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Executive summary 

1. This report examines the performance of Parastatals (State Owned Enterprises and Public 

Agencies) in the Agriculture Sector in Cameroon. It builds on the overall sector SOE Diagnostic carried 

out in 2018, while deepening the analysis on the agriculture sector given that it has the largest number of 

parastatals and the worst performing ones, and given the structural importance of the sector for poverty 

reduction and food security.   The report provides an overview of the agriculture sector, and focusses on 

four structurally important institutions, notably The Cameroon Development Corporation (CDC), the Société 

de Développement du Coton du Cameroun (SODECOTON), the  Société d'Expansion et de Modernisation 

de la Riziculture de Yagoua (SEMRY), and the Société de Développement du Cacao (SODECAO). These 

companies account for over 85 percent of SOE revenues in the Agriculture sector.  The report  examines 

their financial, operational and service delivery performance, their corporate governance arrangements and 

the extent of state support.  The report also looks at the dominance of SOEs in the agriculture sector in 

general and the selected SOEs in their sub-segments. It was not possible to compare the performance of 

parastatals with private sector companies in the same sub-sectors due to lack of data availability.  Finally, 

the report presents some options for reform.  

2. Agriculture’s share of the economy, including forestry and fishing, has declined in recent 

years and now accounts for only 15 percent of Cameroon's GDP.  However, it still accounts for around 

47 percent of total employment.  The main cash crops are cocoa, coffee, cotton, rubber, palm oil and 

bananas.  Principal food crops are rice, cassava, sugarcane and plantains.  Cameroon is the world's fifth 

largest exporter of cocoa and the fifteenth largest exporter of bananas, although banana and rubber exports 

are declining due to civil unrest in the producing areas of the south west. Rice production of 100,000 mt 

amounts to around 25 percent of the level of national consumption.  

3. Agricultural output is dominated by smallholders with low productivity and there is also 

substantial state-owned production in some subsectors. Persistent problems include deterioration of 

production assets, shortages of planting material, climatic hazards and security challenges.  Despite these 

factors the Government continues to have ambitious plans to transform agriculture into a modern, 

commercially viable activity which can satisfy national food needs and generate agro industrial activity. The 

objectives are to make land, water and inputs accessible to farmers, to promote technical innovations and 

improve competitiveness of production and value chains.  

4. Of Cameroon's 82 parastatals (state owned enterprises and public agencies and EPs), the 

largest number (16) is in agriculture.  In terms of total revenues, however, the agricultural parastatals 

rank third behind manufacturing and utilities.  A problem facing many agricultural parastatals is that their 

public service obligations, including provision of infrastructure and social services, are not fully reimbursed 

by Government.  In addition, government- imposed price controls in some cases give them no choice but 

to sell some of their products and services for prices below their production costs. The persistent impact of 

poor cost recovery on the financial performance of the three major agricultural SOEs examined in detail in 

this report - CDC, SODECOTON and SEMRY - is illustrated in the charts below. The operational impact of 

this over time has been a steady deterioration in the quality of their assets and an erosion of their ability to 

provide the products and services in the quantities and of the quality needed. 
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5. The Cameroon Development Corporation (CDC), a 100 percent state owned enterprise 

reporting to MINADER, produces rubber, bananas and oil palm and is a major exporter of semi 

finished rubber products, palm oil, palm kernel oil and bananas.  Until recently the Corporation was 

shipping 100,000 mt of bananas annually.  With 22,000 employees it is second only to the Central 

Government in terms of provision of employment.  CDC also provides social services in its production areas. 

However, the corporation is in a state of financial and operational crisis due, among others, to the unrest in 

the south west.  Around 12,000 of its employees are currently inactive and have not received full salaries for 

months.  CDC has not shipped any bananas since August 2018.   

6. CDC's financial position has been deteriorating.  Revenues fell steadily from 2013 to 2017 

and the corporation did not make a profit in any year over the period. Indebtedness almost doubled 

over that period and rose sharply in 2017 to 0.8 percent of GDP. Labor costs rose from 27 percent of 

total costs in 2013 to 37 percent in 2017.  The debt to equity ratio rose from 143 percent to almost 2,000 

percent over the period. The Corporation's growing tax debts accounted for most of these increases.  The 

combination of declining revenues, unreimbursed public service obligations and increasing debts has 

prevented necessary investment in production facilities or maintenance or engagement in necessary 

operational activities, and the downward spiral appears likely to continue. CDC's board consists mainly of 

ex-officio public servants and there is no representation of the private sector on the board.  The Compagnie 

Fruitiere, Cameroon's only shipper of export bananas has expressed interest in entering a partnership with 

CDC to help stabilize and increase banana production and exports.   

7. SODECOTON is a large vertically integrated company 59 percent owned by the State and 41 

percent by two private companies.  Its main activity is to provide necessary inputs, including finance, 

technical advice, seeds, fertilizers and pesticides, to cotton farmers in the North of the country and to buy, 

process and market their output. It operates nine ginneries with a combined capacity of 300,000 mt per 

year and two oil mills with a capacity of crushing 120,000mt of seed per year.  It has 5,000 employees of 

which 2,000 are permanent.  

8. SODECOTON lost money over most of the last few years but its financial situation has been 

steadily improving and it almost broke even in 2017. Labor costs remained at around 10-11 percent 

over the last five years.  The major cost changes were in raw materials, due to fluctuations in cotton prices. 

Operating subsidies fell from only FCFA1.3 bn in 2013 to almost zero in 2017.  Problems faced included 

losses of seed due to power outages, and unreimbursed public services to maintain roads and provide 

support for research and training. Accumulating losses over the period were covered by increases in debt 
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which rose from FCFA76bn in 2013 to FCFA143 bn in 2017, equivalent to 1 percent of GDP.  Unlike CDC, 

these debts were mainly financial and debts to suppliers. Tax debts fell over the period.  Financially 

SODECOTON's prospects now look promising if the current trends continue.  

9. The improvements in financial performance have coincided with the implementation of a 

restructuring plan which began in 2017. Measures being taken include streamlining and renewal of a 

dysfunctional and heavy organization structure, recruitment of younger staff, improvements in financial and 

HR management, improved management information systems and controls, increased production capacity, 

better use of energy and renewal of an aging fleet of vehicles and other equipment.  SODECOTON's Board 

of directors, while consisting mainly of public servants now includes four private sector representatives who 

have been active in many aspects, particularly in improving financial management.  The company appears 

to be providing a good example of how an agricultural parastatal in Cameroon can be turned around and 

set on a stronger footing with a good restructuring plan and by harnessing private sector participation 

10. SEMRY, a wholly state-owned enterprise, was created in 1971 to build and manage major 

irrigation infrastructure for rice production in the north of the country.  In the 1970s it operated the 

irrigation schemes in Yagoua and Maga. Initial results were impressive with yields of rice in the areas serving 

up to 12mt/ha in two cropping seasons per year.  In the early days rice produced from the SEMRY areas 

accounted for two thirds of national consumption, and with 1,500 employees SEMRY supported around 

25,000 households.   SEMRY also built schools, water supply points and health centers. But since the late 

1980s, despite several internationally supported attempts at rehabilitation and a number of performance 

agreements, SEMRY's operational and financial performance has been disappointing.   

11. SEMRY now has 450 employees and labor costs account for only 13 percent of total costs.  

Unlike CDC and SODECOTON, SEMRY does not produce on its own account. Its main activities are provision 

of services to rice farmers including seeds and other inputs, irrigation and plowing services, milling, bagging 

and transport. But the costs of the services it provides are about twice as high as the revenues it receives. 

Recent diagnostics of SEMRY suggest weaknesses in SEMRY's internal governance, a bureaucratic 

organization structure, poor financial controls and a multitude of operational roles due partially to the 

organization's historical evolution.   Financially, SEMRY depends increasingly on support from Government.  

SEMRY's largest financial challenge is its inability to recover the costs of the services it provides. Annual 

investment subsidies increased from FCFA6 bn in 2014 to FCFA12 bn in 2017.  Over the same period, 

operating subsidies varied between FCFA0.4 bn to FCFA 1.8 bn. Indebtedness built up steadily from 

FCFA0.4bn in 2013 to FCFA4.3 bn in 2017 consisting mainly of tax debts and debts to suppliers.   

12. Ambitious plans are underway with international support, including from the World Bank, to 

transform SEMRY into a modern water management entity along the lines of those which have been 

successful in other countries, including rehabilitation of the irrigation schemes and commercialization of 

SEMRY's organization structure with a mix of public and private ownership.  This will include development 

partnerships with producer organizations and commercial partners and the setting up of privately run Farm 

Service Centers throughout the producing region.  

13. SODECAO is a public establishment reporting to MINADER, set up in 1974 to promote cocoa 

production in Cameroon.  Around 600,000 rural households in the country depend on cocoa, but although 

Cameroon is the third largest exporter in Africa, yields are only half those in Ghana.  Production is mainly 

from smallholders and suffers from insufficient investment, lack of planting materials and lack of 

collaboration among stakeholders. SODECAO's role is to protect cocoa stands, maintain lands and 

production systems, open and maintain feeder roads, produce and distribute planting material and promote 

agricultural diversification.   SODECAO generates little revenue on its own account. It depends on 

government and donor financing and on export levies on cocoa and coffee.  It now has around 780 

employees, down from 2,230 in the mid-1980s, the workforce is aging, and key skills are lacking.  Buildings 
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and equipment, particularly vehicles, have been steadily deteriorating and the organization is increasingly 

unable to fulfill its mandate. In recent years SODECAO has not been receiving its budgeted income.  Receipts 

were FCFA 5. bn in 2016, FCFA4.6 bn in 2017 and FCFA 5.9 bn in the first 10.5 months of 2018.   These 

amounted to 32 percent, 33 percent and 43 percent respectively of forecast revenues, and planned activities 

have therefore been severely curtailed.   

14. SODECAO does, however, have a strategic plan intended to enable the cocoa industry to 

achieve its economic potential. This will include doubling of cocoa yields through high quality planting 

material and training, providing incentives to younger farmers,  and partnering with growers' organizations, 

restructuring SODECAO itself through investments in physical facilities and equipment, and completely 

overhauling  its internal performance management, HR management, and financial management, and its 

public information programs.  The investments required would be around FCFA30 bn, in addition to the 

annual operating budget of FCFA8 bn.  The financing for these investments would be generated from 

increasing the export levy from FCFA8 per kg to FCFA30 per kg, from doubling the selling price of cocoa 

plants from FCFA 50 to FCFA100, and from seeking external project finance.  Initiatives to partner with the 

private sector and other organizations along the lines of those planned or considered in CDC, SODECOTON 

and SEMRY could provide a good model for SODECAO to follow.  

15. A set of recommendations has emerged from the analysis based on the experiences of the 

above four major agricultural parastatals and the overall analysis of the sector.  They include: 

 

A. Review and re-think the approach to supporting agricultural development.  State support to 

the agriculture sector will continue to be necessary, but such support does not necessarily imply 

the need for the continued public investment in state owned companies.   Government may want 

to undertake a comprehensive assessment/evaluation of their agricultural support to determine 

where public funds are best invested for maximum impact.   

 

 

B. Implement Organizational and Operational Restructuring: For those parastatals which have not 

yet been the subject of comprehensive diagnoses and restructuring plans and for those for which 

only partial assessments have been completed, analyses including the following detailed 

assessments are needed:  

- the appropriateness/relevance of the roles and objectives (including public policy objectives) 

of the entity in the sector which it serves  

- the extent to which it is effectively fulfilling its mandates  

- an appraisal of the entity's financial performance 

- a review of its performance monitoring systems  

- an assessment of the entity's organization and internal management systems  

- the adequacy of its skills base and HR management 

- the condition and adequacy of its physical resources 

 

C. Promote Private Participation: There is much evidence internationally and in Cameroon of the 

benefits of private participation in the management of agricultural parastatals.  Increased private 

participation often brings needed technical and managerial expertise and a focus on commercial 
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results.  Such measures will be essential if Government's sector modernization plans are to be 

realized.  Increased private involvement is already underway or planned in several of the parastatals 

examined in this report. Recommended options for consideration include: 

 

- partial or even full share sales to bring new investment and improve management  

- management partnerships or results-based contracts  

- outsourcing of core operations where the private investor has necessary expertise  

- outsourcing of non-core activities to allow the enterprise to re-focus on its core mandates 

- creation and partnering with local producer organizations  

- partnerships with international and local agricultural research organizations   

 

D. Professionalize Boards of Directors. The quality of the Boards is critical in determining enterprise 

strategy and accountability for managerial performance.  Measures to professionalize SOE and 

Public Establishment Boards will be an essential component of successful restructuring and 

performance improvement in the agricultural parastatals in Cameroon and the following measures 

are recommended for consideration: 

- modify the enabling documents to specify the professional, technical and managerial 

competencies to be required on each Board 

- include financial and company management expertise as well as appropriate sector skills  

- reduce the number of public officials on boards and appoint more independent directors with 

private sector expertise 

- adopt strict rules for avoidance of conflicts of interest  

- implement a transparent public process for the nomination, selection and appointment of 

directors  

- adopt uniform guidelines for SOE/EP Board member remuneration  

- implement systems for monitoring and evaluating Board member performance  

- create a pool of qualified candidates for SOE/EP board membership, and 

- require and provide specialist corporate governance training for all Board members. 

 

E. Improve Performance Monitoring and Enforcement of Performance Agreements. Performance 

contracts have been adopted for several agricultural parastatals in Cameroon in recent years. Such 

contracts are not a panacea for success. Both parties need to respect the provisions of the 

agreements which should include: 

- the mandate of the enterprise and of its core activities 

- the company's vision and strategy 

- a clear description and detailed costs of non-commercial public service obligations 

- rigorous financial and non-financial performance indicators and targets 

- reporting requirements and deadlines 

- dividend policies where appropriate 

 

F. Calculate and Reimburse the Costs of Parastatal Public Service Obligations. Non-fulfillment of 

the financial obligations of the State has contributed to the poor financial and operational 
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performance of the agricultural parastatals examined in this report.  For the rehabilitation and 

restructuring of these entities timely and full reimbursement by government of their agreed non-

commercial public service obligations will be essential.  A first step, where this has not already been 

done, will be to calculate of the costs of these PSOs accurately.  This may require improvements in 

the cost accounting systems within some of the parastatals themselves. The second step should be 

the inclusion of these costs as line items in the national budget and in any performance agreements 

to be signed with the enterprises.  And the third step should be their disbursement in full and on 

time.    

 

G. Recent steps to strengthen central oversight and supervision of the SOEs and EPs need to be 

continued until the performance monitoring system is running effectively with uniform, regular and 

timely reporting from the SOEs combined with comprehensive performance analysis by the main 

oversight units (CTR and/or DPC)1 .  Given the need for substantial direct government financial 

support and contingent government liabilities resulting from parastatal indebtedness, regular 

preparation and publication of fiscal risk assessments for the agricultural parastatals is a necessity.  

 

 

 

  

 
1 There are two SOE oversight units in Cameroon, notably CTR and DPC.  Recently, a joint monitoring platform has 
been set up to improve the availability of data and quality of SOE monitoring.   



7 

I. The Agriculture Sector in Cameroon 

 
1. Despite having one of the most diversified economies in the CEMAC region, Cameroon’s 

economic activity slowed in 2017: Growth dipped to 3.7 percent in 2017, compared with 4.4 percent in 

2016.  This was a result mainly from the maturing of the main oil fields and impact of the avian flu epidemic 

that damaged the local poultry industry, particularly in the west of the country, which accounts for 80 

percent of poultry production. However, continued implementation of the Government’s ambitious 

infrastructure plan and interventions to boost the agriculture and forestry sectors have significantly 

contributed to supported strong growth in public works and construction and services. 

2. Agriculture has long been the main driver of the Cameroonian economy, but in recent times 

its contribution to the economy has declined. As of 2017, agriculture (including forestry and fishing), 

contributed 15% of GDP, while services contributed 53% and industry 26%2. But agriculture remains a major 

employer of the Cameroonian workforce. It is estimated by the ILO that 47% of all employment is in the 

agricultural sector, compared to 39% in services and 14% in industry. Agricultural labor productivity remains 

low compared with other sectors.  

 

Figure 1. Cameroon: Employment and Value Added per Worker by Sector (per cent and constant 2010 US$) 

 

Source: data from Institut National des Statistiques (National Statistics Institute – INS)  

3. The country’s main agricultural output can be classified into two main groups: cash crops 

mainly for export and food crops. The main export cash crops include cocoa, coffee (robusta and arabica), 

cotton (grain and fiber), rubber, palm oil, and banana.  Food crops are mainly rice, cassava, corn, sugarcane 

and plantains. Cameroon is among the world’s largest producers of cocoa. In 2016, the country produced 

330,000 tons of cocoa beans of which 80% were exported, putting the country in 5th position worldwide in 

Cocoa production, for a total value of US$492 million. From 2012 to 2016, the country’s cocoa total 

production has increased by 57 percent. Cotton is also an important crop in Cameroon. Cotton fiber 

production, mostly for export, reached 91,970 tons in 2016. Though Cameroon’s production is relatively 

 
2 Data: INS 
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small compared to other countries (world production for 2016 was of 23 million tons), cotton is an important 

crop for the economy of Cameroon, with a total export value of US$96 million, equivalent to 2.5 percent of 

the total value of the country's exports.3 Cameroon’s production of cotton fiber dropped by 14.5 percent 

compared to the previous period, mainly due to unfavorable weather.  Among African exporters, Cameroon 

produces far less than Burkina Faso which exported 650,000 tons of cotton in the same year. 

4. Cameroon is also an exporter of bananas, with exports growing fast until 2017 when they 

reached the level of 242,000 tons. At this level the country ranked among the fifteen largest exporters of 

bananas in the world. However, due to a combination of unfavorable weather conditions, and security issues 

in the south western part of the country, banana exports dropped by more than half in 2018. This fall reflects 

mainly the challenges encountered by the CDC, the country’s main banana producer, whose plantations are 

affected by the security challenges in the south western regions. The country’s production of rubber has 

followed a similar trend, dropping by more than 20% in 2017 for the same reasons.  

5. Among the food crops, rice is one of the most important. Production of rice is around 100,000 

tons yearly compared with a local demand of 400,000 tons. The country imports around 600,000 tons of 

rice, of which around 200,000 tons are re-exported to neighboring countries. Rice is an important part of 

daily consumption and is among the products to which price controls are applied. Cassava is another 

Cameroonian staple food. The production of cassava increased from 4 million tons in 2011 to 5.3 million 

tons in 2016. 

6. The agricultural sector is characterized by small artisanal exploitations with low productivity, 

and by significant State intervention in some subsectors. The majority of farmers in Cameroon are small-

scale farmers and they produce about 80 percent of the country’s food crops. These traditional family farm 

enterprises, producing through limited mechanized processes, have generally low productivity. 

Deteriorating production assets, declining availability of inputs, climatic hazards and security challenges 

have adversely affected the performance of the sector and levels of production. But agriculture can become 

a driver of economic growth if the transition from traditional agriculture toward diversified and 

commercially viable activity is achieved.  

7. The Government adopted in 2009 a Strategic Document for Growth and Labor and a National 

Plan for Agriculture Development (2014-2020). Investment in agriculture aiming at modernization and 

commercial viability is among the objectives set out in the strategic document. The Government plans to 

implement a large development program to increase agricultural production, not only to satisfy the food 

needs of the population, but also to develop an agro-industrial sector. Modernization of productions will 

consist of: (i) making factors of production including land, water and agricultural inputs accessible and 

available; (ii) promoting access to technological innovations, particularly by strengthening the 

research/extension link; and (iii) developing the competitiveness of production and value chains. 

  

 
3  
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II. The Role of State-Owned Enterprises and Public Establishments in the 

Agriculture Sector 

 
8. Cameroon’s parastatal sector is large and diverse.  Cameroon has a total of 82 SOEs of which 33 

are fully state owned, 21 majority state-owned, and 28 with state minority shareholding (as of end 2017). 

The agricultural sector has the largest number of SOEs and Public Establishments4 with 16 companies and 

agencies (See Annex 6 for a list). The Services Sectors account for 13, followed by Oil and Gas with 10, 

Transport with 9 and Banking with 9.    

 

9. Parastatals are part of the government’s support to the development of the agriculture 

sector.   While the agricultural sector has the largest number of entities, the revenues they generate are 

modest. Agricultural parastatal revenues amount to only 1.17 percent of GDP, ranking agriculture third, 

behind manufacturing and utilities in terms of revenue. From 2014 to 2017, revenues of companies in the 

agriculture sector declined by 7 percent, following a trend similar to that for all SOEs as a group.  

Figure 2. Revenue by economic sector in percent of GDP 

 

 

 

 

 

 

 
4 State Owned Enterprises: State-Owned Enterprises are incorporated entities of a commercial or industrial nature and comprise the following 
sub-categories: (i) Société a Capital Public (SCP) are corporations in which the state holds 100 percent of shares, (ii) Société d’Economie Mixte 
(SEM) are companies in which the state is a majority shareholder along with the private sector.  

Public Agencies or establishment are incorporated entities of a non-commercial or non-industrial nature and comprise the following sub-
categories: (i) Administrative Public Agencies, (ii) Social Public Agencies, (iii) Health/Hospital Public Agencies, (iv) Cultural Public Agencies, (v) 
Scientific Public Agencies, (vi) Technical Public Agencies, (vii) Professional Public Agencies, (viii) Economic and Financial Public Agencies, Special 
Public Agencies.  
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Source: World Bank 

 
10. In the face of declining revenues, most SOEs in Cameroun have been receiving government 

subsidies to support their operations. The agricultural SOEs received 10 percent of all SOE subsidies in 

2017, compared to 40 percent for transport and 42 percent for tourism. 

 
Figure 3.  Operational Subsidies (CFA Bn) 2014-18 

 

Source: SOE Dashboard 

 
 
11. The financial performance of the SOEs in the agriculture sector has varied over recent years. 

The performance of a set of 10 agricultural SOEs, declined from an overall profit in 2013, to losses in 2014 

and 2015. Losses reached FCFA18 bn by 2015. Since then the performance of companies overall has 

generally improved.   

 

Figure 4.  Operating profit VS Net profit or Loss of Agricultural SOEs (FCFA bn) 
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Source: SOE Dashboard 

 

12. Challenges faced by the agriculture sector include run down assets, shortages of production 

and planting materials as well as adverse weather affecting productivity and quality of output.  

However, SOEs are also required to engage in public service obligations (PSO) and the lack of full 

reimbursement adversely affects their financial performance. These PSOs, also known as quasi fiscal 

activities (QFAs) are of two sorts: (i) Service delivery and provision and maintenance of infrastructure within 

their geographical production areas, and (ii) a social role through price controls on some products with a 

large daily consumption such as rice, oil, and sugar. Companies receive state subsidies, intended mainly to 

cover these costs. However, these subsidies provided are not calculated on the base of the real cost of the 

QFAs and are not adequate to compensate companies for the costs incurred.  This has resulted in the 

eroding of SOEs' assets over time and a reduction in the quality and volume of the services delivered.   

 

13. The shortage and depletion of planting materials is another common problem faced by SOEs 

in the agriculture sector. Nonetheless, Cameroun has agricultural research capacity left underexploited. 

The country has a public agency specialized in agricultural research (the Institute of Agricultural Research 

and Development- IRAD). Like many public agencies in the agriculture sector, the IRAD also faces challenges 

that impedes its effectiveness in delivering on its mandate. Furthermore, research outputs are not used to 

support the commercial needs of local companies (For information on IRAD, see box 1 below and Annex 5).  

 

14. SOEs in agriculture are the second largest loss-making group of SOEs, after the 

manufacturing sector, despite both being the largest overall revenue generators. A recent World Bank 

SOE Sector Diagnostic found that the financial and operational performance of Parastatals has generally 

been poor.   Majority government-owned SOEs/EPs are generally loss-making, while majority private sector 

owned mixed ownership companies (not defined as SOEs by Cameroonian law) are profitable. In addition 

to being a drag on public finances, these parastatals also pose significant fiscal risks and periodically require 

state support to continue their operations.  The parastatal sector cost the authorities on average 

approximately 15 percent of non-oil revenues in transfers and arrears over the 2014-16 period.  

 

Figure 5. Profit and Losses of SOEs by sector (FCFA mn) 
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Source: World Bank 

   

15. Corporate governance practices of parastatals are weak and central government oversight is 

uneven.  Currently, most SOEs boards and management are staffed by civil servants with little direct 

business experience or knowledge.   SOE oversight and monitoring is fragmented and irregular, thereby 

weakening accountability.   The key recommendations of the SOE diagnostic focused on the following areas 

(i) strengthening data availability, SOE reporting, central government monitoring and transparency (ii) 

strengthening corporate governance of SOEs, including the process for recruiting or selecting senior 

management (iii) normalization of financial relations between SOEs and the state, including a proper costing 

and financing of public service obligations (see box 1) (iv) review existing performance agreements and 

carry out company and sector specific diagnostics for structural SOEs and sectors (v) consider ownership 

diversification as part of the SOE reform strategy, bringing private sector capital into existing SOEs can 

provide needed business expertise and market discipline to SOEs, thereby improving performance and (vi) 

establish a clear vision for the SOE sector.  

16. Government has been proactive in implementing many of the recommendations of the 

diagnostic, with support from the World Bank and other partners.   SOE oversight and monitoring has 

been strengthened with an SOE monitoring platform and improved annual SOE report; government has 

issued new legislation for the remuneration and selection of boards and senior management; and individual 

company diagnostics are underway, all with support form the World Bank development policy operations, 

the PFM operation (PEPS) and an Agriculture project.   The ongoing technical assistance including this 

diagnostic of SOEs in the agriculture sector, the SOE monitoring tool and manual is also part of this effort.   

Agence Francaise de Developpement (AFD) and the European Commission are both providing 

complementary support in this area, including several SOE specific diagnostics.    
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17. A key recommendation of the previous SOE diagnostic was for government to prepare a 

strategic vision for their SOEs in the form of an SOE policy. This policy should outline some criteria, 

justifications and clear objectives for state presence in economic areas being served by the private sector.  

The policy should also outline some general principles for how parastatals are expected be governed and 

managed, including with regards to transparency and accountability, which has been weak in the past.  One 

objective of having a policy in place would be to provide clearer rules for the establishment of parastatals, 

and to provide some metrics/conditions against which to assess whether the state should intervene through 

the establishment of a corporate entity – or support the continued operation of existing SOEs.   Specifically, 

such a policy should clearly outline the conditions under which the state would need to establish or maintain 

a parastatal, or whether other mechanisms might be used (for example through regulation and/or 

subsidizing private actors).  As with any public investment decision, government should look at alternative 

ways to achieve the specific policy objectives sought before deciding on a solution.  And as with any public 

investment or expenditure, the available fiscal space should naturally provide a guide for what is feasible 

and where public funds are best invested.    

 

18. In this perspective, government may need to ask whether the most effective support to the 

agricultural sector is through the ownership of companies. A large continued commercial presence may 

Box 1 Calculating Public Service Obligations 

 
Calculating the cost of a mandated PSO can be a complex exercise, as these obligations involve offering public 
goods for which the price is difficult to determine. Various methods of calculating PSO costs are discussed in 
the OECD’s Accountability and Transparency Guide for State Ownership (OECD 2010). Following are the four 
main methods and their associated pros and cons: 
 

• Marginal costs. While reflecting the real opportunity cost of supplying the service, the estimation of 
marginal costs can be daunting due to practical difficulties such as treatment of common and joint 
costs, depreciation, and variations in demand. 

• Fully distributed costs (or average variable cost plus a markup to cover fixed costs). These calculations 
tend to overestimate costs. 

• Avoidable costs (or costs associated with an additional block of output, including variable and capital 
costs whenever additional capacity is required). This is a commonly used method. 

• Stand-alone costs (or costs for producing an output in isolation). This method ignores economies of 
scale and scope and usually results in significant overestimation of the real cost. 

 
In some settings, SOEs are required to maintain separate accounts for commercial and noncommercial 
activities. The European Commission uses a tool known as the “transparency directive” to achieve competitive 
neutrality between public and private firms, which requires public companies to have separate accounts for 
commercial and noncommercial activities to demonstrate how their budget is divided. This tool has been used 
in many sectors, including postal services, energy, and transport.  A more radical approach requires the 
structural separation of the business and nonbusiness parts of an SOE, which is the easiest way to prevent 
cross-subsidization, although this approach may be complex to implement in situations where SOEs depend 
on PSOs for a small share of their revenues and/or where the same capital or HR are used to deliver both 
commercial and non-commercial  activities. 
 
A basic principle holds that governments should not mandate PSOs whose cost exceeds their value to the 
public. Yet, it is more difficult to determine whether a PSO could be replaced by another mechanism that could 
achieve the same objectives at a lower cost, more effectively, or with fewer market distortions. Potential 
alternative mechanisms include direct subsidies or (conditional) cash transfers to targeted populations, 
vouchers, contracting out services to private providers (where they exist), and regulatory provisions.  
 
Source:  Adapted from the World Bank Toolkit on SOEs 
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impede and crowd out private investment rather than develop the sector.  Instead, a gradual exit from 

sector could increase private sector investment and production, lower prices to the consumer and increase 

income for small scale producers.  Experience from elsewhere suggests that this is often the case, particularly 

in competitive sectors such as agriculture, transport and telecoms but even in some networked sectors like 

energy.  A stock take carried out by the World Bank looked at 8 cases of Privatization (maj/min sale, 

management contracts, lease) in sub-Saharan Africa (water, energy, transport sectors), and found that there 

were significant benefits to consumers, workers, government and owners/operators in almost every case5.  

The government of Malaysia implemented a large 10-year SOE restructuring program (2005-15) which 

focused on 17 of their structurally significant SOEs/Holdings across all sectors (Industry, Banking, Telecom, 

Transport, Agriculture).  The reforms significantly increased the operational and financial performance of 

their SOE portfolio, in addition to increasing their investments and the value of their holdings and most 

importantly the services they provide to the public.   The program included a large agriculture SOE (TH 

Plantations Berhad - fruit and palm oil), which was reorganized to focus on a few core areas, including the 

sale of non-core assets, revamped its corporate governance structure, and brought in private sector 

expertise through the sale of 25 percent of its share to a strategic private investor6.  In the case of TH 

Plantations, some of the gains made over the period of the restructuring program (as measured by the 

stock price) have been lost after the end of the program.   

 

19. Rather than continued presence in the commercial market, support to the agriculture sector 

could instead focus on providing the required core services on which rural communities and 

agricultural producers depend, such as affordable and accessible transport infrastructure, 

telecommunications services, water and electricity, access to credit, competition regulation, thereby 

providing incentives for agricultural production and investments – rather than direct intervention in the 

economy in the form of owning companies or setting prices.   Both EU countries and US provide significant 

support to their agriculture sectors in various ways (see box 3 below) 

 
 

 
Box 2.  The Institute for Agricultural Research and Development (IRAD) 
 
Shortages of planting materials and seeds are an important cause of the underperformance of Cameroon’s agriculture sector. 
But the country does have research capacity to improve the availability of planting materials.  IRAD was created as a Public 
Establishment by Decree 96/050 of March 12, 1996, modified by Decree 2002/230 of September 6, 2002.   Its mission is to 
implement scientific programming in priority development sectors, ensure sustainable management of local resources along 
with conservation of the environment, promote value addition and sharing of research products with data research users, and 
disseminate all information that can promote agricultural development. It has 1177 employees of whom 235 are researchers, 
95 are technical support staff and 726 are other workers of whom 296 are contract workers.  
 
The Institute's infrastructure includes 5 regional research centers, 3 specialized research centers with international status, 12 
polyvalent research stations, 4 specialized research stations, 33 locations for field experiments, and 10 research laboratories 
of which one is ISO accredited. Its research projects have covered all the agricultural sub-sectors of importance to Cameroon 
and have resulted in production of high yielding seed varieties, improved animal breeds, improved fertilizer usage, pest control 
and measures against animal disease, and the development and adaptation of agricultural equipment.   
 
Annex 5 in this report, reproduced from the recent Public Expenditure Review7 (PER) of the Agricultural Sector in Cameroon 
shows estimated expenditures on agricultural research in Cameroon from 2013 to 2017 and provides a guide to the financial 

 
5 Doing Privatization Right, World Bank Private Sector Note Number 319: 
http://documents.worldbank.org/curated/en/695081468004817496/Doing-privatization-right 
6 See GLC Transformation Program report:  https://www.pcg.gov.my/media/1118/glctp-vol1-graduation-report.pdf 
7 Public Expenditure Review of the Rural Development Sector in Cameroon, EU/AECOM, 2018 

http://documents.worldbank.org/curated/en/695081468004817496/Doing-privatization-right
https://www.pcg.gov.my/media/1118/glctp-vol1-graduation-report.pdf
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activities of IRAD.  IRAD accounts for around 70 percent of the expenditures shown in this table and the balance is accounted 
for by the research centers of CGIAR and the universities.  Estimated total annual expenditures by IRAD varied between 
FCFA7.04 bn and FCFA8.52 bn over the period, averaging FCFA7.81 bn.   Of these IRAD's operating subsidies accounted for 27 
percent and its salary expenditures directly taken in charge by MINFI for around 16 percent.  But these estimates show that 
agricultural research is underfunded in Cameroon compared to other African countries, accounting for only 0.43 percent of 
GDP, below the minimum of 1 percent of GDP recommended by the African Union and the UN.  Most of IRAD’s activities are 
funded through State subsidies without any revenue generation by IRAD on its own account.  
 
IRAD is facing major human resources challenges.  Many of its most experienced scientific research staff are approaching the 
low retirement age of 55.  There are also shortages of staff in key crop and livestock research areas.  Availability of funding 
will continue to remain a challenge and so far, IRAD has taken few steps to seek possible private sources of funding. IRAD has 
the potential to mobilize funds and serve as a core entity of the agriculture sector. Tapping into these potential resources 
through private partnerships offers a major opportunity but will likely require strengthened policies protecting intellectual 
property rights and the strengthening of links between research programs and the needs of private sector commercial entities. 
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Box 3:  Support to the Agriculture Sector in US and the EU 

Historically, both the United States and the EU have provided significant government support for their agricultural 
sectors. In the United States, federal farm policy has traditionally focused on price and/or income support programs 
concentrated on row crops including grains, oilseeds, and cotton as well as sugar and dairy. In contrast, the EU provides 
more extensive support to a broader range of farm and food products—including livestock products and fresh and 
processed fruits and vegetables. Since the mid-1990s, both regions have reoriented their domestic agricultural policy 
toward less market-distorting policies in response to both internal budget pressures and international trade 
commitments 

The World Trade Organization (WTO) sets standards for economic policies that affect markets and competition.  It 
categorizes and restricts agricultural domestic support programs according to their potential to distort commercial 
markets. Whenever a program payment influences a producer's behavior, it has the potential to distort markets (i.e., 
alter the supply and market price of a commodity) from the equilibrium that would otherwise exist in the absence of 
the program's influence. Those outlays that have the greatest potential to distort agricultural markets—referred to as 
amber box subsidies—are subject to spending limits. In contrast, outlays that cause less market distortion are exempt 
from spending limits. 

Below is a list/categorization of various programs of support from the most to the lead market distorting, as defined by 
WTO: 

• Amber box: the most market-distorting programs, include payments contingent on participation in 
agricultural production. Examples are U.S. price supports for sugar; U.S. marketing loan, ARC, and PLC 
benefits for grain and oilseed producers; and EU CMO program support via TRQs and intervention 
purchases of farm products at administratively maintained prices above market prices.  

• Blue box: these programs are considered less-market distorting than amber box programs because of their 
production limiting aspect. Payments are based on either a fixed area or yield or a fixed number of livestock 
and are made on 85% or less of historical (i.e., base) production. Examples are EU direct payments to 
producers based on fixed areas or yields or a fixed number of livestock.  

• Green box: minimally or non-market distorting. Examples are extension and research programs, 
environmental program payments, disaster assistance, direct payments to farmers that are not contingent 
on production, and domestic food assistance programs.  

• Prohibited (i.e., red box):  include certain export and import subsidies and non-tariff trade barriers that 
are not explicitly included in a country's WTO schedule or identified in the WTO legal texts. 

• De minimis (DM) exemptions: spending that is sufficiently small to be deemed unlikely to distort markets 
and trade. They include commodity-specific support (i.e. wheat or sugar) and non-product-specific support 
(e.g., irrigation, grazing subsidies, biomass and rural energy programs, and certain whole-farm crop 
insurance premium subsidies).  

• Overall trade-distorting domestic support (OTDS): captures the full extent of market-distorting outlays 
by aggregating outlays made under the amber box, the two DM exclusions, and the blue box. 

Source: Adapted from Congressional Research Service (CRS), EU Agricultural Support: Overview and Comparison with the 

United States (2016) 
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III. Operational and Financial Performance, Public Financing and Corporate 

Governance of Selected SOEs/EPs.   

 
20. This section focuses on the three largest SOEs in the agricultural sector: CDC, SODECOTON 

and SEMRY.  It also provides an overview of one public establishment: SODECAO. For each of these entities 

individual sub-sections include an analysis of their positions and activities in their sub-sectors, of their 

operational and financial performance and challenges, of their financial relationship with the state and of 

their corporate governance. 

21. The sub-sections on the three SOEs should be read in conjunction with Annexes 1-4.  The 

subsection on SODECAO should be read in conjunction with Annex 5.  The graphs in Annex 1 compare side 

by side financial data and performance ratios for all three major agricultural SOEs over the period 2013-

2017.  Annexes 2-4 provide detailed financial performance data individually for each of the same three 

SOEs. Annex 5 provides data for SODECAO for the same period.  Annexes 1-4 and all the graphs included 

in the text of this section were generated from the SOE Monitoring Tool, prepared for Cameroon as part of 

the technical assistance under the World Bank's Phase 1 SOE Diagnostic, which was updated during and 

after the mission.  Annex 6 is reproduced from the recent Agricultural Sector PER8  which was financed by 

the EU. 

(a) Cameroon Development Corporation (CDC) 

22. The CDC has been active since 1947 when it was created to produce tropical crops in the 

Anglophone part of Cameroon.  The Corporation grows rubber, bananas and oil palm, and produces semi-

finished rubber, palm oil, palm kernel oil, and high-quality bananas for export.  It has a total of 42,027 ha 

under cultivation of which 22,262 ha are in rubber, 15,240 ha in oil palm and 4,525 ha in bananas. With 

more than 22,000 employees the Corporation is the second largest employer in Cameroon, second only to 

the Central Government. CDC's most recent enabling legislation consists of Decrees number 31 and 32 of 

January 19, 2016.  The Corporation is a "Société à Capital Public", 100 percent owned by the State, reporting 

to the Ministry of Agriculture and Rural Development (MINADER). 

23. CDC's annual output of ribbed smoked sheet and crumb rubber is between 18,000 to 20,000 

mt.  Rubber accounts for around 30 per cent of CDC's sales.  Around 90 percent of rubber by volume is 

sold to Michelin in France.  Annual production of oil palm products is around 21,000 mt, accounting for 20 

percent of CDC's sales. 90 percent of these products are sold to local edible oil refineries.  Oil palm prices 

in Cameroon are controlled at levels which do not allow CDC to recover its cost of production. Other market 

players include other local companies such as SOCAPALM. Imported oil, with its lower selling price is a 

serious competitor for locally produced vegetable oil. On average Cameroon imports around 100,000 tons 

of vegetable oil per year.  

24. CDC's annual banana production until recently amounted to 100,000 mt and bananas 

accounted for 50 percent of CDC's total sales. Bananas from Cameroon are shipped for export to Europe 

by the French company Compagnie Fruitiere.  Until recently CDC was regularly producing around 35 percent 

of Cameroon's export bananas.  Other major national exporters are Haut Penja Plantations (PHP) and Boh 

Plantations (BPL).  However, because of the unrest in the banana producing areas in the south west of the 

 
8 Public Expenditure Review of the Rural Development Sector in Cameroon, EU/AECOM, 2018  
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country, CDC has not shipped any bananas at all since August 2018 and a large percentage of its cultivations 

in the southwest of the country are said to have been abandoned.  

25. In addition to crop production, processing, packing and transport, CDC also provides public services 

such as hospitals, clinics and school teachers in the producing areas.  Of CDC's 22,000 employees, 80 percent 

are field workers and 20 percent administrative.  But around 12,000 of these employees are presently 

inactive.  Because of CDC's cash flow difficulties, many employees have not been paid full salaries for several 

months and have begun to find alternative means of making a living, including growing their own crops on 

CDC’s properties.   

 

Financial Performance 

 

26. CDC's revenues fell from FCFA77.3 bn in 2013 to a five year low of FCFA65 bn in 2017.  Further falls 

in revenue can be anticipated for 2018 and 2019 due to the stopping of banana production in the south 

western part of Cameroon.  The Corporation incurred losses in every year under review although these 

losses fell from FCFA13.5bn in 2013 to FCFA8.5 bn in 2017.  Operating revenues covered less than 80 percent 

of operating costs throughout the period.  Labor costs' share of total costs increased from 27 percent in 

2013 to 37 percent in 2017. Operating subsidies of FCFA0.75bn were received in 2015 and of FCFA2.7bn in 

2018.  Annual investment subsidies increased from FCFA5.5 bn in 2014 to FCFA7.8 bn in 2016 before falling 

to FCFA7bn in 2018.   

 
Figure 6. CDC Revenues, Profitability (CFA billion) and Debt/Equity (Percent), 2013-2017 

 
Source:  
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Figure 7. CDC. Revenues and Costs, 2013-2017 (CFA billion) 

 

 
Source: 

 
27. The Corporation's operating shortfall was covered by increasing indebtedness which rose 

steadily from FCFA71 bn in 2013 to FCFA126bn, amounting to 0.8 percent of GDP, in 2017.  Debts to 

all categories of creditors, including financiers, suppliers, and the tax authorities, built up over the period.  

Tax debts increased more than fivefold, from FCFA7.5 bn in 2013 to FCFA39.6 bn in 2017, raising their share 

of total liabilities from 22.9 percent to 55.9 percent.  The impact of increasing debt on the Corporation's 

financial leverage was substantial, particularly given the growth in accumulated losses.  The debt to equity 

ratio rose from 143 percent in 2013 to 429 percent in 2016 before jumping to a very high 1,997 percent in 

2017.  

Figure 8. CDC - Financial Relations with the State, 2013-2017 (FCFA bn) 

 
 
28. CDC's interest rate coverage (earnings divided by interest payments) showed some 

improvement over the period but earnings in 2017 were still at -6.6 times interest payments.  The 

Corporation appears to moving some of its financial burden away from servicing bank loans to building up 

tax payments arrears.  
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Corporate Governance 

 
29. The General Assembly and Board members of CDC are only ex-officio public service officials 

or political appointees. The company reports having no independent board members. Decree 2016/031 

stipulates that the General Assembly of CDC will consist of five people representing: (i) the Presidency of 

the Republic, (ii) the Prime Minister's Office, (iii) the Ministry of Finance, (iv) the Ministry of Agriculture and 

(v) the Ministry of Commerce.  The President of the Assembly is the Assembly's representative of the Ministry 

of Finance. The Board of Directors consists of 12 members as follows: 

● a person appointed by the President of the Republic 

● representatives of the: 

o Presidency 

o Office of the Prime Minister 

o Minister of Agriculture 

o Minister of Finance 

o Minister of the Economy 

o Minister of Labor 

o Minister of Commerce 

o employees, elected by his/her peers 

● Governor of the Southwest 

● Governor of the Northwest 

 

 

30. The predominance of public officials on CDC's board does not follow best international 

practice for the governance of SOEs.  Increasingly around the world SOE board members are appointed 

based on their technical, legal, financial and business management skills.  Best practice also requires the 

presence on boards of independent directors and directors with a private sector background who can bring 

commercial experience to bear on the setting of policies and strategies and of ensuring financial and 

operational accountability. Several board members report being on numerous other boards in addition to 

CDCs.  This is not necessarily a problem as long as members are able to dedicate the necessary time and 

attention to ensure strong oversight of the company.  The board met 3 times per year in recent years,  with 

11 members present on average.  Board meeting documentation seems complete and timely and include 

full audited financial reports and company strategic documents. The Board is able to use external 

consultants for technical advice and has a dedicated budget for this purpose.  The Board is also evaluated 

on an annual basis.   The Company strategy is developed by senior management, and the DG/CEO is 

separate from the board chairman.  A strategic business plan and annual budget is prepared by senior 

management in consultation with other relevant stakeholders.    Salary levels are approved by board and 

there is a formal staff evaluation system in place.  
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31. The statute prevents named individuals from delegating their responsibilities to others.  it 

also prevents employees of CDC from occupying any of the board positions other than that of employee 

representative.  And it limits the term of service of board members to three years, renewable one time only. 

The Director General and his/her Deputy are appointed by a Board by a majority vote of two thirds of its 

members. As with other SOEs in Cameroon, the chairman of the board is separate from the CEO.  

32. Transparency and integrity have been strengthened in the recent past.  CDC now has an 

internal audit/control department which reports to the DG and to a board audit committee on a quarterly 

basis.  Only the board may dismiss or replace the internal auditor. (no other committees).  The company 

reports having no problems in complying with international accounting standards.  There is also an ethics 

code in place as well as an internal whistleblower mechanism.  External controls and transparency have also 

been strengthened.  CDC uses an independent external auditor, and have recently adopted an 

information/transparency policy and now regularly publishes their audited financial reports and all 

materially relevant information including activity reports, strategy documents, information on board and 

senior management remuneration and benefits, etc. 

 

Future Prospects and Recommendations 

 
33. It is clear that CDC is facing a deepening operational and financial crisis.  Major factors causing 

this are the security crisis in the South West Region, severe shortages of cash, and consequent under-

investment in production facilities, inputs and activities.  These factors in turn are adversely affecting 

production levels and yields and further accelerating the downward spiral in financial performance.  No 

resolution of this situation is likely without action by Government.   

34. An important first step would be for Government to recognize fully the public service 

obligations of CDC and fully reimburse these through the national budget.  In parallel with this, to the 

extent that the domestic prices of CDC's output of palm oil are controlled at levels below a reasonable cost 

of production Government should either allow the prices of palm oil to rise on the domestic market, or if 

price controls are deemed necessary for social reasons, reimburse CDC in full for the impact that these price 

controls are having on CDC finances. A hybrid combination of these two sets of actions would also be 

possible.  

35. CDC’s plantations are old and have been lacking maintenance and new plantings for many 

years.  The financial situation of CDC has not allowed the company to undertake much needed investment 

in crop rehabilitation.  Given that reaching full production maturity takes time (7 years for rubber to produce 

and 4 years for palm oil) an evaluation of the state of the current plantations and investment requirements 

and the identification of sources of finance need to be completed urgently so that rehabilitation can begin.  

36. In terms of CDC's internal operations there appears to be scope for CDC to cut costs and 

improve efficiency by divesting some of its non-core activities such as transport, and also exploring more 

ways to engage private participation in the financing and management of the corporation.  Modifying the 

Board composition to include external independent managerial and technical expertise would be an 

important step for CDC, as it would be for other SOEs in Cameroon.  Opportunities for divesting a share in 

CDC's core activities should also be explored.  Compagnie Fruitiere has made proposals for a partnership 

with CDC that would aim at upgrading the existing 3,500 hectares in banana production while developing 

1,100 new hectares in the Mganga region near PHP production zone, transferring the fruit shipping terminal 

from Douala to Limbe with accompanying investment in upgrading the facilities at Limbe, and implementing 

a package of tax and other incentives aimed at increasing the competitiveness of the banana industry.   
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(b) Société de Développement du Coton du Cameroun (SODECOTON) 

 

37. The Cameroon cotton sector today produces around 300,000 mt of cotton seed per year. The 

added value it generates is around 1 percent of GDP and contributes almost FCFA35 billion to government 

in tax revenues.  There are around 350,000 cotton growers supporting a household population of around 2 

million.  Cotton growing and processing activities are led by SODECOTON, a vertically integrated entity, 

based at Garoua in the North, which dominates the financing, purchasing,  processing and marketing of 

cotton and the supply of agricultural inputs for cotton production in Cameroon, in partnership with the 

National Confederation of Cotton Producers of Cameroon (CNPC-C).   

38. Production levels today are around ten times the levels when SODECOTON was created in 

1974.  The present level of 300,000 mt was actually achieved as early as 2004 but production subsequently 

fell to only 110, 000 mt in 2009, due mainly to low cotton prices at the time, before increasing again in 

recent years to its present level. 90 percent of the Company's output is exported to world markets.     

39. SODECOTON is a limited liability company whose shareholders are the State (59 percent) and 

two private companies - GEOCOTON (30 percent) and Société immobilière d'investissements du 

Cameroun - SMIC (11 percent).  Its main objectives are to improve the standard of living of the population 

in the cotton growing areas by creating jobs and contributing to the modernization of agriculture.  It 

provides farmers with advice on improved techniques as well as seeds, fertilizers, pesticides, and engages 

in cotton ginning and production of cotton fibre, refined vegetable oil, and cotton seed cake.  It also 

supports the production of other crops in rotation with cotton.  

40. SODECOTON has nine ginneries with a combined capacity of around 300,000 mt per year 

equivalent to more than 120,000 mt of fibre.  It also has two oil mills with a capacity of crushing 120,000 

mt of seed annually.  Around 14-19 million liters of edible oil and 60-70,000 tons of feed are produced 

annually.  The Company has around 500 light vehicles as well as heavy machinery.  Total employment is 

around 5,000 of whom 2,000 are permanent.   

 

Financial Performance 

 

41. SODECOTON's revenues fell sharply from FCFA163.5 bn in 2013 to FCFA118.2 bn in 2014 

before regaining ground to FCFA129.6 bn in 2015 and then remained near that level for the next two 

years, amounting to FCFA130.1 bn in 2017.  In 2013 the company generated a small surplus of FCFA3.6 bn 

before losing FCFA11 bn in 2014 and FCFA18.9 bn in 2015.  In each year since then the losses have been 

steadily reduced, falling to only FCFA0.9 bn in 2017. The cost recovery rate which fell to 83.3 percent in 2016 

recovered to 94.2 percent in 2017, close to its 2013 level.  The company received a relatively small amount 

of operating subsidies over the period, falling from FCFA1.3 bn in 2013 to almost zero in 2017.  Small 

investment subsidies of FCFA0.04 bn were received in each of 2013 and 2014.  

 
Figure 9.  SODECOTON Revenues, Profitability (CFA billion) and Debt/Equity (Percent), 2013-2017 
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Figure 10. SODECOTON. Breakdown of Revenues, 2013-2017 (CFA billion) 

 
 
42. Labor costs remained relatively stable at around 10 percent of total costs from 2013-2016, 

rising to only 11 percent in 2017. Among the other costs only material costs showed much variation over 

the period due to changes in cotton prices.    

 
Figure 11: SODECOTON. Breakdown of Costs, 2013-2017 (CFA billion) 
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43. SODECOTON has compensated for its accumulating losses mainly by incurring debt, which 

increased from FCFA76.4 bn in 2013 to FCFA143.5 bn, equivalent to 1 percent of GDP, in 2017.  

SODECOTON's indebtedness has consisted mainly of financial debts, debts to suppliers, and "other debts". 

Unlike CDC the company has been reducing its tax debts, which fell from FCFA3.7 bn to FCFA0.7 bn in 2016 

before increasing slightly to FCFA1 bn in 2017, declining as a share of total debts from 4 percent to only 1 

percent over the period 

 
Figure 12. SODECOTON. Breakdown of Indebtedness, 2013-2017 (percent) 

 
 
 
44. In 2017 the company recovered from the negative shareholder equity position which had given 

cause for concern in 2016. The debt/equity ratio fell to 79 .2 in 2017, the lowest registered over the period 

and the continuation of a declining trend.  Interest rate coverage, with earnings at 1.6 times interest 

payments in 2017, was positive for the first time since 2013. While SODECOTON's history of financial 

difficulties in recent years still gives cause for concern, the present trends are positive and if maintained will 

produce a sustainable financial position for SODECOTON.  
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Figure 13. SODECOTON. Financial Relations with the State, 2013-2017 (FCFA bn) 

 

 
 
45. The company experienced financial distress between 2014-2016, incurring accumulated 

losses of FCFA36 billion.  This was due to a loss of processing capacity including aging of the fleet and 

other equipment and frequent power outages which led to a reduction of the ginning campaign to only 

200 days and the deterioration of several thousand tons of cotton seed.  The poor performance was also 

due to organizational and management weaknesses within the company including deficiencies in the 

accounting function. Other constraints included public service obligations such as maintenance of roads, 

training of producers and support for livestock and other research which were not at that time fully 

reimbursed by the State. In 2015 the State committed to provide financial support for SODECOTON in two 

tranches amounting to FCFA30.8 billion and FCFA10.6 billion, although these funds were not fully disbursed.  

46. A diagnostic report9 prepared on the cotton sector in 2017 underlined the importance of 

SODECOTON for cotton production in Cameroon.  But it also described a number of weaknesses in 

SODECOTON that needed to be addressed.  They included serious financial losses and indebtedness, an 

aging fleet of vehicles, lack of spare parts for ginning machinery, frequent power outages affecting the 

ginneries, a serious lack of oil producing capacity, a dysfunctional and heavy organization structure, poor 

management of human resources, a requirement for SODECOTON to provide non-commercial public 

services with only partial reimbursement by  the State, and poor internal financial controls.  

 

Corporate Governance 

 

47. SODECOTON's board of 12 directors includes public and private sector representatives and is 

composed as follows: 

● Representative of the President 

● Representatives of: 

o MINADER 

o Ministry of Finance 

o Ministry of Commerce 

 
9 Final Report on the Cotton Sector in Cameroon, COWI/C2G Conseil, Paris, May 2017 
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o Prime Minister's Office 

o President's Office 

o the employees 

 

● an observer from the Technical Committee for Rehabilitation, Ministry of Finance 

● three individuals appointed by private shareholder Geocoton 

● one individual appointed by private shareholder SMIC 

 

48. Management reported that they very much value the presence of the private sector board 

appointees because of the professional approach they bring to board deliberations and decisions.  The 

board Audit Committee is composed of three board members.  The first is one of the three GEOCOTON 

appointed board members and he is also the Committee Chairman.  The second is the SMIC appointed 

board member and the third is one of the ex-officio government board members.  So significantly the 

private shareholder representatives occupy two of the three positions on the Audit Committee including 

that of Chairman.  SODECOTON's management reports that this strong representation of the private sector 

shareholders on the Audit Committee has encouraged the creation of a more effective accounting system 

that has contributed to the recent improvements in the company's financial performance.  SODECOTON 

now follows International Financial Reporting Standards (IFRS). 

  
Future prospects and recommendations 

 

49. A restructuring plan for SODECOTON has been under implementation since 2017. 

Components of this plan include improving agricultural productivity through strengthening research and 

training, improving physical access to cotton growing areas to facilitate supply of inputs and shipping of 

production, facilitating migration from the extreme North to the producing regions of the North, 

rehabilitation of ginning facilities,  creation of five new ginneries, doubling of oil production capacity, 

adoption of new technologies including use of solar energy, attracting young people to work in cotton 

production, major improvements in SODECOTON's internal organization structure, better use of 

information technology and an improved management information system, improved training, evaluation 

and incentives for personnel, and major improvements to internal financial management and controls.  

50. SODECOTON's financial results began to improve in 2017 and preliminary data show that the 

recovery was sustained in 2018. The experiences of SODECOTON, including a sound diagnostic and 

restructuring plan and the benefits of private participation, offer a homegrown lesson of experience for 

other SOEs in Cameroon, not only in agriculture but also in other sectors.  The main recommendations are 

to ensure that SODECOTON stays the course and continues the restructuring presently underway, and to 

ensure that SODECOTON receives full reimbursement in the future through the national budget for its 

public service obligations.   In terms of board composition there is further scope for increasing the number 

of independent directors on the board, appointing individuals with a proven successful track record in the 

private sector.  

 

c) Société d'Expansion et de Modernisation de la Riziculture de Yagoua (SEMRY) 

 
51. Cameroon's long term "Vision 2035" and associated Government implementation plans aim 

to make agriculture the engine of national development and the source of national food security. 

Rice production plays an important part in this vision.  Means to achieve the vision include: (i) the 
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improvement of productivity and the competitiveness of agriculture; (ii) modernization of rural 

infrastructure and factors of production (iii) sustainable management of natural resources specific to 

agriculture; and (iv) institutional development and capacity building for all state and private actors. 

52. National rice production is estimated at 100,000 mt/year.  Rice is produced by isolated rice 

farmers, by producer organizations, by the Upper Noun Valley Development Authority (UNVDA), and by 

areas served by SEMRY.  Output from the areas served by SEMRY accounts for two thirds of total production.  

But this amount is small compared with the level of national imports estimated at around 600,000 mt/year, 

of which 400,000 mt are consumed locally and the remaining 200,000 mt re-exported. The current retail 

price of rice ranges from FCFA 350/kg in Douala to up to FCFA 400/kg in Yaoundé.  

53. Local rice production continues to face long standing constraints.  They include poor access to 

fertilizer and pesticides, poor availability of improved seeds, inadequate organization among producers, 

high post-harvest losses, out of date processing equipment, unavailability of financing, and challenges 

resulting from the long distances between the main producing areas in the north and the food consuming 

population centers in the south and center. Also while local rice is increasingly appreciated for its good 

quality, its retail price remains around 50 percent higher than the price of imported rice.  

54. Irrigation is a critical component of food security in the low rainfall rice producing areas of 

the far north of Cameroon. The north is also where the majority of the country's poor live. SEMRY was 

created in 1971 to handle the construction of the 5,500 ha SEMRY 1 irrigation scheme at Yagoua and its 

mandate expanded in 1978 to handle the 6,500 ha SEMRY 2 scheme at Maga. This included the construction 

of the 27km Maga dam on the upper part of the Waza-Logone floodplain.  The main objectives of these 

developments were to provide irrigation water for rice production and to facilitate fish farming in the North 

of the country.  

55. In the 1980s areas served by SEMRY achieved high production yields of up to 6 mt/ha per 

rice season, i.e. 12mt/ha in two annual rice crops.  Annual production in SEMRY areas exceeded 100,000 

mt of paddy for the period 1985-1986, amounting to two-thirds of national consumption at the time. SEMRY 

was employing more than 1,500 employees, providing annual technical and organizational support for 

nearly 25,000 households, i.e. a population of around 200,000.  It also generated employment for around 

3,000 individuals involved in fishing, livestock, trade, packaging, transport, and other services.  SEMRY also 

built schools, water supply points and health centers.  

56. By 1989 SEMRY was closed after experiencing increasing operational difficulties. In the 1990s 

Government launched a number of rescue plans for the organization. SEMRY's large infrastructure was taken 

over by MINEPAT. SEMRY re-focused its operations on the management and maintenance of the irrigation 

services and on the provision of agricultural support, land preparation services and post harvest services to 

rice farmers, including milling, bagging and transport.   Performance contracts (see below) for the recovery 

of the Company were signed covering the period from 1990 to 1994, followed by two more from 2003 to 

2006 and 2013-2015. In addition, two internationally financed projects were implemented to address 

SEMRY's problems including the Agricultural Competitiveness Improvement Project (PACA) of 2010-2015 

and the Emergency Flood Control Project (PULCI) of 2013-2019.  

57. But SEMRY's situation remains almost as fragile now as it was before these initiatives . The 

enterprise now has around 450 employees, split roughly evenly between the central administration and field 

offices. It also has machinery workshops and stores, heavy construction equipment and a fleet of trucks.  

There is, however, a short supply of competent managerial staff, limited technical skills and  a relatively high 

average age in the workforce. In terms of equipment, there is shortage of civil engineering and plowing 

machines, irrigation pumps and vehicles.  

58. SEMRY is still providing a service package to farmers in the areas which it serves, composed 
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of seeds, irrigation and plowing. In 2003, the cost of the service package was costed at 102,000 CFA Francs 

per ½ Ha. However, SEMRY is still maintaining prices at FCFA51,000 per ½ Ha. The company also buys rice 

from local producers for distribution. However, given its financial position, it has not been able to acquire 

all produced rice. The farmers in the SEMRY area have also preferred to sell their products to neighboring 

countries, particularly Nigeria, rather than locally. SEMRY’s distribution activity is very limited in scope. The 

company provides transportation of products to the capital city and sale of products through a single 

distribution point.  This offers only limited access to the market.  

59. The PID10 for the forthcoming SEMRY Project of the World Bank describes weaknesses in the 

governance systems within SEMRY as well as a severe lack of mechanization in the rice producing areas and 

almost complete absence of rules for land access and control and irrigation water management.  It also 

refers to SEMRY's highly centralized bureaucratic organization and its multiplicity of roles which it attributes 

to the organization's historical evolution. The audited financial statements for 2017 mention weaknesses in 

internal financial control systems within SEMRY.   

 

Financial Performance 

 

60. Unlike CDC and SODECOTON, SEMRY sells only a small volume of physical products.  Its 

revenues are generated mainly from the provision of services. It has also been, in some years, a major 

recipient of operating and investment subsidies.  SEMRY's income fluctuated over the period under review.  

Total revenues were only FCFA0.2 bn in 2013.  They rose steadily to FCFA7.4 bn in 2015 and fell back to 

FCFA4.8 bn in 2016 before recovering to FCFA6.8 bn in 2017. Profits were made only in 2016 when they 

amounted to FCFA1.2 bn.  Losses varying between FCFA0.01 bn and FCFA0.9 bn were incurred in each of 

the other years under review. 

 
Figure 14. SEMRY. Revenues, Profitability (CFA bn) and Debt/Equity (percent), 2013-2017 

 

   
 
61. Total sales revenues, included operating subsidies, amounted to FCFA0.4 bn in 2014, FCFA1.8 bn in 

each of 2015 and 2016 and FCFA 0.6 bn in 2017. Over the period under review SEMRY achieved full cost 

recovery only in 2016 when it recovered 113.6 percent of operating costs.  In 2013 cost recovery was 91.7 

percent.  In all other years it was less than 70 percent. In 2017 labor costs accounted for only 13 percent of 

total costs.  SEMRY received annual investment subsidies which increased from FCFA6 bn in 2014 to 

 
10 Project Information Document, Valorization of Investments in the Valley of the Logone, World Bank, 2019 
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FCFA12.4 bn in 2017.   

Figure 15. SEMRY. Breakdown of Costs, 2013-2017 (CFA bn)  

 

      
Breakdown of Other costs 

 
 
62. Total liabilities increased sharply from FCFA0.4 bn in 2013 to FCFA3.6 bn in 2014 and then 

steadily to FCFA4.3 bn in 2017. The largest component of liabilities by far was debts to suppliers which 

grew from 22 percent of liabilities in 2013 to 60 percent in 2017. Debt equity ratios remained low at between 

11.3 percent and 19.9 percent over the period.  Despite the cost recovery challenges SEMRY was insolvent 

only once over the period, in 2014, when the current ratio fell to -256 percent and there was negative equity 

of FCFA -0.9 bn. 

 

Figure 16 SEMRY. Breakdown of Debts, 2013-2017 (percent) 
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63. The biggest financial challenge facing SEMRY is its inability to cover the costs of its public  

service obligations.  This is due to a number of factors outlined in this section, but not least to the historical 

failure of government to finance fully the costs non-commercial services that it requires SEMRY to provide.  

 
Figure 17: SEMRY. Financial Relations with the State, 2013-2017 (CFA billion)  
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64. Enabling legislation.  SEMRY was created as a Société de Développement, reporting to the Ministry 

of Agriculture and Rural Development, by Decree No. 71/DF/74 of 24 February 1971.  The company is 100 

percent owned by the State.  The decree requires its board to be composed as follows: 

 

- Federal Inspector, Northern Region  

- Prefect, Mayo Danay 

- Director of Agriculture, Eastern Region 

- Agricultural Inspector, Northern Region 

- Chief of Rural Development, Northern Region 

- Director, Federal Budget 

- Director of Budget, Eastern Region  

- Representative of the Director, SNI 

- Representative Minister of Agriculture 

- Representative, Minister of Commerce 

- Two representatives of the Growers 

 

65. From the above it can be seen that apart from the two growers' representatives, the board consists 

almost entirely of ex-officio public officials.  There is no requirement for the board to include skills in 

financial or business management or in company law, or for there to be any independent directors.   

 

66. Since the crisis of 1989 a number of performance contracts extensions have been signed and 

later extended between SEMRY and the Government.   

 

• Performance contract of 1989-1994. This contract included the cancellation of SEMRY's activities in 

paddy processing, rice marketing, fertilizer supply and nurseries. SEMRY's activities were refocused 

on the following: 

- Provision of mechanized plowing 

- supply of water in the rice fields; 

- maintenance of the hydraulic network 

- production of basic seeds 

- Training and advice for rice farmers' groups 

 

67. The poor results over this performance contract period were attributed mainly to obsolete plowing 

and civil engineering machinery which in turn led to: (i) superficial and late plowing; use of a poor 

quality/degenerated seed; non-respect of the cultural calendar; insufficient use of fertilizers; insufficient 

coverage of water requirements. The outcome over the contract period was a drop in rice yields over the 

covered areas from 6mt/ha to about 4mt/ha. 

 

• The first State/SEMRY Contract-Plan 2003-2006 was signed on November 27, 2003 for a period of 

four years and provided for: 

 

- rehabilitation of irrigation infrastructure 

- acquisition of plowing machines and completion of civil engineering works 

- rehabilitation of pumping stations 

- organizational restructuring within SEMRY 
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- restructuring of SEMRY's debts. 

 

68. This Contract plan produced a doubling of the area of plowed land from 9,166 ha in 2004 to 18,810 

ha in 2007, thanks mainly to the renewal of plowing machines, civil engineering and the rehabilitation of 

hydro-agricultural infrastructure. An amendment to this contract allowed the acquisition of tilling and civil 

engineering machinery, as well as electrical pumps with the intention of increasing production from 4,500 

tons of paddy in 2004 to 10,500 tons in 2009.  This objective was not achieved, however, because of: lack 

of preparedness of the farmers to take on the roles of processing and marketing of rice; non-payment of 

the subsidies expected; undervaluation of investment needs; and continued deterioration of existing 

equipment.  

69. Two amendments extended this contract-plan to 2009 and then to 2011. It finally closed in 2012.  

The objective of restoring the company's financial equilibrium was not achieved, due largely to non 

fulfillment of the financial commitments of the State.  

 

• The second State-SEMRY Contract Plan 2013-2015 was signed on 05 September 2013 and focused 

on:  

- organizational and institutional restructuring 

- technical restructuring 

- operational restructuring 

- financial restructuring. 

 

70. Due to delays, mainly in the mobilization of resources by the State and the consequent need to 

allow the investments to be completed, a one-year extension was signed for 2016 and a later one for 2017.   

 

Future prospects and recommendations 

 

71. The proposed forthcoming World Bank funded Project11, in addition to supporting the 

upgrading and renewal of the irrigation schemes, would overhaul the SEMRY organization including 

segmentation of business lines into discrete operations with an appropriate mix of private and public 

sector ownership. Support would be provided for SEMRY's conversion into a modern water institution 

along the lines of SAED in Senegal.  This would include promoting the development of collaborative 

arrangements between SEMRY and Producer Organizations and commercial partners and the creation of a 

network of retail supply and farm service businesses in the form of privately run Farm Service Centers 

throughout the producing region.   

 

72. This will require the transfer of some of SEMRY's functions to producer and private sector 

organizations who will carry out land preparation and rice processing on a commercial basis.  The 

prospects of success for this internationally tried and tested commercial model are good, provided that the 

State honors its financial commitments, that necessary investments and new technology are realized, that 

SEMRY's internal organization is reformed, that private participation is encouraged and that support is 

provided for the strengthening of the new institutions.   

 

73. In the short term, a full audit of SEMRY will be completed with financing from the World 

 
11 "Valorization of Investments in the Valley of the Logone" 
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Bank. This needs to include a complete reevaluation of the cost of SEMRY’s public service obligations and 

the implementation of proper systems for their accounting and management. Along with the changes 

proposed for SEMRY, revisions to the board composition of SEMRY should also be planned.  There is a need 

to require and specify the inclusion on the board of necessary skills in business management, finance and 

company law, as well as independent board members with a private sector background.  

(d) Société de Développement du Cacao (SODECAO) 

 

74. In 2017 cocoa accounted for 12.4 percent of Cameroon's export receipts, second only to 

crude oil.  In 2018, with the fall in petroleum prices, cocoa's share of total export receipts rose to 36.5 

percent.  Historically annual cocoa production remained at around 120,000 mt from 1990 to 2013 before 

rising to 280,000 mt in 2014 and 330,000 mt in 2016.  In 2018 production climbed to around 340,000 mt, 

from an area of around 850,000 ha.  

75. Cameroon is the world's fifth largest cocoa exporter and Africa's third largest, after Cote 

d'Ivoire and Ghana, but Cameroon's yields of 300-400kg/ha are only half of those in Ghana.  International 

cocoa prices can be very volatile and since the cocoa market in Cameroon is liberalized with three main 

private exporters, price fluctuations are passed on to producers, resulting in uncertainty, and often lack of 

commitment by growers.  Around 600,000 rural households in Cameroon depend on cocoa for their income 

and most of these cultivate the crop on smallholdings. 80 percent of the cocoa is grown in the Southwest 

and the Center.   

76. Cocoa production in Cameroon is adversely affected by a num ber of factors. Challenges faced 

are low yields because of the predominant small holder production model, sometimes referred to as cocoa 

farming by default, insufficient investment, insufficient planting material, and inadequate collaboration 

between stakeholders.   

77. SODECAO was created by Decree 74/83 of February 2, 1974 as a Public Establishment 

reporting to MINADER. Its main objectives are to support cocoa production by protecting cocoa stands, 

maintaining agricultural lands and production systems, opening and maintaining feeder roads, production 

and distribution of planting material, and promoting agricultural diversification in cocoa producing areas. 

In addition to maintaining infrastructure and providing advisory services the organization operates three 

large seed production units.  SODECAO is primarily a public service provider, financed by direct subsidies 

from MINADER and MINFI and support from donors, and generates little or no direct income from sales of 

its services or products.   

78. SODECAO 's size has been reduced over time and its plant and equipment is eroding. Its 

operational structure consists of 7 regional centers handling devolved management and quality control 

functions, 25 geographical sectors where the bulk of SODECAO's support services are based, and 81 sections 

which cover small local areas. There are three seed production facilities: at Mengang in the Center, Abong-

Mbang in the East and Nkoemvone in the South. SODECAO now has around 780 employees, a drastic 

reduction from around 2,230 in the mid 1980s and this number is inadequate to meet its objectives. The 

workforce is aging, key skills are lacking and there are insufficient capacity development programs within 

SODECAO.  Buildings and equipment, particularly vehicles, have been run down since the 1980s.   The seed 

production facilities have not recovered since they were abandoned between 1988 and 2000.  Financial 

resources are inadequate for SODECAO to fulfill its mission (see below) and the institution generates very 

little of its own revenue.  Its ability to cooperate with other key players in the cocoa production and 

marketing chain such as the private sector, FODECC, the ONCC MTP and IRAD is severely limited.  Systematic 

data collection is absent and this makes results assessment impossible.  
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Financial Performance 

 

79. SODECAO has not received its budgeted/forecast revenues in recent years.   The funds that 

were forecast to be received compared with the funds actually received by SODECAO over the period 2015-

2018 are shown in the table below: 

Table 1. SODECAO Budget Forecast Vs Budget Received (2016-18) 

SODECAO 
(FCFA mn) 

2016  2017  2018  
to November 15  

Budget/Forecast Actual Budget/Forecast Actual Budget/Forecast Actual 

Receipts 17,003 11,595 14,011 6,994 13,773 5,920 

Expenses 17,003 5,479 14,011 4,641 13,773 5,865 

Source:  SODECAO Annual Reports 

 
80. A breakdown of SODECAO's sources of Funds for the first 10.5 months of 2018 is shown in the table 

below: 

Table 2. SODECAO Sources of Funds 2018 

Type of Receipts Budget/Forecast 
(FCFA mn) 

Actual Received 
(FCFA mn) 

Receipts Percent of 
Budget/Forecast 

Operating Subsidy 1,350 1,012 75 

Rehabilitation Subsidy 
(Chapter 93) 

500 0 0 

Investment  Subsidy 
(BIP/MINADER) 

365 75 21 

Investment Subsidy (MINFI 
Project) Biofabrique) 

4,992 0 0 

Sales of Products 177 33 19 

Rent 90 5 6 

Other Revenues 144 0 0 

Royalties on Coffee and 
Cocoa Exports 

2,453 1,094 45 

Carry Forward from Previous 
Year 

3,701 3,701 100 

Total 13,773 5,920 43 

 
Source:  SODECAO Annual Reports 

 
The shortfall in SODECAO's receipts has severely constrained the implementation of its planned 

programs.  An indicative breakdown of the impact of the shortfall of receipts on expenditure and 

commitments covering the first 10.5 months of 2018 is shown in the table below. SODECAO's budget for 

2019 is around FCFA 8 bn.    The lack of financial resources continues to have a serious negative impact on 

SODECAO's ability to fulfill its mission.  

  

Table 3. SODECAO shortfall between revenue and commitments 2018 

Type of expense Forecast Actual up to 
November 15, 
2018 

Commitments as of 
November 15, 2018 

Total (actual and 
commitments) 

Total (percent 
of forecast) 

Program Support 2,635 2,323 0 2,323 88 
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Operational 
Programs 

2,712 829 619 1,448 53 

Project 
Biofabrique 

8,426 0 2,094 2,094 25 

Total Expenses 13,773 3152 2,712 5,865 43 

 
Source:  SODECAO Annual Report 

 

 

Future prospects and recommendations 

 

81. SODECAO's Strategic Plan for 2020-2027 gives a detailed analysis of the predicament faced 

by SODECAO and lays out a series of measures intended to put SODECAO in a position to fulfill its mission 

and enable the cocoa industry to realize its economic potential.  The plan includes three programs: (i) to 

double cocoa yields through distributing high quality planting material and training producers, (ii) to 

stimulate increased production activity through incentives to young farmers, partnering with growers' 

organizations and other partners, and (iii) to re-dynamize SODECAO itself through investments in its 

physical facilities and equipment, implementation of performance management, improved information, 

financial and human resources management and improved public information programs.    

82. The investment cost of these programs is estimated at FCFA30 bn over the 8 year period.  This 

amount will be in addition to SODECAO's annual budget of FCFA8 bn.  The proposed sources to cover the 

financing gap of FCFA3.75 bn per year are an increase in the export royalties from FCFA8/kg to FCFA30/kg, 

doubling the selling price of cocoa plants from FCFA 50 to FCFA 100 per plant, and the preparation of 

projects for submission to technical and financial partners. 

83. It will not be easy to reverse many years of decline and to transform SODECAO into a dynamic 

institution capable of promoting radical change and modernization in cocoa production.   If finance 

is to be attracted, and if the new Strategic Plan is to succeed there will need to be a complete change in the 

way SODECAO does business, to promote the conversion of cocoa farming into an agribusiness, to improve 

coordination with existing partners in the public sector, to create new partnerships with the private sector 

and to strengthen the roles and capacities of producer organizations.  To achieve all this there will also be 

a need to overhaul and strengthen SODECAO's internal management structures and systems.   

84. Other models of success and initiatives being taken in Cameroon and elsewhere can provide 

some good examples.   For example, even though SODECAO is a public establishment, almost entirely 

dependent on Government finance, and with different rules for financial accountability and audit than the 

SOEs, it could review the lead being set by SODECOTON in terms of private participation in its governance 

and activities.  It could look at the discussions that CDC is presently having with potential private partners 

in the banana industry, and the plans of SEMRY to commercialize its operations and devolve its activities to 

producer organizations and other private partners.  
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IV.   Options for Reform 

 

85. The analysis of agricultural SOEs and Public Establishments presented in this report confirms 

that the group as a whole has been operating at losses while being supported increasingly by 

government subsidies.  The SOEs in the sector are a heavy burden on the Government budget and are 

also inadequately delivering on their mandates. A number of the individual enterprises are in crisis. 

Government has already begun or is planning to implement a number of measures to rectify the situation.   

The time is now right to accelerate these measures and to take some additional bold actions to correct the 

problems.   

Summary of Phase 1 Recommendations 

86. The World Bank's October 2018 report "Corporate Governance and Financial Performance of State 

Owned Enterprises in Cameroon "included a detailed set of recommendations with respect to the entire SOE 

sector in Cameroon. In summary the recommendations included: 

Short term (within six months) 

• set up a centrally managed SOE database  

• clarify and strengthen SOEs' reporting requirements 

• extend and deepen the monitoring and evaluation of SOE operational and financial performance 

and compliance with corporate governance practices, including the preparation of an aggregate 

annual report on SOE performance 

 

Medium term (within one year) 

 

• strengthen SOE fiscal risk monitoring and each year annex a SOE fiscal risks statement to the 

National Budget 

• clarify, centralize and remove overlaps in institutional arrangements for SOE performance 

monitoring 

• review and improve SOE performance agreements with a focus on operational performance 

monitoring and achievement of results 

• strengthen the selection and composition of SOE boards of directors and management to include 

more private sector commercial management expertise 

• explore options for private participation in SOE ownership and management 

• calculate the true cost of SOEs' non-commercial  public service obligations and ensure that they 

are fully reimbursed to the SOEs through the national budget 

Longer term (12-18 months) 

• prepare an SOE ownership policy to include the rationale for government ownership.  The policy 

should include general performance objectives and targets, and corporate governance principles 
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aimed at improving autonomy and accountability of SOEs including reporting requirements, board 

and management selection and remuneration and performance assessment 

• strengthen and ensure consistency in the legal framework for SOE oversight and governance by 

preparing detailed implementing regulations 

• carry out reviews of individual SOEs or sectors where SOEs are active and prepare and implement 

costed restructuring plans where necessary 

 

87. The implementation of the above recommendations will be particularly important to enable the 

agricultural SOEs to improve their performance and fulfill their mandates while reducing their burden on 

public finances.   These recommendations are already in various stages of implementation including with 

support from the development policy operation series, which has supported the passing of two framework 

laws on SOEs and EPAs and regulations on SOE monitoring and transparency and remuneration of SOE 

staff,  The next DPO will support the evaluation/audit of several structurally important SOEs and the 

preparation of restructuring plans.  A World Bank project of support to PFM reforms (PEPS) foresees 

supporting technical work on SOE reforms including the preparation of an SOE policy and the preparation 

of performance contracts.   

Recommendations for the Agricultural Parastatals 

Organizational and Operational Restructuring 

88. The need for major restructuring in the four entities covered in this report has long been evident. 

Their present situation is financially and operationally unsustainable.  In the case of SODECOTON a bold 

restructuring plan is already underway.  In the case of SEMRY there are plans to launch a major restructuring 

over the coming year with international support.  For SODECAO a diagnosis and restructuring plan was 

recently completed.  Some restructuring initiatives have already been proposed for CDC but a 

comprehensive diagnostic and plan are also recommended not only for this entity, but also for the other 

parastatals in the sector which do not already have complete restructuring plans. 

89. For those entities which have not yet been the subject of comprehensive diagnoses and 

restructuring plans and for those for which only partial assessments have been completed, the following 

elements are needed for the diagnosis:  

• the appropriateness of the roles of the entity in the sector which it serves and its relationships with 

financiers, competitors, partners, producers, suppliers, customers and other stakeholders, in both 

the public and private sectors 

• the extent to which it is effectively fulfilling its mandates in terms of delivery of products and 

services, and the meeting of planned and agreed operational targets 

• An appraisal of the entity's financial performance, including its profitability, cost structure, use of 

assets and of explicit and implicit government subsidies, and the extent to which government 

reimburses the cost of its non-commercial public service obligations including government fixing 

of retail prices below costs of production and distribution 

• a review of the systems for monitoring operational  and financial performance 

• an assessment of the entity's organizational structure and internal management systems including 

the adequacy of its corporate governance and all aspects of its financial and accounting 

management and controls 
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• the adequacy of its skills base and effectiveness of the human resources management function 

• the condition and adequacy of its physical resources 

• a complete, fully costed and time bound restructuring plan which addresses the key weaknesses 

identified, quantifies investment needs and identifies their sources (which might include potential 

revenues and cost savings from divesting some business lines as deemed necessary by the 

diagnoses - see below), identifies opportunities for generating new revenues or increasing existing 

revenue flows, and includes detailed projections of operational and financial performance and cash 

flow.  

Promote Increased Private Participation 

90. Internationally and in Cameroon, the benefits of partial or full private ownership, and other forms 

of partnerships between agricultural parastatals and private sector and producer organizations, have long 

been demonstrated.  In cases where such measures have been implemented results have been impressive.  

A dynamic private sector already exists in Cameroonian agriculture and further efforts to boost agricultural 

production and employment through harnessing and partnering with the private sector should have major 

payoffs for the economic development, particularly in rural areas.  

91. The options for consideration are many and include: 

• partial or even full share sales.  The inclusion of private shareholders in the ownership structure of 

the companies can bring new investment, technical know-how, access to markets and improved 

operational, financial and HR management practices 

• management partnerships where the State maintains ownership of the assets but a private partner 

signs a results-based contract to manage some or all of the operations 

• divestiture or outsourcing of some core operations where the private investor has necessary 

expertise or resources such as in land preparation, post-harvest processing, packaging, transport 

and marketing 

• divestiture or outsourcing of non-core activities such as vehicle and equipment maintenance which 

can free up the enterprise to re-focus its resources on the delivery of its core mandates 

• creation of local producer organizations which are likely to have a strong motivation for success 

and can take over and manage the provision and delivery of many core and non-core services 

provided at present by the parastatals, particularly at the local level  

• partnerships with international and local agricultural research organizations which can bring in the 

results of new research, cultivation techniques and planting materials and also bring in outside 

experience of how to commercialize the research function 

Professionalize Boards of Directors 

92. The quality of the Boards is critical in determining enterprise strategy and accountability for 

managerial performance.  Boards of SOEs and Public Establishments in Cameroon consist mainly of ex-

officio public servants, political appointees, and sometimes representatives of the employees.  Many of 

these individuals may be well qualified academically but the Boards as presently composed, and their 

methods of selection, appointment and evaluation have a number of shortcomings which are at variance 

with international good practice.  Measures to professionalize SOE and Public Establishment Boards will be 

an essential component of successful restructuring and performance improvement in the agricultural 
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parastatals in Cameroon.  The following measures are recommended for consideration: 

• the enabling legal documents for the agricultural SOEs and EPs should be modified to specify the 

professional, technical and managerial competencies to be required on each Board 

• expertise required on Boards should include financial and general company management expertise 

as well as appropriate sector skills relevant to the activities of the enterprise 

• the number of government, politically connected and ex-officio Board members should be 

minimized and the balance changed in favor of the appointment of independent directors with 

private sector expertise 

• rules for the strict avoidance of conflicts of interest of board members should be adopted or 

enhanced 

• a transparent public process for the nomination, selection and appointment of directors should be 

adopted 

• uniform guidelines for SOE/EP Board member remuneration should be adopted  

• systems for monitoring and evaluating Board member performance should be adopted 

• consideration should be given to creating a pool of qualified candidates for SOE/EP board 

membership, and 

• specialist corporate governance training should be required for all Board members. 

Strengthen Performance Monitoring including the use of Performance Agreements 

93. Performance contracts have been adopted for some agricultural parastatals in Cameroon in recent 

years.  It is well known from more than 25 years of international experience12, including experience in 

Cameroon, that such contracts are not a panacea for success. Based on these lessons, to be effective both 

parties to the contracts need to take their obligations seriously and honor them. Performance agreements 

need to include: 

• a clear statement of the mandate of the enterprise and of its core activities 

• a description of the company's vision and strategy 

• a clear description and detailed costs of non-commercial public service obligations 

• a set of rigorous financial and non-financial performance indicators and targets 

• reporting requirements and deadlines  

• dividend policies where appropriate 

Calculate and Reimburse the Costs of Parastatal Public Service Obligations 

94. Non-fulfillment of the financial obligations of the State has been a key contributing factor affecting 

the poor financial and operational performance of the agricultural parastatals.  A critical step in the 

rehabilitation and restructuring of these entities will be timely and full reimbursement by government of 

their agreed non-commercial public service obligations.   

95. A first step will be to  calculate of the costs of these PSOs accurately.  This may require 

improvements in the cost accounting systems within the parastatals themselves. The second step should be 

the inclusion of these costs as line items in the national budget.  And the third step should be their 

disbursement in full and on time.    

 
12 "Corporate Governance of State-Owned Enterprises", A Toolkit, World Bank, 2014 
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Strengthen financial, performance, and fiscal risk oversight 

96. Recently some welcome steps have been taken in Cameroon to strengthen central oversight 

and supervision of the SOEs and EPs. But this is still a work in progress and these efforts need to be 

continued until the performance monitoring system is running effectively with uniform, regular and timely 

reporting from the SOEs combined with comprehensive performance analysis by the oversight structures 

(CTR and DPC) .   

97. Conduct a fiscal risk assessment. Given the ongoing need for substantial direct government 

financial support to the parastatals combined with contingent government liabilities resulting from 

parastatal indebtedness and arrears, regular preparation and publication of fiscal risk assessments for the 

agricultural parastatals is an urgent necessity.  

 

Conduct a comprehensive evaluation of state support to the agriculture sector and review the role of 

SOEs as an instrument of state support.   

98. Evaluate current support to the agriculture sector and adjust the strategy. As part of the overall 

effort to prepare a national SOE policy, government should evaluate their ongoing support to the 

agriculture sector and determine whether SOE is an appropriate instrument for achieving their objectives 

of increased investment, production and income to farmers.  Experience from the recent past suggest that 

SOEs have not been able to deliver on these goals.   While it is possible to restructure SOEs and thereby 

increase their performance, government may instead want to focus their support on the core public services 

such as effective regulation, basic infrastructure and services, research and information.  
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Annex 1 Cameroon:  Trends in Financial Data and Performance Ratios for the Three Major Agricultural 
Sector State-Owned Enterprises, 2013-2017 
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Annex 2:  Financial Performance Dashboard – CDC (2013-2017) 
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Annex 3:  Financial Performance Dashboard - SODECOTON (2013-2017) 
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Annex 4:  Financial Performance Dashboard – SEMRY (2013-2017) 
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Annex 5.  Cameroon: Evaluation des dépenses en matière de recherche agricole (milliards FCFA) 

Dépenses 

Années 
Moyenne 

2013 2014 2015 2016 2017 

Salaires personnel IRAD directement 

pris en charge au MINFI 
1.221,6 1.047,6 1.055,4 1.326,0 1.501,8 1.230,5 

BIP MINRESI 1.500,0 1.174,6 1.528,2 555,0 475,0 1.046,6 

Subvention réhabilitation Chap. 93 850,0 1.500,0 300,0 200,0 2.000,0 970,0 

Appui spécial pour la Valorisation des 

Résultats de la Recherche 
487,0 0,0 0,0 1.000,0 1.230,2 543,4 

Appui spécial MINFI production 

semences pour les régions du Nord 
100,0 0,0 0,0 0,0 0,0 20,0 

Fonds BAD 197,0 74,3 0,0 0,0 0,0 54,3 

Production des semences in vitro de 

bananier/plantain MINADER 
583,4 252,6 0,0 0,0 0,0 167,2 

Projet semences hybrides de maïs 

MINADER 
224,1 0,0 389,2 80,0 0,0 138,7 

Champs semenciers FISCR 

réhabilitation et création 
75,0 0,0 0,0 0,0 0,0 15,0 

Contrat désendettement 

développement C2D 
81,0 1.469,7 185,1 886,3 0,0 524,4 

Subvention de fonctionnement 

Chap.60 
1.377,1 2.300,0 2.300,0 2.300,0 2.300,0 2.115,4 

Ressources propres IRAD 1.048,3 704,5 1.287,5 1.095,5 810,0 989,2 

TOTAL IRAD 7.744,6 8.523,3 7.045,3 7.442,7 8.317,0 7.814,6 

CGIAR et universités nationales* 3.319,1 3.652,9 3.019,4 3.189,7 3.564,4 3.349,1 

Total 11.063,8 12.176,2 10.064,7 10.632,4 11.881,4 11.163,7 

PIB agricole 2.221.200,0 2.457.800,0 2.701.200,0 2.928.800,0 - - 

Dépenses en % PIB agricole 0,50% 0,50% 0,37% 0,36% - - 

Note : A la lumière des échanges que la mission a eu avec les responsables de l’IRAD, il a été estimé que 30% des 

dépenses de recherche agricole sont réalisées par les centres du CGIAR et les universités et 70% par l’IRAD.  

 

Source : Table Reproduced from the Public Expenditure Review of the Rural Development Sector in Cameroon, 

EU/AECOM, 2018 
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Annex 6.  Cameroon: List of SOEs in the Agriculture sector 

Company Full Name 
Primary 
Sector 

Activity 
State 
Share 

Public 
Entities 
Share 

Private 
Share 

Revenue (2017) 

ANAFOR 
Agence Nationale d’Appui 
au Développement 
Forestier 

Agriculture 

ANAFOR supports communal, community 
and private foresters in the technical and 
financial planning of their forest 
plantation projects (definition of nursery 
and plantation routes, development of 
monitoring guides). 

100 0 0 
                                               
115,698,719.00  

CDC 
Cameroon Development 
Corporation 

Agriculture 

CDC is an agro-industrial complex that 
grows, processes and markets tropical 
export crops. Its major products include 
banana, semi-finished rubber, palm oil 
and palm kernel oil.  

100 0 0 
                                          
53,269,659,104.00  

CICAM 
Cotonnière Industrielle du 
Cameroun 

Agriculture Transformation of Cotton  25 75 0  

ECAM 
PLACAGES 
S.A 

Compagnie d'Exploitation 
Industrielle des Bois du 
Cameroun  

Agriculture 
Exploitation of wood. Transformation and 
production of of sliced sheets. 

0 30 70  

HEVECAM Hévéas du Cameroun Agriculture Rubber Plantation  10 0 90 

 
      

                                       

12,701,098,434.0013  

                                    

 

SEMRY 
Société d’Exploitation et de 
Modernisation de la 
Riziculture de Yagoua 

Agriculture 

SEMRY provides a service package to 
farmers in the areas which it serves, 
composed of seeds, irrigation and 
plowing.  

100 0 0 
                                            
2,287,912,515.00  

MAISCAM 
SA 

Société Camerounaise de 
Maïserie 

Agriculture 
Production of maize flour, maize oil, grifts 
and seed cakes. 

0 11.48 88.52  

MIDEPECAM 
Mission de Développement 
de la Pêche Artisanale et 
Maritime 

Agriculture Development of fisheries 100 0 0  

SAFACAM14 
Société Africaine Forestière 
et Agricole du Cameroun 

Agriculture Palm and Rubber plantation 20 11 69 

                                         

14,932,837,234.00  

 

SIC CACAO 
S.A 

Société Industrielle 
Camerounaise du Cacao 

Agriculture Cocoa Transformation 0 15 85  

SOCAPALM 
Société Camerounaise du 
Palmier à Huile 

Agriculture Palm plantation and Palm oil production 14 0 86  

 
13 Revenue and profit/loss data are from 2016 
14 Revenue and profit/loss data are from 2016 
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SODECOTON 
Société de Développement 
du Coton du Cameroun 

Agriculture 
Growing, purchasing, processing and 
marketing of Cotton.   

59 0 41 
                                        
119,702,922,133.00  

SODEPA 
Société de Développement 
et d'Exploitation des 
Productions Animales 

Agriculture Development and Promotion of farming 66.67 33.33 0  

SOSUCAM 
Société Sucrière du 
Cameroun 

Agriculture Sugar production 15 6 79  

SOTRAMAS 
Société de Transformation 
du Manioc de Sangmélima 

Agriculture Production and transformation of cassava 0 100 0  

UTAVA 
Unité de Traitements 
Agricoles par Voie Aérienne 

Agriculture 
Aviation company for agricultural 
treatments 

100 0 0 
                                            
1,048,635,436.00  

 


