu d'une Location gerance
 

Possibilite de fusion avec 
ta SOFIRAC.
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON 
 NON
 
argumentation: 
 Entreprise peu viabLe avec negociation en cours.
 

Notes
 
(1) Tout montant en miLLions de FMG; le defavorabLe entre parentheses
 
(2) Benefice dlexploitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuLtat de L'exercise (c.a.d. situation nette 
= actifs - dettes)
(4) Presume (en se 
rendant compte que ces chiffres incLuent Les fournisseurs, entre autres)

(5) Impact net sur Le Tresor et 
Les banques hors impots et taxes
 
(6) En miLLiers
 



5. IMPORTANCE 
 a) Importance du secteur de 
 'entreprise:
 
STRATEGICUE
 

production des entreprises Langoustes
 

.................. ............ 
 ................ 
 ......
 
exportations du produit
 
C% des exportations totates) 
 6 %
 

nombre de producteurs (6) N.D.
 

b) Importance pour d'autres activites en amont et 
en avat
 

c) Relation de L'entreprise avec Les buts de La politique nationaLe
 

EvaLuation d'importance des activites
 
.......oo....oooooooo......... 
..........
 

Activites de L'entreprise
 

Langoustes
 
................. ... ............
.... ... ... 
 ........
. ............... ........... 
 ...... ......
 : GUIDE 
 Buts de la politique nationate:
 

: Importance Relative : -Auto suffisance atimentaire 

-Production des huiLes
 
tres important atimentaires vegetaLes
 
important 
 : -Expansion des exportations 

* assez important : -Developper Les exploitations
 

.......................... 
 paysannes
 
•Traitement des vaLeur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIQUE: Participation directe et indirecte de L'Etat 64 X;
 

Participation de l'Oratsimba A:16 %;
 

Cooperative de base : 20 X.
 
7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION 
- PROCEDER A LIETUDE APPROFONDIE: OUI OU NON NON
 
argumentation: 
 Petite societe tangente.
 

Notes
 
(1) Tout montant en miLlions de FMG; Le defavorabLe entre parentheses
 
(2) Benefice dlexpioitation hors charges, produits financiers et 
subventions
 
(3) Situation nette apres affectation du resuLtat de ['exercise (c.a.d. situation nette 
 actifs dettes)

(4) Presume (en se rendant compte que ces chiffres inctuent Les fournisseurs,' entre autres)
 
(5) Impact net sur Le Tresor et 
Les banques hors impots et taxes
 
C6) En miLliers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE DIEVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE PN8
 

Pecheries d: Nosy-Be
 
MINISTERE 
 MPAEF
 
PROOUITS/SERVICES: Poissons/crevettes.
 
ACTIVITES : 
 Peche et commerciatisation.
 

TYPE D'ENTREPRISE 
 Societe.
 
FORME JURIDIGUE : Societe Anonyme.
 

EVALUATION PAR CRITERE
 

................. 
 ........
 

1. MISSION 
 But tucratif ptutot dirige vers t'exportstion.
 

2. TAILLE 
 Grande.
 

1983 1984 1985
 
°...... .
 .. ... ° ... o...
 

effectif - permanent 
 675
 

temporaire
 
chiffre d'affaires 
 3,555 4,279 4,975
 
actif totaL 
 2,833 8,302 
 9,388
 
vateur ajoutee 
 (132) 1,656 1,433
 

3. VIABILITE 
 Bons resuttats d'exptoitation; structure financiere
 

a voir.
 

resuLtat d'exploitation (2) 
 816 943 455
 
fond de routement 
 914 1,812 800
 
dette totaLe 
 (1,163) (5,693) (6,974)
 
situation nette (3) 
 1,670 2,609 
 2,414
 

4. IMPACT SUR LE
 

TRESOR & LES
 
BANQUES: 
 Impact important mais en reduction au niveau
 

des prets et avances.
 

subventions
 

capitaux
 
prets et avances (4) 
 (660) (4,530) (1,281)
 
impact net sur Le tresor
 
& Les oanques (5) 
 (660) (4,530) (1,281)
 



5. IMPORTANCE a) Importance 
 du secteur de Ltentreprise:
 
STRATEGIQUE
 

production des entreprises 	 Poissons/crevettes
 
................................................. 
......
 

exportations du produit
 
(%des exportations totates) 
 6 %
 

nombre de producteurs (6) 6
 

b) Importance pour d'autres activites en amont et en avatl
 

c) ReLation de L'entreprise avec 
Les buts de La potitique nationale
 

Evatuation d'importance des activites
 
..... °.. .......... °....................
 

Activites de l'entreprise
 

Poissons/crevettes
 
.............................................. 
................................. .....
GUIDE 
 Buts de La potitique nationate:
 

Importance ReLative 
 -Auto suffisance atimentaire
 

-Production des huites
 
tres important atimentaires vegetaLes
 

** important 
 -Expansion des exportations
 
assez important : 
 -Devetopper Les exploications
 

.......................... 
 paysannes
 
-Traitement des vateur aloutees
 

6. CADRE ADM:NISTRATIF
 
ET JURIDIOUE: Participation directe de L'Etat : 
46 %;
 

SOCOTA : 40 %; SFI : 10 %;
 

ParticuLiers : 4 X.
 
7.ACTIVITES BAILLEURS
 

D2 FONDS: 
 SFI (Societe Financiere Interrationate).
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON NON
 
argunentation: 
 Snciete deja Largement privatisee.
 

Notes
 
(1)Tout montant en mittions de FMG; le defavorabte entre parentheses
 
(2)Benefice d'exploitation hors 	charges, produits financiers et subventions
 
(3)Situation nette apres affectation du resuitat de t'exercise (c.a.d. situation nette 
= actifs dettes)

(4)Presume (en se rendant compte que ces chiffres inctuent Les fournisseurs,' en're autres)

(5) Impact net sur le Tresor et 
Les banques hors impots et taxes
 
(6)En mitLiers
 



PHASE 2 : EVALUATION PRELIMINAIRE 

FICHE DIEVALUATION SUR L'ENTREPRISE (1) 

RAISON SOCIALE 

MINISTERE 

PROOUITS/SERVICES: 
ACTIVITES 

TYPE DIENTREPRISE 
FORME JURIDIQUE : 

SECIAM 

Societe d'Exptoitation du Comptexe IndustrieL 
et Agricote de Morondava. 

Viandes. 
Achat, abattage et transformation de viandes; 

Exportation de viandes desossees et congetees. 

Societe Aronyme. 

EVALUATION PAR CRITERE 
............. ........... 

1. MISSION But Lucratif. Exportation mais a arrete depuis 1985. 
ActuelLement fournit Le marche local. 

2. TAILLE Importante si en activite (exportation) 

3. VIABILITE 

1983 

effectif - permanent 

temporaire 
chiffre d'affaires 51 
actif total 585 
vateur ajoutee 42 

En activite normate, les couts d'exptoitation sont te 
double du C.A. Viabitite compromise. 

1984 

1,045 

1,116 

(1,094) 

1985 

100 

resuttat d'exptoitation (2) 

fond de routement 

dette totate 

situation nette (3) 

(46) 

(1,970) 

(2,390) 

(1,805) 

(1,391) 

(3,562) 

(4,360) 

(3,240) 

4. IMPACT SUR LE 

TRESOR & LES 
BANQUES: Important flux net en 1984. 

subventions 

capitaux 
prets et avances (4) 

impact net sur le tresor 

& tes banques (5) 

(253) 

(1,970) 

(2,223) 



5. IMPORTANCE 
 a) Importance du secteur de l'entreprise:
 

STRATEGIQUE
 

production des entreprises Viandes
 
.............. ................. 
......................
 

exportations du produit
 

(% des exportations totates) 
 1 %
 
nobre de producteurs (6) 
 1400
 

b) Importance pour d'autres activites en amont et 
en avat
 

c) Relation de t'entreprise avec 
Les buts de ta potitique nationate
 

Evatuation d'importance des activires
 
....................................
 

Activites de L'entreprise
 

• . ..... ....................... 
 . ............................................... 
.....
* GUIDE 
 Buts de la potitique nationate:
 

Importance Relative : 
 -Auto suffisance alimentaire
 

-Production des huiles
 
tres important atimentaires vegetates
 

• important 
 -Expansion des exportations
 
assez important 
 -Dev-1opper Les exploitations
 

.......................... pay/innes 
 ** 

-Traitement des vateur ajoutees
 

6. CADRE ADMIIISTRATIF
 

ET JURIDIQUE: Participation de t'Etat 
: 51 %
 

7. ACTIVITES BAILLEURS
 

DE FONDS: 
 FED
 

8. OPINION -
PROCEDER A LIETUDE APPROFONDIE: OUI OU NON 
 OU!
 
argumentation: 
 Tres grande entreprise a but 
tucratif en cours de rehabilitat
 

avec ('aide du FED.
 
On La 
retient aussi parce qu'ette est representative de son s
 

Notes
 
(1) Tout montant en millions de FMG; Le defavorabte entre parentheses
 
(2) Benefice d'exptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuLtat de 1'exercise (c.a.d. situation nette 
= actifs -dettes)

(4) Presume (en se 
rendant compte que ces chiffres inctuent les fournisseurs, entre autres)
 
(5) Impapt net sur Le Tresor et 
les banques hors impots et taxes
 
(6) En miLLiers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE D'EVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE SEVIMA
 

Societe d'Exptoitation de ta Viande a Madagascar.
 
MINISTERE 
 MPAEF
 
PRCOUITS/SERVICES: Viandes, fruits, legumes.
 
ACTIVITES 
 Transformation, mise en conserves.
 

TYPE O'ENTREPRISE Societe.
 

FORPE JURIDIOUE : Societe d'Etat.
 

EVALUATION PAR CRITERE
 
....................... ..
 

1. MISSION 
 But Lucratif - marche Local et exportation.
 

2. TAILLE Retativement importante.
 

La plus importante usine de conserve a Madagascar.
 

1983 1984 1985
 

effectif - permanent 
 211 201 184
 
tempoorai re
 

chiffre d'affaires 
 854 1,587 1,454
 
actif total 
 453 566 607
 
vateur ajoutee 
 123 
 98 118
 

3. VIABILITE Resuttat d'exptoitation positif en 1985 (en depit de
 
L'arret des exportations). Le probteme semble retever de La situation
 
de La tresorerie (volt fond de routement, dette,, 
situation nette).
 

resuttat d'exptoitation (2) 
 (43) (64) 68
 
fond de routement 
 (443) (657) (628)

dette totate 
 (847) (1,183) (1,210)

situation nette (3) 
 (394) (617) 
 (603)
 

4. IMPACT SUR LE
 

TRESOR & LES
 
BANOUES: Une subventionen 1985 est a noter. En plus, 
it y a
 

des sorties au niveau des prets et avances. Impact
 
net retativement significatif.
 

subventions 

(127)
 

capitaux
 
prets et avances (4) 
 (32) (336) (27)
 
impact net sur Le tresor
 
& Les banques (5) 
 (32) (336) (154)
 



5. IMPORTANCE a) Importance 
du secteur de I'entreprise:
 
STRATEGIQUE
 

production des entreprises 
 Viandes Fruits/tegumes
 
...............................
.......................
 

exportations du produit
 
(%des exportations totaLes) 1 % 
 1 %
 

nombre de producteurs (6) 1400 N.D
 

b) Importance pour d'autrej activites en amont et 
en ava:
 

c) ReLation de L'entreprise avec Les buts de La poLitique nationale
 

Evaluation d'importance des activites
 
...................................
 

Activites de t'entreprise
 

Viandes Fruits/Legumes
 
........ ..................... 
 ....................................................
 

GUIDE 
 Outs de La potitique nationaLe:
 

Importance Relative -Auto suffisance atimentaire 

-Production des huiLes 
tres important atimentaires vegetates 

"* important -Expansioni des exportations *0* ** 
assez important : -Deve(opper Les exploitations 

.......................... paysannes 

•Traitement des vaLeur ajoutees * ** 

6. CADRE ADMINISTRATIF 
ET 'URIDIQUE: Ar-artient au groupe SICE Lequet est sous La tutette 

rfuMinistere du Commerce.
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION • PROCEDER A L'ETUDE APPROFONDIE: OU OU NON NON 
argumentation: Etimine parce qu'ette appartient au groupe SICE, un groupe
 

sous La tuteLte du Ministere du Coarnerce.
 

Notes
 
(1)Tout montant en miLLions de FMG; Le defavorabLe entre parentheses
 
(2)Benefice d'expLoitation hors charges, produits financiers et subventions
 
(3)Situation nette apres affectation du resuttat de Lexercise (c.a.d. situation nette 
= actifs - dettes)

(4)Presume (en se rendant compte que ces chiffres incLuent Les fournisseurs, entre autres)
 
(5)Impact net sur Le Tresor et les banques hors impots et taxes
 
(6)En milLiers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 

FICHE D'EVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE SOFIRAC
 

Societe Fievet Ramoin et Coonp~gnie.
 
MINISTERE 
 MPAEF
 
PRCOUITS/SERVICES: 
 Viandes, abats et sous-produits.
 
ACTIVITES 
 Abattage et expLoitation de viandes;
 

approvisionnement du marche locaL.
 
TYPE D'ENTREPRISE Societe d'Etat.
 
FORME JURIDIQUE : Societe d'Etat (100 % depuis 1976)
 

EVALUATION PAR CRITERE
 
..........................
 

1. MISSION But Lucratif/exportation (maintenant arretee)
 

et marche local.
 

2. TAILLE 
 Moyenne (effectif non disponibte).
 

Activite recente tres reduite suite a 1985 et
 

le cumuL des pertes.
 

1981 1982 1983
 
........ 
 .... ,oI°..... 
 . .
 

effectif - permanent
 

temporaire
 
chiffre d'affaires 
 235 442 
 235
 
actif total 
 389 593 312
 
vaLeur ajoutee 


(295)
 

3. VIABILITE Resultat d'exploitation negatif
 

meme avant L'arret des exportations en 1985.
 

resultat d'exploitation (2) 
 (50) (50) 
 (41)
 
fond de roulement 
 (418) (259) (599)
 
dette totate 
 (743) (1,046) (724)
 
situation nette (3) 
 (354) (453) (412)
 

4. IMPACT SUR LE
 

TRESOR & LES
 
BANQUES: 
 Pas de subvcntion. Impact net insignifiant
 

sur La periode.
 

subventions
 

capitaux
 
prets et avances (4) 
 64 (303) 322
 
impact net sur te tresor
 
& les banques (5) 
 64 (303) 322
 



5. IMPORTANCE 
 a) Importance du secteur de Lentreprise:
 

STRATEGIQUE
 

production des entreprises Viandes
 

. ......................
............................. 
......
 
exportations du produit
 
(% des exportations totates) 
 1%
 

nombre de producteurs (6) 1400
 

b) Importance pour d'autres activites en amont et 
en avat
 

c) Retation de t'entreprise avec Les buts de La potitique nationale
 

Evaluation d'importance des activites
 
...................................
 

Activites de L'entreprise
 

.............
. . . . . . . . .
 . . . . . . . . . . .. . . .......................... 
....... .....
 

* GUIDE 
 Buts de La potitique nationate:
 

Importance Relative : -Auto suffisance atimentaire
 

-Production des huites
 
tres important atimentaires vegetates
 
important 
 -Expansion des exportations
 

* assez important -Devetopper Les exploitations
 

.......................... 
 paysannes
 
-Traitement des vaLeur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIQUE: 
 Litige concernant 'actionnariat en cours;
 

Administration et comite de gestion provisoire en attendant.
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION • PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON NON
 
argumentation: 
 A cause de L'incertitude concernant Les actions.
 

Notes
 

(1) Tout montant en millions de FMG; te defavorabLe entre parentheses
 
(2) Benefice d'exptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuttat de ['exercise (c.a.d. situation nette 
= actifs - detrs) 
(4) Presume (en se 
rendant compte que ces chiffres inctuent Les fournisseurs, entre autres)

(5) Impact net sur Le Trc ur et 
Les banques hors impots et taxes
 
(6) En mitliers
 



PHASE 2 : EVALUATION PRELIMINAIRE 
FICHE D'EVALUATION SUR L'ENTREPRISE (1) 

RAISON SOCIALE 

MINISTERE 

PROOUITS/SERVICES: 

ACTIVITES : 

SOMAPECHE 

Societe Matgache de Pecherie. 
MPAEF 

Crevettes et poissons. 

Peche industrielle et commercialisation. 

TYPE D'ENTREPRISE 

FORME JURIDIOUE 
Societe. 

Societe Anonyme. 

EVALUATION PAR CRITERE 
................... 

1. MISSION A but Lucratif pour tlexportation, 

mais fournit aussi le marche Local. 

2. TAILLE Importante. 

3. VIABILITE 

1983 
-. o..... 

effectif - permanent 

tepora ire 
chiffre d'affaires 5,739 
actif totat 5,986 
vateur ajoutee 

Ptutot bonne (mais a noter la chute du resuLtat en 1985) 

1984 
..... . 

5,340 

5,389 

1985 
........ 

5,132 

7,281 

4,212 

resuttat d'expLoitation (2) 
fond de roulement 

dette totaLe 

situation nette (3) 

2,507 

2,255 

(3,366) 

2,620 

1,215 

1,023 

(4,041) 

1,348 

450 

1,751 

(6,157) 

1,124 

4. IMPACT SUR LE 

TRESOR & LES 
BANQUES: Pas de subvention mais importantes sorties 

au niveau des prets et avances. 

subventions 

capitaux 
prets et avances (4) 

impact net sur Le tresor 
& (es banques (5) 

(1,716) 

(1,716) 

(675) 

(675) 

(2,116) 

(2,116) 



5. IMPORTANCE 
 a) Importance du secteur de L'entreprise:
 
STRATEGIQUE
 

production des entreprises 	 Poissors/crevettes
 

............... 
 ................................... 
......
 
exportations du produit
 

(% des exportations totates) 
 6 %
 
nombie de producteurs (6) 
 6
 

b) Importance pour d'autres activites en amont et en avat
 

c) ReLation de t'entreprise avec 	Les buts de La poLitique nationate
 

Evaluation d'importance des activites
 
=---°...........o°°°=.o.....o..........
 

Activites de tLentreprise
 

Poissons/crevettes
 
- .... .. .. . .. .. .................
.-......... 
 . ................. . .............. .. ...
* GUIDE 
 Buts de La potitique nationate:
 

Importance Relative 
 -Auto suffisance atimentaire
 

-Production des huites
 
•'* tres important atimentaires vegetates
 

important 
 -Expansion des exportations
 
assez important 
 -Devetopper Les exploitations
 

.......................... 
 paysannes
 
-Traitement des vateur aicutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDICUE: Participation directe et indirecte de L'Etat 
 32,85 % 

Taiyto : 35 % ; particutiers : 1,65 % ; 
Codat (societe privee ayant d'autres activites) : 20,5 %;
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A LIETUDE 	APPROFONDIE: OUI OU NON NON
 
argumentation: 
 Societe prive
 

Notes
 
(1) Tout montant en millions de FMG; te defavorabte entre parentheses
 
(2) Benefice d'exptoitation hors 	charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuttat de t'exercise (c.a.d. situation nette 
 actifs • dettes)

(4) Presume (en se 
rendant compte que ces chiffres incLuent Les fournisseurs, entre autres)
 
(5) Impact net sur te Tresor et 
Les banques hors impots et taxes
 
(6) En mittiers
 



PHASE 2 : EVALUATION PRELIMINAIRE
 
FICHE D'EVALUATION SUR L'ENTREPRISE (1)
 

RAISON SOCIALE SOPEBO
 

Societe de Pecherie du Boina.
 
MINISTERE 
 MPAEF
 
PRODUITS/SERVICES: 
 Poissons et crevettes.
 
ACTIVITES 
 Peche de crevettes et poissons dans Les 
eaux territoriates
 

nalgaches.
 
TYPE D'ENTREPRISE i 
 Societe comerciate.
 
FORME JUR;OIQUE : Societe Anonyme.
 

EVALUATION PAR CRITERE
 
........................
 

1. MISSION 
 But tucratif ptutot dirige vers L'exportation.
 

2. TAILLE 
 Moyenne, tendant vers une pLus grande importance.
 

1982 1983
 
........ 
 .. °....
 

effectif - permanent 
 128
 

temporaire
 
chiffre d'affaires 
 756 1,162
 
actif totaL 
 664 2,969
 
vateur ajoutee 
 227 517
 

3. VIABILITE 
 Viabitite tangente mais handicape par une sous-capitatisation
 

des son depart en 1982.
 

resuttat d'exptoitation (2) 
 253 (44)
 
fond de routement 
 (1,109) (948)
 
dette totate 
 (1,539) (2,284)
 
situation nette (3) 
 (875) 685
 

4. IMPACT SUR LE
 

TRESOR & LES
 
BANQUES: Pas de subvention. FLux moyen sur La periode
 

au niveau des prets et avances.
 

subventions
 

capitaux
 
prets et avances (4) 
 (745)
 
impact net sur te tresor
 
& les banques (5) 
 (745)
 



5. IMPORTANCE 
 a) Importance dL secteur de t'entreprise:
 
STRATEGIGUE
 

production des entreprises Poissons/crevettes
 

................. ......... ...... ................
......
 
exportations du produit
 
(% des exportations totates) 
 6
 

nombre de producteurs (6) 
 6
 

b) Importance pour dlautrez 3ctivites en amont et en avaL
 

c) Relation de L'entreprise avec 
Les buts de ta potitique nationale
 

Evaluation d'importance des activites
 
..... =.... °........ ..... ...... =.........
 

Activites de [lentreprise
 

Poissons/crevettes
 

..........................
............. 
 .................... .....
: GUIDE 
 Buts de la potitique nationate:
 

: Importance Relative : 
 -Auto suffisance atirnentaire
 

-Production des huites
 
tres important atimentaires vegetales
 
important : 
 -Expansion des exportations
 
assez important 
 -Devetopper tes exploitations
 

.......................... 
 paysannes
 
-Traitement des vateur ajoutees
 

6. CADRE ADMINISTRATIF
 
ET JURIDIDUE: Participation directe de L'Etat ; 50,9 %;
 

SOMAPECHE : 
49,1 % (dont 32,85 % a L'Etat)
 

7. ACTIVITES BAILLEURS
 

DE FONDS:
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI CU NON 
 OUtI
 
argumentation: 
 Societe de moyenne taiite representative
 

de son secteur.
 

Notes
 
(1) Tout montant en millions de FMG; te defavorabLe entre parentheses
 
(2) Benefice d'exptoitation hors charges, produits financiers et subventions
 
(3) Situation nette apres affectation du resuitat de L'exercise (c.a.d. situation nette 
= actifs - dettes)

(4) Presume (en se rendant compte que ces chiffres incLuent les fournisseurs, entre autres)

(5) Impact net sur le Tresor et 
Les banques hors impots et taxes
 
(6) En mittiers
 



PHASE 2 : EVALUATION PRELIMINAIRE 
FICHE D'EVALUATION SUR L'ENTREPRISE (1) 

RAISON SOCIALE 

MINISTERE 

PROOUITS/SERVICES: 

ACTIVITES 

TYPE D'EATREPRISE 

FORME JURIDIQUE 

EVALUATION PAR CRITERE 
................... 

F.E.O. 

Ferme d'Etat Omby. 
MPAEF 

Embouche bovine, riz. 

Etevage bovin - rizicutture; 

Oeveioppen;,E. rurai. 
Ferme d'Etat. 

Etablissement Public a Caractere Industriel 

et Ccwnerciat. 

1. MISSION Actuettemnent a but mixte 

Bovine (53 %) et riz (32%) 
Devetoppement ruraL (14 %) 

a but tucratif; 

non-Lucratif. 

2. TAILLE Tres importante dans sa superficie et dans son actif. 

3. VIABILITE 

1981 
...°...°. 

effectif - permanent 700 

temporaire 
chiffre d'affaires 867 
actif total 1,187 
vateur aioutee (31) 

Peu certaine actuelLement mais pourrait s'ametiorer en 
definissant mieux Les responsabitites comerciates 
de t'entreprise (voir activite de devetoppement rurat) 

1982 
.. ..° . 

590 

514 

1,251 

193 

1985 
.°. . . 

131 

396 

1,034 

(45) 

resuttat d'exploitation (2) 

fond de routement 

dette totate 

situation nett.. (3) 

(262) 

(2,564) 

(4,277) 

(3,090) 

(247) 

(2,340) 

(4,316) 

(3,065) 

(390) 

(2,467) 

(5,057) 

(4,307) 

4. IMPACT SUR LE 

TRESOR & LES 
BANOUES: Moyunne et en diminution. 

subventions 

capitaux 

prets et avances (4) 
impact net sur to tresor 

& Les banques (5) 

(119) 

(44) 

(152) 
(315) 

(217) 

(39) 
(256) 

(54) 

(54) 



5. IMPORTANCE a) Importance 
du secteur de L'entreprise:
 
STRATEGIQUE
 

production des entreprises 
 Rli Etevage bovin
 
................................................. 
......
 

exportations du produit
 
(% des exportations totates)
 

nombre de producteurs (6) 1400 
 1400
 

b) Importance pour dlautres activites en amont et en avat
 

c)Retation de L'entreprise avec 
Les buts de ta potitique nationaie
 

Evatuation d'importance des activites
 
..................................
 

Activites de L'entreprise
 

Riz Etevage bovin
 
. . .. . .. .................. 
 . . .............. ................................ ......
: GUIDE 
 Buts de La potitique nationate:
 

* Importance Retative 
 -Auto suffisance atimentaire
 

-Production des huites
 
tres important atimentaires vegetates
 
important 
 -Expansion des exportations .
 

assez important 
 -Devetopper Les exptoitations
 

.......................... 
 paysannes
 
•Traitement des vateur ajoutees
 

6. CAURE ADMINISTRATIF
 
ET JURIDIQUE: Etat : 100 X.
 

7.ACTIVITES BAILLEURS
 

DE FONOS:
 

8. OPINION - PROCEDER A L'ETUDE APPROFONDIE: OUI OU NON OUI
 
argumentation: 
 Interessant pour suivi parce que tres grande
 

et pouvant servir pour itlustrer La gestion d'une
 
mission mixte.
 

Notes
 
(1)Tout montant en mitions de FMG; *edefavorabte entre parentheses
 
(2)Benefice dlexptoitation iors charges, produits financiers et subventions
 
(3)Situation nette apres affectation du resuttat de L'exercise (c.a.d. situation nette 
= actifs - dettes)

(4)Presume (en se rendant coirpre que ces chiffres inctuent Les fournisseurs, entre autres)

(5) Impact net sur le Tresor et Les banques hors impots et taxes
 
(6)En mittiers
 



Appendix F
 

MONITORING SYSTEM
 

1. Introduction
 

The Terms of Reference required 
us to 
"take the necessary steps 
to

establish and/or strengthen standardised systems of financial
 
reporting and performance munitoting for parastatal enterprises."

During Phase I of this assignment, we collected data and information
 
on the current monitoring system at 
both 	ministry and enterprise

level, 
and described the proposed improvements in the monitoring
 
system and 
the steps required to establish them.
 

The objective of this appendix is 
therefore to define the 
role of

monitoring parastatal enterprises within the 
two ministries of
 
tutelle, and 
to propose improvements both within the ministries
 
themselves and within the enterprises which they supervise.

Implementation of our recommendations is planned for Phase II of this
 
project.
 

2. Limits of the Study 

In the longer run, the 
primary objective of improving ministL ial

monitoring of public enterprises is improve
to 
 resource allocation
 
and especially to modify and improve 
the control of public

expenditure. 
In this context, it 
is important to understand that
 
direct control of public expenditure and the role of the 
ministries
 
of tutelle are only tenuously linked. In essence, the process of

agreeing on enterprise budgets and absorbing those budgets into 
the
 
overall ministry budget for a given year is 
the only point at which
 
the ministries of tutelle make a direct contribution to public

expenditure decisions. Draft ministerial budgets 
are submitted to the
 
Ministry of Finance, (and to 
the DG du Plan), and the Ministry of

Finance grants an "envelope" of funding 
to the ministries of tutelle
within which allocations 
to public enterprises have 
to be made by the
 
technical ministries concerned.
 

In public expenditure control terms, and also in the day-to-day

exercise of State control of public enterprises there are many other
 
influences outside those exercised by the ministries of tutelle. Most
 
important amongst these 
are the following:
 

(i) The DG du Plan, which ensures that enterprise development
 
programmes 
are consistent with overall national objectives.
 

(ii) 	The Ministry of Finance, which has overall budgeta-
responsibility and in effect controls the 
level of
 
ministerial budgets and thereby the level of public
 
enterprise budgetz.
 

(iii) The Chamhre des Comptes de la Court Supreme, in effect, the
 
Government auditor, which exercises a posteriori control
 



on Societes d'Economie Mixte, (SEM), 
Societes d'Interet

National, (SIN), Societes d'Etat, (SE), 
and Etablissements
 
Publics a Caractere Industriel et Commercial (EPIC).
 

(iv) Public Accountant-.s, 
as the appointed auditors,

which are appointed to Societes Anonymes, (SA), SEMs, and
SEs, and are charged with regular and statutory audit duties.
 

(v) Government Commissars, especially with regard to 
SEMs, SINs,

EPICs and other public entities, with particular

responsibilties for public accountability and financial

control, and who have widespread executive powers. Commissars
 
are appointed by the President of the Republic, and have
direct financial control of EPICs and the right to oppose

decisions taken by the Conseils d'Administration. In SEMs,

they have wide powers, including the power of veto at
 
company meetings (subject to written confirmation by the

Head of the Government and the appropriate ministries.) In
SINs, the 
Commissars have unspecified powers, but in
particular can receive direct instructions from the

Government to 
intervene in any aspect of an enterprise's
 
affairs.
 

(vi) The Generat Inspectorate of the State. which comes 
directly

under the President of the Republic who has 
at his disposal
a body of State Inspectors and State Controllers. The
 
Inspectorate is charged with "safeguarding the State's

interests" and "ensuring that laws and rules governing the
administrative, economic and financial sectors are 
applied."

The rights of investigation by State Inspectors and
Controllers 
in the public enterprises under their control
 
is subject to no 
specified restriction.
 

In addition to these organisations, mention should be made of the
role of the Central Bank in allocating foreign exchange 
to importing
companies, and of the Ministry of Commerce which also has a role in
foreign exchange allocation as well as 
in the imposition of price
control and other commercial regulations. Other important controls
 are exercised by the Ministry of Labour, notably insofar as 
the rules
governing recruitment and the ability of employers to 
lay off workers
 
are concerned.
 

In general, financial control of public enterprises is covered in a
number of specific decrees which, inter alia:
 

- apply to enterprise budgets, as well as 
to special accounts,

extra-budgetary and extra-treasury accounts, foreign aid and
 
borrowings;
 

-
specify that financial control is exercised by the President
 
of the Republic himself or by one of his designated agents;
 

- specify that financial controllers may be either the Government

Commissar, a controlling body which is part of the State, 
or
 any other controlling body which the Government decides to
 
designate;
 



- specify that the content of financial control can be decided
 
at any time by special instruction of the President of the

Republic, and may include audit functions, any special studies

required, and the production of specific reports to 
the

appropriate ministries on the overall financial and/or

economic situation of any public 
or semi-public body in
 
Madagascar.
 

It is clear that within the context of the present study, a review of
monitoring procedures within the 
two ministries of tutelle and the
enterprises under their supervision can be expected to have only a
limited impact on the wider issue of the effective control of public
finance and public expenditure within the agricultural parastatal
 
sector.
 

Equally, it is clearly well beyond the 
scope of this study to
consider the legal and organisational aspects of the general level of
State cuntrol and intervention with respect to 
the parastatal sector.
We believe that a fundamental reform of State control of public
enterprises may be required, perhaps by means of creating an entirely

new organisation with general responsibilities for managing the
State's portfolio of investments in parastatal enterprises. Such an
approach would imply major reforms in areas of Government which fall
outside our Terms of Reference. We merely wish to illustrate the
point that a wider view has 
to be taken than simply that restricted
 
to the ministries of tutelle if 
a real impact on improving public

financial management in the parastatal sector is 
to be made.
 

Specifically therefore, this study of monitoring procedures has the
central objective of improving the liaison and interchange of
performance and financial data between MPARA and MPAEF on the

hand, and the 

one
 
enterprises under their tutelle on the other. On this
basis, the remainder of this appendix is 
set out under the following


main headings:
 

Enterprise classification
 

Current monitoring system
 
- MPARA
 
- MPAEF
 

Current ministerial organisation
 
- MPARA
 
- MPAEF
 

Assessment of key problems
 
- within the ministries
 
- within the enterprises
 
-
monitoring and Conseils d'Administration
 
- within the Ministry of Finance
 

Proposed monitoring system reform
 
general principles
 



- performance contracts
 
-
reforms within the ministries
 
-
reforms within the enterprises
 

Standardised system of financial reporting.
 

In addition, we present two 
supplements to this appendix, namely;
 

1. Detailed analysis of MPARA service functions.
 

2. Case Studies for monitoring 
- SOMALAC 
- SOAMA 
- FE OMBY. 

3. Enterprise Classification
 

The principles of monitoring by the ministries of tutelle refer to
all 34 enterprises 
identified in Appendix B. These enterprises are

constituted in various different legal forms, and it is instructive
 
to note the legal provisions within Madagascan law which define the

role of tutelle by the ministries. These are listed below, and a
presentation is 
also made of the normal practice where this diverges

from what is legally specified. 
(A more detailed treatment is given

in Appendix H Legal Structures.)
 

Type of Enterprise Leal Provision Normal Practice 

Entreprise Socialiste No tutelle in law Technical tutelle 

Societe d'Economie 
Mixte 

Ministry of tuLelle 
looks after State 

Ministry tutelle 

interest 

Societe d'Interet 
National 

No tutelle provided 
for in law 

Technical tutelle 
provided by 

ministries of 
tutelle; Ministry 
of Finance provides 
financial tutelle 

Societes d'Etat No tutelle provided Technical tutelle 
for in law by ministries 

Societes Anonymes No tutelle No tutelle 

EPIC Technical monitoring Technical tutelle
 
by ministries of
 

tutelle.
 

According to 
the law therefore, only Societes d'Economie Mixte are
subject to full monitoring control by the ministries of tutelle
 
themselves.
 



The 34 entreprises covered in this study may conveniently be divided
into two main categories; 
those which have essentially profit
objectives, and those which have mixed commercial/social, or entirely
social objectives. The following table presents 
this classification,

together with the legal form of each enterprise, their ministry of

tutelle, and the legal provisions of tutelle described above.
 

Table FI: Classification of Enterprises by Objective
 

Enterprise Ministry 
 Legal Form Tutelle in Law
 

A. Enterprises with Social or mixed Social/Commercial Objectives
 

BCL MP..EF SE1'4 
F. E. OMBY MPAEF EPIC 
FIFABE MPARA ES 
HASYMA MPAR. SA 
MAMISOA MPARA ES 
OFMATA MPARA EPIC 
SAMANGOKY MPARA SEM 
SOAMA MPARA SE 
SODEMO MPARA SEM 
SOMALAC MPARA ES 

B. EnterDrises with Commercial Objectives
 

AAA 

AFA 

EEDR 

FAFIFAMA 

FAMIMA 

FANALAMANGA 

F.E. BETAMPONA 

FESSA 

FEV 

LANSU 

MAHAFASA 


PNB* 

SECIAM 

SEVIHA 

SINPA 

SOAVANIO 

SOFIRAC* 

SOJUFA 

SOMAPALM 

SOMAPECHE* 

SOPEBO 

SORIFE1A 

SOTHEMAD 

TOLY 


MPARA 
 ES 

MPAEF 
 EPIC 

MPARA 
 ES 

MPAEF 
 EPIC 

MPAEF 
 SEM 

MPAEF 
 SEM 

MPARA 
 EPIC 

MPAEF 
 EPIC 

MPAEF 
 EPIC 

MPAEF 
 ES 

MPARA 
 EPIC 

MPAEF 
 SA 

MPAEF 
 SA 

MPAEF 
 SE 

MPARA 
 SIN 

MFARA 
 SE 

MPAEF 
 SA 

MPARA 
 SEM 

MPARA 
 SEM 

MPAEF 
 SA 

MPAEF 
 SA 

MPARA 
 SE 

MPARA 
 ES 

MPARA ES 

Ministry tutelle
 
Technical tutelle
 
No tutelle in law
 
No tutelle in law
 
No tutelle in law
 
Technical tutelle
 
Ministry tutelle
 
De facto tutelle
 
Ministry tutelle
 
No tutelle in law
 

No tutelle in law
 
Technical tutelle
 
No tutelle in law
 
Technical tutelle
 
Ministry tutelle
 
Ministry tutelle (A)
 
Technical tutelle
 
Technical tutelle
 
Technical tutelle
 
No tutelle in law
 
Technical tutelle
 
No tutelle
 
No tutelle
 
De facto tutelle
 
De facto tutelle
 
De facto tutelle
 
No tutelle
 
Ministry tutelle
 
Ministry tutelle
 
No tutelle
 
No tutelle
 
De facto tutelle
 
No tutelle in law
 
"o tutelle in law
 

* Enterprises where the State does not have 
a majority shareholding.
 



(A) Financial tutelle by the Ministry of Finance.
 

There are a number of points to note 
from this presentation:
 

- there is no apparent correlation between the enterprises'

objectives, their legal status, and the tutelle provided for
 
in law;
 

- where no tutelle is provided for in law, ministries still
 
believe they have a monitoring ro]i - as do other ministries, 
such as the Ministry of Finance; 

- this lack of definitional clarity is 
in part responsible for
 
the substantial confusion that exists in the ministries and the
 
enterprises about the respective responsibilities of each party
 
as far as monitoring and reporting are concerned.
 

4. Current Monitoring System
 

4.1 MPARA
 

The broad principles of the current monitoring system within MPARA
 
are described in the following paragraphs.
 

(i) Budgetin
 

Each "service" and "direction" within MPARA prepares its individual
 
budget estimates for the next financial year on an annual basis under
 
10 standard headings:
 

- Planning and Coordination; 

- Rice Development;
 
- Oil Products Development;
 
- Export Crop Development:
 

- Industrial Crop Development;
 
- Food Crop Development;
 
- Tree Crop Development;
 
- Quality control and Plant Protection;
 
- Rural Management;
 

- Other.
 

These estimates are consolidated by the Direction des Finances et de

la Programmation, submitted to 
the Minister for approval, and passed
 
to the Ministry of Finance for consolidation into the national
 
budget. (The Ministry of Finance issues the budget headings and the
 
rules 
to be followed in preparing the estimates.)
 

In consolidating the budget, the Ministry of Finance grants an
 
"envelope" of finance to each ministry, and ,.PAPA, having been
 
informed of its allocation, makes its to
own internal adjustments

budget allocations, suppressing or modifying puogrammes for which
 
finance has not been granted.
 



(ii) Monitoriug Procedures
 

MPARA defines its role 
as a monitoring organisation as follows:
 

"control of and advice 
to the enterprises for the management

and development of their activities".
 

The principles which should be adhered to 
by the enterprises and by

the ministry are as follows:
 

- Enterprises should submit an action plan which in most cases

is annual, and which consists of 
(a) a statement of objectives

and policy by activity covering strategy, what is planned

and how it is 
to be achieved, and what 
resources in terms of
 
staff, investment, equipment and so 
forth will be needed, and
 
(b) a statement of the 
funding required, including draft
 
budgets, operating accounts by activity, and a 
12 month
 
financing plan, 
- in effect a cash flow forecast.
 

MPARA then meets 
the Director General of the enterprise concerned
where the details of the plan are discussed, amended as necessary,

and agreed. Enterprises should then adjust their budgets, and MPARA
would either submit them to 
the DG du Plan for approval within
 
national policy priorities, or in some cases MPARA would deal

directly with key aid agencies involved in funding a given

enterprises or project. Given the 
approval of budgets and plans by

all 
relevant parties, the Ministry of Finance would discuss with

MPARA budget allocations, which would then be consolidated into 
the
 
ministerial budgeting system described above.
 

In theory, enterprises are required to 
submit regular (annual and

quarterly) reports on 
the results achieved, which should then be
 
examined by the 
Direction des Finances et de la Programmation,

(DEFP.) 
The DEFP would then provide a commentary to the Minister and
submit suggestions and recommendations to 
the enterprises concerned.
 

Enterprises normally also submit annual 
accounts. 
In the case where
 an enterprise is 
other than an Entreprise Socialiste, the enterprise

contacts the Minister for him to designate someone from MPARA to
attend the Annual General Meeting or 
equivalent shareholders meeting.
 

4.2 MPAEF
 

Within MPAEF, budgetary procedures essentially reflect the 
same model
 
and approach as described for MPARA.
 

The organisation of monitoring in MPAEF is somewhat different. In
principle, annual reports 
should be submitted to the ministry by all
enterprises under MPAEF tutelle, except in two 
cases, FANALUQAGA and

FAMAMA, which should submit quarterly reports. These should include

financial summaries, and an evaluation of the variances between the
agreed budgets and the 
outturn for each activity. Only in 
rare cases
 
does 
the submission of information include balance sheets and
 
financial statements.
 



The use made by MPAEF of these reports, which are far from the
regular reporting system that should in theory take place, 
is
variable. In some cases, results are analysed and comments passed to

the Minister. In practice, we were 
informed that the content of many
reports is inadequate for any serious analysis to 
take place. Also,
comments which are passed to 
the relevant sections and directions
within the ministry are often not 
acted upon. In particular, liaison

and communications between the ministry and the enterprises is
sporadic and there is 
often little feedback of information.
 

There 
is also no systematic debate between the ministry and the
enterprises under its tutelle, except in cases where, for example, an
enterprise may find its funding blocked and makes 
a direct appeal to

MPAEF to intervene 
on its behalf.
 

In general within MPAEF, it 
is fait that enterprises have very little
capacity to 
produce the data necessary for the ministries to
discharge their monitoring functions. There is also no agreed

framework within MPAEF to 
ensure that monitoring is systematically

carried out. IL cases where enterprises fail 
to produce the required
information, and despite the fact that in theory MPAEF has the power
to insist on 
the provision of such data, it appears that follow-up is
 rare and there are examples of enterprises that have submitted no
information for several years. As the following section describes in
 more detail, there are 
significant organisational problems within the
ministry which inhibit an efficient monitoring function, and there
have been instances when one section of the ministry has declined to
release files to another section to permit even limited analysis and
 
monitoring to take place.
 

5. Current Ministerial Orzanisation
 

5.1 MPARA
 

As will be evident in the organisation chart on the next page, MPARA

is presently divided into six different operating divisions, all of
which have direct or 
indirect interest in parastatal enterprise

performance. (A description of the responsibilities of various MPARA

services is included in a supplement to this annexe.)
 

Within the Direction Financiere et Personnel (DFP), MPARA has set up
a discreet "Service d'Appui a la Gestion et du Controle Parapublique,

(SAGCPP). The SAGCPP is 
in fact intended to be the central monitoring

arm of the ministry for parastatal enterprises. Staffed with 15
people, it is divided into five divisions each responsible for
following roughly 4 enterprises each. In policy terms, SAGCPP's
 
function is to serve as 
the ministry's key resource for
decision-making with regard to public enterprises, informing ministry

authorities on parastatal performance and providing the enterprises
with management and financial advice. Accordingly, SAGCPP receives
 
the reports, (annual and trimestrial), and balance sheets submitted

by the enterprises, analyses these data and provides comments to
 
other sections of the ministry.
 

I 



ORGANISATION CHART - MPARA 
SInspection MINISTER Coruseiller Technique 

Secretariat Particle 

SAG_ SECRFrARIAT GEN'ERAL AC 

SMV SERVICE DE IA PRODUCTION DES 

[SA Finances et 
. DFP 

rsonnel Programmation
DP~ato Infrastructure Rurale Vulgarisation AgricoleAgRrioole AppravisionneetApoisionmn 

DFPDIRDVA 
DAA 

SACP SF SPF C SEF SP sMIrs ES I SGPM SAR S.Pro. j]Sp~ Sj~ S.Po SC Shy C S .MA 

SAG= SERVICE DE L'AEIISTRATION GENERAtERAACO = SERVICE DE IA REFORME AGRAIRE ET DE L'ASSISTANCE AUX COOPERATIVESSIC = SERVICE DE L'1NFORMATIONDP = DIRECTION DE ET DE IA C4tMIICATIONIA PR A TION = SCR = SERVICE OORDINATION DE SEC T U RIZ SEMENCES ET 1DT MATERIEL VEGETALSMA = SERVICE DES MAaIIINISME AGRICOLE ET DE L'DQJIPENT DES EXPLOITATIONSSEE = SERVICE DES EIUDES ECXNCMIQUES
SP = SERVICE DE IA PROCRANMATION
SMITIS = SERVICE DE IA MEIHODOLOGIE ET DU TRAITEN DES DONNEES STATISTIQUESSESP = SERVICE D'EVAIATION ET DO SUIVI DES pI OETSDIR = DIRECTION DE L'INFRAmSr 1jRAjE
&3RH = SERVICE DE GESTION DES RESEAIJX HYDRAMQUES
SAR = SERVICE DE L'AMENAGENMEN RURAL 
Sce Prov = SERVICE PROVINCIAL 
DFPl = DIRECTION FINANCIERE ET D PERSONNEL
SAGCPP = SERVICE D'APRJI A LA GESTION ET DU CONTIE D PARA-3UBIC 
SF = SERVICE FINANCIER 
SPFI = SERVICE LU PERSONNEL ET DE LA FORMATION INTERNEDrA = DIRECTION DE LQ VULGARISATION AGRICOLE 
SE = SERVICE DE L'ENCADRIENqT
SPV = SERVICE DE IA PROTECTION DES VEGETAUXSACDSAI = SERVICE D'APPUI, DE OOLIECTE DES DONNEES STATISQJES ET LIQISONS AVEC IA REaonDAA = DIRECTION DES APPROVISIONNEMENTS AGRIOI0ES
SC = SERVICE DE IA COMlERCIALISATION 



Other units within DFP are also in contact with the public

enterprises. These include the Service Financier, (SF), which is
responsible 
for budgeting and monitoring MPARA expenditures, and the
Service du Personnel et de la Formation Interne, (SPFI). The former

has recently instituted a "Programme Budget" which requires a lengthy
submission of projected expenditures by the enterprises under MPARA

tutelle. This requirement is instituted independently of SAGCPP, and
is 
even imposed upon MPARA enterprises which receive no subsidy from
the ministry. SF is also concerned with the budgeting and expenditure

of such subsidies as are 
allocated to public enterprises. SPFI has
minimal contact with public enterprises, as it is concerned with
personnel matters in the public bureaucracy. It does however monitor
personnel issues for those enterprises, (eg OEMTA) with public
 
servants on the payroll.
 

The Direction de la Prorammation (DP) is responsible for project

planning and evaluation within MPARA. Its 
Service d'Evaluation et du
Suivi des Projets, (SESP), performs progress aDpraisal of projects
mid-term and end-of-project in which MPARA is involved, including

those projects where enterprises under tutelle are 
acting as

implementing agencies. Similarly, the Service de la Programmation

(SP) is 
responsible for identification of MPARA-sponsored projects,

and for the preparation of project dossiers. It also acts to develop

and manage funding requests submitted to international donors,

including requests involving MPARA public enterprises. DP also
 encompasses 
a Service de la Methodologie et du Traitement des Donnees

Statistiques (SMTDS). This unit is responsible for computerising,

among others, statistics drawn from reports submitted by enterprises

under MPARA tutelle. Reportedly, SMTDS works largely through SAGCPP

rather than going directly to the enterprises. Other entities in DP 
-namely the Service Coordination du Secteur Riz, and the Service des

Etudes Economiques - normally have only ad hoc 
contact with state
 
enterprises.
 

In practical terms, three technical directions of MPARA are 
involved
 
in regular monitoring of public enterprises:
 

- Direction de l'Infrastructure Rurale (DIR), is concerned with

development and maintenance of irrigation systems and related
 
rural works. In this capacity DIR writes and manages MPARA
 
contracts with various Societes d'Amenagement, (SOAMA,

SOMALAC etc), 
which pay the latter for services designed to
 
ensure 
the upkeep and operation of irrigation works and other
 
rural infrastructure.
 

- Direction de la Vulgarisacion Agricole (DVA) is responsible for

extension services, farmer training, plant protection services
 
and relp'ed activities. As with DIR. it undertakes formal
 
contracts with various Societes d'Amenagement to compensate

the latter for the performance of such services within their

geographical area of responsibility. The Service d'Appui,

de Collecte de Donnees Statistiques et Liaisons avec la
 
Recherche section in DVA is in particular involved in
 
technical monitoring of enterprise performance.
 



-
Direction des Approvisionnements Agricoles (DAA) oversees

supply and distribution of agricultural inputs, including

planting materials and equipment services. As such it 
is also

involved with public enterprises, especially the Societes
 
d'Amenagement.
 

A sixth major agency of MPARA 
- the Direction de la SecuriteAlimentaire, created in 1986 
-
has not figured heavily to date in
monitoring MPARA enterprises, but given its mandate will presumably

expand contacts with several enterprises, 
(eg SINPA, Societes
 
d'Amenagement), 
as 
it becomes better established.
 

It should be emphasised that MPARA contacts with parastatal

enterprises are not limited to 
the formal or ad hoc monitoring

activities conducted by the various Directions and Services.
 
Particularly important is 
the fact that various MPARA Directeurs,

Chefs de 
Service and Chefs de Division sit as legally-designated

members of enterprise Conseils d'Administration. Moreover, these

individuals 
are often complemented by still other MPARA staff who
take part in the 
annual general meetings of enterprises, attending as
the representatives of the MPARA minister. Hence these memberships in
Conseils 
 and annual general meetings afford MPARA additional
 
opportunities to gather information on enterprise performance.
 

5.2 MPAEF
 

Reference should be made to 
the MPAEF organisation chart 
on the next
 
page.
 

The monitoring function within MPAEF is 
split between a total of five
 
different sections as 
described below.
 

Within the Cabinet du Ministre 
the Bureau Organisation et
 
Communication is 
responsible for:
 

- carrying out all necessary organisational functions, notably

matters concerned with the organisational structure of the
 
ministry and its management procedures;
 

- planning and implementing computer installations:
 

- taking care of external relations with embassies, consultants
 
and so on.
 

Within the three Directions Techniques, (Elevage, Eaux et 
Forets,

Peche et Aquaculture), there 
is in each case a "Division Appui 
 Suivi
et Statistigue" (DASS.) 
These three divisions have identical
 
responsibilties within their technical areas:
 

- monitoring the financial management plans and technical
 
management of State enterprises and "Operations classiques;"
 

- establishing a monthly monitoring system for "elements of 
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enterprise performance to safeguard the interests of the State, the
sole or major shareholder in an enterprise, and on 
the other hand,
provision of technical and financial expertise 
to support enterprise
performance), considerable confusion surrounds 
the practical

execution of tutelle and monitoring responsibility. This confusion
 centres on just who is 
charged with monitoring tasks within the
ministry, and how to define the proper level of involvement in the
enterprises' affairs in the light of the 
tutelle/monitoring

obligation. We recognise that this confusion has not been eased by a
record of management and financial weaknesses in the enterprises. For
example, the inability of many enterprises to produce a balance sheet
 or a timely budget submission tends 
to draw ministry personnel more
heavily into the enterprises' operations than might otherwisn be
justified. Moreover, the 
lack of response on 
the part of enterprises

to a 1985 attempt by SAGCPP to establish its monitoring activities
within the framework of a systematic "Programme de Travail Annuel"

represented a setback to 
the creation of an organised, businesslike
 
monitoring relationship.
 

Second, there is 
a severe 
lack of horizontal coordination among the
various agencies within MPARA insofar as 
tutelle and monitoring are

concerned. While it must be recognised that MPARA's various

Directions and Services have legitimate functional interests in
following the performance of enterprises, the result of this lack of
intra-ministerial coordination is 
a barrage of requests for
information from MPARA agencies 
to the enterprises. Additionally,given their functional responsibilities, agencies of other ministries 
- Ministry of industry, Energy and Mines, and Ministry of Finance andEconomy in particular  add further weight and overlap to 
the volume
of information requests served upon the enterprises. The net effect

is a time- and patience-consuming exercise that wastes 
resources both
within the ministry and within the 
enterprises. In this regard,

MPARA's concept of designating SAGCPP as 
the primary point of contact
between MPARA and the enterprises for global monitoring purposes is 
a
sound one and should be reinforced. To do so will require

establishment of effective lines of communication within MPARA

imposed by the minister, to make certain that requests and responses
 
are efficiently transmitted by SAGCPP.
 

Third, even 
if the present monitoring system were better defined and
organised in practice, MPARA still lacks resources to carry out 
its
job. Resources are inadequate both at the human level and in
financial 
terms. The former denotes 
the lack of a sufficient number
of trained staff with specific expertise to analyse and contribute to
strengthening enterprise performance. The latter means 
that the
absence of equipment, vehicles and operating budgets makes it
impossible 
for MPARA staff, however competent, to meaningfully follow
 
enterprise performance.
 

To illustrate the practical difficulties of the current system, it is
intructive 
to briefly review the actual experienec of HASY%A, one 
of
MPARA's tutelle enterprises. Discussions with HASYjAA's Directeur
General revealed a range of 14 different points of contact between

HASYMA and a total of five ministries, including MPARA. These
contacts 
are presented schematically in Table F2, 
and are explained

in the text attached to the table.
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CXMENTA.RY ON TABLE F2 

Source of Demand HASYMA Contact(s) Information 
Requestequest 

Purpose of Frequey 
of Contact 

Information 
should go 

Others 
as terms 

1. Min of Research Production Director Scientific - Genetics 

to SAGCPP same date 

or 
Director General 

Information - Phyto-sanitary 
- Farming Annual No 

2. Extension Services 
MPARA 

Production Director Area 
Cultivated 

Monitoring Quarterly Yes 6,7,8 

3. Production Dept 
MPARA 

Production Director Use of cotton 
seed & fibres 

For MIEN 
use? 

Irregular 
but frequent 

No 7,9 

4. Supplies Dept 
ARA 

Production Director Agricultural 
Inputs 

Determination 
of needs 

Annuai Yes 

5. Statistics Service 
MPARA 

Production Director Agricultural 
statistics 

General 
statistical 

After 
each harvest 

Yes 3 

6. SAGCPP 
MPARA 

Finance Director - Financial data 
- Forecasts + 

purposes 

Monitoring Quarterly -

outturns 
- Industrial 

production 
7. Programme Dept 

MIEM 
Production Director Planning 

Cotton 
Planning 
Cotton 

Annual Yes 2,6,9 

production needs 
8. Programme Dept 

MIEM 
Finance Director Financial 

Data 
Annual Yes 2,3 

9. Programme Dept 
MIEM 

Commercial Dept General + 
regional 
production and 
sales data 

For 
forecasting 
and analysis 

Annual Yes 2,6,7 



(CIXWMEARY ON TABLE F2 

Source of Demand HASYMA Contact(s) Information 
Requested 

Purpose 
Request 

of F ency 
of Contact 

Information 
should qo 

Others 
as terms 

10. Studies 
MIEK 

Dept Industrial Director All project 
information 

Project 
Evaluation 

As necessary 

to SAGCPP 

No 

same date 

11. Treasury Dept 
Ministry of 
Finance 

Finance Director Financial 
situation 

re specific 

For aid 
agencies 

Frequent 
as necessary 

Yes 
(partial) 

needs 
12. Treasury. Dept 

Ministry of 
Finance 

Commercial Dept Financial 

information 
Evaluation 

of harvest 
Regular Yes 

financing 

13. Import Dept 
Ministry of 
Commerce 

Commercial Dept Import 
licences 

needs 

For imported 
inputs 

Annual, 
plus for 
each import 

No I0 

14. Export Dept Commercial Dept Export For export requestAnnual, NO 
Ministry of 
Commerce 

licences items plus for 
each export 

request. 
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This experience underlines 
the points made above, namely that lack of
coordination creates 
time pressures on the enterprises, leads to
wasted resources and risks promoting discouragement and

non-cooperation at the enterprise level. Equally serious, however,
the experience of HASYMA makes it plain that the confusion in
monitoring responsibilities goes well beyond the ministry of tutelle

and involves other ministries as 
well. It suggests a situation in
which a multiplicity of contacts between an enterprise and Government
 
undermines the concept of tutelle, disrupting decision-making,

depriving the enterprises of clear policy guidance, and destroying

accountability and effective evaluation of enterprise performance.
 

6.1.2. MPAEF
 

Similarly, within MPAEF, we 
conclude that there 
are essentially two
problems, relating to 
internal ministerial organisation and to the
 
resources at the ministry's disposal.
 

Organisationally, the detailed responsibilities for carrying out

parastatal monitoring procedures 
are 
far from clear. In total, five
sections of the ministry have 
some role in monitoring. Within the
three technical directions, 
there is a requirement for technical
 
staff to provide technical, operational and financial monitoring

services as well as 
ad hoc advisory and consultancy services on
 
demand.
 

The DEPF also has 
a role in these areas in coordination with the
technical departments and in a number of areas apparently duplicating

the technical departments' involvement.
 

At the level of the Cabinet du Ministre, the recently suppressed

"service d'evaluation" has resulted in evaluation services being

absorbed, at least in part, by the BOC while at the same 
time it is
far from clear whether the BOC is capable of absorbing this function
 
in an effective manner.
 

Ministry responsibilities are poorly-defined and inadequately

understood within the ministry. This inevitably leads 
to inadequate
and irregular monitoring of enterprises under MPAEF tutelle. Even in

circumstances where information flows 
from the enterprises were
regular and adequate, it would be difficult in our view for MPAEF to
efficiently discharge its 
monitoring repsonsibilities within the
existing organisational structure. There have been instances, for
example, where one section of MPAEF has declined to 
release files to
another section because of ill-defined responsibilities and a

reluctance to 
accept that another section has the right 
to intervene.
 

A further problem relates to 
the level of resources at the ministry's
disposal. In 
the BOC, there 
are six people - two with general

management degrees, three agricultural engineers, and one programmer.

In the DEPF, there is 
a total of sixteen people plus the Director.
 
These consist of eight people in the Economic and Studies and

Projects sections together, (made up of economists, management

specialists and engineers), 
four people in Programming and Financing,
(one economist, one management specialist, and two engineers), and
 



four people in the Accounts and Management Control section, (three

economists and one engineer).
 

In addition, each DASS in each of the three technical directions have

three people who, inter alia, are 
involved with monitoring.
 

Only the BOC has micro-computers (2), but their use 
is not defined

and they are used mainly for word processing applications and not f
analysis. There is a general lack of all kinds of modern office

equipment (see Annexe G, Training and Equipment Needs).
 

Given the lack of clarity in defining responsibilties within MPAEF,

it is not surprising that staff in general are 
not motivated and are
unclear about what they are supposed to do. Training needs are

considered in Annexe G, but in brief, the clear need for improved

staff capability has to be matched by a much better defined

organisational structure before any real impact is 
likely on
 
managerial and monitoring efficiency.
 

6.2 Within the Enterprises
 

Our views of the monitoring system within the enterprises are based
 
upon our 
series of visits and discussions with eighteen enterprises

as described in Appendix C of this report. 
In summary we conclude
 
that:
 

- Enterprises have inadequately trained staff to 
permit proper

management information systems to be developed and operated,

(and thereby to permit the data required for supplying the

ministries for monitoring purposes 
to be provided automatically

within the day-to-day management practices of the enterprises).
 

- There is a widespread lack of appreciation of what is
 
required of the enterprises in terms of ministerial monitoring;

few clear guidelines have been established.
 

- There are no easily understood standardised forms of reporting

financial and operational data to 
the ministries.
 

- Liaison and information exchange between ministries and
 
enterprises is sporadic.
 

-
Given the lack of coordination araong ministry units with
 
monitoring responsibilities, enterprises 
are often subject

to duplicative requests for information from different parts
 
of the same ministry.
 

. Enterprises 
are often unable to respond to ministry requests

for information due to management inadequacies, under-staffing

and training deficiencies; ministries often fail to 
follow up
 
requests for information.
 

- Feedback from the ministries r.-arding information received
 
is 
infrequent at best. No information on, for example,

comparative costs 
or management problems and solutions
 



is communicated by ministries to 
their tutelle enterprises information which several Directeurs Generals said would be
 
very useful.
 

In general, enterprises interviewed believe that they should

be given more autonomy and responsibility in the
 
management of their own affairs and that they should play the
major role in decision-taking and management information. They
believe that the objectives and obligations for both parties in
the monitoring process are 
too confused to make the

exercise worthwhile at present. Enterprises confirm that a link
should exist between them and their ministries of tutelle.
 
They believe this link should ideally serve 
two purposes:

(1) to give the enterprises 
a channel of communication to
higher levels of Government to 
highlight enterprise problems
and requirements and in interpreting Government policies and
objectives; (2) to 
encourage a "dialogue", (the term used by
one Directeur General), between enterprise heads and
 
knowledgeable senior management staff in Government.
 

6.3 Moritoring and 
Conseils d'Administration
 

We 
are struck by the fact that MPARA's role as a monitoring agency,
as quoted in 4.1.(ii) above, involves two 
tasks, (control of and
advice 
to the enterprises for the management and development of their
activities), which might logically also define the responsibilities

of the management and Conseil d'Administration of an enterprise. We
are aware 
that in the French system for Conseils d'Administration 
-
the system upon which Madagascan enterprise practice is 
largely

modelled - "administrateurs" exercise less actual decision-making
authority than do their counterparts within Boards of Directors in
the British or American system, for example. Nevertheless, our
contacts with enterprise Directeurs Generals lead us 
to believe that

the senior managers expect, and would encourage, their
administrateurs 
to play a far more active role in "controlling" and
"advising" upon enterprise operating policy than is presently the
 
case.
 

Channelling the monitoring process in this way would have several key
advantages. Firstly, formal involvement of the administrateurs in the
enterprises' ultimate responsibilities for providing monitoring

information would tend to 
reinforce the quality of the information

produced. Second, it would also mean that those responsible for
enterprise performance  both in the ministry and in the enterprises
- would be appraising and reacting to 
a common set of data and
deliberations. Third, insofar as 
administrateurs are 
generally drawn

from ministries most concerned with a given enterprise, formal
involvement of the Conseil d'Administration in the monitoring process
would help to promote wider understanding of enterprise problems and
of ministry responses, and possibly would improve interministerial
 
coordination at 
a policy level.
 



It is apparent, however, that as 
presently constituted, many Conseils
d'Administration would not be able to participate effectively in the
monitoring process as outlined above. Directeurs General of a number

of enterprise with which we spoke voiced a fairly uniform set of
 
concerns with regard to 
their Conseils. These included:
 

-
lack of motivation on the part of administrateurs to become
 
actively involved in enterprise direction, which
 
results 
in infrequent meetings and uninformed or marginal

participation when meetings are held;
 

- lack of management and/or technical expertise on the part of
 
many administrateurs, ofren as 
a result of establishing

Conseil membership on 
the basis of interministerial balance
 
rather than concern for potential contribution to enterprise
 
performance;
 

- lack of sense of responsibility in Conseil deliberations, which 
in turn makes acceptable poor enrerprise staff work in

analysis and presentation of problems, (eg, late and
 
incomplete preparation of documents for Conseil examination),

to the ultimate detriment of enterprise performance.
 

Here, a strengthening of the 
 -nagement capabilities of enterprises

and of the Conseils d'Administration should accompany the
establishment of the MPARA/MPAEF monitoring function. A set of

enterprise-level recommendations to 
this effect is presented in
 
section 7.4 below.
 

6.4 Within the Ministry of Finance
 

Although strictly outside our Terms of Reference, we decided to gain
a brief appreciation of the Ministry of Finance's role in monitoring

the agricultural parastatal enterprises, given the overriding

importance of securing a better management of public expenditure.
 

Broadly, the Ministry of Finance regards itself as being responsible

for financial tutelle, and in principle is supposed to monitor
 
financial performance of all parastatals. However, the ministry
suffers from an acute lack of resources, so 
that only the most urgent

and pressing problems can be attended to.
 

In discussion with the Directeur du Tresor who has overall
 
responsibility for financial monitoring of parastatals, it emerged
 
that:
 

- the Service de Tresorerie within the Tresor is severely under
resourced and has 
an urgent need for training and expansion

if it is to be effective. The Service consists of no 
more than
 
3 people, (and even these three do not work full-time
 
on monitoring), 
there are no computer facilities, no

systematic policy on monitoring has been decided, and the
 
staff are not fully trained.
 

- The ministry has attempted to 
put in place an annual system
 



of financial reports based on standardised financial reporting

forms, and is in the process of designing "tableaux de bords"
which would provide analysis of key financial ratios. However,

standard forms have not 
in practice been adopted by
enterprises, and the ministry would be especially receptive

to 
a programme to standardise such reporting within the
 
agricultural sector parastatals.
 

-
The ministry has very little direct contact with parastatal

enterprises, except via the Conseils d'Administration where

the ministry normally has a representative. In cases where
 
enterprises have need of an urgent intervention by the
 
Ministry of Finance, a request to 
take matters up is normally

made by the enterprise to the ministry of tutelle.
 

- Broadly, Ministry of Finance policy is 
to diminish subsidies
 
to enterprises and to 
improve enterprise performance by means

of agreed performance and operating contracts. This in theory

should permit enterprises more management autonomy.
 

In summary, we found that there 
are significant resource and
management constraints at the Ministry of Finance as 
far as
monitoring parastatal enterprises is concerned. Financial control is
not being taken care 
of directly by the Ministry of Finance 
even in
the face of ill-defined and largely ineffective action at ministry of
tutelle level. 
 It appears therefore that regular financial control
of the parastatal sector does not take place in any systematic way in
 
Madagascar.
 

We believe that the evidence set out here reinforces the validity of
 
our general recommendations in Section 2 of this annexe, that a
restructuring of parastatal financial management is required, and
that such a reform requires an approach far beyond the scope of the
 
present study.
 

7. Proposed Monitoring System Refotm
 

7.1 General Principles
 

In proposing reforms to the 
current system of monitoring parastatal
enterprises under MPARA and MPAEF tutelle, it is necessary to recall
that we are proposing only a partial solution. We leave aside the
wider questions of the general control and management of public

expenditure within the parastatal suctor, and we 
concentrate only on
the more limited objective of improving liaison and information

exchange between the enterprises under the ministries of tutelle, and
 
the ministries themselves.
 

In this context, there are 
in our view two overriding principles to
 
be borne in mind:
 

the encouragement of the maximum possible management autonomy

within the enterprises themselves, and thereby the avoidance
 
of unecessary interference by the ministries in day-to-day
 
management issues within the enterprises;
 



- the establishment of good, supportive, and appropriate
relations between the ministries and the enterprises.
 

We believe that the central objective should be to 
create an
environment in which the enterprises feel that their ministries are
acting essentially in their interests, and to create an atmosphere of
positive collaboration in which the enterprises feel they can rely on
professional help from the ministries concerned in solving key
 
problems.
 

7.2 Performance Contracts
 

We believe that the basic management tool for the parastatal sector
in agriculture should be for the ministries 
to develop a system of

medium-term performance contracts with each enterprise under the

ministries' direct tutelle. The essence of these contracts would be:
 

- Agreed objectives and plans 
over a period of at least
 
three and perhaps as much as 
five years against which
 
performance could effectively be monitored.
 

- The establishment of a set of targets at enterprise level to
 
meet these agreed plans and objectives.
 

- Clear divisions of responsibility between the ministry and

the enterprise, with the bulk of the responsibility for
 
management -,nd for the achievement of the agreed targets

falling on 
-he management of the enterprises.
 

-
A system of reward and sanction to apply to enterprise
 
managers related to 
the results of the enterprise compared

to the targets and objectives agreed in advance. The rewards,

following experience in other countries, might consist of
 

- promotions; 
- financial bonuses;
 
- fringe benefits;
 
- official recognition of achievement;
 
- published performance results.
 

- The sanctions would essentially consist of the failure to 
award
 
the benefits mentioned above, but should also include the

dismissal of managers and key staff where serious failures
 
have occurred.
 

In a supplement to 
this section of the report, we present an outline

of the type of performance contract that has been put forward in
other countries. We believe that if this approach is 
accepted in

principle, the detailed design of a contract (or contracts) suitable
for Madagascar might appropriately form part of the Phase II studies
 
in this project.
 



7.3 Reforms within the ministries
 

7.3.1 Approach to monitoring within ministries
 

For the two ministries concerned, we propose the acceptance of some
basic objectives and definitions of their role in monitoring

parasatal enterprises. These are as 
follows:
 

- to pursue a policy of non-interference in the day-to-day
 
management of enterprises;
 

- to promote a regular and helpful exchange of information
 
between the enterprises and the ministries;
 

-
to provide a level of technical support and help on demand
 
to enterprises, such support to be seen as 
additional to the
 management resources of the enterprises themselves.
 

- to provide succinct analysis of enterprises' performance,

and to assist in identifying key proble, s in advance of

those problems causing operational ditricuities;
 

-
to promote useful debate on a systematic basis between

enterprises themselves, and between the ministries and
the enterpises, in order to permit a regular exchange of
views on key issues affecting enterprise performance.
 

In order to define the broad principles of ministries' roles in the
moritoring function, reference should be made to the schematic chart
 
presented on the following page.
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From the preceding chart, there are 
a number of important features
to notice. First, it is 
a key assumption of our proposals that the

parastatal enterprises should assume primary responsibility for their
 
own management. (The capacity of the enterprises to do this, and the

actions required to improve their management performance, are

discussed in section 7.4 below). 
The role of the ministries should be
to set agreed medium-term targets 
- we suggest that programmes for at

least three, and perhaps five years should be agreed 
- and to
 
encourage and help the enterprises to achieve these targets by means
 
of monitoring actions.
 

Experience elsewhere in parastatal sectors, especially in Africa, has
shown that regular monitoring actions can contribute to the

achievement of established targets. It 
is likely that this monitoring

will take place fairly frequently, probably on average twice a year,

(in some cases, perhaps quarterly) and that no less 
frequently than
 
on an annual basis, adjustments should be made to enterprise

objectives as necessary to 
reflect changing circumstances. The

identification of these circumstances, and of the changes needed,

should be an 
important element in the monitoring process.
 

The emphasis of management and the production of the necessary data
nevertheless remains primarily the responsibility on the enterprises'

internal management. As illustrated on 
the previous page, the

enterprises are 
responsible for "monitoring performance against

targets", and it is 
the enterprises themselves that should be
 
reporting on their performance, based on variances from agreed
budgets and on the submission of data, to 
the ministries. It is not

the ministries responsibility to produce the data, only to provide

analytical services 
to help in its interpretation.
 

We propose that the approach of the ministries to the process of
 
monitoring should therefore be 
as follows:
 

- Agree medium objectives and plans 
for each enterprise under
 
ministerial tutelle;
 

- Check progress on a 6-monthly or quarterly basis, and review 
enterprise objectives and plans with management;
 

- Act as an ally to the enterprises, in particular in liaising

with other elements of Government and in representing the
 
interests of the enterprises.
 



7.3.2 Ministerial Oryanisation
 

(a) General Principles
 

In our view both MPARA and MPAEF are inappropriately organised as 
far
 as 
the discharge of their monitoring functions are concerned. In
 
particular:
 

- there is confusion as to specific responsibilites;
 

- there is substantial duplication of effort within the
 
ministries;
 

- there is consequently a waste of scarce ministerial
 
resources;
 

-
contact with enterprises is haphazard and uncoordinated, and
in part this contributes to the demotivation of enterprises in
 
terms of their responses.
 

In both MPARA and MPAEF there is a substantial need for

reorganisation of the monitoring system.
 

In general terms, 
we propose a number of key points relating to the
organisation of monitoring services in bcth ministries:
 

- a long-term relationship should be developed between the
ministry staff and each of the enterprises under tutelle;
 

- all contact between the ministries and each enterprise should
 
be ordered and coordinated;
 

- to achieve this, one individual should be designated as
official liaison officer for each enterprise, and all contact

between the ministry and the enterprise should pass through
 
this official;
 

- one implication of this would be that the various technical

directions in each ministry, whose role is primarily to
 
to provide advice and support to enterprises in their areas

of crop and husbandry practice, would be required to pass

through the designated liaison officer in order to obtain
information at any time from the enterprises; this would not

inhibit their ability to do their job, but would ensure 
that
 
contacts and requests with the enterprises were coordinated;
 

the designated liaison officer in each case 
should be required

to develop a supportive relationship with the management

of the enterprise concerned; the official should be seen as
 a source of help and advice rather than as 
as source of
 
interference.
 

discussions should be held with all other relevant ministries,

enterprise by enterprise, to 
agree that all ministerial contact
with each enterprise under tutelle of either MPARA or MPAEF
 
should pass through the designated ministry liaison officer:
 



- (b) Monitoring Cell for each Ministry
 

Our central proposal for both MPARA and MPAEF is that a new
 
monitoring cell should be established in each ministry based on the
 
general principles set out in (a) above.
 

The key features of these monitoring cells would be as follows:
 

- Reporting: Each cell would report direct to the Secretary

General of the ministry. (This arrangement already has 
a
 
precedent in MPAEF, where the BOC is shown on the ministry's

organisation chart as responsible to 
the Secretary General
 
and in fact is attached to the Cabinet du Ministre. In the
 
case of MPAEF, the monitoring role of the BOC would be
 
discontinued.)
 

-
All contact between the ministry and the enterprises would be
 
cordinated by, and subject to 
the executive control of, the
 
head of the monitoring cell.
 

- The monitoring cell should be managed by a senior member of the
ministry's staff - we suggest an agricultural economist 
- who

would be assisted by an accountant responsible for financia
 
analysis plus 
a small number of trained field officers 
we suggest in a ratio of one 
officer per five enterprises 
who would be the designated liaison officers for the
 
enterprises.
 

- In addition, we recommend that for the first two years of the
 
cells' operations, funding should be sought for one 
technical
 
assistant in each cell to help establish and manage all aspects
 
of the cells'activities.
 

- Equally, funding should be sought for: 

- training the cells' staff;
 

- equipping the cells with: 

- modern office equipment; 
- two adequate micro-computers and related software 
per cell; 

- vehicles as necessary to enable enterprise visits 
to be made; 

- help with operating budgets to ensure adequate 
resources to the cells.
 

Functionally, the monitoring cells should seek to establish the
 
following basic operating procedures:
 

- a regular (at least once a year) and established forum for
 



debate should be set up between the ministries and their
 
enterprises - we 
suggest an annual meeting of all enterprise

director-generals and the monitoring cells themselves;
 

- a regular, (at least once 
a year) formal meeting between the

head of the monitoring cell and the director general of each

enterprise individually should be mandatory to review
 
enterprise progress;
 

- the monitoring cell should have a clearly-specified regular
 
output, and in particular:
 

-
a quarterly summary report on each enterprise

for transmission to 
the enterprise and to 
the minister;
 

- an annual review with detailed recommendations on any

modifications to the medium-term strategy that are
 
required, to be submitted to 
the enterprises and to
 
the minister;
 

- ad hoc consultancy-style reports on any aspect of the

enterprises' operations that the enterprises themselves
 
may request;
 

Finally, we believe that a crucial aspect of the proposed monitoring

cells will be to 
ensure 
that the manager imposes a disclipined

timetable on the members of the cell itself, and designates exactly

the product, in terms of reports, summaries, and recommendations that
each member of staff is obliged to produce during the year. 
Our

recommendations on the reform and strengthening of the enterprises

themselves in section 7.4 below should ensure that the enterprises

are 
capable of producing the necessary data, but this will be of
little avail unless the monitoring cell is able to 
ensure that the
 
management of enterprises respond to established procedures.
 

In summary we propose that:
 

each ministry has a streamlined monitoring cell;
 

the cells must be well-trained and staffed with senior
 
people;
 

it is essential that they are also well-equipped;
 

to be effective they must have 
a direct line of
 
responsibility to 
the top level of the ministry,

and must be senior to and unconnected with the
 
technical directions and administrative sections
 
of the ministry.
 



7.4 Reforms within the enterprises
 

Our discussions with and visits to 
approximately half of the
enterprises under the tutelle of MPARA and MPAEF have made it clear

that the standard of management skills and abilities varies. 
At one
 extreme, a well-resourced enterprise such as 
SOMALAC has put in place
computer-based accounting and management information systems which 
-
at least in their capacity to produce up-to-date data in a very short
 
time following the end of a given accounting period - is next to

ideal and represents a model transferable to other enterprises. At

the other end of the scale, an enterprise such as 
SECIAM operates
with a non-integrated journal of accounts and has not produced any

kind of financial statement for ten years. 
(More discussion of these
 
aspects is presented in Appendix G, section 4.1.)
 

It is clear that no 
amount of improvement within the ministries will

be of much.help in upgrading monitoring procedures and their
effectiveness if the ability of enterprises to fulfill their part of

the bargaiL is not improvea. We conclude that the great majority of
the 34 enterprises under the tutelle of the 
two ministries will

require a substantial amount of work to 
identify systematically their

needs, 
to provide the resources necessary to improve their systems,
and to set about the process of putting the identified improvements
 
intc practice.
 

In particular, we believe 
it will be necessary to:
 

- systematically identify, enterprise-by-enterprise, 
the staff
 
skills and resources 
that exist, and make detailed
 
recommendations on recruitment and training needs to 
fill the
 
gaps identified;
 

- systematically examine, enterprise-by-enterprise, the

accounting systems in place, and make detailed recommendations
 
on the actions needed to enable the enterprises to produce

management information to a prescribed general standard,

thereby making the process of supplying appropriate data
 
to 
the ministries for monitoring purposes semi-automatic;
 

- producing a detailed investment schedule, to cover all

enterprises as necessary, giving details of training
 
courses required for specified participants, and equipment

needed - especially in the form of office equipment and
 
computer facilities 
- to bring enterprise financial and 
general management up to the levels achieved by SOMALAC, a

model for the establishment of "best practice" in Madagascar.
 

8. Standardised Forms of Financial Reportin"
 

It is generally agreed that financial monitoring of parastatal

enterprises would be greatly helped by the establishment of
 
standardised forms of reporting. 
These have been prepared bearing in
 



mind the recent development in Madagascar of a new accountancy

standard, (Nouveau Plan Comptable - NPC). 
 In this final section, we
 set out some outline principles to be followed in financial
 
reporting, recognising that this stage should be developed in
parallel with the other actions we have recommended. We also
present a preliminary design of key forms consistent with the Nouveau

Plan Comptable and with our general procedural recommendations.
 

8.1 General Notes
 

The reporting formats which are proposed in the following pages

should be considered as 
drafts which may need modification in the
light of furthnr discussions with members of the Madgascan accounting
profession as well as 
in the light of experience from field trials.
 

It is intended that these formats will be used both for external
 
reporting as well as 
for management accounting and reporting within
 
each enterprise.
 

The presentations proposed are 
intended to be most immediately useful
for internal management as well 
as for monitoring, rather than to
reflect the 
nuances and relative complexity of formal audited
 
accounts.
 

The presentation of the Profit and Loss Account and Balance Sheet is
inspired by, but not wholly consistent with the Nouveau Plan
Comptable. Detailed notes explaining the 
individual headings are
 
given hereunder.
 

It is 
envisaged that enterprises will report to a monitoring unit at
least quarterly, but monthly reporting is normally appropriaut for
 
internal management purposes.
 

Within the enterprises, the basic financial statements 
on Forms 1, 2
and 3 should normally be available within 10 working days after the
end of each accounting period. Allowing for the preparation of the
additional analyses and explanations called for in Forms 4 and 5, as
well as 
a margin for delays and problems, it is reasonable to expect

reports to be submitted to 
an external monitoring unit before the end

of the month following the period reported upon.
 

We propose that all amounts should be reported to the nearest million

Fmg, without decimals, 
given that this system is intended to provide
materially important information rather than finally audited
 
accounts.
 

The concept of materiality may also be needed to allow fast
accounting closings without waiting for detail which would not have
 
any material impact on the accounts and results 
as a whole. For
example, if 
a complete stock count and valuation would delay the

financial reports, the concept of materiality allows for the
valuation of stocks based on earlier stock counts, known purchases,

and usage based on experience and knowledge of the business. We
 



believe that any error due to 
approximatior, in one accounting period
will be automatically corrected in the subsequent period when the
correct amounts have been recorded in the enterprise's books.
 

The general approach we have adopted here implies that the financial
accounts to be pcesented are not intended to be the audited accounts
of the enterprise. We have noticed that it is all 
too frequently the
 case 
that no accounts are presented, and at times none are 
accepted,
within the Madagascan parastatal sector because only audited accounts
 
are 
deemed to be acceptable. Clearly, a reconciliation between the
 
accounts presented for management information and monitoring
purposes, and the 
formally audited accounts should be made when the
latter become available, and any significant discrepancies explained.

Insofar as 
any necessary adjustments revealed by this reconciliation

have not already beer, corrected in subsequent reports, these should
be incorporated as 
necessary and appropriate in the current period.
 

We would also stress that:
 

- the proposed system would be entirely appropriate for adoption

by other ministries 
- notably the Ministry of Finance and
 
Economy - to further strengthen the process of public

expenditure management in the Madagascan parastatal sector;
 

- the maintenance of high standards in the design and

presentation of the 
forms themselves will greatly assist with

the process of making effective the implementation of the
 
proposed systei:,;
 

-
we believe that tachnical assistance and specific training
 
measures will be required to put the proposed system into
 
operation.
 



Formulaire No. 1
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Division 
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en millions de Frmg 
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CHARGES EXTERNES 
VARIATION DES STIOCKS 

VAIEJR AJOUTEE 
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IMPlOTS ET TAXES 
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PROVISIONS 
AUIRES CHARGES D'EXPLOITATION 
AUTRES PRIDUITS D' EXPLOITATION 

RESULTAT D' EXPLOITATION 

SUBVENTIONS D'EXPOI-TATION 
PRODUITS FIANCIERS 
CHARGES FINANCIERES 
PRDDUITS EXCEPTIONNEIS 
CHARGES EXCEPTIONNEIS 
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Form No. 3 
 Period ended:
 

Name: 
 /Division:
 

SOURCES AND APPLICATIONS OF FUNDS
 

- in Millions of Fmg - favorable/(unfavourable)
 

Actual Budget Variance
 

SOURCES
 

Net profit/(loss) per P&L Acct.
 
Add Depreciation
 
Less Investment Subsidies 
 ) ( ) (
 

Funds from operations
 
Investment subsidies received
 
Loans received
 

Fixed assets sold
 

TOTAL SOURCES
 

APPLICATIONS
 

Fixed assets purchased
 
Loans repaid
 
Dividends
 

Stocks
 
French: 
 Receivables - trade 
Cpts de - inter-company 
liaison - other
 

Payables - trade
 
- inter-company
 
- other
 

s/total: Besoin de fond de roulement
 

TOTAL APPLICATIONS
 

NET SOURCES/(APPLICATIONS)
 

Opening banks
 

Closing banks
 



Form No. 4 
 Period ended:
 

Name: 
 /Division:
 

ANALYSIS OF MAJOR ACCOUNTS AND VARIANCES
 

- in Millions of Fmg - favorable/(unfavourable)
 

PROFIT AND LOSS ACCOUNT
 

BALANCE SHEET/SOURCES APPLICATIONS
 



Form No. 5 
 Period ended:
 

Name:
 

KEY RATIOS AND INDICATORS
 
- % and Millions of Fmg -


Valeur ajoutb/CA 


Operating profit/sales 


Net profit/sales 


41-nagement or headquarters
 
expenses/sales 


Interest expense, net/sales 


Operating Profit/Assets, net 


Stocks/Sales 


Receivables/Sales 


KEY Indicators
 

Period 


Actual 


% 


% 


% 


e.g. 	 production capacity utilisation
 
production/workers
 
production yield/raw materials
 
averagi cost per unit
 
average selling price per unit
 
etc.
 

favorable/(unfavourable)
 

Cumulative 
 Analyses and
 

Actual Budget Expl~nations
 

% %
 

%
 

%
 

%
 

% %
 

%
 

Months
 

Months
 

)
 



8.3 Notes to the Forms
 

Profit and Loss Account (Form 1)
 

The report 
on Form 1 seeks to present the essential financial

elements contributing to 
the results of the period and the cumulative
 
result of the accounting year to date. While note has been taken of
the draft Nouveau Plan Comptable, (NPC), the format proposed suggests
some contractions and changes compared to the Compte de Resultat as
 
envisaged by the NPC:
 

. Sales as well as Purchases are contrac-ed to single lines
 

- Provisions are similarly contracted 

-
Operating subsidies have been moved below the Operating Profit
 
line so 
that the latter shows the result of operations before
 
receipt of the subsidy
 

* Prior year revenues and expenses should no longer be recorded
 
separately, (this is 
in line with changes envisaged in the NPC.)

Insofar as 
they were not provided for in prior years' accounts, such
 
revenues 
and expenses should be included in the appropriate line of
current period items or, where more material distortions would

result, specific major items should be included under extraordinary
 
revenues and expenses.
 

Balance Sheet (Form 2)
 

* Balance sheets should reflect the real assets, liabilities, and
 
equity for which management is held responsible. All too frequently,

the balance sheets of Madagascan public enterprises reflect assets
 
that have never had, or have ceased to have any value.
 

Provisions should be set up only for costs 
and risks which exist at

the date of the balance sheet. For example, losses on exchange

should be based on the exchange rate ruling at the date of the

balance sheet. If events subsequent to the date of the balance sheet
 
are material, they should be reflected in a note accomnanying the
 
financial statements.
 

* Any provision for losses which will arise after the date of the
 
balance sheet should be included in "Reserves."
 



Sources and Applications of Funds (Form 3)
 

The purpose of this fundamentally important, third financial
 
statement in the proposed package of regular reports, is 
to categorise and
 
summarise the major flows of financial resources 
in the period reported

upon. The statement reveals changes 
in assets and liabilities reflected in
 
the balance sheet.
 

It shows the funds derived from the activities of the enterprise as
well as from other sources and goes on 
to detail, under appropriate
 
headings, how those resources 
have been used.
 

The statement ends with the 
net cash impact of the movement of

financial 
resources in the period and reconciles that movement with opening

and closing balances at bank.
 

Analysis of Maior Accounts and Variances (Form 4)
 

Where the information provided by the 
financial statements in reports

I through 3 is 
not sufficient to provide an understanding of the major

financial events which have affected the enterprise in the period, this

analysis is intended to 
detail and explain all material amounts and
 
variances.
 

For the Profit and Loss Account, Form 4 will analyse and explain

briefly any material variances 
from budget and also provide detailed
 
underlying movements 
on provisions and exceptional income and expenses.
 

For the Balance Sheet and Sources and Applications statement, it is
 
intended that Form 4 should provide information supplementary to that

available on Forms 2 and 3, and which is 
necessary for an appropriate level
 
of understanding of major changes 
in the balance sheet.
 

Form 4 would also analyse and explain any material variances from the
 

budgeted balance sheet.
 

Key Ratios and Indicators
 

Form 5 is intended to 
reflect key ratios and provide brief relevant
 
analyses and explanations for each as 
necessary.
 

The list is 
not intended to be exhaustive. 
Rather it is intended to

highlight those key ratios which are 
fundamental indicators of operational
 
viability.
 



Annex F.
 

Supplement 2.
 

Case Studies for Monitoring
 

As explained in Section 
 of the Main Report, we decided to select

three Soci~tes et Amnnagement (or organisations of that type with mixed
 
commercial and social objectives) to use as illustrative case studies to
 
help in the formulation of our proposals cn monitoring system reforms.
 
These were:
 

SOMALAC
 
SOAMA
 
F.E. OMBY.
 

This Supplement contains 
our brief reports on each of these three
 
enterprises.
 



SOMALAC (all activities consolidated)
 

Period ended 
 Dec 31, 1984 April 30, 1986 April 30, 1987
 

Sales 12,320 12,442 2,348 

Operating profits/
(loss) 1) 1,116 1,154 (148) 

Net Profit/(loss) 103 932 2) (2,932) 3) 

Cash Flow from 
operations 231 1,933 (1,938) 

Total assets 8,019 7,701 N.A. 

Total debts 6,604 3,873 N.A. 

Net equity 1,415 3,828 N.A. 

Operating Profit/ 
Sales 4.1% 4.1% N.A. 

Operating Profit/ 
Total assets 6.3% 6.7% N.A. 

Total debts/Net equity 4.7 : 1 1 : 1 N.A. 

1) 	 Including operating subsidies and exceptional subsidies totalling

611; 640; 
1,059 in each of the 3 years respectively.
 

2) Including 901 which represents the write-back of prior year
 
provisions.
 

3) 
 Including 1,831 (net) of new provisions.
 

NA Net Equity.
 



BENEFITS OF DIVISIONALISED STRUCTURE
 

-
SOMALAC's various activities are reflected in its divisionalised
 

structure:
 

The construction and maintenance division (EAE) undertakes civil
 
engineering projects to rehabilitate and/or extend the areas
 

irrigation systems; 
it also carries out maintenance on the existing
 

systems.
 

The rice milling and distribution division (EIC) buys paddy from the
 
area's farmers, mills it and sells it to retailers.
 

The extension services division (EIP) does what its name 
implies.
 

Centralised purchasing, accounting and financial, personnel and
 
training, legal and general management functions which are shared by
 
this operating division are separately identified as a central
 

services activity.
 

- SOMALAC's divisionalised structure reflects differences between the 
financial objectives of its various activities: 

EAE's medium term financial ucjective is to cover the costs of its
 
on-going maintenance by progressively raising the contribution asked
 
of farmers. 
 (The cost of civil works projects is covered by
 

contracts with the Government.)
 

EIC is a commercial activiy which seeks to 
sell its rice at a
 

profit.
 

EIP has objectives which are essentially social as opposed to
 

commercial.
 

The financial objectives of the central services activity are 
to
 

remain within its agreed budgetary parameters.
 

A"
 



- Insofar as it identifies and separates activities with divergent 
financial objectives, SOMALAC's divisionalised structure allows divisional 
managers to work with more clearly defined financial targets. However, 
some constraints cannot be solved by structure alone. 

Government policy-related objectives and constraints imposed, from
 
time to time, on one or 
other of SOMALAC's activities can distract
 
management's efforts from financial targets, with sometimes costly results.
 

We believe that objectives and constraints, imposed by the Government
 
on SOMALAC's rice milling/distribution division during the most
 
recent 12 months, were an important factor in substantial losses
 

incurred by that division.
 

- Conflicting financial objectives continue 
to underlie SOMALAC's
 

activities. For example:
 

the rice milling/distribution division's budgets reflects
 

considerations of "reasonable" pricing;
 

at che General Manager's level, divisional activities with profit
 
objectives have t: 
 be juggled with the demands of the extension 

services divisi.-: 

-
Only a more complete separation of for-profit from not-for-profit
 

activities will resolve these conflicts.
 

Our divestiture-related evaluation of the rice milling/distribution
 

division addresses these and related issues in a separate section of
 

this report. (See Annex D)
 

BENEFITS OF SOMALC'S ACCOUNTING SYSTEM
 

A computer-based, integrated accounting system was 
installed and
 
te 
 Bd during fiscal 1986/87 and has become fully operational with the
 
start of SOiMALAC's current financial year on May 1, 1987.
 



The main benefits of the system include the following:
 

-
Management is provided with a fundamental invaluable management tool:
 

financial statements detail the performance of each activity or
 

function;
 

performance is monitored against budgets;
 

divisional directors and other managers can be confronted with the
 
financial results of the activities for which they are accountable;
 

financial information is presented in a clear and consistent manner
 
which can be adapted to 
a level of detail appropriate to each level
 

of management.
 

- Current financial information allows timely corrective action:
 

financial statements are available 10-15 days after the close of each
 
accounting period and reflect current or recent events;
 

financial forecasting and modelling techniques which make 
use of
 
up-to-date information and trends provided by the system can provi.de
 

invaluable indications of possible problems before they arise.
 

- Financial statements and the information they provide are readily
 
available for any monitoring needs of shareholders and others.
 

-
Reliable, financial information is available in the event of a search for
 
an investor or any other action which might be decided in the context of
 

divestiture.
 

AVAILABILITY OF SOALAC'S ACCOUNTING SYSTEM
 

It should be noted that SOXALAC's now tried-and-tested system is
 
fully adaptable to other public enterprises.
 

http:provi.de


- Activities need not be the same as SOMALAC's.
 

- SOMALAC's system can be copied and is available.
 

- SOMALAC management have indicated readiness to 
provide information
 

and receive "stagiaires" from other public enterprises.
 

We consider that SOMALAC's accounting system is suitable for use
 

throughout the parastatal sector, and we 
recommend that it be used as a
 

model.
 

p
 



SOAMA
 

1. Basic data Sheet 

ENTERPRISE NAME : SOAMA (Soci~t6 Andapa Mamokatra) 

LOCATION : Andapa, Diego Province 

LEGAL STATUS : Soci~t& d'Etat 

SHAREHOLDING : 100% State 

ACTIVITIES : (1) Irrigation system development 

and maintenance. 
(2) Agricultural extension 

(especially for rice and 
coffee). 

(3) All other actions arising to 
promote global and harmonious 
development of the Andapa 
region. 

STAFF 
188 

ORGANIGRAM: 

SOAMA
 

Direction G~n~rale 
 Assistance Technique
 

Service Administratif 
 Parc et
 
et Financier 
 Atlier
 

Station de Direction Direction Entretien 
Pompage Intensification 

de la Production 
et Gestion des 
Reseaux 

Agricole 

Service Service Etudes et Service 
Riz Cafe Surveillance Entretien 

et Gestion 



2. Overview of Soama
 

SOAMA is 
a societe d'amenagement charged with developing the Andapa
 
valley, an important rice and coffee growing area for northern Madagascar.
 

SOAMA has been responsible for carrying out a series of development
 

programmes for 
the valley which first began in 1966, with European
 
Development Fund financing. 
Creation of irrigation works have been the
 
major thrust cf the SOAMA programme, in particular: Ankaike, Ambodipont and
 
Andasibe irrigated rice perimeters, about 2,800 ha 
in all. Other
 
infrastructure-related activities have involved road building and the
 
construction of certain "centres polyvalents" which would house coffee
 
shelters and facilities for the marketing and storage of crops. 
 A rice
 
mill was also foreseen, but has 
never gone into operation.
 

In 1985, SOAMA underwent a reorientation expanding from its initial
 
base of infrastructure construction to 
intensifying use of existing
 

irrigation works, including the promotion of greater farmer participation
 
in maintenance and repair activities. 
 As a result, SOAMA's main current
 
tasks are to encourage 
the organisation of water users' associations which
 
will 
take charge of the irri.gated perimeters and contribute an 
increasingly
 

greater share of the 
cost of financing operation and upkeep. 
 Eventually,
 

SOAMA is to assume the 
role of a contractor to 
these water users'
 
associations, simply bidding on construction and maintenance jobs that need
 
to be undertaken, but not managing or bearing ultimate financial
 

responsibility for the 
infrastructure systems.
 

To carry out the new policy, SOAMA has adopted its 
current
 
organisational structure, which features 
two major operating divisions:
 

Departement Entretien et Gestion des Reseaux Hydroagricole (DEGRH)
 

Department Intensification de la Production Agricole (DIPA).
 

DEGRH undertakes
 

manual and machine-aided cleaning of secondary irrigation canals;
 

manual and machine-aided cleaning of primary irrigation canals;
 

repair of farm roads (pistes);
 



construction of "ramblais compact~s".
 

These works are 
funded by FNDE resources in the framework of an
 
MPARA/Direction Infrastructure Rurale contract with SOAMA. 
1984
 
expenditure for Ris Travaux d'Entretien des Reseaux Hydroagricoles d'Andapa
 
was Fmg 22.2 million. 
DEGRHi programme for 1987 under this programme will
 

be Fmg 124 million.
 

DIPA undertakes
 

rice cultivation promotion
 

- applied research on seeds and fields;
 

- farm input supply (sale of equipment); 

- modest seed multiplication activities; 

- farmer/water user organisation; 

- traditional extension and training work for rice farmers 

coffee culture promotion 

- operation of a support service for coffee cultivation to
 

provide high quality planting materials;
 
- extension for coffee growers including technical monitoring of
 

coffee cultivation, establishment of new plantations and
 

renewal of old plantations.
 

DIPA activities are 
funded in part by another contract "March&
 
Encadrement", sponsored by the MPARA Direction de Vulgarisation Agricole
 
with FNDE funding (1986 amount Fmg 100 million). Additionally, DIPA
 
receives project funding from the Caisse Caft 
(1986 amount Fmg 90 million).
 

A recent 
(1986) additional action undertaken by SOAMA is 
the buying
 
and selling of paddy. 
While SOAMA is 
not a commercially orientated
 
operation, it was 
pressed by local authorities to 
enter into rice purchase
 
and sale in competition with private traders. 
 The experience was positive
 

and proved profitable:
 

Projected Actual 

MT 1,500 300 

Price 

Buy Fmg 133/kg Fmg 157/kg 



Sell Fmg 237/kg 
 Fmg 245/kg
 
Differential Fmg 104/Kg 
 Fmg 100/kg
 

Net Profit: Fmg 8 million
 

Paddy was 
sold to SINPA which has 
a rice mill in Sambava. The action
 
had the effect of raising the price to producers. SOAMA financed working
 
capital for this programme by bank loans (d~couvert, pr~t de campagne and
 
avance sur produit). 
 The paddy marketing action was undertaken after a
 
formal MPARA feasibility analysis.
 

3. Monitoring Information
 

Discussions with SOAMA staff suggest the following:
 

Monitoring activities to 
date consist of
 
-
 SOAMA's sending its balance sheets and reports 
(annual and
 

quarterly) to MPARA;
 

- MPARA members sitting on SOAMA's conseil d'administration;
 

- MPK-A members sitting in SOAMA's annual general assembly
 

Reports are intended to be as 
complete in quantitative detail as
 
possible; however, in present format, it is difficult 
to determine
 

actual progress against intended objectives.
 

Reports prepared by SOAIA are 
also useful for internal management
 
purposes. 
 They are compiled from monthly data gathered by the
 

Departements of SOAMA.
 

Preparation of balance sheets has been a major task for SOAMA and
 
needs help from MPARA to make sure this is 
done correctly; balance
 
sheets are normally presented in May or June, which seems 
late to
 
SOAMA as it must make a tax declaration (fiscalite) 
at the end of
 

March.
 

Communication is 
somewhat one-sided within the 
existing monit-oring
 
system as there is infrequent response from the 
 inistry to reports
 

submitted (comments or questions).
 



--

The MPARA April 1985 model of a monitoring format is useful, and
 
could be 
a good framework for the reorientated SOAMA's reporting.
 

SOAMA is not now computerised, but micro's may not necessarily be
 
needed for ef.ec*ive monitoring, 
The April 1985 MPARA model would
 
not necessarily need a compuer to complete or update.
 

Field organisations like SOAMA are not always clear on intentions of
 
the Ministry of Tutelle. 
 For example, the SEGP of MPARA has
 
undertaken a consultancy-designed exercise 
tc improve monitoring
 
procedures - SOAMA is unclear what impact this will have, and how it
 
will be integrated with the results of the present project.
 

4. 
 SOAMA'S VIEWS OF KEY FEATURES OF A GOOD MONITORING SYSTM
 

Characteristics of a useful monitoring system from the viewpoint of
 
SOAMA would include:
 

A principal reason for the 
system would be to 
feed information to
 
MPARA which would represent SOAMA to 
 he Miaister and others.
 

The system would involve written reporting to give rise 
to a dialogue
 
to assist SOAMA with its problems; this dialogue would involve a
 
greater number of field visits by MPARA officials thrn at present.
 

The system would include 

- technical information focussing on makeup and evolution of 
programmes and presenting analysis of objectives and 

realisations; 

- detail of the resources 
for conduct of programmes, including
 

human, material and financial;
 
-
 an analysis of variances from budgets and work plans;
 
- a quarterly submission and analysis, and an annual evaluation.
 

Results of the monitoring system would be freely communicated among
 
the various enterprises; 
it would be useful for example to be able to
 
compare and analyse SOYALAC vs 
SOAA in various areas of activity
 



Annual conferences of D.G's of parastatals would help to promote
 

communication of comparative data developed from monitoring.
 

Sources: Applications (Fmg million)
 

Profit per P&L account 
 80
 

Depreciation 
 34
 

Less equipment subsidies emortised 
 (33)
 

Funds from operations 
 81
 

Equipment subsidies received 
 70
 

Total Sources 
 151
 

Fixed assets purchased 
 (77)
 

Working capital:
 

Stocks 
 12
 

Debtors (95)
 

Creditors 
 15 (108)
 

Total Applications 
 (145)
 

Excess Sources 
 6
 

Installation of the financial aspects of the proposed monitoring
 
system should occasion a prior "cleanup" of the various parastatal balance
 

sheets. 
 Detailed analysis for SOAMA indicates that:
 



Only Fmg 22.8 million out of Fmg 26.5 million of r-ceivables from
 
customers are 
shown to have arisen in 1986. The remaining
 

Fmg 3.7 million covers debtors as 
much as 8 years old.
 

Only Fmg 3.4 million out of miscellaneous debtors totalling
 

Fmg 37.0 million are current 1987 items. 
 A single 1983 item accounts
 
for Fmg 26.7 million of receivables that are to be provided against.
 



I.FE, OMBY : MONITORING SECTION
 

1. BASIC DATA SHEET 

ENTERPRISE NAME Ferme d'Etat OMBY 

LOCATION South-east of the town of Tsiroanomandidy 

LEGAL STATUS Ferme d'Etat (State farm) 

SHAREHOLDING 100 % State 

ACTIVITIES 1. Raising beef-cattle; 

2. Paddy and mais farming; 
3. Extension. 

STAFF 
 113
 



2. Key Features
 

As a guide to 
the steps aeeded to improve monitoring of OMBY, we
 
suggest that the following steps could be taken:
 

* Restructure of FE OMBY's balance sheet in the light of the
 
improbability that this enterprise will ever be able to make any

payments on 90 % of its loans.
 

* Re-capitalize the enterprise with an 
injection of 0.4 billion FMG
 
of new capital.
 

* 
Enshrine objectives of commercial and financial viability in a
 
Business Plan or similar document to be subscribed by FE OMBY
 
Management, the FE OMBY board (see below) and the cognizant
 
Ministries.
 

* Constitute a fully functioning board of directors which will meet
 
regularly, and provide necessary support and advice to 
enterprise
 
management.
 

* 
Emphasize FE OMBY's objectives as a commercial enterprise by, for
 
example, specifically remunerating any residual extension activities
 
from ministerial sources, and giving consideration to a change of
 
name 
co avoid any possible confusion of objectives due to the name
 
"ferme d'etat" (State Farm).
 

* 
Clarify lines of communication and reporting responsibilities to
 
Ministries and others.
 

* 
Assist and train FE OMBY staff in the preparation, analysis and
 
timely presentation of appropriate financial infornation to
 
management, to 
an external monitoring authority and to 
a Board of
 
Directors.
 

* 
By means of visits, "stages" and similar exchanges of information,
 
encourage FE OMBY staff to learn from and adopt the accounting and
 
management information systems which are now operational at SOMALAC.
 

* 
Assist FE OMBY's staff to plan, acquire and implement SOMALAC's
 
systems, including the acquisition of the necessary hardware.
 

3. Overview
 

Ferme d'Etat OMBY operates 3 ranches spread over some 
80,000

hectares 200 kms due west of Antananrivo. (A fourth ranch was closed
 
in early 1987 due 
to a combination of inaccessability, cattle
 
rustlers and generally difficult operating conditions).
 

Management states that government policy in regard to 
the supply

of meat to Antananarivo in the years 1975-1984, imposed cumulative
 
losses of some Fmg 3.5 billion on FE OMBY. That policy and the
 
resultant losses have now ceased. Ongoing operating losses are being

brought under control and the 
1986 negative cash flow due to
 
operations (before depreciation and interest, which in any case has
 
never been paid) was down to 
Fmg 61 million. In what we understand to

be a consolidation phase, management is 
looking to improve the
 



quality of its cattle with a view to better financial returns.
 

4. FE OMBY'S Accounting Systems
 

- FE OMBY's Antananarivo-based accountants propose a monthly profit
and loss account for each of its activities. Comparisons 
are drawn

with budgeted activity and variances are analysed.
 

-
However, the system presently suffers from the following
 
shortcomings :
 

The profit and loss accounts are not supported by balance

sheets which would help validate the results, and provide

additional infcrmation necessary to management. eg, 
sources

and application of funds, stocks and receivables levels, bank
 
balances, e;c.
 

A consolidation of the Profit and Loss 
accounts of the various
 
activities is not prepared for FE OMBY management, neither are
the results of all activities summarized to reveal the overall
 
results of FE OMBY operations.
 

Actual results, budgets and variances are presented on separate

successive pages in traditional T-account format and in whole

francs. Although the fact that the analysis exists, itself
worthy of positive note, 
the actual presentation is cumbersome
 
and not as useful to management as 
it could be.
 

FE OMBY does not draw up a Balance Sheet until its Public
accountant and its external auditor have intervened 
- typically at
least 6 months and sometimes much longer after the close of the
fiscal year, and long afcer the Balance Sheet has lost most of its 
value from a business management point of view. 



FE OMBY'S FINANCIAL ACCOUNTS AT DECEMBER 31_ 
 1986
 

- The FE OMBY balance sheet for 3 years.
 

A) As presented by FE OMBY
 

BIIANS EN MILLIONS DE FMG
 

ACTIF 
 1984 1985 
 1986
 

Immobilisations 
 333 197 119
 

Difference de conversion 1227 1269 1842
 

Stock 
 615 594 555
 

Debiteurs 
 270 221 
 257
 

Tresorerie 
 83 22 
 25
 

Total 
 2528 2303 2798
 

PASSIF
 

Situation nette (2577) (3038) 
 (3368)
 

Provisions Pertes de
 
Change 157 284 413 

Emprunts LT 978 2657 773 2683 655 3256 
CT 1677 1910 2601 

Avances du tresor 1143 1143 1143 

Commissions engagements 

et interets emprunts... 327 327 327 

Crediteurs divers 702 712 784 

Tresorerie 121 192 243 

Total 
 2528 
 2303 
 2798
 

Source : FE OMBY.
 



1986 

* Restated (IN 
to better reflect actual assets, liabilities and net
 
worth.
 

ACTIF
 

Immobilisations/Fixed assets,net 


Stock/Stocks 


Debiteurs/accounts receivable 


Tresorerie/Banks 


Total 


PASSIF
 

Situation nette/Net equity 


Emprunts/Loans 


Crediteurs/Account payable 


Tresorerie/Bank overdraft 


Total 


Source : Coopers & Lybrand.
 

1984 1985 


333 197 119
 

615 594 
 555
 

270 221 
 259
 

83 22 25
 

1301 1034 956
 

(3647) (4023) 
 (4797)
 

4125 4153 
 4787
 

702 712 
 723
 

121 192 
 243
 

1301 1034 
 956
 

Note: 
(1) We have made the following changes in the figures 
as
 
presented by FE OMBY :
 

• An apparent duplication of provisions for loss exchange
 
has been written back to net equity.


• All balances reflecting liabilities on loans have been
 
consolidated.
 
Cumulative losses on exchange have been consolidated into
 
net deficit.
 



- Although FE OMBY has not, as 
of May 1987, prepared a consolidation

of the 1986 financial results of the individual profit and cost
 
centers, results may be summarized as follows :
 

Net operating Depreciation
 

results included therein
 

Cattle rearing
 

- Ranch 1 
 18 
 6
 
- Ranch 2 
 (24) 
 3
 - Ranch 3 
 (29) 
 3
 - Ranch 4 
 (8) (43) 
 4
 

Agricultural
 
activities 
 (47) 
 60
 

Extension
 
activities 
 (10) 
 3
 

Central management 
 (40)
 

Total operating loss 
 (140) 
 79
 

Loan interest 
 (61)
 

Loss on exchange 
 (573)
 

Net loss for 1986 
 (774)
 

Source : Coopers & Lybrand.
 



- The 1986 Cash Flow of FE OMBY may be presented as follows :
 

Net loss as in the previous page (774)
 

Less items which do not represent cash flow
 
Depreciation 79
 
Loan interest 61
 
Loss on exchange (provision) 573 
 713
 

Net Cash outflow to operations (61)
 

Additions to fixed assets, net (I)
 

Net decrease in working capital
 
Decrease in stocks 39
 
Increase in receivables (36)
 
Increase in creditors 11 14
 

Net Cash outflow in 1986 (48)
 

Reflected in increase in net overdraft
 
balances :
 

At Dec. 31,1985 (170)
 
At dec. 31,1986 (218)
 

Net increase as above (48)
 

Source : Coopers & Lybrand.
 

- Comments on the financial situation of FE OMBY at Dec. 31,1986 

* FE OMBY has never made any payments on any of its loans,
 
whether of interest or of capital;
 

* At Fmg 4.8 billion, total loans outstanding are appoximately
 
equal to FE OMBY's net deficit;
 

* Of the Fmg 4.8 billion in loans, interest is recorded only on
 
advances totalling Fmg 1.1 billion from the State treasury and
 
on a IBRD loan of approximately Fmg 0.3 billion.
 

- in the light of the foregoing and given the improbability of FE 
OMBY ever being in a position to make good on more than a small 
fraction of its loans, the Government should recognise this fact and 
restructure FE OMBY's Balance Sheet in consequence : 

Write off all loans, except Fmg 0.3 billion IBRD loans which
 

might be considered current (although interest has not been
 

paid.);
 



Inject Fmg 0.4 billion in the form of a new capital
 
subscription.
 

- Allowing also for a correction in the way breeding cows might more
properly be reflected as 
fixed assets rather than as stocks, the
balance sheet at December 31, 1986, after restructuring as suggested

above, would look as 
follows
 

Fixed Assets : 
 (Fmg millions)
 

As before, net 
 119
 
Breeding cows, 
at cost 250 
 369
 

Stocks 

305
 

Accounts receivable 
 257
 

Cash at bank (1) 182
 

Total assets 
 1113
 

Share capital (new) 400
 

Less cumulative losses brought
 

forward 

(310)
 

Net equity 

90
 

Loans - IBRD 300
 

Accounts payable 
 723
 

Total equity and liabilities 1113
 

Source : C npers & Lybrand.
 

Note 
: (1) Cash at bank reflects net bank balances after receiving

the assumed, new capital contribution of Fmg 0.4 billion

and before making any necessary disbursements to creditors
 



5. 
FE OMBY'S ability to produce adequate financial management
 
information,
 

The quality of the existing financial management information is
better than might be expected and we perceived real commitment on the
 
part of the senior staff with whom we had contact. Our comments and

suggestions to 
improve management information were well received and
there is a clear desire to learn and to 
improve FE OMBY's financial
 
management techniques.
 

However, FE OMBY's headquarter offices in Antananarivo have no
computer equipment (neither is 
there a photo-copying machine), and
 
none appears to be presently planned. In this regard, and with a view
 to 
a possible exchange of information and programs, we 
drew FE OMBY's

management's attention to the accounting system which has been
developed at SOMALAC and which is 
now fully operational. (It should
 
be noted that MPAEF is in process of setting up a system of technical

and adminstrative monitoring which is being tested with FE OMBY
 
data.)
 

In spite of a lack of equipment, we believe that with only a
moderate amount of instruction in management accounting techniques,

FE OMBY will be able to achieve worthwhile improvements in the

financial information available to management, and will be able to

produce necessary financial information for monitoring on a timely
 
basis.
 

6. Financial. monitoring and related issues relevant to 
improving

performance.
 

FE OMBY managEment made the following comments 
after being
invited to express its perceptions of problems in the 
areas of

financial management, monitoring and reporting and related issues

and to 
suggest solutions which might help improve performance :
 

There is 
a need to clarify lines of communication and reporting

responsibilities to ministries and others;

It would be helpful to have a fully functioning Board of

Directors which meets regularly and which is able to provide
 
necessary support and advice to management;

FE OMBY's objectives as a commercial enterprise need to be
 
confirmed and emphasized.
 

We share management FE OMBY's views in regard to 
the issues noted

above, and comment that these express themes recurrent in most if not
all of the enterprises reviewed. At FE OMBY as 
at other enterprises,

there 
are varying degrees of confusion as to the enterprise's

mission, in terms of public service provided at Government expense,

or commercial enterprise aiming for financial viability and return on
 
capital invested. However clearly differentiated into "profit

centers" and "cost centres", the co-existence of such essentially

different missions within one 
enterprise will often create
 
undesirable cross-currents and confusion as 
to objectives. In
 
consequence, we believe that everything possible should be done 
to
confirm and emphasize FE OMBY's commercial objectives. (For example,
 



it would underline the fact that FE OMBY is not a public service arm
of the Government or of MPAEF, if such residual extension activities
 
as are currently imposed on FE OMBY were covered by a service
contract under which FE OMBY were 
to be remunerated by that Miuistry
on a cost-plus-fee basis. In a similar vein and and for similar
 reasons, it would be useful 
to be able to dispense with the "State
 
Farm", part of this enterprise's name.)
 

Conclusions
 

Loans totaling some US$ 6 million have been lost, apparently

expended in pursuit of the Government's meat supply and pricing

policy, in effect through 1984.
 

Whereas the enterprise is 
now in a phase of consolidation and
approaching breakeven at 
the operating level, 
it is improbable that
it will ever be able to 
service more than a small fraction of these
 
US$ 6 million in loans.
 

To encourage 
FE OMBY's management to 
accord full credibility to
the enterprise's financial accounts, its 
Balance Sheet should be
restructured to reflect the current situation and the assets and
liabilities for which management will be held accountable. A
concurrent injection of cash, say US$ 
0.5 million in new capital,
would be desirable to replenish operating funds and give the

restructured Balance Sheet a measure of equilibrium.
 

FE OMBY could be helped to achieve profit as well as operational
improvements by being provided assistance in the implementation of
appropriate financial and management control system.
 

The enterprise's general and financial management appears to 
us
to be able and committed. Its efforts 
to achieve commercial and
financial viability need to be confirmed by a Business Plan or
similar document, which should be subscribed by management, the Board
of Directors and the cognizant Ministries.
 



Appendix G
 

Specification of Training and Equipment Needs
 

1. Introduction
 

We have examined the ministerial need, for training and equipment

based upon the current ministerial organisation and monitoring

procedures. 
Notwithstanding our recommendations for revised

procedures contained in Appendix F, we believe that there 
is merit in
 
proceeding in the short term with the 
training and equipment
 
programme specified below. 
It will, however, be necessary to review
 
and expand these needs once 
the precise shape of the proposal

reorganisation has been defined and agreed in Phase II 
of this
 
project.
 

As part of the evaluation of the 
existing monitoring systems, we
 
conducted a preliminary assessment of the manpower and technical
 
capacity of MPARA and MPAEF, and of the enterprises under their
 
tutelle. At the ministerial level this assessment 
aimed to:
 

- broadly define the 
current manpower capabilities of the
 
monitoring units of MPARA and MPAEF;
 

- broadly define the relevant equipment currently available in
 
the monitoring units of MPARA and MPAEF;
 

- recommend the 
type of training and equipment needed to make
 
the ministries capable of implementing an improved monitoring
 
system;
 

- estimate the costs of these training and equipment needs.
 

At the enterprise level, this 
assesment aimed to:
 

- define the general level of competence in the area of
 
financial reporting;
 

- propose measures that might be 
taken to improve this level
 
of competence.
 

As detailed below, it appears that there are 
definable gaps between
 
the present and required monitoring capabilities of the entities
 
involved in 
the monitoring process. The recommendations presented

below represent preliminary suggestions as 
to how to close these
 
gaps.
 

2. MPARA
 

2.1 Manpower Capabilities
 

The unit responsible for the monitoring function within MPARA,

Service d'Appui a 
la Gestion et au Controle Parapublique, (SAGCPP),

is headed by an agronomist with management training and is 
staffed

with six senior employees of varying backgrounds. Among the six,
 



there are three with general management degrees, 
one
 
sociologist/economist and one with basic coursework in accountancy.

Currently each of the six is 
responsible for performing the total.
 
monitoring function and being the primary contact with 3-5
 
enterprises under the tutelle of MPARA.
 

However, a project is currently underway to consider the
 
r.'organisation of the unit along the following functional lines:
 

- Information and Documentation Division: 
this division would
 
be responsible for collecting and computerising all relevant
 
documents produced by tne enterprises;
 

- Financial Administrative and Commercial Division: 
this
 
division would be responsible for responding to 
the financial,

administrative and commercial needs of the enterprises;
 

- Financial and Economic Analysis Division: this division
 
would be responsible for performing relevant financial and
 
economic analysis on the enteiprises.
 

Given this type of functional reorganisation, there appears 
to be an
opportunity to better match the skills of the staff with their
 
responsibilities, through specific training programmes.
 

2.2 _Equipment Availabiltj
 

UPARA's monitoring unit lacks several major pieces of equipment that
 
could substantially improve its monitoring capability.
 

The unit has no micro-computer and thus little ability to perform

sophisticated financial and economic analysis. The unit also does not
 
have any vehicles dedicated to it with which 
to visit the enterprises

in Antananarivo and in the field. The office is 
also lacking a modern
 
photocopier and electric typewriter.
 

2.3 Recommended Training and Equipment
 

2.3.1. Training
 

It is recommeded that a series of seminars be orgainsed for the

senior staff members of MPARA which (a) give them a common base of

knowledge on which to build and (b) create specialists in differnent
 
functional areas. We note that MPARA's policy of sending two 
people

to specialist seminars in order to facilitate the transfer of
 
knowledge to other members of the unit should be applied in the

proposed seminar programme. The following programme is reconended:
 

- A one-week seminar entitled Techniques General de Management

for all staff members of the monitoring unit. The objective

of this seminar is to give participants a general vision of
 
hio.r an organisation functions and what problems it typically
 
,aces. This seminar is regularly conducted by the Centre
 
Formation des Cadres.
 



- A two-week seminar entitled Finance and Credit for 
two members

of the monitoring unit (ideally one general management graduate

and one non-management graduate.) 
The objective of this
 
seminar is to give participants the ability to analyse

financial problems and develop internal financial systems.

CFC regularly conducts a 1 week seminar of this type and is
 
willing to offer an expanded version tailored to the needs
 
of the participalnts.
 

- A two-week seminar on Financial and Cost Accounting for two 
members of the monitoring unit, (ideally one general
management graduate and the accounting graduate.) The 
objective of this seminar should be to give participants 
an understanding of how sound accounting methods can be used
 
as an analytical tool. This seminar can be provided by

INSCAE, Madagascar's principal accounting school.
 

-
A two-week seminar on Micro-Comupu~ters for two members of the

monitoring unit, (ideally one 
general management graduate and
 
one non-management graduate.) 
The objective of this seminar
 
should be to give participants an introduction to
 
programming and a basic knowledge 
of relevant software
 
packages such as LOTUS, DATA-BASE, and WORDSTAR. This seminar
 
can be provided by several different local organisations,
 
including INSCAE, IBM, NCR and STIM.
 

- A three-month Programme of Courses Abroad for the 
two most
 
experienced members of the monitoring unit. The objective of
 
this programme should be 
to give the participants advanced
 
training in the use 
of computers as an analytical tool and
 
exposure 
to the most up-to-date methods of f4inancial and
 
economic analysis. The programme should also attempt to
 
incorporate 
a part-time internship with an agricultural
 
company in order to give the participants some practical

experience. This programme can be arranged with one 
of the
 
French Ecoles de Commerce or with the 
summer programme of a
 
US graduate business school.
 

2.3.2 Euipment
 

MPARA's monitoring unit has several important equipment needs as
detailed below. We note that these needs have been submitted to the 
Minister of Planning by MPARA for approval before transmission to 
USAID for financing. The items requested are:
 

- 1 car for local travel
 
- 1 car for field visits
 
- I micro-computer and princer
 
- 1 set of software for computer use (LOTUS, WORDSTAR, DBASE) 
- 1 photocopying machine 
- 2 electronic typewriters 
- 6 financial calculators 



Preliminary Budget - MPARA 

A. Training 

No of 
parti-
cipants 

No of 
weeks 

Tuition/ 
Cost/Week/ 
Person 

Total Tuition 
Cost 

Costs in F_
Per Diem 

Cost/Week/ 
Person 

000s 
Total Per 
Diem Cost 

Ry 
Air' 
Travel 

Total 
US$ Equivalent 

iocalGeneral Seminar 
Functional Specific
Seminars39_ 

6 
6 

1 
2 

200 
200 

1200 
2400 

125 
125 

750 
1500 

1950 
3900

_045850 

2438 
4875

7_5 
7313 

Forei fProgramme of 

Courses Abroad 

2 12 150 3600 

Costs 

525 

in US$ 

12600 6000 22200 

TOTAL TRAII4G COST 
$29513 

/ 



As set out in Appendix F, there is considerable overlap in the

monitoring functions within MPAEF. As far as 
qualifications are
 
concerned, there is 
an unbalanced composition of technical and
 
management skills, with very little accounting capabilility, which
 
means that none 
of the five groups involved with monitoring

activities is able 
to perform their tasks well. 
In order to upgrade

MPAEF's monitoring staff, a broad series of seminars is 
required. By

giving staff members 
a common base set of analytical skills, the

unification of MPAEF's currently disjointed monitoring groups can be
 
facilitated.
 

3.2 Equipment Availability
 

As MPAEF's monitoring groups are physically separated from one
 
another, it is difficult to share equipment. Thus 2 sets of some
 
major items of equipment are needed.
 

The monitoring groups are, however, well-equipped with
 
micro-computers, as 
BOC possesses two 
and the DASS in the Direction
 
de l'Elevage has one. These computers are used only for word
 
processing at the present time, 
as neither office has 
a financial
 
analysis or database management software package. Other useful 
items
 
of equipment that the 
two office locations do not have include a
 
field visit vehicle, photocopiers, electric typewriters, and
 
stencil/duplicating machines.
 

3.3 Recommended Training and Equipment
 

3.3.1 Training
 

We recommend that a series of seminars be organised for the 
senior
 
staff members of MPAEF which (a) increases the general level of
 
proficiency in accounting and 
(b) creates specialists in different
 
functional areas. 
As currently practiced in MPARA, maximum benefit
 
should be gained from the seminars by encouraging seminar
 
participants to 
discuss what they learned with other members of their

staff. Details of the recommended seminar programmes 
are as follows:
 

-a one-week seminar entitled Financial and Cost Accountinv for
 
all 19 members of the monitoring units. The objective of this
 
seminar should be to give all particpants a basic background

in accounting and its value as 
an analytical tool. This
 
seminar can be arranged by INSCAE on request.
 

a 
one-week seminar entitled Techniques General de Management for
 
all 19 members of staff. See section 1.3.1 for details.
 

- a two-week seminar entitled Finance et Credit 
for 2 members
 
of the monitoring units, (ideally 2 agronomists from the
 
DASS divisions). 
See section 1.3.1 for details.
 

- a two-week seminar entitled Micro-computers for 2 members of
 
the monitoring unit, (ideally 2 agronomists from the DASS
 
divisions). See section 1.3.1 for details.
 



- a three-month Programme of Courses Abroad for the two most
 
experienced members of the monitoring unit. See section
 
1.3.1 for details.
 

3.3.2 Equipment
 

MPAEF's monitoring units have several important equipment needs, as
detailed below. The equipment is assumed to be split evenly between
 
the BOC and the SCCG/DASS office locations when more than one set of

equipment is recommended. The items required are as 
follows:
 

- 1 car for field visits
 
- 2 photocopying machines
 
-
 2 sets of computer software (LOTUS, DBASE etc) and diskettes
 
- 2 electronic typewriters
 
- 2 stencil duplicating machines
 
- 19 financial calculators
 

3.4 Estimated Cost of Training and Equipment
 

Preliminary Budget - MPAEF
 

A. Training
 

See separate sheet.
 

B. Equipment
 

No
Item Unit Cost ($) Total Cost ($)
 
- 4-wheel drive 
 1 20,000 20,000
 
. Computer software and
 
diskettes (LOTUS,
 
DBASE etc) 
 I set 3,000 3,000
 
- Rank Xerox photocopier
 
1025 R/E with sorter 2 
 6,300 12,600
 
- Rank Xerox electric
 
typewriter 6015 with
 
memory 
 4 1,500 6,000
 
- RoneoVickers model
 
790 duplicator 
 2 2,200 4,400
 
- HP 12C calculator 19 
 90 1,710
 

Total Equipment Cost 
 47,710
 

TOTAL TRAINING AND EQUIPMENT COST 
 88,598
 

(a) Based on assumption that local seminars are held in Antsirabe and
 
per diem cost is Fmg 25,000 per day, 5 days per week
 

(b) Based on assumption that foreign per diem is 
equal to $75 per day
 
seven days per week.
 

4. Enterprises
 



4.1 Financial Reporting Capability
 

The 16 enterprises that were visited during the 
field study phase of
 
the report exhibited different levls of financial reporting
 
capability, ranging from SOMALAC's computer-based integrated
 
accounting systems and detailed financial statements 
to SECIAM's
 
non-integrated journal of accounts and inability to 
publish any sort
 
of financial statements since 1977. Our preliminary evaluation of the
 
enterprises' capabilities indicate that well over half of the
 
enterprises visited have significant deficiencies in their accounting
 
systems. The 10 enterprises most in need of improvements in their
 
financial reporting capability are:
 

- SOMALAC
 
- OFMATA
 

- SOAMA
 
- SOTHEMAD
 
- FE BETAMPONA
 
- SOJUFA
 
- FESSA
 

- FE OMBY 
- SECIAM 
- FAHMAMA 

The nature of their problems vary of course, but can be broadly
 
characterised as follows:
 

- Preparation of incomplete sets of annual financial statemencs
 
(Profit and Loss Accounts but not Balance Sheets nor
 
Sources and Application of Funds statements, for example);
 

- No quarterly reporting;
 

- Inability to establish an accurate "prix de revient;"
 

- Lack of forward financial planning (ie no multi-year
 
performance projections;)
 

- Rare inventory taking;
 

- Mislocation of the accounting function (at the head office 
for example rather than at the factory site;)
 

- Manual systems;
 

- Lack of formal accounting training at the top level; 

- Insufficient number of accounting staff.
 

The majority of these deficiencies stem from the 
fact that most of
 
the Directeurs General are agronomists by training and previous

experience, and have had little 
training in management. Their lack of
 
familiarity with the accounting function had resulted in weak
 
financial reporting practices, and in a general under-valuation of
 
the importance of good financial management.
 



ANNEXE H
 

ETUDE DES ASPECTS JURIDIQUES
 

Cette annexe 
contient l'analyse des aspects juridiques au niveau des
 
entreprises sous 
la tutelle des deux minist~res, MPARA et MPAEF.
 

Suivant les directives de la Direction Gdndrale du Plan, nous avons
 
reproduit le 
texte entier de cette dtude, prdparde uniquement par le Cabinet
 
Ramaholimihaso, sous la supervision gdndrale de Coopers & Lybrand, dans le
 

cadre du programme de travail gdndral du projet.
 

A noter : Dans le cas 
des sept entreprises qui ont dtd dtudides 
au
 
niveau des "plans commerciaux" (cf. Annexe D), 
nous avons insdrd une section
 
juridique (en langue franaise seulement) qui fournit, pour chaque entreprise,
 
les points clds en mati~re de structure administrative et juridique.
 

Cette annexe se prdsente comme suit 
:-


A. Probl~mes juridiques relatifs 
au ddsengagement de l'dtat dans les
 

entreprises publiques.
 

B. Notes gdndrales :
 

B.1 Sur le controle financier des entreprises publiques
 

B.2 Sur le controle du commissaire du gouvernement
 

B.3 Sur le controle des commissaires au comptes
 

B.4 Sur l'Inspection Gdndrale de 
l'Etat (I.G.E) sur les entreprises
 

publiques
 

C. Liste de r~fdrence : ddcrets, arretes et ordonnances
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A. PROBLEMES JURIDIQUES RELATIFS AU DESENGAGEMENT DE L'ETAT
 

DANS LES ENTP PRTSES PARAPUBLIQUES
 

1. DELIMITATION DU CADRE DE L'ETUDE JURIDIQUE
 

1.1. Obiet de l'dtude juridique
 

L'dtude juridique a comme objet d'identifier et d'analyser les aspects
 
de droit se rapportant au ddsengagement de V'Etat au niveau des entreprises
 
publiques sous la tutelle du MPARA et du MPAEF.
 

Les dtapes de cette dtude sont les suivantes
 

- description, sous 
forme d'une liste, des caractdristiques des
 
diffdrents types de structures juridiques qui existent pour les socidtds et
 
les entreprises publiques A Madagascar et dnumdration de celles qui sont sous
 
la tutelle du MPARA et du MPAEF;
 

- recherche et analyse des 
textes l~gislatifs et r~glementaires se
 
rapportant A une vingtaine de 
ces entreprises ;
 

-
classement de ces entreprises selon leur statut juridique, les
 
probl~mes juridiques ainsi que les methodes administratives appliqudes A
 
chacune d'elles par les ministeres de tutelle et 
les autres organes
 
administratifs. Description des moyens de contr6le de l'Etat sur ces
 

entreprises;
 

-
classement de ces entreprises 
en fonction du temps ndcessaire et des
 
difficultds pour l'dlimination des obstacles juridiques et 
administratifs et
 
qui peuvent etre rencontrds pour le ddsengagement;
 

- dtablissement d'un rapport sous forme de rdsumd sur les travaux
 

ci-dessus dnumdrds.
 

Pour la direction de l'dctude, 
les objectifs du ddsengagement ont dtd
 
ddfinis de la mani~re suivante
 

/ 



Amelioration de l'efficience dconomique de l'entreprise et
 

l'allocation rationnelle des subventions
 

Allegement de la charge fiscale 
;
 

R6alisation des biens de l'Etat 
(6l6ments d'actif et participation),
 

dans le but d'obtenir une rentrde de fonds pour l'Etat;
 

Ouverture de la propridtd de ces biens.
 

II a dtd dtabli que, dans certains cas, le recours 
A la participation de
 
partenaires de droit privd au sein des entreprises publiques s'av~re
 

ndcessaire.
 

Le principal but du present rapport est de relever les probl&mes
 
juridiques qui peuvent 
etre rencontres dans l'application du processus de
 
ddsengagement de l'Etat au niveau des entreprises publiques.
 

1.2. Dfinition des entreprises parapubliques
 

Dans le langage courant, on utilise indiff~remment les expressions
 
"entreprises publiques" et 
"entreprises parapubliques". Toutefois, dans la
 
rddaction des textes 
ldgislatifs et r~glementaires A Madagascar, seule
 
1'expression "entreprise publique" est employee.
 

Pour les besoins de la prdsente 4tude, il ne sera pas fait de
 
distinction entre ces deux expressions et 
celle d'"entreprise publique" sera
 

exclusivement utilisde.
 

D'une mani&re gdndrale, 1'entreprise publique s'oppose A 1'entreprise
 

privde. 
 La notion n'a jamais 6td d6finie 1galement.
 

En droit malgache, 'on dispose uniquement de quelques faibles
 
indications. Ii y a lieu de souligner que les 
textes se limitent A tnum~rer
 

les entreprises publiques sans les d~finir.
 

Tel est notamment le cas de l'arrec6 no 
1828-PM du 9 mai 1977 portant
 
creation d'une commission chargee de l'approbation des comptes des entreprises
 
publiques. Ce texte enumere 
les differentes formes d'entreprises entrant dans
 

son champ d'application, qui sont les suivantes
 



- Etablissement public A caract&re industriel et commercial (EPIC); 
- Socidtd d'Economie Mixte (SEM);
 

- Socidtd d'Intdr~t National (SIN);
 

- Toute socidtd dans 
laquelle l'Etat ou ses d~membrements, soit
 
directement, soit par l'intermdiaire des entreprises qu'il controle,
 

ddtient au moins 51 pour cent du capital social.
 

II 
est dgalement possible d'essayer de d~finir l'expression en proc~dant
 

A l'analyse des deux termes qui la composent.
 

1) Entreprise
 

Ce 
terme implique l'idde d'une activit6 6conomique. C'est donc un
 
organisme producteur de biens et de services.
 

Une entreprise a, en outre, 
une unit6 juridique. 
 C'est un organisme
 
autonome, dotd d'une personnalitd juridique, d'une direction propre et d'un
 

patrimoine distinct.
 

2) Le caractsre public se traduit par
 

a) 
 Le but d'inter~t public de l'entreprise 
: en fait, ce crit&re est
 
largemenc d6passd puisqu'une entreprise publique ne correspond
 

pas obligatoirement A un service public.
 

b) La propri4t et 
la direction publiques de 1'entrepise : la
 

propridtd publique est dvidente pour certaines 
formes
 

d'entreprises (EPIC et Socidtd d'Etat ou SIN). 
 Il est par contre
 
ndcessaire d'examiner le problhme au niveau de chaque 
cas pour
 
les socidt~s d'dconomie mixte, et surtout pour les 
socidt~s de
 
droit privd dans 
lesquelles l'Etat dtient une participation
 

majoritairf. ou un pouvoir de contr6le.
 

La direction et controle publics se 
prdsentent sous forme d'une
 
direction assumde par les reprdsentants de 
 'h.tat ou par des personnes nommdes
 

par lui.
 

En principe, les socidtds de droit priv6 dans 
lesquelles l'Etat 
ne
 
d~tient aucune participation dchappent A toute 
tutelle de l'Administration.
 



A partir de ces dldments, la liste des formes juridiques d'entreprises
 
publiques ou parapubliques pourrait etre 6tablie de la mani&re suivante 
:

- les dtablissements publics A caract6re industriel (EPIC) dont les
 

Fermes d'Etat
 

- les socidtds d'etat (SE) et les soci~t~s d'intdrkt national (SIN);
 

- les socidtds d'6conomie mixte (SEM);
 

- les entreprises socialistes (ES);
 

- les socidtds de droit privd 
avec une 
importante participation
 

publique.
 

1.3 Contexte juridiaue des entreprises publiques
 

1.3.1. Statut l6islatff et r~plementaire
 

D'une mani~re gdndrale, les r6gles de fonctionnement et
 
d'organisation des diffdrentes formes d'entreprises publiques A
 
Madagascar sont fixdes par des 
textes l~gislatifs et r~glementaires.
 

Particuli~rement, les principales caractdristiques de chacun de
 
ces entreprises ainsi que leurs dispositions statutaires sont
 
ddtermin~es par la loi 
ou les r~glements, selon les 
cas.
 

Cet aspect constitue l'une des diffdrences fondamentales entre
 
les entreprises publiques 
et les entreprises de droit privd, dont les
 
statuts sont 6tablis par acte conventionnel.
 

De ce 
fait, tout changement interjenant au niveau des entreprises
 
publiques et qui peut entrainer la modification de l'une de leurs
 
caractdristiques doit faire l'objet de la promulgation d'un texte
 

particulier.
 

En consdquence, toute modification apportde aux 
r6gles rdgissant
 
une entreprise publique rel~ve de la ddcision des dirigeants de l'Etat.
 

1.3.2. La Charte des enreprises socialistes
 

L'esprit de l'Ordonnance 78 
006 du ler mai 1978 a dt6 de rdaliser
 

une unification des entreprises publiques.
 



L'article 60 de cette ordonnance dispose, en effet, que "toutes
 
les socidtds, toutes les entreprises, en gdndral, toutes les 
opdrations
 
dconomiques de l'Etat crddes postdrieurement A la date de promulgation
 
de la Charte doivent revetir la forme d'Entreprise socialiste", d~s lors
 
que l'Etat ou ses ddmembrements ddtiennent, directement ou indirectement
 
par l'intermddiaire des entreprises qu'il controle, une participation
 

dgale ou supdrieure A 51 pour cent du capital.
 

Par ailleurs, l'article 60 du meme 
texte stipule que les SE, les
 
SIN, les SEM, les EPIC, les socidtds d'amdnagement, les 
socidtds
 
anonymes et en gendral toutes socidtds dans lesquelles l'Etat ddtient
 
directement ou indirectement 51 pour cent ou plus du capital social, et
 
en tant que de besoin, toutes les op6rations de l'Etat revetant un
 
caract~re economique de production ou de prestation de service et toutes
 
les opdrations dconomiques rnendes sont
en rdgie par les minist~res, 


soumis de plein droit au regime de la Charte, si elles existaient A la
 
date de 
sa promulgation. Leur transformation en Entreprise socialiste
 
devait se rdaliser dans un delai fixd A un an par voie de ddcret. 
 Cette
 
disposition a dtd abrogde par la suite et il 
a dtd prdvu que le ddlai
 
serait fixd par voie d'arretd du Premier Ministre.
 

Jusqu'A prdsent, l'arretd en question n'a pas encore dtd pris.
 
De ce fait, la transformation de 
toutes les entreprises publiques en
 
entreprises socialistes 
ne s'est pas rdalisde.
 

1.3.3. Les ddrogations A la Charte
 

Bien que les conditions d'application des dispositions de
 
larticle 60 de 
la Charte des entreprises socialistes soient rdunies, il
 
est toujours possible d'y ddroger en adoptant d'autres formes juridiques
 

d'entreprises.
 

Les prdcddents et la pratique 
ont consacrd deux procddures
 
ddrogatoires possibles 
aux dispositions de l'article prdcitd de la
 

Charte.
 



Le critre d'application de l'une ou de l'autre de ces procddures
 
est constitud par la nature, directe ou indirecte, de la participation
 
majoritaire de l'Etat dans le capital de la nouvelle entreprise A
 

constituer.
 

D'une part, en cas de participation directe de l'Etat, la
 
ddrogation aux dispositions de la Charte n'est possible qu'au moyen d'un
 

texte ldgislatif.
 

L'opdration devra alors 
 tre expressdment autorisde par une 
loi
 
si elle inter-vient pendant la pdriode de session de l'Assembl6e
 

Nationale Populaire lors L-e 
la session qui suit immdiatement apres.
 

D'autre part, lorsque la participation majoritaire de l'Etat se
 
rdalise d'une mani~re inuirecte  participation par l'intermddiaire des
 
entreprises qu'il controle 
 - la ddrogation est effectude de fait, par
 
la simple et libre crdation de l'entitd juridique. Toutefois, il est A
 
remarquer que la constitution d'une entreprise dans telles conditions
 

nest pas conforme aux dispositions ldgales.
 

2. ASPECTS JURIDIQUES ET FISCAUX DU DESENGAGEMENT
 

Du point de vue juridique, le d~sengagement de l'Etat au niveau &es
 
entreprises publiques peut concerner trois domaines
 

- le capital;
 

- la gestion et le contr6le;
 

- l'actif.
 

2.1 D4sengagement au niveau du capital social
 

Le capital social est constitud pa les apports effectuds par ]es
 
associds d'une socidtd au moment de sa constitution. 
II peut etre augmentd ou
 
rdduit de diff~rentes fagons au cours 
de la vie sociale.
 

Pour les entreprises publiques, le capital apparcient en 
tout ou partie
 
A l'Etat ou ses ddmembrements. 
 Dans certains cas (EPIC), l'entreprise 
appartient exclusivement A l'Etat mais n'a pas de capital 



Le ddsengagement de l'Etat au niveau du capital social d'une entreprise
 

peut rev~tir deux formes :
 

- d'une part, la cession totale de sa participation en faveur d'autres
 

personnes;
 

- d'autre part, l'ouverture A d'autres personnes ou la cession 

partielle de sa par-ticipation. 

Par ailleurs, il y a lieu de distinguer la cession de participation ou
 
l'ouverture du capital social au profit des rdsidents et 
au profit des
 

non-rdsidents.
 

2.1.1. Ddsengagement en faveur des r~sidents
 

2.1.1.1. Dans la SEM et l'ES
 

I. convient d'entendre par r~sidents, les personnes physiques
 

rdsidentes A Madagascar, quelle que soit leur nationalitd et les
 
personnes morales ayant leur sihge A Madagascar, sous contrle
 

majoritaire de rdsidents.
 

a) La prise de participation, dans le capital de la SEM et de
 
I'ES, de personnes de droit privd est expressdment autoris~e par les
 
textes rdgissant ces deux fozmes d'entreprises. Toutefois, seules les
 
personnes morales de droit prive peuvent etre admises 
comme partenaires
 

de l'Etat dans le capital de l'Entreprise socialiste.
 

Ces participations privees sont soumises A une certaine
 

limite. 
 Dans I'ES, l'Etat ou ses ddmembrements ou encore les
 
entreprises qu'il contr$le doivent ddtenir 51 pour cent 
au moins du
 
capital social ; la part pouvant appartenir A des personnes morales de
 
droit privd ne doit donc pas excdder 49 pour cent dudit capital. Le
 
minimum de participation de l'Etat ou de 
ses ddmembremencs dans le
 
capital de la SEM, n'a pas dtd clairement d~termind par les 
textes.
 
Quoiqu'il en soit, il 
est logique de penser que l'Etat, corrdlativement
 

aux pouvoirs d~passant le 
cadre de droit commun qui lui sont confdrds
 

par la SFM par la loi, doit poss~der la majoritd absolue du capital de
 



cette catdgorie de socidtd, 
le reste pouvant tre ddtenu par des
 

personnes de droit privd.
 

b) Si la participation du ou des partenaires privds d6passe 
ces
 
limites, 
il serait alors n~cessaire, soit :
 

- de d~roger au 
texte fixant le rdgime juridique de
 
l'entreprise concernde au moyen d'un texte de loi. 
 Ndanmoins, il n'est
 
pas indiqu6 de multiplier les ddrogations 
aux textes, en particulier aux
 

dispositions d'ordre public;
 

- de transformer la SEM o:. I'ES pour adopter une autre 
forme
 
juridique d'entreprise, laquelle pourrait etre, en rrincipe, celle d'une
 
socidtd de droic privd. 
 Les textes r6glementaires ayant crd 
 la SEM ou
 

I'ES devront alors etre abroges.
 

Cette transformation serait n~cessaire en cas de
 

d~sengagement total de l'Etat.
 

2.1.1.2. Dans les SE et les SIN
 

Par ddfinition, les SE et les SIN sont des entreprises publiques
 
dont le capital appartient exclusivement A l'Etat. L'association de
 
l'Etat avec des partenaires de droit privd dans le capital de ces
 
entreprises est donc impossible.
 

C'est d'ailleurs dans cet esprit que le capital desdites
 

entreprises n'est pas divisd en actions.
 

L'ouverture de leur capital social A des personnes de droit privd
 
entraine l'obligation de transformer l'entreprise en un autre 
type de
 

soci~td qui serait :

a) une ES obligauoirement, si 
la participation de l'Etat ou de
 
ses d~membrements dans le capital de la nouvelle entreprise est dgale ou
 
supdrieure A 51 pour cent, avec 
les dventuelles ddrogations qui ont dtd
 

prdcddemment exposees;
 



b) une socidtd de droit privd dans le 
cas contraire. En tout
 
dtat de cause, un texte de loi devra etre pris pour abroger celui ayant
 
portd crdation de la SE ou de la SIN qui se transforme.
 

2.1.1.3. Dans les EPIC
 

L'EPIC est un organisme public personnalisd, chargd d'assurer un
 
service d'intdr~t public. 
 II ne poss~de pas de capital social.
 

De cc 
fait, seule sa transformation en un autre type d'entreprise
 
publique ayant un capital social 
(SEM ou ES) 
ou encore en une socidtd de
 
droit privd, permettrait l'association de l'Etat A des personnes de
 

droit privd.
 

Cette transformation est soumise aux meme r~gles que la
 
transformation de la SE ou de la SIN.
 

2.1.2. Ddsengagement en faveur de non-r~sidents
 

2.1.2.1. Investissement direct
 

La prise de participation de personnes non-rdsidentes dans le
 
capital d'entreprises de droit malgache est concernd par la ldgislation
 

des changes.
 

Le principal texte qui rdgit cette nature d'opdration est
 
l'arretd no 4100 du 22 novembre 1972 r~glementant les participations
 
dtrang~res A Madagascar.
 

Le crit~re appliqud par ce text( pour ddterminer qu'une personne
 
donnde est visde par ses dispositions est le fait de ne pas rdsider A
 
Madagascar, en ce qui concerne les personnes physiques.
 

Aux termes de ce 
texte, la prise de participation au capital de
 
socidtds de droit malagasy (entreprises publiques ou entreprises de
 
droit privd ayant leur si~ge A Madagascar) par des personnes physiques
 
non-rdsidentes constitue un investissement direct d6s lors qu'elle
 



exc~de, seule ou A plusieurs, 20 pour cent du capital de ladite
 
entreprise. Dans ce 
cas, cette operation est 
soumise A l'autorisation
 

prdalable du Minist~re charg6 des Finances.
 

La m~me prise de participation effectude par une socidt6 ayant
 
son siege A Madagascar, mais 
sous contr6le de non-r~sidents (majoritd du
 
capital social appartenant A des personnes physiques non-rdsidentes) est
 
6galement soumise A autorisation prdalable.
 

La prise de participation de personnes physiques rdsidentes A
 
Madagascar peut donc librement s'effectuer.
 

Il est A noter que lobtention de l'autorisation prdalable ouvre
 
droit pour l'investisseur non-resident A la possibilitd de transfert en
 
sa faveur des dividendes dventuels lui revenant au titre de 
sa
 
participation et de transfert du prix de cession en cas de liquidation
 
de l'investissement, 
sur la base du capital investi en devises.
 

Le d~lai pour l'obtention d'une 
telle autorisation est tr~s
 
variable. 
En principe, l'Administration est tenue, selon un principe du
 
droit administratif, de rdpondre avant l'expiration d'un ddlai de six
 
mois A compter de la date de ddp6t de la demande.
 

2.1.2.2. Transfert de dividendes
 

Les dividendes revena-t A des non-residents sont transfdrables
 
moyennant une demande d'autorisation annuelle A adresser au Ministre
 
chargd des Finances (Service du Contr61e des changes).
 

Ces dividendes, selon l'arretd no 
3747 du 18 septembre 1974, sont
 
transfdrables A raison de 100 pour cent pour les entreprises
 

industrielles et A raison de 75 
pour cent pour les 
autres entreprises.
 

La partie non transferable est, 
au choix du bdndficiaire, soit
 
laissde en compte-courant, soit transfdrde de faqon dchelonn6e selon un
 
calendrier fixd par cet arrete.
 



Sur le plan fiscal, les dividendes sont assujettis A l'Impot sur
 
les Revenus des Capitaux Mobiliers (IRCM), au taux de 25 pour cent pour
 
les produits des actions nominatives et 
au taux de 40 pour cent pour les
 

produits des actions au porteur.
 

L'IRCM est retenu A la source par l'entreprise, qui le 
reverse A
 
l'Etat. Darts 
la pratique, certaines entreprises prennent cet imp6t en
 
charge. Dans ce cas, 
ledit impot n'est pas ddductible du bdndfice
 

imposable.
 

2.2 Procedure iuridique du d~sengagement
 

2.2.1. Ouverture du capital de l'entreprise publigue
 

L'ouverture du capital social peut etre rdalis~e suivant deux
 
voies juridiques 
; la cession de participation et l'augmentation du
 

capital social.
 

2.2.1.1. La cession de participation
 

Ainsi qu'il a dtd indiqud prdcddemment, la cession de
 
participation n'est ?ossible dans une entreprise publique que dans le
 
cadre d'une SEM et d'une ES, 
en prenant soin de respecter les limites
 

de participation minimum de l'Etat.
 

La cession des actions de l'Etat dans une 
SEM est soumise A
 
l'autorisation du Minist~re chargd des Finances et 
du Ministare de
 
Tutelle de l'entreprise, donnde sous 
forme d'arretd interministdriel.
 

La cession de participation de l'Etat dans une 
ES est soumise A
 

l'autorisation du Conseil d'orientation.
 

S'agissant de la socidtd anonyme, la cession des actions que
 

l'Etat d~tiendrait dans son capital est en principe soumise A
 
l'autorisation du Ministere chargd des Finances ainsi qu'A celle du
 
Conseil d'Administracion de la societd, 
au cas oOi les statuts sociaux
 

prdvoient une clause de prdemption en faveur dudit Conseil.
 

Le prix de cession est librement ddtermind par le cedant et le
 

cessionnaire.
 



Au plan fiscal, la cession de participation est assujettie A un
 
droit proportionnel de 8 pour cent, liquidd 
sur la base du prix de
 
cession. Toutefois, l'assiette de cet imp 6
 t ne peut pas etre infdrieure
 
A la valeur mathdmatique de la participation, qui ne peut elle-m~me etre
 

infdrieure A la valeur nominale.
 

2.2.1.2. Augmentation de capital
 

L'introduction de nouveaux partenaires de droit privd dans le
 
capital d'une SEM ou d'une ES peut dgalement etre rdalisde par voie
 

d'augmentation de capital.
 

- Pour l'ES., l'opdration doit etre autorisde et 
approuvde par
 

le Conseil d'orientation;
 

le Premier Ministre qui prend un arret 
 en vue de modifier
 

l'article des statuts relatif au capital social. 
 II n'y a
 
pas de droit prdf~rentiel de souscription en faveur des
 

actionnaires de I'ES.
 

- Pour la SEX, l'opdration doit etre autorisde par 

le Conseil d'Administration qui 
en arrete les modalitds et
 

conditions;
 

les actionnaires rdunis 
en assembl6e g6ndrale extraordinaire
 
qui ddcident du principe de l'opdration et renoncent A tout
 

ou partie de leur dLlit pr~fdrentiel de souscription;
 

le Minist~re de tutelle qui approuve la modification
 

consdquente des statuts par voie d'arret6.
 

- Dans la socidtd anonyme, l'augmentation de capital en rue 
de
 
permettre l'adhdsion d'un nouvel actionnaire est librement
 

d4cidde par l'assemblde gdndrale extraordinaire des
 

actionnaires.
 

Fiscalement, cette opdration est assujettie A un droit d'apport
 

de
 



. 2 pour cent sur les apports en numdraire dans les socidt~s
 
ayant des activitds industrielles et agricoles;
 

.
 6 pour cent sur les apports en numdraire dans les 
autres
 

socidtds et sur 
la valeur des apports en nature.
 

Les apports d'immeubles sont en plus assujettis A la Taxe de
 
publicitd foncihre au taux de 2 pour cent.
 

Les apports en nature effectuds au capital d'une SEM ou d'une SA
 
doivent etre dvaluds et vdrifids par un Commissaire aux apports nommd
 
par l'assemblde gdndrale extraordinaire des actionnaires, lequel
 

prdsente un rapport A ladite assemblde.
 

2.2.2. Transformation de l'entreorise publique
 

Sur le plan juridique, la transformation d'une socidtd,
 
c'est-d-dire le changement de 
sa forme, est une opdration qui est
 
valablement ddcidde par l'autorit6 ou l'organe habilitd A apporter des
 

modifications A ses 
statuts.
 

En outre, il est rappeld que la transformation des entreprises
 
publiques en entreprises socialistes devait etre rdalisde 
en application
 
des dispositions de la Charte des entreprises socialistes.
 

En principe, la transformation est 
une opdration juridique qui ne
 
doit entrainer que la modification de la forme de l'entreprise, sans
 
changer ses autres caractdristiques essentielles, 
en particulier le
 

capital social.
 

En droit privd, la transformation d'une socidtd n'est possible
 
qu'en une autre forme de socidtd. Tel est le cas 
de la transformation
 
d'une socidtd anonyme en socidt6 A responsabilit6 limitee. 
 Par contre,
 
la modification d'une entreprise individuelle 
en socidtd n'est pas une
 
transformation mais 
une dissolution d'entreprise suivie de la crdation
 

d'une autre.
 



Par analogie, la transformation d'un EPIC 
en SEM ou en socidtd de
 
droit privd nous parait devoir etre 
considdrde juridiquement comme une
 
dissolution dudit EPIC et une crdation de personne morale nouvelle. 
En
 
effet, l'on pourrait assimiler I'EPIC A une 
sorte d'entreprise
 

individuelle de l'Etat.
 

Du point de vue fiscal, la dissolution d'une entreprise, suivie
 

de sa liquidation est assujettie A :
 

un droit de partage de 1 pour cent, calculd sur la base de
 

l'actif net;
 

I'IRCM au 
taux de 25 pour cent sur l'actif A rdpartir (Actif
 

net rdduit du montant du capital social).
 

La creation d'une entreprise nouvelle donne lieu A la perception
 
d'un droit d'apport sur le montant du capital, les 
taux sont les memes
 
que ceux applicables en mati~re d'augmentation de capital (cf.
 

2.2.1.2.).
 

Il est A signaler qu'une socidtd est 
fiscalement considdr~e comme
 
dissoute avec 
crdation d'un etre moral nouveau si une ou plusieurs
 
cessions de participation ont pour rdsultat de mettre entre les mains
 
d'une seule personne plus de 90 pour cent du capital social.
 

Par ailleurs, la cession simultande ou rdalis~e par des
 
opdrations successives A intervalles rapprochds de 
tous les droits des
 
membres d'une socidtd A de 
nouveaux associds ou actionnaires donne
 
ouverture aux droits de mutation d'apr~s la nature des biens poss~ds
 

par la socidtd et sur la base de leur valeur rdelle.
 

La dissolution d'une entreprise soul~ve 6galement le probl~me du
 
sort de son passif.
 

En effet, dans le cadre d'une simple transformation, c'est la
 
meme personne morale qui continue 
avec les memes dlments d'actif et de
 
passif, mais 
sous une nouvelle forme juridique.
 



En cas de dissolution d'une entreprise, non suivie de
 
liquidation, avec crdation d'une socidtd nouvelle, la ddvolution A cette
 
derni6re de la totalitd de l'actif de l'entreprise dissoute doit
 
logiquement etre assortie de la prise en charge de 
son passif.
 

L'actif de l'entreprise dissoute constituant la garantie de 
ses
 
crdanciers, ceux-ci pourraient revendiquer le droit d'etre remboursds
 
sur la rdalisation de l'actif, si la reprise du passif n'allait pas de
 

pair avec celle de l'actif.
 

Bien qu'une entreprise publique ne puisse etre mise en faillite
 
ou en r~glement judiciaire, ses crdanciers peuvent mettre en cause les
 

opdrations effectudes au detriment de leurs intdrets.
 

2.2.3. Consdquences du d4sengagement sur le r6gime du personnel
 

Le personnel des entreprises publiques est, 
en principe, rdgi par
 
le Code du Travail en vigueur A Madagascar et les textes d'application
 

de ce Code.
 

Par exception A ce principe, I'EPIC peut avoir un personnel rdgi
 
par un statut juridique particulier, qui s'apparente au statut g~ndral
 

des fonctionnaires.
 

En outre, des agents de la Fonction Publiqu' sont pqelques fois
 
en exercice dans les EPIC, mais leur situation juridique n'est pas bien
 
d~finie puisque le statut gdndral des fonctionnaires de 1979 ne prdvoit
 

plus la position de d~tachement.
 

Dans ces cas particuliers, les conditions d'emploi du personnel
 
de I'EPIC doivent etre harmonisdes avec 
celles qui sont applicables aux
 

fonctionnaires.
 

Le d~sengagement de l'E'dt au niveau de l'entreprise publique
 
n'entraine, en consdquence, aucune modification du rdgime juridique de
 
son personnel. La transformation de I'EPIC en une 
autre forme
 

d'entreprise aboutit, par contre, A l'annulation du statut particulier
 
dventuellement existant et les 
fonctionnaires qui y sont en exercice
 
doivent, soit ddmissionner de 
la Fonction Publique, soit demander A etre
 

mis en position de disponibilitd.
 



2.3 Ddsenzagement au niveau de 
la gestion et du contr6le
 

2.3.1. Aspects gndraux de la gestion et du contr~le des entreprises
 

publiQues
 

Les entreprises publiques sont, dans la plupart des cas,
 
administrdes par un organe ddliberant ddsignd sous le nom de Conseil
 
d'Adminstration ou celui de Comitd de gestion.
 

Les personnes composant cet organe sont g6ndralement ddsigndes
 
par voie de texte r~glementaires et ses membres sont en majoritd des
 
fonctionnaires, reprdsentants des Minist~res concernds par l'activit6 de
 

1'entreprise.
 

Les dirigeants de l'entreprise publique sont, 6galement d~sign~s
 

par voie de texte r~glementaire.
 

Ces nominations constituent dejA des moyens de controle de 1'Etat
 

sur l'entreprise.
 

Si les entreprises publiques prdsentent une 
certaine uniformitd
 
en ce qui concerne les modes de ddsignation de leurs organes de gestion
 
ainsi que les r~gles de fonctionnement de ces organes, leur diversitd
 

rdside dans les controles qui leur sont applicables.
 

Les deux cas extremes sont constitudes par la socidtd anonyme A
 
participation publique qui dchappe 
en principe A tout controle de 1'Etat
 
et par I'EPIC soumise au controle de cinq organes diffdrents.
 

2.3.2. Al1lgement du contr61
 

II a dtd ddjA exposd que le fonctionnement de l'entreprise
 
publique ressort du domaine des lois et r~glement qui doivent en
 
consequence etre modifies en cas de renonciation A l'application d'une
 

r~gle expressdment pr&vue.
 

L'autoritd de contr~le d~tient ses pouvoirs directement des
 
textes de portde gendrale et impersonnelle. Le fait de l'interdire
 
d'exercer ses pouvoirs envers une entreprise publique particuli~re doit
 
etre autorisd par un texte d6rogeant au texte de base.
 

'01, 



Ainsi que nous 
l'avons signale, il n'est pas tellement indiqud de
 

multiplier les ddrogations.
 

Le controle de l'Etat dtant diffdrent d'une entreprise publique A
 
une 
autre, l'on peut en ddduire que le choix d'un syst6me de contrle
 
est dtroitement li6 A celui d'une forme juridique particuli~re
 
d'entreprise. 
 Le controle pourrait etre alors le crit~re ddterminant
 

dans le choix d'un statut juridique.
 

En cas de transformation d'une entreprise, le changement de
 
syst~me de contrle constitue un corrolaire de cette opdration.
 

2.3.3..Novation du contr61e
 

La tutelle de l'Etat sur une 
entreprise publique se traduit
 
normalement par des instructions, autorisations et approbation de
 

l'autorit6.
 

L'Etat peut dgalement exercer sa tutelle en fixant simplement les
 
r~gles destindes A encadrer l'activit6 de l'entreprise et
 
n'interviendrait dans le fonctionnement de cette derni~re qu'en cas
 
d'infraction aux r~gles ainsi posdes.
 

C est le cas des contrats-programmes qui ddterminent les
 
engagements rdciproques de l'Etat et de 1'entreprise. Les objectifs
 
sont fixds et acceptds par les parties et l'autonomie rdelle de gestion
 
est assurde aux dirigeants rant qu'ils atteignent ces objectifs.
 

2.4 Ddsengagement au niveau du fonds de 
commerce
 

2.4.1. Cession de fonds de 
commerce
 

La cession de fonds de commerce est un contrat de vente soumis A
 
des formalitds particuli&res, dans le 
but notamment de prdserver
 

l'intdret des crdanciers de l'entreprise.
 

L'objet de la convention est le transfert de propridtd 
de tous
 
les dldments corporels et 
in.orporels de l'entreprise.
 



Sur le plan administratif, cette opdration est soumise A
 
l'autorisation prdalable du Ministre Charg6 des Finances, conformdment
 

aux dispositions de l'Ordonnance 
no 73-019 du 22 mai 1973.
 

G~ndralement, l'Administration subordonne l'octroi de 
son
 

autorisation A la reprise par l'acqu6reur de 
la totalitd du personnel
 

employd par l'entreprise cddante A l'exploitation du fonds de commerce.
 

Sur le plan juridique, elle doit etre ddcid~e par l'organe
 

ddlibdrant de l'entreprise.
 

Si l'exploitation du fonds constituait l'unique activit6 de
 

'l'entreprise, la cession pourrait etre 
suivie immdiatement de la
 

dissolution de l'entitd subsistante.
 

La question du sort du passif restant 
se poserait alors. Les
 
difficultds seraient rdsolues si l'acqudreur du fonds prenait dgalement
 

en charge le passif. Dans le cas contraire, le cddant devrait prendre
 

les mesures n~cessaires pour ddsintdresser les crdanciers.
 

Sur le plan fiscal, 
la vente d'un fonds de commerce est
 

assujettie A diff6rents droits, 
dont les taux varient selon la nature
 

des 6ldments du fonds cdd, 
notamment :
 

16 pour cent pour les biens immobiliers;
 

8 pour cent pour les biens mobiliers.
 

2.4.2. Location de fonds de 
commerce
 

La location d'un fonds de 
commerce est soumise aux meme
 

conditions que la cession :-


Autorisation par les organes ddlib6rants de lentreprise
 

Autorisation administrative prdalable.
 

Le passif de l'entreprise bailleresse n'est toutefois pas pris 
en
 

charge par le locataire, sauf 
rare convention contraire.
 

L'entreprise bailleresse reste donc proprietaire de 
fonds.
 



La redevance de location est assujetcie A la TVT, sauf cas
 

d'exondration expresse.
 

E.le est en outre passible d'un droit annuel 
au taux de 4 pour
 

cent.
 

2.4.3. Cession d'6l6ments d'actifs
 

La rdalisation par l'entreprise de certains biens lui appartenant
 
est ddcid~e par les organes de celle-ci, habilitds par les 
textes ou les
 

statuts sociaux A cet effet.
 

La cession d'dldments d'actif n'est pas soumise A une
 
quelconque autorisation administrative. 
Toutefois, lorsqu'elle entraine
 
une rdduction sensible des activitds de l'entreprise, une autorisation
 
prdalable du Minist~re chargd des Finances est alors n~cessaire.
 

Aux termes du d~cret no 
73 147 du 8 juin 1973, on entend par
 
rdduction d'activitds, les operations entrainant
 

l'arret d'un approvisionnement normal 
en mati~res, en produits
 

ou en marchandises ;
 

la suppression ou l'arret d'un secteur participant au chiffre
 

d'affaires de l'dtablissement.
 

Au plan fiscal, les droits A acquitter sur la cession
 
d'immobilisation varient en fonction de la nature des biens A cdder. 
Le
 

taux de ces droits est de
 

16 pour cent pour les biens irunobiliers;
 

8 pour cent pour les biens mobiliers.
 

Ii est A noter que les droits de mutation sur les biens meubles
 
ne 
sont exigibles qu'en cas d'dtablissement d'un acte de vente. Le
 
transfert peut en effet se 
rdaliser par voie de simple facturation.
 

Le prix de cession est A majorer de 
la TUT au taux de 15 pour
 
cent, dans la mesure oi l'entreprise c~dante est assujettie A cette
 

taxe.
 



B. NOTES GENERALES
 

B., SUR LE CONTROLE FINANCIER DES ENTREPRISES PUBLIQUES
 

Principaux textes l~gislatifs
 

-
Ddcret No 59-031 du 3 mars 1959, Journal Officiel No 31 du 14 mars
 

1959 p. 667.
 

- Ddcret No 67-025 du 10 janvier 1967, Journal Officiel No 516 du 14
 
janvier 1967, p. 37.
 

-
Ddcret No 68-080 du 13 fdvrier 1968, Journal Officiel No 578 du 24
 
fdvrier 1968.
 

Champ d'application du controle
 

- Les dtablissements publics et d'une mani&re gdndrale les organismes
 

publics et semi-publics (art. 1 du D6c. 59-031)
 

- Le contr6le s'applique aux budgets des entreprises et dtablissements
 
publics ainsi qu'aux opdrations sur fonds de comptes sp6ciaux, comptes
 
hors budget ou de trdsorerie, fonds d'emprunts et d'aide extdrieure
 

(art. 5 nouveau du Ddc. 67-025, dernier alinda).
 

Limite du Controle
 

Les dispositions des ddcrets sus-indiquds ne s'appliquent pas aux
 
organismes qui 
sont ddjA soumis A un contr6le particulier.
 

Le controleur financier
 

Le contr6le est exercd par le Prdsident de la Rdpublique lui-m~me 
ou par
 
tous services auxquels il d~ciderait de les confier.
 

A ce titre, les controleurs peuvent etrc:



- le contr 6leur financier
 

- le commissaire de gouvernement
 

- un corps de contr6le ddpendant du gouvernement
 

- tout autre corps de contr6le auquel le gouvernement d~ciderait de
 

faire appel.
 

Mission du controleur financier
 

Il 
a pour mission d'exercer de fagon permanente pour le compte du
 
President de la Rdpublique et du Ministre chargd des Finances le contr6le sur
 
pieces de l'exdcution des ddpenses publiques ainsi que de toutes operations
 

affectant les finances publiques.
 

Objet du contr6le
 

1. Le controle des finances
 

a) Exercd par le contr6leur financier, le contr6le des finances 
concerne
 
d'une mani~re gdndrale tout projet ayant une 
incidence sur les finances
 
de l'dtablissement ou l'entreprise intdressde.
 

A cet effet, le contr6le s'exdcute au moyen de l'avis ou de visa.
 

b) Le contr6le peut dgalement etre exercd par un commissaire de
 
gouvernement ddsignd par le gouvernement et agissant dans le cadre des
 
instructions qui lui sont donndes A cet effet.
 

2. Vrification ou controle inopin6 du gouvernement
 

lls 
sont exercds par les corps de contr6le ci-dessus indiquds ou par le
 
contr6leur financier. 
Elles sont effectudes dans le cadre d'instructions
 
spdciales du Prdsident de la Rdpublique et donnent lieu A l'dtablissement de
 

rapports.
 

Conditions gnrales d'exercice du controle financier
 

Les organismes ou dtablissements intdressds sont tenus de fournir au
 
fonctionnaire ou service chargd de l'exercice 
sur piece et sur place de ce
 
contr6le tous documents financiers et comptables et toutes dtudes dconomiques
 

susceptibles de l'dclairer.
 



Lexercice du contr6le financier 
se traduit par la production
 

- d'un rapport sur chaque nission particuli&re confide par le
 

gouvernement;
 

- d'un rapport annuel d'ensemble sur la situation dconomique et
 
financi~re des organismes publics et semi-publics de l'Etat Malgache.
 

Les copies de ce rapport sont adressees aux Ministres int~ressds.
 



B.2, SUR LE CONTROLE DU COMMISSAIRE DU GOTJVERNE.iENT (C G)
 

Principaux textes 16gislatifs
 

Il n'a pas eu de textes particuliers qui ddterminent les attributions
 
des Commissaires du Gouvernement. Toutefois, certains textes relatifs aux
 
entreprises publiques prvoient l'intervenjion du Commissaire du Gouvernenent,
 

A savoir :

° 
- Loi n 67-007 du 28 juin 1967, JORM du ler juillet 1967 p.1082,
 
relative A la r6glementation des Societds d'Economie Mixte.
 

° 
- Ordonnance n 73-045 du 9 aoat 1973, JORM n° 951 du 17 novembre 1973
 
p. 3779 portant cr6ation de la Socidt6 d'Intret National.
 

- Ddcret n* 59-031 du 3 mars °
1959, JORM n
 31 du 14 mars 1959 p. 667
 
relatif au contr6le financier.
 

° 
- D~cret n 68-080 du 13 fdvrier 1958, JORM n° 578 du 24 fdvrier 1968,
 
p. 451 portant r~glement gdnral sur la comptabilit6 publique.
 

Champ d'application du controle
 

Le controle du Commissaire du Gouvernement (C G) est effectu6 dans les
 
entreprises publiques suivantes 
:

les 6tablissements publics A caract6re industriel et commercial
 

(EPIC), 

les Soci~tds d'Economie Mixte (SEM), 

- les Soci~tds d'Int~ret National (SIN), 
- les organismes publics qui font l'objet d'un controle dnoncd par 
l'art. 9 du ddcret 59-031 ci-dessus indique.
 

Limite du controle du CC
 

Le controle du C G ne s'effectue pas 
sur les autres formes d'entreprises
 
publiques A moins que les 
textes sur ces entreprises ne le prdvoient.
 



La personne pouvant etre Commissaire de Gouvernement
 

C'est une personne ddsignde par le Prdsident de la Rdpublique par d6cret
 
pris en Conseil des Ministres, parmi les fonctionnaires dont il disjose pour
 
l'exercice des pouvoirs de contrla g~ndral de l'administration qu'il ddtient
 

de la Constitution.
 

La mission du C G
 

* 
Assurer le contr$le financier des EPIC.
 

* 
Suivre pour le compte du Prdsident de la Rdpublique l'activitd de la
 
Socidtd aupr~s de laquelle il est commis.
 

Agir dans le cadre des instructions sp~ciales qui lui sont donndes par
 

le Gouvernement.
 

Pouvoirs du C G dans l'exercice de sa mission
 

1. Dans les EPIC
 

Droit d'assistance au Conseil d'administration. A cet effet, il peut
 
prdsenter des observations et s'opposer aux ddcisions du conseil A
 
charge d'en rendre compte au Ministre des Finances et au Ministre de
 

tutelle technique.
 

2. Dans la S E M
 

Pouvoir tr~s large
 

- Droit d'assistance aux 
rdunions du Conseil d'Administration et de
 

l'Assemblde G~ndrale.
 

- Droit d'investigation sur piece et 
sur place.
 

- Droit de veto suspensif dans les s6ances.
 

- Droit de convocation A une 
rdunion du Conseil d'Administration ou de
 

l'assemblde gdndrale.
 

Ii est 
toutefois interdit A un C G d'etre actionnaire de la S E M.
 



3. Dans les autres formes d'entreprises
 

Le pouvoir du C G n'a pas dt 
 mentionnd dans la S I N. 
Quant au
 
controle du C G dnoncd dans le ddcret n° 
59-031, il fait V'objet
 
d'instruction spdciale donnde par le Gouvernement A cet effet.
 

Les conditions d'exercice du contr6le
 

1. Dans les EPIC
 

Le C G signifie A l'agent comptable de l'dtablissement les 
actes et
 

ddcision3 qu'il entend voir soumis A son visa.
 

II prdsente au Ministre des Finances et au Ministre de tutelle technique
 

un rapport annuel.
 

2. Dans la S E M
 

Tous dossiers sont communiquds au C G avant les sdances du Conseil
 
d'Administration ou de l'Assemblee Gdndrale. 
 La copie des
 
proc~s-verbaux des sdances et des ddlibdrations lui est adressdes. 
 Il
 

prdsente les observations formuldes A cet effet.
 

Le droit de veto suspensif ci-dessus indiqud doit etre confirmd 
et
 
notifid par dcrit au Chef du Gouvernement et 
aux Ministres incdressds.
 
Copies de ces 
conclusions doivent etre adressdes simultandment au
 
Secrdtariat Gdndral du Gouvernement pour information du Conseil des
 

Ministres.
 

Le C G dresse A l'intention du Prdsident de la Rdpublique un rapport
 
annuel sur les activitds de la SEM et de Ce
sa situation financi~re. 


rapport est diffusd par ses soins aux Ministres intdressds ainsi qu'aux
 

associds publics.
 

3. Dans les autres formes d'entreprises
 

Les conditions d'exercice du controle du C G n'ont pas dtd specifides
 
dans les 
textes rdgissant la S I N, elles font l'objet d'instructions
 

spdciales dans le controle dnoncd dans le 
d6cret 59-031.
 



Interdiction
 

Apr.s l'expiration de leurs fonctions, il est 
interdit aux Commissaires
 
aux Comptes de devenir administrateurs des socidtds qu'ils controlaient
 

pendant 5 ans.
 

Attribution des Commissaires aux Comptes
 

On peut les classer sous 3 rubriques
 

1. Mission permanente de controle comptable
 

Leur contr6le ne porte que sur l'aspect comptable et financier. lls
 
vdrifient la sincdritd et la rdgularitd des comptes de 
la Socidtd.
 

2. Missions d'information
 

a) A l'gard du Conseil d'Adminsitration et 
de la direction : ils leur
 
signalent les irrdgularitds relev6es ou les rectifications A effe:tuer;
 

b) A l'6gard de l'Assemblde Gdndrale des actionnaires :
 

ils doivent prdsenter un rapport annuel sur l'aspect comptable et
 

financier;
 

ils doivent 6tablir des rapports sp4ciaux concernant
 

- les conventions dventuellement conclues entre administrateurs et 

socidtds; 

- les modifications dventuelles apportdes A la presentation du 

bilan ou du compte pertes et profits.
 

3. Autres attributions
 

-
Obligation de signaler au Procureur de la Rdpublique les faits
 

susceptibles d'une qualification pdnale
 

- Pouvoir de convoquer l'Assemblde Gdndrale en cas de carence des
 

organes d'administration et de direction.
 



Responsabilitd des Commissaires 
aux Comptes
 

. Responsabilitd pdnale dans certains cas prdcis 
: non d~nonciation
 
d'infractions, fausses indications volontairemenc donndes 
...
 
Responsabilitd civile 
: pour toutes fautes commises dans 1'exercice de
 
leurs fonctions, A l'dgard de la socidtd, des actionnaires et des
 

tiers.
 



La mission de 1'I,G,E,
 

L'I.G.E. a pour mission d'exercer, pour le compte du Prdsident de la
 
Rdpublique, sur cous les organismes ci-dessus dnumdrs :

-
le contr6le destin6 A sauvegarder les int6r~ts de l'Etat et les droits
 
des particuliers;
 

- A suivre l'exdcution des lois et des r~glements qui rdgissent les 
secteurs administratif, dconomique et financier. 

Les conditions d'exercice de 1'I.G.E.
 

Le controle de l'I.G.E. s'exerce tant en cours 
de gestion qu'A
 
posteriori par des missions d'inspection de vdrification ou d'enquete.
 

Ce controle est principalement assurd par les Inspecteurs d'Etat.
 
Touteiois, ils 
sont secondds par les controleurs d'Etat qui peuvent etre
 
dgalement chargds de vdrifier les caisses, ainsi que la comptabilitd des
 

crddits, deniers ou mati&res.
 

Par ailleurs, dans 1'exercice de leur mission
 

- Le droit d'investigation des Inspecteurs et des Controleurs d'Etat
 
dans l.:s 
organismes contr6lds West soumis A aucune restriction.
 

- Les Inspecteurs et Controleurs d'Etat provoquent de la part des 
personnels des organismes vdrifids toutes explications qu'ils estiment 

ndcessaires, verbalement ou par dcrit. 

peuvent prendre part A tous
-ls travaux de commission et d'6tudes
 

intdressant les divers services de l'Etat.
 



LISTE DE REFERENCE DECRETS. ARRETES 

ET ORDONNANCES PORTANT SUR L'OPERATION ET LA 
REGLEMENTATION DES ENTREPRISES PARAPUBLIQUES 

SOUS LA TUTELLE DUMPARA ET DU MPAEF 

(Liste Partielle) 

AAA 

EEDR 

FAFIFAMA 

FEV 

FIFABE 

MAMISOA 

OFMATA 

SOAMA 

SODEMO 

SOJUFA 

SOMALAC 

SOMAPAL14 

SORIFEMA 

SOTHEMAD 

TOLY 



ENTREPRISE D!ETUDE ET DE DEVELOPPEMENT RURAL MAMOKATRA
 

- Arr8t6 no 3772/79 du 28.08.1979 - J.0. n0 1327 du 1.C9.1979
 
p. 1971 portant cr6ation de l1 Entreprise-Socialiste "EEDR
 

MAMOKATRA".
 

- Arrgt6 n' 3775/79 du 28.08.1979 - J.0. n' 1327 du 1.09.1979
 

p. 1973 Repr~sentant de l'Etat au 
sein du Comit6 de Gestion
 

de 1VEEDR MAMOKATRA.
 

- Arrgt6 n' 834/85 du 18.02.1985 - J.O. no 1674 du 23.02.85
 
p. 362 portant nomination du President du Comit6 de 
 Gestion
 

de EEDR MAMOKATRA.
 

- Arrgt6 n' 2151/95 du 22.05.1985 - n' 1688
J.0. du 1,06.85
 

p. 1156 portant confirmation du repr~sentant des traveilLurs
 

au sein du Comit. de Gestion de 1?E S "EEDR MAMOKATRA".
 

- Arrgtt 
 n' 835/85 portant nomination des repr6sentants de
 
1Etat au 
sein du Comit6 de Gestion de lE 3 EEDR MAMOKATRA,
 

J.0. n" 1674 du 23.02.85 - p. 362.
 

- Arrgt6 no 3881/79 du 5.09.79 - J.0. n0 1328 du 2 0 098.09.79 p.


nomination Directeur G~n~ral 
= M. RAHARISON F61ix Pierre. 

http:23.02.85
http:23.02.85


FAFI FAMA
 

(Famoivoarana nv 
Fiomoiana aminlny Faritra andrefan'i Hiadaoasikara
 

- D~cret n'76-103 du 12.03.1976 
- J.O. n'lll9 du 3.04.76 p.859
 
portant cr
6 ation de la Ferme d'Etat FAFIFAMA.
 

- D6cret n'83-252 du 5.07.1983 
- J.0. n'1571 du 23.07.83 p.1661
 
pcrtant rattachement de 
l'abattoir frigorifique national de
 
Mahajanga h la F.E. 
FAFIFAMA.
 

-
D6cret n'85-070 du 13.03.1985 
- J.0. n*1684 du 4.05.85 p.898
 
portant creation d'un Comit6 de Gestion charg6 d'administrer
 

la F.E. FAFIFAMA.
 

-
D~cret n'85-071 du 13.03.1985 - J.O. 
n'1684 du 4.05.85 p. 899
 
portant nomination des membres et President du Comit6 de
 
Gestion charg6 d'administrer la F.E. 
FAFIFAMA.
 

- Arr~t6 n02108/82 du 7.05.82 
- J.0. du 15.05.1982 p. 1023
 
nomination G~rant FAFIFAMA 
(RAMBELOSON Alfred)
 

http:23.07.83


F E V
 

(Ferme d'Etat de Vohimasina)
 

o
- D~cret no 68-123 du 19.03.L968 - J.O. n 582 du 23.03.68 p.656 
portant acceptation par l'Etat Malgache de la location faite 

par la Soci~t6 Rochefortaise des Produits Alimentaites, des 
biens tant mobiliers qu'immobiliers, constituant le complexe 
industriel de Vohimasina et affectation de cet immeuble au MAER: 

- D6cret n668-!24 du 19.03.1968 - J.0. n'582 du 23.03.68 p. 656
 
portant 
creation de la F.E. agricole et industrielle de
 
Vohimasina.
 

- ArrOt6 n*154 du 17.01.1974 - J.0. du 12.02.74 p.3 95 portant
 
affectation au 
MDRA pour les besoins de la FEV de la totalit6
 
des propri~t~s dites SARPA, ANGE GARDIEN sise h Vohimasina
 

Sous-Pr~fecture de Fianarantsoa.
 

-
Arrt6 n*469/82 du 25.01.1982 J.0.- 1 2 5 du 30.01.82 p.
portant nomination du girant par interim de la F.E. FEV 

(8brog6). 

- Arr@t6 n'2831/82 du 15.06.82 - J.0. du 19.06.1982 p.1272
 
nomination G~rant FEV.
 

http:15.06.82
http:12.02.74
http:23.03.68
http:23.03.68


M A M i 5 0 A 

- Arrt no 444! du 15.10.1979 - J.G. 

p. 2366 portant creation de 1E.5. 


o
- Arrt& n 4446 du 16.10.1979 - J.O. 
p. 2367 portant nomination du Comit 


"MAMISOA".
 

- Arrt no 1100 du 6.03.1985 - J.0. 

no 1335 du 20.10.1979
 

" MAMISOA ".
 

no 1335 du 20.100979
 

de Gestion de 1?E.S.
 

o
n 1677 du 16.03,85 p.611
 

portant nomination du President du ComitH de Gestion de 1E.S,
 
"MAMISOA",
 

- Arrt@ no 1101 du 6.03.1985 - J.0. no 1677 du 16.03.85 p. 6 11 

portant nomination du firecteur GYnraO de liEntreprise 

Socialists MAMISOA. 

o
- Arrt n 359 du 21.01.83 - JOROM n' 1542 du 29.01.83 p.159
 

Augmentation du capital de 1tEntreprise Socialiste MAMISOA.
 

http:29.01.83
http:21.01.83
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0 F M A T A
 

- D~cxet no 69-386 du 26.08.1969 - J.0. n0662 du 6.09.69 p.1696 

portant creation de 1'OFMATA. 

- Arrt6 n0 2740/85 du 2.07.1985 - J.0. n0 1697 du 20.07.85 p.1517 
portant nomination du Conseil d'Administration de 1'OFMATA. 

- Arr~t6 n02050 du 29.04.1987 

- Ddcret n0 81-055 du 03.03.1981 - J.0. n0 1423 du 14.03.1981 p.652 
portant nomination du Directeur G6n~ral de 1'OFMATA. 

http:20.07.85


SOCIETE ANDAPA MAMOKATRA
 

" S 0 A M A " 

- Dcret no 79-034 du 20.02.1979 
- J.0. 
n" 129E 
=u 17.03.1979
 
p.58 3 portant creation d 
 I! SOAMA et fixant 
son statut
 
particulier.
 

- D6cret no 79-202 du 
2.08.1979 
- J.O* no 
1324 du 11.08.1979
 
p. 1845 
portant nomination du membra du 
Conseil d'Administre
tion de la SOAMA.
 

- D~cret n08OO87 du 15.02.1980 
-
JO. 1364 du 26.04.80 - p. 659 
portant nominat-.on du Directeur G6n6ral de la SOAMA. 

http:nominat-.on
http:26.04.80


SOAVO N 10
 

- D6cret n'7 9-203 du 2.08.J979 - J.C. nO 1324 du ii.C8.79
 
p. 1845 portant nomination cas mumbres du Conseil
 
d'Administration de la Sociat6 SOAVOANIO.
 

- D~cret no 80-062 du 5.03.1980 - J.O. no 1357 du 15.03.80 
p,4 31 portant nomination du Directeur G~n6ral de la Socit6
 

dtEtat SOAVOANIO.
 

- Dgcret no 
79-077 du 21.03.79 - J.0. n'1324 du 11.08.79
 

p. 1838 portant cr6ation de la Socite "SOAVOANIO" pour
 
ltexploitation et le d6 veloppement de la nuciculture &
 
SAMBAVA et +ixant son statut 
particulier.
 

http:11.08.79
http:21.03.79
http:15.03.80
http:ii.C8.79


S 0 D E M 0
 

- D6cret n*72-043 du 22.02.1972 
- J.0. n0 822 du 4.03.72 p.734
 

portant creation de la SODEMO.
 

- D~cret n077-334 du 30.09.1977  J.0. n*1218 du 5.11.77 p.2872
 
portant nomination du Directeur G
6 n~ral de la SODEMO.
 

-
D~cret n* 77-356 du 18.10.1977 - J.O. n*1218 du 18.10.77 p.2874
 
instituant un 
Ccmit6 de Gestion provisoire de la SODEMO.
 

-
Dcret n'80-033 du 7.02.1980 - J.O. n'1353 du 16.02.80 p.263
 
instituant un 
Comit6 de Gestion provisoire aupr~s de la SODEMO.
 

- D~cret n086-009 du 22.01.86 - J.0. n'1728 du 8.02.86 p. 344,
 
suspendant le Comit6 de Gestion provisoire auprbs de la SODEMO.
 

http:22.01.86
http:16.02.80
http:18.10.77


S C J U F A
 

- D~cret n'80-204 du 19.06.1980 - J.O. no 1219 du 13.09.1980
 

p. 1528 portant modification des articls 15 et 18 de
 

!'annexe du dAcret n'66-457 du 15.11.66 
autorisant la creation
 

de la SOJUFA et portant approbation du statut de ladite
 

socit4.
 

- Arr't. n'3810/bis du 22.09.1980 - J.O. n'1405 du 13.12.80
 

p.2165 portant nonination 6?un repr~sentant du Mirist~re de
 

16conomie et du commerce, au 
sein du Conseil dt Administration
 

de SOJUFA.
 

- Arr~t6 n'54-084 du 29.12.1900 
- J.0. no 1411 du 10.01.1981
 
P. 23 portant desigration des repr6sentants de lEtat au sein
 

du Conseil d'Administration de SOJUFA.
 

- Arrgt6 n'82-311 du 19.07.1982 - J.0. n'1507 du 31.07.83
 

p. 1659 portant nomination du Pr~sident du Conseil dt Adminis

tration de SOJUFA.
 

- D~cret n'84-246 Ju 20.07.1984 - J.0. n'1643 du 11.08.84
 

P.1694 portant nomination du Direrteur G-n~ral de la SEM
 

SOJUFA.
 

- DEcision n0 32-MPF/SG/DGR du 12.07.83 - J.0. n'1571 du
 

23.07.83 p.1274 lortant encouragement de la SOJUFA.
 

http:23.07.83
http:12.07.83
http:11.08.84
http:31.07.83
http:13.12.80
http:15.11.66


SOMA LA C
 

- Arre-t n' 3083 du 2.07o!982 - J.O. ro 1506 du 
24.07.1982
 
p. 1600 Portent cration de lt E.S. 
"SOMALAC 
".
 

- Arrgt6 n* 2790 u 24.02.33 modifiant l'article 6 de 
ltarr2t6
 
3083 du 2.07.82 - J.O, 
n' 1567 du 2.07.83 p. 1476, portant

nomination des membres de 
Comit6 de 
Gestion d= SOMALAC.
 

- Arrgt6 n' 3109 du 27.07.1983 - J.0. 
n' 1574 du 6.00.83
 
p. 1840 modifiant article 1 de l'arr-t6 na 
3036/82 du
 
2.07.82 portant nomination du Directeur G6n~ral de SOMALAC,
 

http:24.02.33


SO M A P A L M
 

- D~cret n'74-166 du 31.05.1974 - J.0. n0993 du 08.6.1974 p.1522
 
autorisant la cr6ation de la SOMAPALM.
 

-
Arrgt6 n*1037 du 27.02.1979 - J.0. n
0 1297 du 10.03.1-79 p.513
 
portant d~signation repr~sentant de 1'Etat au Conseil
 
d'Administration de la SOMAPALM.
 

-
Arr~t6 n'2239 du 22.05.1984  J.0. n'1635 du 30.06.1984 p.1399
 
portant designation des membres repr~sentant 1'Etat au sein
 
du Conseil d'Administration de la SOMAPALM.
 

-
Arrgt6 n'43 du 7.01.1985 - J.0. 
n'1668 du 12.01.85 p.39
 
agr~ant la nomination du President du 
Conseil d'Administratior
 
de la SOMAPALM.
 

- D6cret n'76-210 du 25.06.76 - J.0. 1135 du 10.07.76 p.1652
 
Nomination Directeur G6n6ral SOMAPALM 
= M. RAKOTOSOLOMALALA
 

Richard.
 

http:10.07.76
http:25.06.76
http:12.01.85


SOCIETE RIZICOLE ET FECULIERE DE MADAGASCAR - SORIFEMA 

- Ordonnance n78-O11 du 
5.O5.1973 
- J.0. n'1247 du 6.05.78
 
p.771 attribuant 6 ltat la propriMt 
 de diverses exploiita
tions agricoLes situ~es dane les Fivondronana dt Amparafaravola,
 
Moramanga.
 

- DMcrst n'84-042 du 19.02.1981 - J.O. 
n'1421 du 7.03.81 p.45d
 
portant nomination du Directeur Gdn~ral de 
la SORIFEMA.
 

- D~cret n'78-146 du 5.05.78 du 5.05.78 
- J.O. n1247 du
 
6.5.76 p. 782 fixant composition et role de la 
Commission
 
ad hoc ainsi que le ComitN de Gestion des exploitations
 
agricoles nationalis6es dans Fivordronana d
tAmparafaravola.
 

/A
 



SO THE MAD
 

- Arrgt6 no 670/87 du 13.02.87 - J.O 
 1789 du 21.02.87
 
p. 396 

Creation de l t Entreprise Socialiste ,, SOTHEMAD , 

http:21.02.87
http:13.02.87


T 0 L Y
 

- Arrt6 n*3089-bis du 7.07.1979 - J.O. 
nO du
 

creation de 1'Entreprise Socialiste TOLY.
 

- Arrft6 n'5721 du 26.12.1982 - J.O. n'1537 du 4.01.1983 p.4
 
abrogeant arrgt6 317/81 du 
24.01.81 portant nomination des
 
repr~sentants de 1'Etat et des Coilectivit~s d~centralisdes
 

au 
sein du Comit6 de Gestion de TOLY.
 

- Arr~t6 n'4708/84 du 8.11.1984 2 3 78 ;
 - J.O. n'1659 du 17.11.84 p.

portant nomination Pr6sident, repr6sentants de l'Etat et des
 
Collectivit~s d6centralis6es au 
sein du Comit de Gestion de
 

TOLY.
 

- D6cret n'77-355 du 18.10.77 
- J.0. n*1218 du 5.11.77 p.2873
 
portant cr6ation de Comit6 de Gestion provisoire de TOLY.
 

-
Arrgt6 n*4707/84 portant nomination Directeur G6n~ral de TOLY
 
J.O. n*1659 du 17.11.84 p. 2378,
 

http:17.11.84
http:18.10.77
http:17.11.84
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APPENDIX I
 

AGRICULTURAL SECTOR STUDY
 

General Note: The objective of this analysis is to give a broad
 
overview of the key features of the agricultural sector in
 
Madagascar. It is not 
intended to be comprehensive, but rather to
 
provide sufficient detail to permit our enterprise-level
 
recommendations 
to be set in an overall sectoral context.
 

1, GOVERNMENT POLICY OBJECTIVES
 

The most recent statement of Government Agricultural Policy was

published in the official Gazette on 26 July 1986. This Policy

Statement covers the period 1986-1990, and has been taken as 
the
 
basis for setting over recommendations in the context of national
 
policy objectives.
 

In summary, the main points of current Government strategy for
 
agriculture are as follows
 

1. Overall obiectives
 

For the period 1986-1990, there are 
3 general objectives
 

(i) Food self-sufficiency : priority will be given to
 
cereals and vegetables oils, (especially rice and
 
edible oils).
 

(ii) 	Development of traditional exports and
 
diversification of the export base 
: particular
 
emphasis will be given to boosting production of
 
maize, manioc, meat, tuna, bananas and butter beans.
 

(iil) 	Ensure regular supplies to agro-industries : in
 
particular cotton, sugar cane, tobacco, hides and
 
skins, meat, wood and woodpulp.
 

2. Strategy and Action Plan
 

The main thrust of policy towards these objectives will
 
concentrate on 
the rehabilitatior of existing infrastructure, and
 
in particular, promoting peasant agriculture and the better
 
integration of the agricultural and industrial sector.
 

Specific initiatives in this 
area 	will include
 

- infrastructure improvements; 
- provision of technical inputs; 
- economic aspects such as price, taxation and subsidies
 
marketing and transport policies;
 

- improving support services, such as agricultural 
credit, securing the rural employment base, improving 
supply policies for basic needs; 
institutional measures;
 
financial resource measures.
 



3. Specific measures
 

3.1. Infrastructure
 

The concentration here will be on all aspects of land
 
management, provision of extension services, rehabilitation
 
of infrastructure, a:d improving irrigation and water
 
supply.
 

3.2. Transport and Communication
 

Distribution facilities will be improved, to ensure
 
that basic needs reach all parts of the country, and that
 
the supply of inputs and the supply price of transport
 
services are adequately maintained.
 

3.3 Technical Inputs
 

Policy measures will concentrate on
 

- improving fertilizer, pesticide, seed and 
agricultural equipment provision; 

- improving the distribution of factors of production,
notably by a better definition of needs and by

priority foceign exchange allocation for imported
 
inputs;
 

- encouraging more private 
sector participation in
 
ordering, freight, customs clearance, transport

services, warehouse management, publicity and sales
 
activities related to 
the supply of the inputs; 

- the progressive abandonment of subsidies to 
agricultural inputs; 

- specific action to improve the performance of
 
regional development enterprises, such as ODR,

SOMALAC, SAMANGOKY, FIFABE, a redefined national
 
coffee strategy, progressing the Madagascar

Fertilizer Programme, restructuring TOLY, developing

further the National Seed Plan, the establishment of
 
a 3-year programme for key inputs such as 
fertilizer,
 
pesticides, raw materials and spare parts, improving

co-ordination between MPARA and MPAEF, and
 
relaunching efficient agricultural credit via ODR.
 

3.4. Other measures
 

Extension services and agricultural research will be
 
advanced, and concrete actions will be taken on prices, in
 
particular :
 

- producers prices should be based on cosc + 20 %; 
- prices will b(: subject to periodic inflation-based
 
adjustments;
 



- products which have to be imported will be taxed at
 
rates which protect local production, the tax
 
revenues being used to undertake further agricultural

investment; 

- international food gifts will be used to create 
buffer stocks to stabilise prices. 

Various other measures, such as regional storage
 
centres, ministerial training and the establishment of
 
coordinating committees will also be undertaken.
 

3.5. Ministerial and Institutional Aspects
 

Improvements 
to the operation of both agricultural

ministries, MPARA and MPAEF, are planned, especially with
 
respect to :
 

- reinforcing monitoring of projects on an ex post
 
basis;
 

-
equipping ministries with adequate information
 
processing systems;
 

- improving budgetary and control procedures, and
 
personnel management;
 

- establishing permanent information systems.
 

It is also intended to improve interministerial
 
coordination, by means 
of creating, as necessary, national
 
and regional planning councils, sectoral committees with
 
the Plan, and for coordinating committees on key subjects,

such as the cotton sub-sector, and transport issues.
 

4. Parastatal enterprises
 

Especially relevant to 
this project is the policy towards
 
agricultural parastatal enterprises. The full text of this
 
section (11.2.5.3) is as follows 
:
 

" 
The objective for the parastatal sector consists of re
establishing the basic conditions required to 
improve

productivity and profitability. These basic conditions concern

both internal measures within each enterprise, (organisation,
 
management, qualification of staff, financial 
resources and
 
supplies), as well as measures 
related to the economic
 
environment, (transport and communications, infrastructure,
 
pricing and marketing policy, foreign exchange shortage...)
 

Once these basic conditions have been satisfied, the role of
 
the State will be limited to :
 

- fixing the broad guidelines of activities;
 
- seeking extension and rehabilitation investment funds;
 
- monitoring and controlling out-turns and, as 
necessary,

encouraging specific remedial action.
 



The main features of strategy for meeting these objectives
 
will be :
 

- to seek an accounting balance in applying the real costs
 
associated with all activities, whether production,

transformation, distribution, supply or 
services;
 

- to give priority to enterprises involved either directly
 
at peasant level in the form of logistic support and
 
training, (regional development companies), or in the
 
vital sectors of the economy (sugar, oil products, cotton)

For other enterprises, State intervention will depend upon

enterprise viability. Thus, enterprises whose viability is
 
not assured will be liquidated. Conversely, enterprises

with potential for restructuring will be rehabilitated
 
either by direcL State intervention or by association with
 
the private sector.
 

The action plan will be implemented as follows
 

- carry out financial/diagnostic studies of parastatal 
enterprises;
 

-
carry out enterprise rehabilitation, for Regional

Development Companies, (improving financial performance,

defiring precise objectives and programmes of activity,
 
rest acturing, training and motivating personnel,
 
provision of necessary tools and equipment);
 

-
take under State financial control activities of a public
 
service character;
 

- reorganise and reinforce monitoring and support services 
to parastatals."
 

2. LAND USE 

The total land area is 592,000 sq.km. 50 % of this is 
thought to
be cultivable but only 5 % is utilised. 50 % of the cultivated land
 
is under rice. 58 % of the total land area 
is used for livestock and
 
20 % is forested.
 

General orders of magnitude for land use are:
 

%Area/ha'000
 

Cultivated area 
Pastures 
Forest 
Rivers and lakes 
Unusable for agriculture 
Useable but unutilised 

5 

58 
21 
2 
5 
9 

2,830 (700 irri.) 
34,000 
12,470 
1,000 
2,900 
5,500 

58,700
Source: Agricultural Statistics 1970
 



Within the total cultivated area, general cropping patterns are:
 

A Area/ha'000 Plantations 

Cereals 
Pulses 
Root crops 

37 
3 

10 

1,045 
72 

275 

66 
2 
6 

Industrial crops:
short term 
long term 

Fruits and vegetables 
Unidentified/fallow 

3 
10 
2 

36 

87 
290 
46 

1Q1 

30 
56 
10 
_ 

2,828 171 

Source: Agricultural Statistics 1970
 

3. EMPLOYMENT
 

88% of the total working population (50% of total population) are
engaged in agriculture (4.4 million in 1985) of which 65% 
are at the
subsistence level. 70% of the total population are 
employed in the
 
production of rice.
 

A general breakdown of employment by crop is:
 

Croy 
 Number of producers
 

Rice i.400,000 (estimated)

Coffee 
 350,000

Cloves 
 80,000

Pepper 
 80 000
 
Vanilla 
 70,000

Tobacco 
 30,000 (peak)

Cotton 
 20,000

Sugar 
 14,000
 
Cocoa 
 2,000
 
Traditional fishing 
 6,000

Livestock 
 1,400,000 (estimated)
 

Note: estimated numbers assume an average family size of 5
 

Source: 
derived from Madagascar Agricultural and Rural
 
Development Memorandum. World Bank. 1983
 



4. PRODUCTION
 

FISHERIES
 

SEA WATER PRODUCTION
 

Madagascar has a continental shelf area of 135,000 sq.km. and

4,000 miles of coastline. The total potential catch of fish is

estimated at 150,000 tonnes per year and that of crustaceans at 8,000
tonnes per year. Of this total of 158,000 tonnes, only about 10 % is
 
landed locally.
 

PRODUCTION FROM FISHING
 

Sector 
 Catch/tonnes
 

Traditional 
 10,000 (predominantly fish)

Industrial 
 5-6,000 (predominantly shrimp
 

prawns and lobsters)
 

Source 
: 	World Bank Madagascar Agriculture and Rural Development
 
Sector Memorandum. 1983.
 

The use of fish from traditional fishing is generally
 

1) 50 % sold fresh in coastal towns;
 
ii) 20 % for subsistence; and
 

iii) 30 % dried or smoked and transported inland.
 

Production from industrial fishing is almost entirely exported.
5,000 tonnes of lobsters, shrimps and prawns were exported in 1984.
 
(Source : EIU County Paper 1987)
 

All industrial fishing is controlled by joint venture,

private/public sector enterprises. The interministerial Commission on
Fishing allocates fishing permits annually to each company.
 

In addition to the Madagascar catch, Japanese, Soviet and
European fleets operate in offshore areas. Estimates of their catch
 
(predominantly tuna) are
 

Foreign catch/innes
 

1978 1979 
 1980 1981 1982 
 1983
 

38,880 38,020 32,606 
 33,000 32,501 
 39,007
 

Source : FAO Fishery Statistics - adjusted for assumed local
 
catch of 15,300 tonnes per year.
 

A three year fisheries agreement was signed with the EEC in 1986
permitting EEC catchn- of tuna and prawns up to 
11,000 tonnes per
year in exchange for guaranteed finance of just under $ 600,000. This
would bring current annual production to 
a 	total of 66,000 tonnes, or
 



42 % of the available catch.
 

FRESH WATER PRODUCTION
 

Madagascar has an inland water area of 500,000 ha which currently
yield an estimated 58,000 tonnes of fish per year. 
These fish form an
important dietary supplement in many parts of the country. There is
potential to increase production through aquaculture and the
development of fish farming in paddy fields and mangrove swamps.
 

LIVESTOCK
 

Animal numbers in 1983 have been estimated as
 

No/millions
 

Cattle (99% zebu) 
 10,I
 
Pigs 
 1,0
 
Sheep and Goats 
 2,2
 
Chickens 
 17,0
 

Source : E1U op. cit.
 

Production is estimated as
 

Production/'000 tonnes
 

Cattle - beef 128.0
 
hides 
 17.0
 

Pigs 
 37.5
 
Sheep and Goats 
 3.0
 
Chickens 
 unknown
 

Source : EIU op.cit. WB op.cit.
 

CATTLE
 

Jwnership of cattle is of social as well economic importance.

Cattle are frequently perceived as a store of wealth in addition to 
a
 source of food, power and transport. This has made commercialisaton
 
difficult.
 

Financial and technical problem with slaughter houses and meat
plants have also hindered development of the sector. Madagascar has a
quota of 11,000 tons of beef in the EEC market (effectively duty free
through restitution payments) but current exports amount only to 800
tonnes 
(1985). The EEC, in 1985, agreed to finance the rehabilitation

of three abattoirs to meet EEC import standards. Capacity of the
abattoirs is estimated at 350,000 head per year, which is apparently

more than the total volume passing through supervised processing
 
channels.
 

Primary export products are live animals and canned beef to
neighbouring countries in Africa, Mauritius, Reunion and the Comores
 
Islands.
 



Once social, technical and financial problems have been
overcome, the potential for improved production is great. Madagascar

is apparently free of major african animal diseases such as
rinderpest, East Coast Fever and Foot-and-Mouth Disease although
veterinary services to control other diseases such as 
intestinal

parasites, anthrax, blackleg and liver fluke 
are required. Also,
considerable pasture land suitable for impcovement is available. Much

depends on the outcome of EEC rehabilitation work.
 

Potential also exists for the export of hides. In 1979, only
9,000 pieces were exported compared to a theoritical potential of

250,000 skins, mainly due to 
poor quality.
 

The absence of dairy herds, due mainly to the extensive nature of
production, has meant that the three local milk processing plants

rely on imported milk powder.
 

PIGS
 

Pig meat is 
a luxury item in Madagascar. Many subsistence farmers
keep one or two pigs which scavenge for food. The potential for
development is great, especially around major urban centres and in
view of the increasing availability of cassava.
 

SHEEP AND GOATS
 

Sheep and goats 
are produced and consumed predominantly in the
 
south of the country.
 



NAIN CEREAL CROPS
 

RICE
 

Production
 

A primary government objective is to achieve self sufficiency in
rice by 1990. From 1966 to 1971, Madagascar was a net exporter of
rice. Production since has been unable to keep pace with populaton

growth.
 

Rice Production, Demand And Supply
 

Population Milled rice 
Rice prod. Imports Total Total rice
(million) production /inhabit. (million avail. /person/

(million (kg) tonnes) (mill. year (kg)

tonnes) 
 tonnes  -

1981 8.97 1.21 
 134 0.19 1.40 
 156
1982 9.23 
 1.18 128 
 0.35 1.53 
 166
1983 9.48 1.29 136 0.18 1.47 155
1984 9.75 1.28 
 131 0.11 1.39 143
1985 10.02 1.31 130 
 0.12 1.42 
 142
1986 10.30 1.36 
 132 0.16 1.52 148
 

Note :
 

Total rice consumed per person includes drawings from Government
 
stocks.
 

Source : P.Robinson op.cit.
 

Consumption, depending on region, varies from 135 and 165 kilos

of rice per person per year, second only to Burma.
 

Potential.
 

Numerous programmes and projects now exist with the aim of

increasing rice production to self-sufficiency. The potential for
increases in cultivated area is limited, especially on the plateau,
and will rely, for the most part, on the development of irrigation

schemes. The greatest potential for increased productirL is through

improvements in yield through varietal selection (such as the plans
breeding work being carried out by IRRI) and the increased use of
 
fertilizer.
 



CASSAVA (MOANTfj
 

Production
 

Manioc is used both as 
staple food (particularly in the South)
and as a supplementary feed for animals. The 
area under manioc
 
increased until 1985 but has since apparently stabilized at around
 
320,000 ha. Recent production figures are 
:
 

Manioc Production
 

1981 1982 1983 
 1984 1985 
 1986
 

1.67 1.89 
 1.99 2.05 2.14 
 2.19
 

Source : MPARA Statistique Agricole.
 

Potential
 

Little work is apparently being done on research with improved
varieties of manioc, it is 
regarded as the 
"poor man's" substitute

for rice. However, as a 
source of animal feed and for the tapioca and

starch markets, it has proved to be 
a useful mean of utilising land
 
in areas too 
dry for the production of other crops.
 

MAIZE
 

Production
 

Maize production is 
currently relatively low. It is 
apparently

eaten as a "luxury" cereal on the cob, 
or may have a role in feeding

animals such as 
chickens. Recent production has been
 

Maize production (million-tonnes)
 

-1981 
 1982 1983 1984 1985 
 1986
 

.12 .11 .13 
 .14 
 .14 .15
 

Source: MPARA Statistique Agricole
 

potential
 

The climate appears suitable for maize production on the high

plateau and also for a rotation with rice at 
lower levels. Maize

could be a 
useful source of animal feed and, possibly, sweetcorn.
 

WHEAT
 

Madagascar relies almost entirely on 
imported wheat for the
production of bread, etc. However, attempts 
at producing wheat within

the country are having jome success. Production is still very limited
 
and the potential for expansion uncertain.
 



worth around US$ 125 million (assuming that robusta prices have
 

declined from US$ 1.65 per lb to US$ 
1.05 per pound)
 

Details of the value of trade in coffee are 
given below.
 

Coffee Exports 

Year 
Quantity 
T Fm_ 

Value/millions 
US$ 

Average Price 
per Ib/US$ 

1984 51337 77964.6 140.841 1.24 

1985 41662 63566.1 95.837 1.04 

Note 
1. US$ values calculated using exchange rates 
in Annexe 4.
 

Source: Situation Economique. Janvier 1986. BDE.
 

Potential
 

Research into the introduction of higher value 
irabica coffees is
going on. However, the coffee market is highly volatile, the last 15
months have seen a reduction of almost 50 % in the world price of
 some coffees, due mainly to 
the failure of producers to agree on
production quotas. If such an agreement is forthcoming and Madagascar

receives a favourable quota, and concurrences on improving quality,
the future may be brighter. A continuing depression in world prices

will cause severe problems for the economy.
 

VANILLA
 

Madagascar supplies are 
estimated 80 % of the world vanilla

trade. Production centres 
in the North East of the country. Most
vani]la is grown on smallholdings of less 
than 0.5 ha. The green

vanilla is either exported as such or dried.
 

Trade
 

We present below our 
analysis of vanilla production and trade.
Stock figures were not made available to us 
at the time of our study,
therefore only stock changes can be 
indicated. Also, no figures exist

for the domestic consuption of vanilla, but we believe that this

consumption would be small in relation to total production.
 



PEPPER 

Madagascar accounts for less than 5 % of the world market for
 pepper. Production covers 
some 8,000 ha. Pepper is marketed either as
 
green or 
red, depending on the degree of ripeness. Black pepper is
obtained by sundrying, white pepper by depulping before drying. Most
 
pepper is grown by smallholders. Current yields are only 20 % of the
 
potential yields with improved inputs.
 

Pepper Production /'000 tonnes
 

1981 1982 1983 198498 1986 

2.9 2.6 2.6 2.6 2.8 2.8 

Source : MPAPA. 

Trade
 

Figures on stocks were not available at the time of our study.

Export figures for pepper are 
given below. Madagascar does not
 
apparently import pepper.
 

PeDer Trade and Revenues
 

Value Value
 
Year Exports/T FmZ/millions US$i'"000
 

1984 2805 
 2263.6 
 4094
 

1985 
 2618 3454.1 5260
 

Note
 
1. US$ values are calculated using the exchange rates in Annex 4.
 

Source: BDE op.cit
 

Potential
 

Pepper is increasingly being used for the extraction of

oleoresins and oils for the world food processing industry. World
consumption of green pepper is 
also rising. The outlook is promising

but will require research into better varieties and increased use of
 
fertiliser.
 

TOBACCO
 

Tobacco is predominantly a smallholder crop and, except for
occasional exports, is absorbed within the domestic market for the

production of cigarettes. Little is known about the constraints 
to
 
tobacco production.
 



Tobacco Production /'000 
tonnes
 

1981 1982 
 1983 1984 1985 
 1986
 

3.1 2.6 
 2.1 3.4 
 4.7 5.5
 

Source: MPARA Statistique Agricole
 

Potential
 

The potential for export is limited by oversupply and the current

trend away from the use 
of tobacco and tobacco products in the
 
developed world.
 

COTTON
 

Cotton is an 
important cash crop in Madagascar. Although formerly

exported, it is now all consumed by the local textile industry. The

processing of cotton contributes about 33 
% of the value added in the
manufacturing and extraction industries. Two useful by-products are
 
cotton seed oil and seed cake. Cotton seed oil production is

estimated at 
1,170 tonnes per year, or approximately 15 % of local

demand for cooking oil 
(denied from WB op.cit. figures at current
 
production levels). 
Cotton seed cake production is currently

approximately 18,000 tonnes.
 

Cotton Production/'O00 tonnes
 

1981 1982 1983 1984 1985 1986 

Total 
Seeds 

28.0 
15.7 

25.9 
14.2 

26.3 
14.5 

32.5 
17.9 

42.7 
23.5 

50.0 
27.5 

Refined oil 1.4 1.2 1.4 1.5 1.2 1.8 

Source 
: MPARA, BDE, GFRPM, SEIM quoted in P. Robinson op.cit.
 

GROUNDNUTS
 

Groundnuts 
are produced primarily for local consumption and are
 an 
important dietary supplement. In the past (up to 1978) they were
 
also exported in small quantities. Little is known about the

constraints on the production of this predominantly smallholder crop.

An important use of groundnuts is for oil production, although

production has declined 
drastically since 1977.
 

Groundnut Production/'000 tonnes
 

1981 1982 1983 
 1984 1985 1986
 
TOTAL 
 32.9 31.7 20.8 17.3 31.5 32.0
 



Of which oil 1.4 
 0.8 0.09 0.007 0.008 0.008
 

Source: BDE op. cit
 

OIL PALM
 

Oil palms are 
grown on two industrial estates. Combined
 
production of palm and palm kernel oil reached a maximum of 1,700

tonnes 
in 1978 but declined to 
750 in 1981. Yields and extraction
 
rates are lw.
 

Potential
 

The potential for satisfying domestic demand for palm oil for
 soap manufacture is great,although climatic consideratiuns,
 
particularly low overnight temperatures 
in current plantations, may
 
restrict development.
 

COCOA
 

Cocoa is 
a relatively minor export crop in Madagascar, although

production is of high quality and is highly sought after for 
the
 
production uf quality confectionery.
 

Production has remained fairly stable in recent years. Average
 

holdings are 2 ha.
 

Cocoa Production /'000 
tonnes
 

1981 1982 1983 
 1984 1985 
 1986
 

1.9 1.9 2.8 
 3.0 2.3 
 2.4
 

Source : MPARA.
 

Potential
 

The potential is significant, mainly due 
to the high quality of

production. The climate appears suitable 
in the north and east of the
 
country provided soils of sufficient depth to accomodate the tap root
 
of the plant can be located.
 

FORESTRY
 

Recent estimates of forest areas are:
 

Area/'O00 ha
 

Natural forest 
 12,000

Eucalyptus (mainly coppiced) 
 150
 
Pine plantations 
 110
 
Total 
 12,260
 

Source: WB op.cit. EIU op.cit.
 



Natural Forests
 

These forests are found predominantly (54%) in the east of

Madagascar. The low standing volumes, the preponderance of

non-marketable species and the difficult topography limit their

economic value. However, their role in water catchment protectioa,

wildlife conservation and domestic fuel and timber supply is
 
important. They are 
coming under increasing pressure from "slash and
 
burn" farming with ever shorter rotations.
 

Eucalyptus
 

Eucalyptus species plantations are mostly very small and on
 
private land. They are an 
important source of fuelwood and are

managed by coppicing. They also provide charcoal and poles. High

yielding stands of E. grandis have been established in the Moramanga

and Perinet areas 
in good soils. Elsewhere, E. camaldulensis and E.
robusta dominate. 
Evidence suggests that coppicing rotations are

becoming shorter and that dead coppice tables are not being replaced.
 

Pine plantations
 

Two major Pine plantations exist:
 

Lccation Ae/years Production potential 

/'000 cubic m 

Matsiatra 29 400-500 per year 

Mangoro 17 
in perpetuity
800 per year in 

perpetuity 

Source: derived from information supplied by the WB
 

The stands at Matsiatra are now in urgent need of management as
they are becoming overcrowded. Growth rates are good, but extraction
 
is severly restricted by a lack of transport facilities, in

particular roads. Also, there are 
no wood processing facilities of
 
any significance in the 
area. There is therefore a great urgency to

establish such facilities in order to 
take advantage of the
 
plantation's considerable production potential.
 



upplementary Notes to
 

riculture Sector Study
 

We attach to this 
sector study four supplementary notes, as fcllows:
 

1. Price and Marketing System
 

2. Import Regime in Madagascar
 

3. Taxation System for Agricultural Products
 

4. Exchange Rates
 



1. 
 SYSTEME DE PRIX ET DE COMMERCIALISATION
 

Le texte de base qui r~git le rdgime des prix A Madagascar date de 1973
 
°
(Ordonnance n 73-054 du 11 septembre 1973). Le principe en est que les prix
 

limites ou minima, du stade de 
la production aux diff~rents stades de
 
commercialisation ou A l'exportation peuvent 6tre fixds par des 
textes
 

r~glementaires.
 

Cette rdglementation a connu une dvolution qui va dans le 
sens d'une
 

libdralisation, surtout depuis 1986-1987.
 

1. Marges b6n~ficiaires maxima autoris~es A Madagascar
 

C'est en mati~re de marges comnerciales que I'dvolution de la
 
rdglementation esz 
la plus r~cente, puisqu'elle date de mars 1987.
 

Auparavant, les marges commerciales dtaient rdglementdes par l'arrdtd no
 
951-FIN/COM/SPO du 4 mars 1970. 
 Get arr6td fixe pour un certain nombre de
 
produits (agricoles ou manufactures) des taux de marges bendficiaires maxima
 
au stade de gros et de detail. Ces taux s'appliquent A des prix de revient
 

r~glementaires. Pour les autres produits, les marges maxima A chaque stade
 

sont de 40 %. 

L'arr&td no 1479/87 du 20 
mars 1987 constitue une libdralisation dans le
 
sens que les marges bendficiaires commerciales sont soumises au rdgime de la
 
libre concurrence a 1'exception d'une liste de produits divises en deux
 
categories. 
La catdgorie A regroupe des produits que l'on peut qualifier de
 
"produits de premiere ndcessite" bien que le 
texte ne le dise pas de mani~re
 
explicite. Les taux de marge maxima sont fixes A 10 % puur le stade de gros
 
et 15 % pour le stade de detail. Le groupe B regroupe les medicaments, piles
 
electriques, matdriaux de construction, petit materiel, dquipement et 
intrants
 
agricoles, effets et articles scolaires. Pour ce deuxi~me groupe, les 
taux 

sont respectivement de 25 % et 35 %. 

Il convient de noter que l'huila alimentaire et le savon de m6nage font
 

partie de la categorie A.
 



2. Prix des produits agricoles et conditions de commercialisaion
 

2.1. Prix des produits agricoles
 

Suivant les termes de l'ordonnance de 1973, "lorsque le prix d'un
 
produit de l'agriculture, de l'dlevage ou de la peche n'est pas fixd au stade
 
de la production, des arretcs interministdriels, minist6riels ou provinciaux
 
peuvent constater les 
cours normaux de ce 
produit ou d~finir les modalitds de
 

cette constatation."
 

De maniere gdn~rale, il s'agit de prix planchers aux producteui fixes
 
par campagne. Des arretds provinciaux dtablissent 6galement, par
 
Fivondronana, des mercuriales fixant des prix planchers aux producteurs et des
 
prix plafonds aux consommateurs au debut de chaque campagne.
 

Ces mercuriales devraient avoir prdalablement l'agrdment du contr6le
 
financier, du Minist~re du Commerce et du Minist~re de l'Int~rieur, mais dans
 
la pratique, il semblerait que ce circuit d'agrdment nest pas toujours
 

respectd.
 

Le rdgime de prix des produits agricoles ne semble pas avoir connu de
 

changement radical.
 

Rdgime actuel
 

Ce r6gime est prdcisd par le ddcret n° 86-092 du 2 avril 1986 selon
 
lequel, A l'exception de la canne 
A sucre, pour laquelle le prix est fix6 (par
 
voie d'arretd), tous 
les produits agricoles sont sous 
le rdgime des prix I
 
planchers. 
Pour les produits dits "stratdgiques" et regroupant les produits A
 
caisse, plus prdcisdment cafd, girofle, poivre, vanille, ainsi que le soja, le
 
paddy, le ble, les prix planchers sont fixes par arret4s interminist~riels
 
(MPARA et Minist~re du Commerce au minimum). 
 Les prix sont discutds en
 
commissions regroupant des reprdsentants de chaque minist&re competent. 
Le
 
MPARA propose en principe un prix calcule sur la base des coCit de production.
 

Calcul du prix plancher proposd par le 14PARA
 

Le service des dtudes economiques au MPARA est chargd des etudes
 
concernant les prix aux producteurs. Ce service nous 
a expose trois methodes
 

•" -q 



de calcul : la mdthode frontire, le coat de la technique marginale, et enfin
 
la mdthode rdellement appliqude par le MPARA.
 

. LE PRIX FRONTIERE
 

C'est un prix qui 
est calculd 3ur la base du prix CAF du produit A
 
l'importation (exemple : le bld). 
 Le prix est obtenu en soustrayant au prix
 
CAF toutes les charges et 
frais depuis le port jusqu'au producteur. Le calcul
 
appliqud a fait ressortir un prix aui producteur tr~s faible, ne refldtant pas
 
le revient rdel, et n'a donc pas dtd adopt6.
 

. COUT DE LA TECHNIQUE MARGINALE
 

La technique marginale est la technique amdliorde donc un mode de
 
production intensif. 
Cette mdthode a donne une valeur trop 6levde. 
 Bien
 
qu'elle a 6t6 suggdrde pour les prix aux producteurs des produits A caisse
 
notamment au cours des ndgociations de la CASA, le MPARA n'a pas ddcidd
 
d'adopter cette mdthode.
 

. METHODE APPLIQUEE PAR LE MPARA
 
Ii s'agit d'un coat moyen de production A l'hectare dans une zone de
 

rdfdrence diffdrente suivant le produit. 
Ce coat correspond aux ddpenses
 
courantes pour les plantes annuelles, et pour les plantes pdrennes comme 
le
 
cafd, le calcul du coat de production tient compte de la rdmundration des
 
investissements et des immobilisations de fonds jusqu'A la phase de
 

regdndration de la plantation.
 

Exemple du cafd
 

Le coat moyen est un cout moyen ponddrd suivant l'importance des
 
exploitations traditionnelles et celle des exploitations amdliordes. 
Un
 
calcul de coat de production pour chaque type de technique utilisde est donc
 
effectud. 
Ce coat tient compte
 

- des couts spdcifiques . valeur locative de la terre;
 

redevances d'amdnagement;
 

coats de transport;
 

* rdmundracion do fonds immobilisds.
 



- les coats des diffdrentes phases de la production (phase
 
d'installation, phase "jeunes cultures", phase "production", phase
 

"regdndration") (pour les plantes annuelles 
: phase de production
 

uniquement):
 

* rdmundration de la main d'oeuvre;
 

* r~mundration des services 
(location du
 

materiel agricole);
 

coat des intrants.
 

- du rendement A l'hectare. 

Prix - total des charges par hectare
 

rendement
 

Remarqug : ce 
calcul du MPARA tient compte de 
toutes les donndes
 

disponibles (exemple 
: donndes dmanant de l'opdration caf6, etc...).
 

II convient de signaler que les prix ddfinitivement proposes doivent
 
aussi refldter la politique visde pour le produit. 
D'autre part, les services
 
concernds au Ministere du Commerce sont senses effectuer des enquetes aupr~s
 
des consommateurs et essayent dgalement d'dtablir des prix A leur niveau. 
Ces
 
6tudes 
ou propositions peuvent dgalement dmaner des caisses de stabilisation
 

sous tutelle du Minist6re du Commerce.
 

2.2. Conditions de commercialisation des produits agricoles A 
Madagascar
 

Par "commercialisation" des produits agricoles, il faut entendre
 

. le collectage;
 

- le groupage;
 

- l'acheminement vers 
les centres de stockage ou de triage;
 

- la transformation;
 

- la mise en vente.
 

Le syst~me de commercialisation des produits agricoles a connu une
 
dvolution marquee vers la libdralisation.
 

Le ddcret du 10 f6vrier 1965 n' 65-046 qui reglemente la collecte des
 

produits agricoles A Madagascar mentionne que seuls 
les collecteurs agrds
 
peuvent effectuer la collecte de produits agricoles.
 



En 1974, apr~s la crdation de la SINPA, la commercialisation de certains
 
produits agricoles est devenue un monopole de cette derni~re (ddcret n
 ° 
74-079
 
du ler mars 1974 pour le riz, arr td interministdriel n* 2153 du 5 Juin 1974).
 

°
En 1977, un ddcret n 77-284 du 2 septembre 1977 supprime le monopole de
 
la SINPA, et par le ddcret n
 ° 
77-285 du 28 septembre 1977 la commercialisation
 
des produits agricoles sur l'ensemble du territoire malgache devient rdser-vde
 
A l'Etat par le biais des Soci6tds d'Etat et A participation majoritaire de
 

1'Etat.
 

Depuis 1983, on assiste A une libdralisation progressive. Ainsi, les
 
°
ddcrets n 83-313 du 31 aoat 1983 et n ° 
83-191 du 27 mai 1983 ont
 

respectivement libdralis6 la commercialisation des grains secs et du riz (sauf
 
dans les 
zones d'action du FIFABE et de SOMALAC). Les exportateurs quant A
 
eux doivent se conformer A la r6glementation en vigueur relative 
aux
 

exportations.
 

Le rdgiiae actuel est d6fini par le ddcret n° 
86-092 du 2 avril 1986. 
 A
 
l'exception de la canne A sucre 
laquelle est soumise au rdgime du monopole, la
 
commercialisation de 
tous les produits agricoles est soumise au r6gime de la
 
libre concurrence. 
Toutefois, pour les produits A caisse, en particulier le
 
caf6, le girofle, le poivre et 
la vanille, le monopole de l'Etat est maintenu
 
A l'exportation et la circulation A l'intdrieur du territoire est rdglementde.
 

Fonctionnement des caisses de stabilisation
 

Le r
6le essentiel des caisses de stabilisation A Madagascar consiste A
 
6viter ou A r6duire l'incidence sur 
le producteur des brutales fluctuations de
 
prix sur le march6 mondial des matie'res premieres et ceci en garantissant un
 

prix FOB.
 

- Si le 
cours mondial est infdrieur au prix FOB garanti, la diffdrence
 

est payee par la caisse ;
 

- Si le cours est supdrieur au prix FOB garanti, la difference est
 

encaissde par la caisse.
 

Pour le cafd, la vanille, le girofle, il existe un Fonds National Unique
 
de Pdrdquation (FNUP) gerd par la Banque Cent:rale, par l'intermediaire duquel
 

..\
 



fonctionne la pdrdquation. 
Ce fonds est ddtenu par les caisses elles-m~mes
 
dans le cas de l'arachide et du poivre. 
Seule la caisse sucre ne joue plus ce
 

r6le de stabilisation.
 

Les produits A caisse sont donc: 
le cafd, la vanille, le girofle, le
 
poivre, l'arachide et la canne A sucre.
 

Autres actions des caisses de stabilisation
 

REDUCTION DE L'OFFRE
 

Dans le but de rdduire le ddsdquilibre offre demandq et donc de
 
favoriser la remontde des 
cours.
 

Mais elle 
assure aussi la presence permanente dit pays sur le marchd.
 
Ainsi A Madagascar, les caisses de stabilisation dchelonnent l'exportation
 
tout au long de l'annde. 
 Pour cela, seule la caisse a droit de ndgocier le
 
march6 extdrieur en vue, et elle donnera l'autorisation d'exporter aux
 
opdrateurs. 
 Une indemnitd de stockage est versde aux conditionneurs-stockeurs
 

en contrepartie de cette immobilisation temporaira de fonds.
 

AUGMENTATION DE LA CONSOMMATION
 

Pour cela, les caisses doivent financer des campagnes publicitaires,
 
lutter contre les donndes de synth~se et conquerir de nouveaux marchds.
 

Ainsi, par exemple, avec l'apparition de la vanilline, la vente de la
 
vanille naturelle sur le marchd mondial a connu une baisse. 
Pour y rdmddier,
 
la caisse de stabilisation de la vanille A Madagascar avec d'autres pays
 
producteurs de l'Ocdan Indien ont lance 
une publicitd permettant de faire
 
connaitre aux consommateurs le produit naturel. 
 Depuis le march6 s'est A
 

nouveau dlargi.
 

Actuellement, une rdglementation oblige les utilisateurs A mentionner
 

sur les 6tiquettes le produit utilisd.
 

PARTICIPATION A L'AMELIORATION DE LA PRODUCTION (quantitativement et
 

qualitativement)
 

Pour assurer ce 
r6le, les caisses de stabilisation allouent chacune un
 
budget pour des recherches agronomiques et biologiques (amdlioration
 

gdndtique, lutte contre les maladies...).
 



Elles doivent 6galement inciter les producteurs en proposant un prix
 
plancher rdmundrateur.
 

Cas particulier de la caisse de stabilisation de la canne et du sucre
 

Cette caisse ne joue plus le role de stabilisation et ne propose plus un
 
prix plancher aux producteurs. 
Ces deux fonctions sont maintenant joudes par
 

les socidtds sucri&res elles-memes.
 

Quant aux exportations, la caisse ne fait que suivre les opdrations.
 

-
Elle joue encore un role de promoteur comme les autres caisses en
 
participant dans des recherches d'anidlioration de varidtd de la 
canne.
 

- Etablit une pdrdquation A la distribution pour le sucre. Ainsi les
 
coats d'achat du sucre par les socidtds d'Etat seront les memes
 

quelque soit leur provenance.
 

Etablissement du prix FOB garanti
 

Le diffdrentiel est dtabli par la caisse A partir du prix plancher fixd
 
par arrt. 
 Toutes les charges supportdes par les collecteurs, les
 
conditionneurs-stockeurs jusqu'A l'embarquement des produits 
sont calculdes
 
pour obcenir le prix de revient rdel. 
 Les diffdrents frais (transport en
 
particulier) n'6tant pas 
les memes selon la provenance du produit, 
un meme
 

produit peut avoir des prix de revient diffdrents.
 

Une marge bdn4ficiaire est ensuite applique pour obtenir un prix FOB
 
garanti, qui est alors diffdrent selon la provenance du produit.
 

3. Syst~me de Prix des produits manufaccures
 

3.1. Rkime de l'homologation
 

Le principe dtait, suivant l'arret6 n* 1407-MEC/SG/3/SPE du 22 avri
 
1975, que 
tout prix A la production de produit industriel ou artisanal dtait
 
soumis A homologation prdalable auprbs du Ministere du Commerce (prix de
 

produit nouveau ou majoration de prix).
 



Ce regime a connu une libdralisation progressive depuis l'arrdtd
 
n°2942/84 du 11 juillet 1984, abrogeant celui du 22 avril 1975. 
 Les prix
 
industriels ont dtd libdralisds pour un certain nombre de produits dont la
 
liste °
a dtd prdcisde par le circulaire n 641-MC/DCE. Cette liste a 6td
 

allongde par la suite.
 

Procedure d'homologation
 

Toute demande d'homologation doit dtre ddposde simultandmenc aupr&s du
 
Minist~re du Comnerce et du Minist~re fe l'Industrie, de l'Energie et des
 
Mines. L'Administration dispose C'tm: 
 ddlai de trente jours pour faire
 
connaitre sa d~cision ou formuler ses observations.
 

L'arrdt6 n=3728/84 du 30 aoCit 1984 precise les 61ments pouvant entrer
 
en ligne de compte pour la d~termination du prix de revient r6glementaire des
 
produits manufacturds. 
 Ii s'agit, de mani~re gdndrale, de tous les frais et
 
charges lids directement A l'exploitation. En outre, chaque poste de la
 
structure du prix de revient devrait 6tre conforme. 
soit A la r~glementation
 
en vigueur (exemple 
: prix du transport) soit aux indications donndes par la
 

profession concern~e.
 

Le prix de vente loco-fabrique est constitue du prix de revient
 
r~glementaire majord de la marge industrielle.
 

Pour les autres produits dont les prix ne 
sont plus soumis A
 
homologation, la structure de prix ainsi que le prix pratiqud doivent
 
ndanxnoins dtre communiquds aux Ministeres compdtents. 
 La marge industrielle
 
ne 
devait pas ddpasser 25 % du prix de revient rdglementaire.
 

3.2. R61zime actuel
 

Une d~claration du Ministre de l'Industrie, de 1'Energie et des Mines
 
datant du 14 aoCit 1986 va dans le 
sens d'une libdralisation des prix des
 
prcduits manufactures A l'exception des "produits de premiere n~cessitd".
 
Gette declaration n'a pas encore 
6td confirmde par textes.
 



Notons que le plan quinquennal 1981-1986 ddfinit les produits considdr4s
 
"de premiere ndcessit6". 
 Ii s'agit des douze produits suivants
 

- riz
 

- viande
 

- sel
 

- allumettes
 

- sucre
 

- bougie
 

- huile
 

- farine
 

- tabac
 

- savons
 

- piles
 

- m~dicament.
 

Cette liste diff~re ldg~rement de celle des produits de la cat~gorie A
 
ddfinis dans le texte concernant la libdralisation des marges commerciales
 

(arretd du 20 mars 1987).
 

3.3 Exemple de la fixation des prix des huiles alimentaires
 

Prix sortie usine
 

Les prix de vente sortie usine des huiles alimentaires raffindes locales
 
sont soumis & homologation. 
Ces prix, ainsi que les conditions de
 
commercialisation des huiles alimentaires sont fixds par arrete
 
interministdriel (Minist~res du Commerce, de l'Industrie, des Transports,
 

MPARA).
 

La derni~re fixation de prix date du 19 mars 
1987 (Arrktd
 
interministdriel n°1461/87). 
 La fixation antdrieure remonte au 7 ddcembre
 
1985, par arrert interministdriel n ° 5217/85. 
 Les prix ainsi fixes concernent
 
les prix de vente sortie usine des huiles alimentaires raffindes locales
 
suivantes, par torLne emball~e, 
taxe de consommation comprise
 

- huile de coton
 

- huile de palme
 

- huile d'arachide/soja.
 



Notons que le tawx de la taxe de consommation a dtd modifid par la loi
 
de finances pour 1987, passant d~un taux de Fmg 20/Kilo A 10 % du prix de
 
vente sortie usine. Ce changement de 
taux constitue la principale dvolution
 
entre les prix de d6cembre 1985 et ceux de mars 
1987.
 

Le prix sortie usine homologud est donc constitu6 du prix de revient
 
majord de la marge industrielle, de la taxe de consommation ainsi que du cocit
 
de l'emballage (fOt en l'occurence).
 

Prix de vente A chaque stade de commerciallsation
 

Suivant l'arrdtd n°1461/87 du 13 mars 1987, 
les prix de vente des huiles
 
alimentaires raffin~es locales A chaque stade de commercialisation seront
 
ddterminds A partir des prix sortie usine fixes par l'arr~td, majords
 

- des frais connexes de transport dcment justifies;
 

- des taux de marges bdndficiaires admises;
 

- et de la taxe unique sur la transaction (TUT).
 

II convienL de rappeler que depuis l'arr~t4 n°1479/87 du 20 mars 1987
 
les marges bdndficiaires commerciales maxima autorisdes pour la vente des
 
huiles alimentaires sont respectivement de
 

IC % au stade de la vente en gros
 

15 % au stade de la vente 
en ddtail.
 

Dans l'arr~td de ddcembre 1985, les marges maximales dtaient fixdes
 
respectivement A Fmg 15 000/tonne et 
Fmg 18 O00/tonne.
 

Notons enfin que les prix de vente au consommateur des huiles
 
alimentaires locales et d'importation, conditionn~es dans des emballages
 
spdciaux, tels que bouteilles plastiques, boites m~talliques ou autres, sont
 
soumis A homologation du minist&re chargd du commerce.
 



2. REGIME D'IMPORTATION A KADAGASCAR
 

1. Caract~ristiques de l'ancien r~gime
 

Un programme g~ndral d'importation dtait dlabord au niveau ministdriel.
 
Ii fixait les contingents en valeurs ouverts pour l'importation de
 
marchandises et 6tait portd A la connaissance des importateurs par voie d'avis
 

publid au journal officiel.
 

Obligation d'6tre titulaire d'une carte d'importateur. La facultd
 
d'importer eLait soumis A l'obtention d'un agrdment du Minist~re du Commerce,
 
lequel donnait lieu A la ddlivrance d'une carte d'importateur valable une
 

annde.
 

L'agrdment a dtd supprimd en 
1984. Il a dtd remplacd par une simple
 
autorisation consecutive A un d~p6t de dossier de renseignements au Ministbre
 
du Commerce pour pouvoir obtenir un numdro d'identification qui tient lieu de
 

carte d'importateur.
 

Procddure de licence
 

A l'exception d'un certain nombre d'opdrations (dchantillon, envois sans
 
caract&re commercial...), l'entrde de marchandises A Madagascar n'est
 
autorisde qu'au vu d'une licence d'importation ddlivrde dans le cadre du
 

programme gdndral d'importation.
 

L'obtention d'une licence est subordonnde soit A l'octroi d'une
 
autorisation globale d'importation, soit A l'attribution prdalable de quota.
 

. Attribution de quota
 

Les contingents fixes dans le cadre du 
programme d'importation sont
 
rdpartis entre les importatcurs. Les importateurs dtaient donc tenus de
 
demander au Ministere du Commerce des quotas d'importation, lesquels sont
 

attribuds suivant un certain iombre de crit~res.
 

Les importateurs disposent d'un delai de six semaines A compte de la
 
date de notification, pour ddposer les demandes de licence d'importation
 

correspondant aux marchandises pour lesquelles 
un quota leur a dtd attribud.
 



. Le compte spdcial en devises EPI
 

En 1983, un r~glement est intervenu, crdant un compte special 
en devises
 
ddnommd EPI (Exportations/Pi~ces ddtachdes 
- IntraDts).
 

Le but de ce 
compte dtait de permettre 
aux entreprises industrielles ou
 
agro-industrielles exportatrices ddgageant des plus-values importantes 
en
 
devises, d'avoir une 
plus grande utilisation de leur capacitd de production et
 
de contribuer & l'am~lioration de la situation gdndrale de la balance des
 

paiements du pays.
 

La procddure consiste A donner A cette catdgorie d'entreprises la
 
facult6 de faire 
r~server par la Banque Centrale une 
partie des devises
 
provenant de leurs exportations pour servir au financement des importations de
 
mati~res premieres et de pi~ces de rechange qui leur sont necessaires.
 

Premiere libdralisation des importations
 

Un avis en date du 13 
avril 1985 a port6 A la connaissance des
 
importateurs une 
liste de produits qui font l'objet de licences d'importation
 
automatiques dans le cadre du programme gdndral d'importation, au titre de
 

l'annde 1985.
 

Ces produits dtaient rdpartis en deux catdgories : ceux soumis A appel
 
d'offres, principalement constitud par des mati~res premieres, et 
ceux non
 
soumis A appel d'offres, composes de petit outillage pour menuiserie et
 
produits sid~rurgiques, emballages pour conditionnement de vanille, calibreur
 
A cafd et mddicaments, instruments et dquipements mddico-chirurgicaux.
 

Toutefois, les importateurs 6taient toujours 
tenus de requdrir une
 
autorisation prdalable du Ministere du Commerce.
 

Certaines licences octroydes dans le cadre de 
cette libdralisation n'ont
 
pu 6tre rdalisdes, 
m~me A la fin de l'ann~e 1985, faute de disponibilitds en
 

devises.
 

. Deuxi~me libdralisation
 

Elle porte dispense de l'autorisation d'importation en faveur des
 
ntreprises industrielles exportatrices. Les importations visdes concernent
 

les pieces de rechange et 
intrants, les petits dquipements.
 

7C 



Lesdites entreprises ne bdn~ficient plus de compte EPI.
 

Ces importations concernent ceux n~cessaires pour assurer les
 
productions destindes 
au marche local et au marchd extdrieur pour des
 
entreprises rdalisant 50 % de 
leur chiffre d'affaires A l'exportation, et
 
uniquement celles qui 
concernent les productions destindes A l'exportation
 

pour les entreprises r~alisant moins de 50 
%. 

2. Le r6gime d'imoortation libdralis6 (RIL)
 

(Arrdtd interministdriel n°5618/86 du 24 ddcembre 1986)
 

Sont libdralisdes A compter du 2 janvier 1987 dans la limite des devises
 
disponibles sur 
ressources propres, les importations d'intrants, pieces de
 
rechange, petits dquipements et biens de consommation destines A la revente et
 
A l'utilisation finale, A l'excepcion des produits alimentaires et de
 

l'dnergie.
 

Toutes les importations lides 
au r6gime libdralisd doivent rentrer dans
 
le cadre du programme gdndral d'importation. Toute soumission est soumise au
 
paiement d'un droit fixe non remboursable de 10 % du montant de la soumission.
 

Les importations 6margeant sur des 
sources de financement extdrieures
 
sont dgalement assujetties 
au paiement du droit fixe de 10 % (b l'exception
 
des dquipements), calculd sur 
le montant de la licence. Ces dernieres sont
 
dispensdes des formalitds de prdsentation de soumission.
 

La soumission d'importation est mensuelle et doit 0..re 
ddposde au
 
minist~re chargd du commerce ou aux 
services provinciaux du commerce au plus
 
tard le 36me jour ouvrable de chaqu. mois. 
 Toute sounission doit 6tre
 
accompagnde, pour 6tre valable, d'une garantie bancaire ddlivrde par la banque
 
domicilitaire et d'une piece justifiant le 
versement du droit fixe de 10 
%. 

Les autorisations de change sont attribudes 
aux soumissionnaires le
 
156me jour ouvrable de chaque mois, suivant la formule suivante 
:

A(i) - D x SQ) oCi A(i) - autorisation par opdration soumissionnaire 

S(+) (i) - opdrateur soumissionnaire 

S(i) - soumission mensuelle de chaque opdrateur 

S(+) - soumission totale des opdrateurs 

D - devises disponibles du mois. 



Ces autorisations de change, dont la validitd 
est de un an A compter de
 

la date de leur ddlivrance, sont cumulables.
 

L'importateur, notifid de son autorisation de change, peut ddposer les
 
licences y affdrantes aupres du ministare chargd du commerce ou des services
 
provinciaux du commerce. 
Les licences d'importation sont valables pour
 

embarquement un an A compter de la date de leur ddlivrance.
 

R~gime special
 

Les entreprises exportatrices de biens et services A l'exception des
 
produits A caisse (cafd, vanille, girofle, sucre) peuvent bdndficier d'un
 
rdgime spdcial consistant en l'exemption du droit fixe de 10 %. 

. Pour les entreprises rdalisant plus de 50 % de leurs chiffres
 
d'affaires annuels A l'exportation : elles sont autorisdes A importer 
en
 
exemption de droit la totalitd des intrants, pi~ces de rechange et petits
 
dquipements n~cessaires A leurs activitds de production destindes A la
 
consommation locale ainsi qu'A l'exportation.
 

. Pour les entreprises rdalisant moins de 50 % de leurs chiffres
 
d'iffaires annuels A l'exportation : elles sont autorisdes A importer en
 
exemption de droit d'une part les 
pi~ces de rechange et petits 6quipements
 

n6cessaires A leurs activitds de production destindes A la consommation locale
 
ainsi qu'A l'exportation ; et d'autre part, les intrants destinds A leurs
 

activitds d'exportation sous rdgime d'admission temporaire.
 

Remarque :
 

Peuvent b6ndficier du RIL, l'administration et 
tout agent dconomique
 

rdsident.
 

Licence :
 

- conditions A remplir par le demandeur 

* bdndficiaire du rdgime spdcial ; 

* bdndficiaire d'une allcoation de crddit en devises 

* bdnd iciaire de lignes de financement spdcifiques (CCCE,
 

KFW, ... ). 

Prix de vente Fmg 4 000/licence
 

La licence : concr6tise l'allocation de crddit en devises;
 

sert d'ordre d'inspeczion SGS; 

- vaut autorisation d'importer, donc de d6douanement.
 



3. 
 SYSTEME DE TAXATION DES PRODUITS AGRICOLES
 

Les produits agricoles sont susceptibles d'dtre frappds de 
taxes A deux
 
niveaux :

1) droit 
au profit de la collectivitd ddcentralisde A l'occasion de
 
transaction ayant lieu dans 
une collectivitd donnde ;
 

2) taxes A l'exportation A l'occasion de la sortie du territoire
 

malgache.
 

1. Droit au profit de la collectivitd d~centralis~e
 

II s'agit soit d'un "prdl~vement" soit d'une "rdmundration de collecte"
 

ou "ristourne".
 

C'est la loi n' 80-035 portant loi de finances 1981 qui mentionne dans
 
son article 21 des "Dispositions spdciales", 
le pouvoir des Collectivitds
 
d~centralisdes A effectuer des "preilvements" sur 
les produits agricoles non
 
frappds par la "r~mundration de collecte 
ou ristourne". Cette derni~re est
 
institude par l'Arr~td ministdriel n°2767/78 du 13 juin 1978.
 

Les produits agricoles, forestiers, d'dlevage et de p~che sont frappds
 
de l'une ou de l'autre sorte de droit, et ne 
peuvent 6tre frappds qu'une seule
 
fois entre 
le producteur et la transformation 6ventuelle. 
 Les produits
 
frappds par la ristourne sont essentiellement les produits "stratdgiques".
 

Elle est payde par le collecteur et est fixde par campagne en m~me 
temps que
 
le prix plancher : il s'agit d'un montant fixe (exemple 2 F/Kg). 
Les autres
 
produits sont donc frappes par un "prdlbvement" dont le taux est fixd
 
annuellement par arrdtd du President du Comitt 
 exdcutif du faritany et ne doit
 
pas depasser 3 % du prix plancher au producteur.
 



2. Taxes A I'exportation
 

Elles sont cle 
deux sortes
 

- les droits de sortie;
 

- la taxe conjoncturelle qui est institude par l'Ordonnance n
 0 76-049 du
 

29 d~cembre 1976.
 

La liste des produits frappds de 
l'une ou l'autre de ces deux taxes
 

.ctuellement est 
la suivante
 



Annex 4
 

Exchange Rates US$/Fmg
 

1984 
 1985 
 1986
 

1st Quarter 
 489.38 
 678.95 
 623.67
 

2nd Quarter 
 565.13 
 680.21 
 635.80
 

3rd Quarter 
 612.07 
 658.76 
 682.95
 

4th Quarter 625.66 
 625.99 
 750.38
 

These exchange rates were obtained by averaging the daily rates on the Ist

and 15th day of each month.
 

Source: Coopers & Lybrand based on Central Bank data.
 



ANNEXE J
 

ETUDE DES RESSOURCES EN CAPTAUX
 



2. STRUCTURE FINANCTERE
 

Cette partie de l'annexe prdsente une description des principales
 
ressources en capitaux existant A l'heure actuelle A Madagascar et
 
parallelement des possibilitds de placement qui 
sont offertes sur le marchd
 

A leurs ddtenteurs.
 

Ii est dvident que ne 
pourra dtre analysd dans ce cadre que le
 
secteur dit "formalisd", c'est-A-dire, celui qui fait appel A un minimum de
 
r~gles financihres 
et juridiques pour la mobilisation et l'utilisation de
 

lt'pargne nationale.
 

Nous allons 
ainsi dtudier les principales institutions financi~res
 
qui, d'une part, concourent A la mobilisation de l'pargne nationale, et,
 
d'aut7e part, participent aux investissements dans le 
secteur productif.
 

2.1 Les Banques
 

Le syst~me bancaire malgache comprend la Banque Centrale et 
les trois
 
Banques primaires en l'occurence la BNI 
(Bankin'ny Indostria), la BTM
 
(Bankin'ny Tantsaha Mpamokatra) et la BFV 
(Banky Fampandrosoana Ny
 

Varotra).
 

Les principales missions confides A la Banque Centrale sont
 
l'application et le suivi de la politique de credit ainsi que la gestion de
 
la masse mondtaire et des devises. Dans ce 
cadre, les moyens utilisds sont
 
notamment le contr6le de la surliquidit6 des Banques par le 
plafond de
 
rdescompte et l'encadrement du crddit par l'obligation d'une autorisation
 
prdalable pour 
toute ouverture, reconduction ou extension de crddit
 
supdrieur A Fmg 100 millions.
 

Les 
trois banques primaires 6taient initialement orientdes chacune
 
dans tin 
secteur ddtermine de l'economie:
 

- la BNI dans la promotion du developpement industriel;
 

- la BTM dans la promotion du dtveloppement rural;
 
-
et la BFV dans la promotion et la diversification du commerce 
tant
 

intdrieur qu'exterieur.
 



Les participations des 3 Banques dauis les Socidtds malgaches sont
 

ddcrites bri~vement ci-apres:
 

- ainsi, au 
31.12.86, la BNI ddtenait des participations dans 55
 
Socidt~s pour un mcntant total d'enviroi Fnig 8 milliards, soit
 

en moyenne 15% 
du capital de ces Soci~tds.
 

Ii faut noter que la plupart de ces Socidt~s se situent dans le
 
secteur industriel et que la BNI 
ne ddtient la majoritd des actions que
 
dans quatre Socidtds sur 55, la participation maximum en valeur dtant
 
d6tenue au niveau de la STAR pour Fmg 1.693.775.000.
 

- les participations de la BFV et de la BTM dans les socidtds
 

malgaches 
sont beaucoup plus limit~es puisqu'elles ne s'dlevaient
 

respectivement qu'environ Fmg 950 millions 
(pour 15 Socidtds), Fmg
 
625 millions (pour 30 Soci4t6s) 
avec des parts souvent minoritaires
 

d'ailleurs du capital de 
ces Soci4tds.
 

Les participations de la BTM sont orient~es essentiellement vers le
 
secteur agricole (MALTO..) et agro-alimentaire (SOMAPALM, JB 
....). Celles
 
de la BFV sont muluisecteurs mais concernent principalement TISMA pour
 

Fmg 725.000.000 millions.
 

Ii y a lieu de relever que de nombreuses Socidtds malgaches sont
 
lourdement endectes vis-A-vi. des Banques et 
qu'il pourrait 6tre envisagd
 

de consolider ces dettes en 
capital.
 

S'agissant des prises de participation, elles ont dt6, a priori,
 
effectudes dans un but lucratif. 
Cependant, il semble clair que dans de
 
nombreux cas, ces investissements ont dte dictds par le r6le national que
 
se doivent de jouer les Banques 
en raison de leur situation importante au
 
niveau du financement de l'6conomie. 
Comme l'a soulignd fort )ppo'tcndment
 
le Directeur Cdndral d'une des 3 Banques, il s'agit d'un "devoir nat.onal".
 
Une pression plus ou moins directe de l'Etat est 
sans doute 6galement
 

intervenue.
 

http:31.12.86


2.2 Les Comnagnies d'assurances
 

Le march6 des assurances d Madagascar est ddtenue par les deux
 
Socidtds nationales A participation majoritaire de l'Etat, en l'occurence
 

les Compagnies ARO et NY HAVANA.
 

De par la nature de leur activitd, 
ces deux Socidtds participent A la
 
mobilisation de l'dpargne et 
disposent d'exc6dents financiers importants
 
pouvant 6tre investis dans le 
secteur productif de l'dconomie.
 

2.2.1 Les Compaznies d'assurances comme mobilisateurs de l'dpargne
 

Les Compagnies d'assurances participent mais de fagon relativement
 
limitdes A la mobilisation de l'6pargne nationale, principalement
 
individuelle par le biais des 
contrats d'assurance-vie qu'elles proposent.
 

Ce type de produit ne repr~sente cependant qu'une part minime dans le
 
chiffre d'affaires total des deux Compagnies (moins de 
10% pour NY HAVANA
 
et moins de 6% pour ARO) avec un volume total d'environ Fmg 1,2 milliards
 

en 1986.
 

Le faible ddveloppement du marchd de l'assurance-vie A Madagascar
 
parait lid A trois principales causes:
 

- d'une part, la faiblesse du pouvoir d'achat du Malgache moyen qui a 
dejd ede explicitde prdcddeaLnent;
 

-
d'autre part, une mauvaise connaissance des produits offerts li~e A
 
un manque de sensibilisation au niveau du public;
 

- en dernier lieu et surtout, la concurrence d'autres placements A
 

rendement plus 
lucratif et plus immddiat.
 

2.2.2 LesCo-npagnies d'assurances comme investisseurs
 

Comme les Banques, les Compagnies d'assurances ont participe 
aux
 
efforts d'investissement entrepris depuis une 
dizaine d'anndes.
 

A
 



Les montants des participations des 2 Compagnies dans les Socidrds 
malgaches sont sensiblement 6quivalents et s'6lvent A l'heure actuelle et
 
pour chacune des deux Compagnies A environ Fmg 1,4 milliards avec une
 
quarantaine de Socidtds pour ARO, et 
une quinzaine de Socidtds pour NY
 

HAVANA.
 

Pour les deux Compagnies, les investissements rdalisds sont lids
 
globalement A une spdculation financi~re pure mais peuvent tenir compte
 
6galement des rendements induits en mati~re de potentialitds d'assurances.
 

Par ailleurs, la notion d'intgration au niveau d'un processus de
 

production apparait primordijle. Ainsi s'explique l'investissement
 

effectud par ARO dans la Socidtd MLMISOA, en relation avec sa participation
 

majoritaire dans KOBAMA.
 

il faut noter cependant que les prises de participation ne
 
reprdsentent qu'un faible part des placements effectuds par les Compagnies
 
d'assurances sur 
leurs excddents financiers, l'essentiel dtant effectu6 sur
 
les bons du Trdsor, les emprunts nationaux, les d6p6ts A terme et les bons
 

de caisse.
 

Ainsi, les prises de participation ne s'6lvent qu'A moins de 25% 
des
 
placements totaux de NY HAVANA et A moins de 5% de 
ceux de ARO.
 

Il faut relever qu'en plus du rendement lucratif, la politique de
 
placement est dgalement lide 
aux obligations Idgales au niveau des valeurs
 
mobilisdes admises en reprdsentation des provisions techniques. 
 Et A cet
 
6gard, les placements financiers purs prdsentent certainement un moindre
 

risque.
 

A titre indicatif, notons que la politique d'investissement A court
 
terme de NY HAVANA est de 
se doter d'un parc immobilier propre en vue de la
 
mise en place d'un rdseau commercial direct. L'investissement ainsi prdvu
 

est estim6 A Fmg 2 milliards.
 



Les intfrdts 
au titre de cet emprunt sont payables A terme dchu le
 
ler janvier de chaque annde nets d'imp6ts et ne sont pas assujettis A
 

1'IRCM:
 

- Bons du Trdsor: il s'agit des valeurs des trdsor public dmises 
suivant le ddcret n°81-024 du 14 fdvrier 1981 qui 
se composent de 2
 

types de titres:
 

catdgorie A: 
coupure de Fmg 1.000 A 6chdance d'un an
 
catdgorie B: coupures de Fmg 50.000, Fmg 10.000, Fmg 50.000,
 

Fmg 100.000 et Fmg 1.000.000, A 6chdance d'un
 

an, deux ans, trois ans, quatre ans ou cinq ans
 

suivant le choix du souscripteur lors de la
 

souscription.
 

Notons que pour les personnes morales suivantes, la souscription est
 
obligatoire et est calculde sur la base du chiffre d'affaires ou du
 
cash-flow net rdalisd 
au cours du dernier exercice clos:
 

les 6tablissements bancaires;
 

les Compagnies d'assurances;
 

les Entreprises socialistes;
 

les Socidtds d'Etat ou A participation de l'Etat;
 

les Personnes morales de droit privd rdalisant un chiffre
 

d'affaires supdrieur A Fmg 10.000.000.
 

Les Bons du Trdsor sont assortis d'un intdrdt non impossible perqu
 
d'avance au moment de la souscription A des 
taux qui varient suivant les
 

catdgories et les dch6ances de 5,75% 
l'an et 9,25% l'an.
 

Au 31/12/86 le montant 
total des Bons de Trdsor dtaient de Fmg 14.006
 
millions, (chiffre fourni par le Acct-Direction du Trdsor). Ce solde se
 

ddcomposait comme suit:
 

- 99% souscrits par les Compagnies d'assurances, les Banques ec les
 

Entreprises, ec principalemenc les souscriptions obligatoires;
 

.
 1% environ seulement souscrit par les particuliers.
 



comme suit:
 

Tranche de DNp6t 
 Nombre de livrets 
 Montant
 

(Fmg) 
-
 0 A 3.000 112.246 
 126.378.490
 
- 3.000 A 100.000 
 71.965 
 1.236.566.891
 
- 100.000 a 250.000 
 4.387 
 608.720.643
 
- 250.000 A 500.000 
 3.563 
 1.100.388.218
 
- 500.000 A 750.000 
 1.072 
 645 100.986
 
- 750.000 A 1.000.000 
 493 
 421.283.001
 
- plus de 1.000.000 
 1.130 
 5.488.350.627
 

TOTAL 
 194.896 
 9.626.788.856
 

Source: Caisse d'dpargne de Madagascar.
 

Ii y a lieu de relever que les tranches de dp6t supdrieures A
 
Fmg 1.000.000 concernant pour environ Fmg 3.000.000.000 les ddp6ts de
 
cautionnement des comptables publics. 
 Le ddp6t ordinaire moyen se situe
 
donc A environ Fmg 50.000 et 94% des ddp6ts (en nombre de 
livrets) figurent
 
d'ailleurs dans la tranche 0 A Fmg 100.000. 
 Ceci souligne le niveau social
 
relativement bas des ddposaLts A la Caisse d'dpargne.
 

2.5 Le FNI
 

Le FNI est un Organisme public crde initialement, semble-t-il pour
 
gdrer le portefeuille de 1'Etat et 
financ6 directement ou indirectement par
 
l'Etat (dotation en capital, prdl~vement sur certaines recettes 
fiscales
 

etc...).
 

Les Banques pensaient, quant A elles, que le FNI jouerait le r6le de
 
Banque de ddveloppement qu'elles-mdmes ne pouvaient assumer en raison du
 
d6squilibre de leurs 
ressources.
 

Dans la pratique, le FNI s'est retrouvd 
comme op~rateur technique et
 
financier dans un 
certain nombre de projets qui lui 
ont 6t6 rdtroc~dds par
 
l'Etat et concernant notamment certaines nouvelles unitds industrielles
 
crd6es au d~but des 
annes 80: 
CIA, Sr)ABE, LALASOA, ZEREN, MAIIISOA.
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(ii) Contrairement A celui de 1973, le Code 1985 d6finit de faqon
 
explicite le groupe de secteurs rdservds A l'Etat, notamment:
 

les Banques et les Assurances;
 

la production avec distribution d'dnergie et d'eau courante;
 
la construction navale pour des bAtiments d~passant un
 

certain tonnnage;
 

les activitds relevant du Code p~trolier;
 

les activitds mini&res.
 

Tous les autres secteurs sont ouverts 
aux investisseurs
 

privds.
 

L'Etat peut mnme solliciter les investisseurs priv4s pour
 
participer dans les 
secteurs qui lui sont r~servds.
 

(iii) 
 On peut noter que, pour la premiere fois, l'agriculture et le
 
tourisme sont citds 
comme secteurs dligibles au bdn~fices des
 

avantages du Code.
 

(iv) 
 Les dlments considdrds comme investissements sont dnumdrds de
 

fagon expresse.
 

Il s'agit:
 

des frais d'dtablissement;
 

des immeubles affectds A lexploitation;
 

des immeubles d'habitation destinds 
au logement du
 

personnel;
 

* des installations fixes ou dquipements A caract&re technique
 

ou commercial, y compris les frais de pose et de montage;
 

du matdriel roulant, A l'exclusion des voitures
 

particuli~res.
 

Si l'article 2 ddfinissant ces investissements a la qualitd de
 
la prdcision, il semble avoir un caractere 
trop limitatif et
 
nenglobe pas toutes les 
formes possibles d'investissement et
 
en particulier les investissements financiers (simple prise de
 

participation).
 



(v) 	 Le Code institue une r~gle d'automaticit6 dans l'obtention des
 

avantages prdvus d~s lors que les critres exigds sont
 

respectds.
 

Ceci devrait thdoriquement dliminer tout arbitraire de la part de
 
l'Administration puisqu'on se 
base ddsormais sur des crit&res objectifs.
 
Dans la politique, cependant, vu le nombre restreint d'agrdments obtenus
 

jusqu'A present sur les dossiers prdsentds par les Cabinets d'dtudes, il
 
semble que le libre pouvoir d'apprdciation de l'Administration demeure
 

absolu.
 

Conditions d'Eligibilit6
 

Les conditions d'admission communes aux rdgimes prdfdrentiels du
 
nouveau Code des Investissements sont dnumdrds par l'article 10 et comprend
 

quatre 	6ldments impdratifs:
 

l'entreprise doit appartenir A l'un des 12 
secceurs
 

6conomiques dnumdrds A savoir:
 

culture industrielle;
 

elevage industriel;
 

. pdche industrielle;
 

industrie foresti~re et reboisement industriel;
 

* industrie de preparation ou de transformation des produits
 

d'origine v~gdtale animale ou foresti~re;
 

entrep6ts frigorifiques; stockages et conditionnement de
 

produits alimentaires;
 

* 
recherche, extraction ou transformation de substances
 

min~rales ou hydrocarbures;
 

industries manufacturi~res et artisanat de production;
 

production d'dnergie et d'eau;
 

* industrie de 
tourisme et de l'h6tellerie;
 

travaux publics et construction;
 

transports et communication.
 

l'entreprise doit concourir A la rdalisation des objectifs
 

de d~veloppement dconomique et social du pays.
 

Thdoriquement, c'est le Plan qui devrait servir de cadre de
 

r~fdrence pour l'apprdciation de cette condition;
 



- l'entreprise doit 6tre viable techniquement, 6conomiquement
 

et financi~rement;
 

- l'entreprise doit prdsenter un bilan de devises positif. 

L'admission aux rdgimes prdfdrentiels comporte 6galement 

l'engagement de l'entreprise de satisfaire A certaines 

obligations gdndrales et notamment: 

utilisation en prioritd des matdriaux, mati~res premieres,
 

produits ou services locaux;
 

emploi en prioritd et formation du personnel local.
 

Les diffdrentes catgories de 
r4gimes prdfdrentiels
 

Trois rdgimes pr6fdrentiels 
sont prdvus par le nouveau Code:
 

- l'agrdment prioritaire;
 

- les PME agrddes;
 

- le contrat du partenariat.
 

L'agrdment prioritaire est en quelque sorte le rdgime gdndral par
 
rapport auquel les deux autres rdgimes peuvent 6tre ddfinis.
 

Le rdgime des PME agrddes concerne spdcifiquement cette catdgorie
 
d'entreprises en 
leur accordant un certain nombre d'avantages
 
compldmentaires. Le contrat de partenariat est relatif aux grands projets
 
prdsentant un intdrdt majeur sur le plan dconomique et social et pour la
 
rdalisation desquels l'Etat s'associerait avec des partenaires privds. 
Les
 
avantages prdvus pour ce rdgime sont ceux de l'agrdment prioritaire
 
auxquels pourront s'ajouter des avantages particuliers ndgocids au cas par
 

cas.
 



Avantages de l'agrdment prioritaire
 

Ces avantages concernent une 
grande partie des diverses categories
 

d'imp6ts, 
et de droits douaniers et principalement:
 

- Taxe d'importation: exoneration sur 
les importations de
 

materiels et d'4quipements
 

- Imp6t sur 
le revenu: une distinction est faite entre 
la
 

creation d'entreprises d'une part, l'extension ou la
 

diversification d'activites d'autre part.
 

Pour les premieres, une exoneration est prdvue pendant les 
premieres
 
anndes d'exploitation avec par la suite, une 
r~duction des taux.
 

Les secondes bdn~ficient uniquement d'une r~duction du taux, le 
taux
 

de rdduction dtant donnd en % par formule:
 

Investissements nouveaux
 

Investissements existants 
r~dvaluds
 

- Rdduction de 
50% du droit de mutation pour l'acquisition
 

d'immeubles.
 

Avantages compldmentaires des PME agr6es
 

Ces avantages sont octroy~s uniquement dans le case des crdations et
 

concernent:
 

Sl'exondration 
 de l'imp6t sur le 
revenu pendant toute la 

durde de l'agrdment; 

- l'exondration de la taxe professionnelle pendant les 3 

premieres anndes d'exploitation; 

- les droits d'apport en capital qui sont r~duits de moitid.
 



Les Avantages financiers, dconomiques et sociaux
 

Les dispositions d'ordre financier concernent la confirmation des
 

droits:
 

- A l'attribution des devises pour l'importation. Rappelons,
 

cependant, que, d'une part, toute importation est
 

conditionnde par les disponibilitds en devises de la Banque
 

Centrale et, d'autre part, A partir de l'anndn 1987 a dtd
 

mis en place 
un nouveau rdgime de base d'importation ddnommd
 

"Rdgime d'Importation Liberalisd" (RIL) auquel sont soumis
 

toutes les Entreprises ddsirant importer;
 

- au transfert A 1'dtranger notamment des droits de licence, 

royalties ou redevances pour assistance technique, autorisd 

A 100% si les contrats ont 6t6 autorisds et visds par le 

Minist~re des Finances;
 

Comme prdc6demment, ces transferts ne peuvent 6tre effectuds
 

que dans la limite des disponibilitds en avoir en devises de
 

la Banque Centrale.
 

Les PME agrddes bdndficient d'un avantage complmentaire consistant
 
en un acc~s privildgid 
 aux lignes de crddit spdcifiques et aux prdts
 

bancaires aux PME.
 

Dans le cadre des avantages dconomiques et sociaux, il est spdcifid
 
que l'administration donnera un appui 
aux entreprises agrddes pour le
 

recrutement et la formation du personnel local.
 

Par ailleurs, l'emploi du personnel expatrid 
sera autorisd dans les
 
cas oCi 
les besoins ne pourraient 6tre satisfaits par le personnel local.
 
Il faut toutefois noter que ce 
personnel doit 6tre titulaire d'une
 
autorisation d'emploi et que son contrat de travail doit 6tre visd par le
 

Ministare du Travail.
 



Questions pratiques et points en suspens
 

1. Chaque Ministre dconomique devrait dlaborer dans les 
secteurs
 
relevant de sa compdtence les 
textes ndcessaires A l'application de la loi
 
en ce qui concerne notamment:
 

- la d~termination de la durde de l'agrdment;
 

- la ddfinition des PME;
 

- le plan type du dossier de demande d'agrdment.
 

Seul jusqu'A present le Minist~re de l'Industrie a proposd un projet
 
de plan-type et une ddfinition de la notion de PME.
 

2. 
 Certains textes en vigueur au niveau de la l4gislation des changes et
 
de la ldgislation en mati~re de propridtd fonci~re ne sont pas 
sans
 
incidence au niveau de l'application du Code.
 

On peut en particulier signaler que 
la prise de participation au
 
capital d'une socidtd malgache supdrieure A 20% de ce capital par des
 
personnes physiques ou morales rdsidant A l'6tranger ou par des Socidtds
 
malgaches sous 
contr6le dtranger est soumise A autorisation prdalable du
 

Minist~re des Finances.
 

S'agissant de la propridtd fonci~re, l'acquisition par des dtrangers
 
des biens immobiliers est soumis A autorisation prdalable au Minist&re de
 
l'Int~rieur. Actuellement, il semble que les autorisations consenties dans
 

ce cadre soient tr~s rares.
 

Conclusion
 

II est acquis que, contrairement A certaines iddes prdalables,
 
l'instauration d'un Code des Investissements ne constitue pas la panacde
 
pour la mobilisation des investissements privds tant 
locaux qu'dtrangers A
 

Madagascar.
 



A cet dgard, les resultats peu encourageants des missions
 
d'opdrateurs dcoaomiques dtrangers venus 
A Madagascar pour rechercher des
 

opportunitds d'investissement sont significatifs.
 

Nonobstant la sortie des arrdtds ministdriels devant prdciser
 
quelques aspects pratiques, trois points principaux paraissent dtre A
 

l'origine de l'inefficacitd relative du nouveau Code, A savoir:
 

1. 
 La question primordiile pour l'investisseur utranger, du rapatriement
 
des dividendes et des honoraires d'assistance technique ne trouve pas
 
actuellement de reponse satisfaisante, compte-tenu des difficultds
 

financi~res.du pays.
 

2. Coniparativement aux Codes mis en place dans d'autres pays notamment
 
africaines, presentant ces m~mes 
opportunitds d'investissement que
 

Madagascar, le 
texte malgache prdsente certainement beaucoup moins
 

d'avantages.
 

Par ailleurs, on ne 
peut nier avec l'orientation libdrale nettement
 
affirmne de la plupart de 
ces pays, instaure un climat de confiance plus
 

propice A la mobilisation des investissements privds.
 

3. La rigiditd des structures administratives au niveaude l'accueil et
 
de l'autorisation des investissements privds ne parait pouvoir atre
 

assouplie qu'A moyen terme.
 

L'existence de ces "insuffisances" au niveau du cadre gdndral
 
d'application du Code e--plique peut-tre le 
succ~s relatif du contrat de
 
partenariat dont les quel.ques expdriences actuellement en cours laissent
 

entrevoir un ddveloppement potentiel.
 

En effet, 
ce contrat dont les conditions se 
discutent directement et
 
au cas par cas entre l'Etat et le partenaire priv6, se place finalement au
 
dd.A des avantages gdndraux pr~vus par le Code. 
 (Il convient de noter
 
quand mrme que se 
concentrer sui" les contrats de partenariat ne permet pas
 
ndcessairement !'dtablissement de la transparence dans l'octroi des
 
incitations vers l'investisseur, ni la cohdrence des incitations entre un
 

projet et un autre).
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3.2 Absence des march~s secondaires des capitaux
 

A Madagascar, il n'existe 
aucun marchd secondaire des capitaux.
 
Autrement dit, il n'y a ni Banque de ddveloppement, ni "merchant bank", ni
 
bourse. 
 L'opportunit6 pour l'introduction de nouveaux modules de
 
financement ou pour la mise en place d'une structure visant A la
 
mobilisation de l'dpargne et des investissements privds vers 
le financement
 

des entreprises productives, est ainsi tr~s 
restreinte.
 

N~anmoins, en ddpit de 
cette pdnurie de facilitds financi~res
 
sophistiqudes, il y 
a eu quelques indications dans les 
annes r~centes
 
d'une capacitd du secteur privd et des march~s financiers A investir dans
 
certains projets. 
 En plus, on constate qu'il y a eu r6cemment quelques
 
ddveloppements positifs dans la mise en place surtout auprgs des Banques de
 
nouvelles organisations visant A l'encouragement d'un service de
 

financement plus souple A Madagascar.
 

A titre d'exemple, on peut citer:
 

- la vente des actions au public pour certaines Entreprises, A
 

savoir STA, COTONA et SOTEMA;
 

- la vente des actions A l'intdrieur de certaines entreprises
 

(c'est-A-dire A certains employds) par exemple, les
 

Compagnies d'assurances ARO et NY HAVANA;
 

- la crdation d'une association des paysans A la SOMALAC,
 

visant A l'attribution de plus de responsabilit~s
 

d'autonomie et de contr6le des 
travailleurs aupr6s de 
ses
 

propres emplois;
 

- plus d'autonomie de gestion pour les 3anques suite A la 

crdation tecente de Comitds de gestion s~pards pour chacune 

des trois Banques avec la participation des repr~sentants de
 

secteur privd, remplagant l'ancien Comitd de gestion unique
 

pour les 3 Banques;
 



-
plus d'autonomie des Compagnies d'assurances dans la prise
 
de dmcisions et de l'dtablissement de leur politique
 

d'investissement (ddveloppement tr~s 
rdcent selon les
 

Directeurs des deux Soci~tds avec 
lesquelles nous avons
 

discutd de cet aspect);
 

- la proposition, en train d'dtre d~veloppd par une des
 
Banques, de crder 
une Socidtd internationale avec un
 

partenaire 6tranger qui aura pour but:
 

(i) 	 de prdparer des possibilitds d'investissements par la
 

voie 	des joint-ventures malgaches-dtrangers;
 

(ii) 	 de rassembler des paquets de financement pour des
 

projets spdcifiq,es notamment par la voje des
 

investisseurs priv4s nationaux, des Banques, des
 
Compagnies d'assurances et des intdr~ts 6trangers;
 

(iii) 	de fournir des services d'appui et de conseil surtout
 

sur 
le plan marketing et recherche des marches.
 

- Notons aussi une reconnaissance en particulier aupr~s des 

Banques malgaches de la ndcessitd et de la justification de
 
crder les liaisons avec des parcenaires dtrangers pour fournir
 
A l'dconomie malgache la Cechnicitd et la capacitd en
 
marketing et en gestion, necessaires pour le ddveloppement du
 

secteur productif.
 

Bref, on constate que, petit A petit, la ndcessitd d'un "merchant
 
bank" A Madagascar est en train d'dtre dtablie tenant toujours compte du
 
fait que jusqu'A present, il y a peu de progr~s dans la pratique, et qu'il
 
existe toujours une divergence entre les projets et 
ce qui est rdellement
 

possille.
 

Pour pouvoir avancer davantage ces d~veloppements, il y a certaines
 
preconditions A satisfaire 
avant 	que l'on puisse rdellement arriver A un
 
marchd financier souple et cr~acif A Madagascar. En particulier:
 

il n'v a pasune bourse: pour pouvoir considdrer une
 
politique de privatisaticn classique 
- a savoir la vente 

/J 



gdndrale des actions au public 
- il faut crier un march6
 
formalisd pour l'dchange et surtout pour l'6tablissement des
 
prix du march6 pour les actions. Quoiqu'il soit improbable
 
d'envisager une bourse A Madagascar dans l'immddiat, il
 
pourrait n~anmoins dtre possible d'envisager en march6
 

formalisd aupr~s des trois Banques commerciales, A titre
 
d'un "mi-chemin" entre une bourse formalisde et l'absence
 

compl~te actuelle.
 

il n'est Pas 6tablI l'impossibilit4 de mobiliser l'4parqne
 

nationale pour l'achat des actions des entreprises
 

privatisdes: d'apres notre recherche A Madagascar et 
nos
 
discussions avec des reprdsentants du Privd, 
nous constatons
 

qu'il n'y a pas de contraintes absolues qui empdcheraient la
 
participation du public aupr~s des entreprises. 
Dans la
 

section suivante on 
indique les probl~mes actuels au niveau
 
de la faible rentabilitd du secteur productif mais dans le
 
cas o6, par exemple, une entreprise donnde deviendrait
 

rentable par la voie des initiatives de privatisation,
 

nous sommes convaincus qu'ii serait possible de rdserver une
 
proportion de la vente des actions proposdes 
aux petits
 
dpargnants malgaches. Bien sCir, la capacitd de l'6pargne
 
n'est pas dnorme mais elle existe et, 
sous des conditions
 

approprides, on ne voit aucune 
contrainte absolue A empdcher
 

la participation de l'dpargnant privd.
 

3.3 Probl~mes de rentabilit6 des entreprises
 

Mdme si des structures institutionnelles financi~res A Madagascar ont
 
ddjA 6td crddes pour mobiliser l'investissement privd et pour permettre
 
l'dtablissement d'un march6 d'actions, lexpdrience rdcente au niveau de la
 
rentabilit6 des entreprises dans le pays n'est pas globalement
 

encourageant.
 



A titre d'exemple, on peut citer l'expdrience actuelle de la
 
Compagnie d'assurance NY HAVANA. 
Selon, le Directeur gdndral, dans les
 
anndes rdcentes, la Socidt6 a investi dans trois formes de placements:
 

- bons de trdsor avec un taux d'intdrdt de 19% par an sur 10
 

ans;
 

- ddp6ts A terme aupr6s des Banques avec un taux d'intdrdt de 

15% par an; 

- la participation de la Soci~td dans une portffeuille 

d'investissements dans le secteur productif pour un montant
 
total d'environ Fmg 1400 millions 
avec un 
taux de rendement
 

moyen infdrieur A 5% par an.
 

Quoiqu'il n'y ait pas de chiffres prdcis disponibles donnant le
 
rendement de la participation des Banques dans les entreprises, 
on pout
 
estimer que la rentabilit6 de ces investissements n'est pas encourageante.
 

On constate 
que, par rapport aux taux de rendement qui sont
 
rdalisables par la voie des investssemeit A terme dans les bons de trdsor,
 
ddp6ts A terme etc .... les participations dans des entreprises productives A
 
Madagascar sont en movenne peu attractives pour l'investisseur.
 

Dans le cas oCi le 
taux de rentabilitd d'une 
ou des entreprises peut
 
6tre am~liord, et donc une proposition d4taillde et un prospectus
 

d'investissement qui prdsentent A:
 

-
une bonne possibilitd d'investissement;
 

- un risque acceptable;
 

- un rendement intdressant non seulement en mati~re de niveau
 

des dividendes mais dgalement au niveau de la croissance 
en
 
valeur des actions: 
 il est probable que l'investisseur
 

prive A Madagascar sera prdt A participer.
 

Une conclusion importante de notre esquisse 
sur le climat
 
d'investissenent A Madagascar est donc qu'drant donnde la mise 
en place de
 
tous les 1lments sus-mentionnds (marches addquats des capitaux, projets
 
d'entreprises rdformdes, etablissement des prospections d'investissements
 
fiables, professionnels et interessants, possibilitd des projets
 
d'investissements rentables), 
il est bien possible d'envisager la
 

participation des investisseurs privds.
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3.4 Cadre fiscal
 

Cette section prdsente les principales dispositions fiscales en
 
mati~re d'dpargne et de placements existant actuellement A Madagascar.
 

Ii va sans dire que les 
taxes ou avantages fiscaux affdrents, A chacun
 
des modes de placement proposes ne 
seront pas sans incidence sur le choix
 
final du d~tenteur de capitaux quand A l'orientation du placement de ses
 
fonds. Il 
faut cependant noter qu'il existe un certaine ignorance, au
 
niveau du public 
en gdneral et m~me de certaines socidtds des avantages
 

fiscaux en mati~re de placements.
 

Ii convient de rappeler au prdalable les principaux imp6ts pouvant
 
frapper les produits des placements financiers A Madagascar:
 

- 'IBS (Imp6t sur les bdndfices des Socidtds) s'applique aux
 
revenus de nature rdalisds A Madagascar. L'imposition est 6tablie
 

au taux de base de 45%;
 

La Loi des Finances 1987 a institud des taux prdfdrentiels de 35% 
et
 
de 40% respect.ivement pour les socidtds A activit6 exclusivement agr*,ole
 
et pour les sicidtds A activitd exclusivement industrielle, mini~re et
 

h6teli~re.
 

- 'IRNS (Imp6t sur les revenus non salariaux de personnes physiques)
 
auquel sont soumis les 
revenus rdalisds A Madagascar par des
 
personnes physiques qui n'ont pas la qualitd de salaries ou
 
d'associds de soci6tds de personnes.
 

- 'IRSA (Imp6t sur les revenus salariaux et assimilds) auquel sont 
soumis les rdmundrations fixes ou variables versdes A un salarid
 
les tantihmes 
et jetons de prdsence distribuds aux administrateurs
 

plafonnds A 60%. 
 Notons que I'IRSA est retenu A la source par
 

1'employeur;
 



- I'IRCM (imp6t sur le revenu des capitaux mobiliers) qui s'applique 
principalement aux revenus distribuds aux associds actionnaires et 
administrateurs de Socidtds. Le taux de droit commun est de 25%.
 
L'IRCM est dgalement retenu A la source 
par la Socidtd ou
 

l'organisme payeur.
 

Bons du trdsor
 

Les intdrdts des bons du trsor sont affranchis de l'imp6t sur les
 
bdndfices des Socitds (IBS) 
et l'imp6t sur les 
revenus non salariaux des
 
personnes physiques (IRNS).
 

Par ailleurs, 
les revenus 6pargnds 
au cours d'une annde donnde pour
 
l'achat de bons de trdsor A un an au moins peuvent ouvrir droit l'annde
 
suivante, 
sur demande et notification dcrite du service des Contributions
 
directes, A ddduction dans un limite de 25% 
sur I'IRNS et I'IRSA (imp6ts
 
sur les 
revenus salariaux ec assimilds).
 

Emprunt national
 

Sont exondrds de I'IBS et de l'IUNS et de I'IRSA, les intfrdts versds
 
par le Trdsor dans le cadre d'un emprunt national.
 

D'autre part, les 
revenus 6pargnes 
au cours d'une annde donnde et
 
reversds au trdsor en participation A un emprunt national, Deuvent ouvrir
 
droit l'annde suivante, sur 
demande et notification -crite du fisc, A
 
deduction dans une 
limite de 25% 
sur I'IRNS et l'IRSA.
 

Caisse d'6pargne
 

Les intdrdts versds par la Caisse d'dpargne de Madagascar sont
 
affranchis de l'IBS et de I'IRNS.
 

Par ailleurs, l'avoir moven A la Caisse d'6pargne de Madagascar au
 
cours 
de l'annde d'acquisition des 
revenus imposds peut ouvrir droit,
 
l'annde suivante, A une ddduction dans ia limice de 25% 
7ur 'IRNS et
 

I'IRSA.
 



Relevons A titre indicatif les avantages fiscaux considdrables
 
accordds, en cas de construction ou d'extension d'immeuble, ce qui explique
 
en partie, l'engouement des Malgaches pour ce 
type de placement.
 

En effet, les sommes investies pour une 
annde 	donnde pour la
 
construction ou 
l'extension d'un immeuble fixd au sol A perpetuelle demeure
 
et destind A l'habitation principale du contribuable peuvent donner lieu A
 
ddduction A partir de l'annde suivante celle de l'investissement et dans
 
une limite mensuelle de 25% 
du revenu imposable sur I'IRNS et l'IRSA.
 

Le montant cumuld des ddductions A ce titre 
ne peut toutefois excdder
 

Fmg 10 millions.
 

4. 	 DIAGNOSTIC
 

Cette section de l'annexe prdsente les point-clds au niveau de
 

l'dtude du marchd des capitaux A Madagascar.
 

4.1 	 Rdgime de l'Aparae nationale
 

Il s'agit d'estimer ici l'dpargne nationale 
au sens purement
 
financier du terme, c'est-A-dire, le stock de monnaie disponible dans les
 
institutions financi~res, 
les entreprises 
ou chez les particuliers
 
(l'dpargne de l'Etat ne nous intaressant pas dans le cadre de cette dtude).
 

Nous nous limiterons d'ailleurs au niveau de cette section A
 
l'analyse plus particuli~re du rdgime de l'6pargne privde et dans une
 
certaine mesure de 
celle 	des entreprise, hors institutions financi~res.
 

4.1.1 	Epargne des varticuliers
 

Ii est difficile d'dtablir un chiffre prdcis en mati~re d'dpargne
 
privde A Madagascar en ;.*ison notamment de la non mondtarisation d'une
 
partie de l'dconomie (particuli~rement en milieu rural).
 



consistent en l'assurance des biens, il est dvident que les r6gles des
 
rdserves obligatoires auxquelles elles sont assujetties limiteraient leur
 
capacitd de considdrer des investissements A long terme et A risque. 
Dans
 
l'iinmddiat, les possibilit~s pour une 
participation des socidtds
 
d'assurances paraissent ainsi peu encourageantes.
 

Ii faut rappeler d'ailleurs que la politique d'investissement A court
 
terme d'une des 2 Compagnies d'assurances 
est axde sur la rdalisation d'un
 
parc immobilier propre en vue de 
se 
doter d'un rdseau commercial direct.
 

Le Fond National d'Investissement, historiquement un bras exdcutif du
 
Trdsor n'a pas jusqu'A present joud un r6le tr&s actif notamment dans le
 
secteur agricole. Parmi les entreprises, dans la liste des 34 
au ddbut de
 
cette etude, seule la MAMISOA figure parmi les participations importantes
 
du FNI. 
 En plus, le FNI n'a jamais joud le -5le escomptd de Banque de
 
ddveloppement A Madagascar, notamment par les Banques primaires.
 

Dans le 
futur, le FNI pourrait se transformer en une institution
 
financi~re plus souple et plus creative, mais dans l'immddiat, il est peu
 
probable qu'il puisse jouer un r6le tr&s actif au niveau de 
la creation des
 
fond d'investissement capables d'encourager une politique de privatisation.
 

La Caisse d'dpargne reprdsente,.bien s~ir, 
une source de concurrence
 
vis-A-vis des autres possibilitds d'investissements pour l'pargnant privd,
 
mais n'est pas 
encore pour le moment un investisseur proprement dit.
 

Par ailleurs, il ne 
faut surtout pas ndgliger l'importance de
 
l'conomie parall&le dont le rendement paraiu tres lucratif.
 

Actuellemenc, 
en mati&re d'epargne purement financi~re, il existe
 
ddjA un rdservoir relativement important chez les particuliers dans lequel
 
il serait possible de puiser dans le cadre d'une dventuelle privatisation
 

du secteur parapublic.
 



de ses crdances dans certaines entreprises et, compte tenu dgalement des
 
expdriences malheureuses, notamment dans SOMAGEL et des contraintes ldgales
 
en mati~re de rdserves techniques, ne nous semble pas, A court terme,
 

disposd A accroitre ses prises de participation.
 

4.3 	 Probl~mes Cids
 

(i) 	 Il y a un manque de crddibilit6 aupr~s du public en gdndral et des
 
investisseurs nationaux en particulier quant A la rentabilitd
 

potentielle du secteur productif parapublic compte tenu des revers
 

enregistrds jusqu'A prdsent.
 

A notre avis il conviendrait, pour rdtablir une certaine confiance
 
dans ce cadre d'6laborer un ou des projets de ddmonstration suffisamment
 

convaincants.
 

(ii) 	 Ce manque de crddibilitd existe dgalement au niveau des
 

investissements 6trangers et est 
lid notamment A l'absence de
 
garantie quant au rapatriement des dividendes et des frais et
 

honoraires d'assistance technique et de gestion.
 

Une "redynamisation" de l'investissement dtranger exigerait sans
 
doute la crdation de conditions spdciales ddpassant les restrictions
 

normalement en vigueur en mati~re de contr6le des changes.
 

(iii) 	Actuellement encore, les principales possibilitds de financement de
 

la politique de privatisation restent au niveau des institutions
 

financi~res qui 
sont cependant A participation majoritaire de l'Etat.
 

Afin que ces institutions puissent effectivement jouer le jeu de la
 
privatisation, une plus grande libdralisation serait n6cessaire dans la
 
prise de ddcision afin de leur permettre de choisir et de gdrer leurs
 

participations de mani~re cohdrente.
 

(iv) 
 II y a une absence totale de marchds de capitaux addquats dans le
 
pays. Ii W'est pas possible d'envisager une politique de
 

privatisation tournee vers 
le public en general en l'absence de
 

mdcanismes souples et crdatifs visant A la mobilisation de
 

l'investissement prive.
 



(v) La concurrence au niveau des autres 
formes de placements est sdv~re,
 
tout en ce 
qui concerne les avantages financiers que fiscaux ou
 

autres.
 

Afin de r4tablir un certain dquilibre, il conviendrait peut-6tre de
 
proposer des incitations particuli~res par la creation d'instruments
 
financiers plus 
innovatifs et de mesures fiscales moins contraignantes.
 

5. CONCLUSIONS
 

On constate que les marchds financiers malgaches sont rudimentaires,
 
et nonobstant la disponibilitd d'un certain rdservoir d'dpargne et d'une
 
certaine capacitd d'investissement au niveau du secteur privd, le climat
 
d'investissement A l'heure actuelle nest pas dynamique.
 

A court terme, la meilleure possibilitd pour une relance du secteur
 
productif par la voie d'une politique de privatisation reste la creation
 
des consortiums financiers 
avec notanment les Banques, 
une partie de
 
secteur privd (surtout les groupes privds qui sont relativement liquidds)
 
les investisseurs 6trangers, et, dans un sens 
minoritaire, peut-dtre
 
d'autres institutions financieres A Madagascar. Il 
faut souligner ici
 
l'importance de 
la mise en vigueur du Code des Investissements et la
 
creation de garanties sans 4 quivoques pour l'investisseur dtranger au
 
niveau du rapatriement des dividendes, frais, honoraires 
etc.
 

A plus long terme, il existe la possibilitd de ddvelopper des mod&les
 
financiers plus modernes. 
Par exemple, la participation directe des
 
employ~s au 
capital de leur propre entreprise, et peut-6tre la vente des
 
actions au public en gdneral. 
 A ce niveau, des prdconditions A satisfaire
 

sont:
 

la creation d'un marchd secondaire, et en definitive d'une bourse
 
(ce qui pourrait contribuer A la mobilisation d'une partie du
 

secteur non institutionnel);
 



- la creation de nouveaux instruments et nouvelles institutions
 
financiers, par exemple, des fonds de participation pour canaliser
 
linvestissement vers les 
secteurs prioritaires qui, en m~me 
temps
 
sont susceptibles A des incitations fiscales pour l'investisseur et
 
dgalement la crdation d'une Banque de ddveloppement A Madagascar
 
suivant les modules classiques existant A l'6tranger;
 
surtout la crdation d'un climat encourageant et positif pour
 
linvestisseur capable de produire un taux de rentabilitd
 
intdressante aupr&s des entreprises par rapport aux autres
 
possibilitds d'investissements, et un cadre dconomique plus libdral
 
et plus souple pour l'investisseur tant national qu'dtranger.
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