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RESEARCH: A CASE STUDY OF THE SUGARCANE FEEDS CENTRE

Vishnu Ramlogan

(Department of Managemeqr Studies,

The University of the West Indies, St. Augustine, Trinidad,
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Underdeveloped countries are
increasingly being called upon to
allocate portions of their resources to
research. The demands of economic
survival and political. sovereignty, in
an environment of rapid technological
change . and increasing economic and
political conflict, require a detree of
self-sufficiency on the part of
underdeveloped countries in the
production of new knowledge.
Following colonialism, underdeveloped
countries generally relied on their
former colonial musters, international
Institutions, • various bilateral or
miltilateral arrangement, and foreign
private Investors for the furtherance

of their economic interests and for

the development of• their skills and
knowledge. Decades later, however,

the initial underdeveloped countries,

with few exceptions, are still
underdeveloped: they are still
producers of basic raw materials,
unemployment and underemployment
Persist, high inflation rates and lack

of capital hamper their development.
Furthermore, these countries have not
diversified their economies, their
dependence on their former masters
for Markets and technology persists,
and they have not yet developed a
basis foi self-sustained economic
growth.

Of the few countries that have
escaped the underdevelopement trap,
one of their notable characteristics
was the level of resources • that they

devoted to research and the degree of
success of their research. Indeed,
the experiences of these countries
serve as a lesson to others about the
necessity for producing for
themselves, skills and knowledge that
are appropriate for their particular
stage of development. In this regard,
the Caribbean T.echnology Policy
Study' pointed out the necessity for
Caribbean countries to invest in
research and development, and to
rationalise their policies of research
and development in the interest of
their economic independence.

The larger issue of research
policy is not the subject of this
paper. The paper takes as given that
countries have decided to devote
resources to research, have created
institutions and undertaken specific
projects e.g. the Sugar Cane Feed
Centre. Once these have been done,
the concern of the paper is with the
steps which can be taken to ensure
that resources assigned to research
and development for agribusiness, are
used effectively and efficiently for
the achievement of intended goals and
objectives. The Sugar Cane Feed
Centre is used as a case study as it
is of particular significance to
agribusiness. One of its objectives is
to determine the . commercial and

1 IIEssays on .Science and Technology
Policy in the Caribbean", Social and
Economic Studies, Vol.28, No.I, March
1979, ISER.
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economic viability of using sugarcane
derived feeds for beef and dairy
production systems and to assist in
bringing about • the • commercial
application of sugarcane feeding
systems. 2
It is to be expected, therefore that
the Sugar Cane Feeds Centre will
Impact upon the Caribbean
agribusiness community.

Management Control Issues in
Agribusiness Research

One definition of research is all
scientific, engineering and related
activities that are directed towards
the conception and development of
technical ideas. 3

• Management control has been
defined as the process of ensuring
that resources are obtained and used
effectively and efficiently in the
accomplishment of the organisa ton's
objectives. 4 The function takes place
within the framework of strategy and
policy. It takes RS given,
organisation, • objectives and
resources. The management control
system is usually, a financial control
structure that faciiitotes the monitoring
of the activities of those who utilize
resources It is supposed to
encourage managers to take actions
that are in the best interest of the
organisation. The management control
process is .a rythmic set of• activities
that include planning, programming,
budgeting, analysis of performance
and rewarding and sanctioning for
performance achieved, it aims at

2
Plan of Operations of the Sugar Cane

Feed Centre 1980-1981. Unpublished

internal document.

3
Langdon, R. "Control of Research and

'Development Costs", In: Financial

'Executives Handbook, Dow Jones (Ed.).

Irwin, p.665.

4 Control: In: Perspective

for Analysis. R.N. Anthony (Ed.)

Management Services Vol.1, No.1, 1964.
American Institute of Certified Public

Accountants.
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fostering the effective and efficient
utilization of resources.

A consideration of the subject
matters of research and management
control will reveal the key issues of
management control of agribusiness
research. The first issue is on
appreciation of the fact that research
activities • are different from routine
operational activities. The major
difference is the level of uncertainty
associated with research compared
with the predictability and
programability of operational
activities. Objectives for the latter
can easily be expressed in terms of
cost standards, input standards and
output standards per period of time.
Performance under these conditions
can easily be analyzed, monitored and
rewarded/sanctioned. With research,
however, standards cannot be as
easily set. ItesourCe requirements for
achieving ' a particular result are
usually unknown. The number of steps
required to achieve the result is also
often unknown. Therefore, it may be
difficult to set standards by which
actual achievements may be judged.

The second issue is ,the hNig
term nature of agribusiness research.
It may take several years before
results are actually achieved. For
example, it takes nine years of
experimentation before a new variety
of sugarcane can' be fully tested to
assess its commercial potentia1.5 And
at the end of the period, the
conclusion may well be that the
variety should not be commercialized.
These two characteristics of
agribusiness research i.e.,
uncertainty and long term nature,
often lead to the view that
management control of research is
Impossible. Or alternatively, the view
Is taken that the level of discretion
that is necessary to assess resource
allocation decisions and the
effectiveness and efficiency of their

5
Carr, T.W. (1983): Caroni Resehrch

Station. Unpublished .internal document
1983. 4t
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use, is so high as to nullify the
utility of any such efforts.

A third feature of agribusiness
research that has implications for
management control is the
unpredictability of the end result.
This is in direct contrast to, for
example, a manufacturing operation,
where one knows exactly what to
expect at the end of fixed periods of
time. Here one can easily judge
success and failure of both the
organisations and its managers. But
can one judge researchers to have
failed if the expected results have not
been achieved? If the answer is in
the negative, then criteria other than
end results have to be developed for
the purpose of assessing agribusiness
research efforts.

A fourth feature of agribusiness
research that must be noted is the
inherent tendency towards conflict
between researchers and the sponsors
of research. Researchers/scientists
are generally concerned with
achieving perfection or near
perfection in their inventions or
developments. Cost• considerations and
input/output relationships are of less
concern to them. Sponsors of
research, on the other hand, are
usually interested in achieving quick
results and in controlling costs.
Sponsors therefore, may be quite
prepared to sacrifice perfection in the
interest of making research results
operational or advancing profits and
this may conflict with scientific
interests. Management control,
therefore, has a tremendous task of
harmonizing the goals and objectives
of the research sponsors with the
goals and objectives of the re-
searchers.

Fifth and finally, the difficulty
of measuring research results

6
Anthony, R.N., Dearden, John and

Richard F. Vancil: Management Control
Systems: Text and Cases and Readings.
Irwin.

quantitatively, presents difficulties
for management control. The
performance analysis phase of the
management control process is
simplified if controllers are able to
quantify actual achievements and
compare them with quantitative
targets that were initially • set as
goals. In the absence of quantitative
achievements and targets however,
there is tremendous scope for conflict
over whether satisfactory results are
achieved for the resources expended.
A great deal of judgement and
discretion is necessary at this stage
and although some conflict is
inevitable, if proper control systems
are set up at the start, conflict can
be minimized.

In view of these five issues of
control, it is appropriate to ask at
this point, just what functions can
management control perform, and what
benefits can the sponsors of research
expect from implementation of
management control systems? Anthony
Dearden and Vancil6 give some useful
guidelines that help answer these
questions:
(a) Determine the magnitude of the

task to be done and decide on
the amount of financial
commitment to research and
development over the next
several years.

(b) Decide upon the direction of the
research and development effort.

(c) Evaluate the effectiveness of the
research and development group.

(d) Two types of performance
reports are necessary:-
(i) The first compares the

latest forecast of total costs
with the approved project,
for each active project. The
main purpose of this report
is to help determine if
changes are necessary in
approved projects.

(ii) The second is a report of
actual expenses compared
with budget. Its main
purpose is the help the
research executives in
expense planning and to
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make sure expense
commitments are being met.

Basically therefore, sponsors of
agribusiness research can expect that
proper management control will give

them timely information to
continuously reevaluate their

commitment to research projects.
Information would be of the type that

permits them to judge whether results

obtained are reasonable for the

resources expended, whether the

potential results justifies further

resource commitments, and whether

the remainder of the research

required can be afforded. Also,
sponsors will be able to judge,
continuously, whether the level of

effort being expended on the research

is adequate, and conforms to original
agreements as to the desired level of

effort, and whether resources

consumed meet all the criteria of

integrity that are expected.
It is in the context of these

guidelines and the five issues of

management control of agribusiness

research that the Sugar Cane Feeds

Centre will be studied. The rest of

the paper briefly traces the history

and performance of the Sugar Cane

Feeds Centre to date, then analyses

the concerns of the executing agency,

and makes some recommendations that

can hopefully be applied to the

management of both the SFC and

agribusiness in general.

Sugarcane Feeds Centre (SFC)

Background:

Research sponsored by the
Canadian International Development
Agency (CIDA) in St. Kitts and
Barbados between 1968 and 1974
demonstrated that there was potential
for commercialization of livestock
production based on diets that
included substantial proportions of
processed whole sugarcane. These
results motivated C IDA, in
conjunction with The University of
the West Indies (UW1) and the
Trinidad and Tobago Government to
create the Sugar Cane Feeds Centre

(SFC) in 1976.
The years 1976-1979, generally

referred to as Phase I of SFCs life,
were funded solely by CIDA. The
contribution of the ' Government of
Trinidad and Tobago was 60 hectares
of land, the services of .public
utilities, and duty free concessions on
imported requirements. Ultimate
responsibility for the administration of
the SFC lay in a contract between
CIDA .and McGill University's Royal
Institution for the Advancement of
Learning. During this time, both the
Director and Assistant Director of the
SFC were based in Canada. The next
position in the formal hierarchy, that
is the Manager, was based in
Trinidad. An accounting firm was
hired to design the accounting,
reporting and budgeting procedures
at the start of Phase I. In the
conduct of its affairs, the SFC
interacted with a McGill Executive
Committee, a Caribbean Advisory
Committee and a UWI-McGill Advisory
Committee during Phase I. This phase
has been described as the period of
establishment, organisation and
growth. 7

January 1980 to September 1981
has been called Phase II of the SFC.
During this period, the project was
funded jointly by CIDA and the
Government of •Trinidad and Tobago.
The Director of the project described
this phase as a period of consolidation
and technical results.8

Phase III of the project was
planned to cover the period October
1981 to December 1984. Funding in
this period is being provided solely
by the Government of Trinidad and
Tobago. McGill University Executive
Committee has ceased to be the
executing. agency.. They . have been

7
Neckles, F. (1982): Sugar Cane Feeds
Centre — A Business Policy Paper.
Submitted to the Dept. of Management
Studies, UWI, St. Augustine, p.6.

a
Ibi

d
, p.6.
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replaced by Caroni (1975) Limited. The.
objectives for the SFC .in Phase 111
are:
1. To establish and demonstrate on

an ongoing basis, the technical
feasibility of feeding cattle on
rations consisting primarily of
sugarcane derived feeds;

2. To determine the commercial and
economic • viability of using
sugarcane derived feeds for beef
and dairy production systems,
and to assist in bringing about
the commercial application of
sugarcane feeding systems;

3. To develop the sugarcane
feeding technology in Trinidad
and Tobago and to facilitate the
transfer of such technology
within Trinidad and Tobago and
other countries where
appropriate. 9

Organisation

The organisation chart of SFC is
shown in Figure 1. The formal
organisation includes in addition to
the normal operating positions, an
Advisory Committee and an Executing
Agency. The role of the Advisory
Committee has been described as: The
main responsibility of this committee
is to monitor and e .aluate the overall
progress of the project and to advise
the Government on policy, financial
and technicel matters. 10 The
composition of this Committee includes
representatives of the Ministry of
Agriculture, Lands and Food
Production, The University of the
West Indies, the Ministry of Finance
and Planning, Caroni (1975) Limited
and the SFC. The responsibilities of
the Executing Agency are to:
(a) Ensure that the objectives of the

project are achieved •
(b) Control and supervise

.9
Annual 'Report. SFC October 1,
Dec. 31, 1982. Pokhor
Longdenville, Trinidad, W.I.

10
Ibid.

11
Ibid.

1981.
Rd.,

Expenditure incurred on behalf
of the project
Appoint staff to the project and
service them administratively as
required
Ensure preparation of annual
work plans and programmes
Ensure preparation of budgets
and applications for release of
funds

(f) Employ contractors and
consultants as may be necessary

(g) Develop suitable training and
out-reach programmes to
propagate findings of the .Centre
nationally and regionally as
appropriate .11
The work of the SFC is divided

into nine sub-projects. These projects
are all integrated with each, other.
The organisation into nine groups is
for administrative and operational
convenience. A brief description of
these nine projects is as follows.12
1. Sheep Rearing - This project

has been added to the SFC list
of projects in 1983. The project
aims to:
(a) determine input/output

parameters for locally bred
sheep on sugarcane diets

(b) evaluate .the effect of such
diets on production
parameters

(c) develop with economic
evaluation, a system of
intensive feeding of sheep

To date, 24 sheep have been fed on
four different diets. Average daily
weight gains (ADG) over a 77-day
period have been 0.24, ,0.24, 0.18
and 0.13 kg respectively. Carcass
evaluation of these animals will be
done in 1984. ADG achieved so far
are in excess of ADG achieved
elsewhere for similar animals.
2. Calf ..Rearind • - SFC has raised

approximately 1700 calves
between June 1977 and December
1982. During this period, the

• effect • of different variables on

12
Sugar Cane Feeds Centre — 1984

Budget. Descriptions summarised from
1984 budget.
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technical and economic measures
of performance have been
studied and a standard SFC calf
rearing system has been
developed. Calf mortality in the
period January to June 1983 has
been at a level of 7.8 per cent.
This compares favourably with a
commercially acceptable level of
up to 15 per, cent. ADG over a
70-day period has averaged 0.35
kg.

3. Pre-Cattle Growth - Animals from
calf rearing project go to the
pre-cattle growth project after
70 days. In 1982, ADG in this
project averaged 0.6 kg and
compared to previous ADG of
0.35 kg. This has led _ to a
reduction of the time needed for
animals to achieve a liveweight of
100 kg from 6.4 months to 4.6
months.

4. Cattle Growth - This project
includes both cattle and water
buffalo. The objectives are to:
(a) determine feed and other

input and animal production
coefficients so that technical
and economic feasibility of
feeding systems can be
determined.

(b) implement modifications and
determine their effects on
technical performances,
economic returns,
subsequent production
(females), and also quantity
and quality of meat.
Between Phases I and II,
ADG have approximately
tripled. This has led to a
reduction in animal stay in
the feedlot from 36 to 20
months. Various feeding
formulae have been worked
out and phase feeding
concept has been
.developed. Carcass quality
has shown improvement and
water buffalo has shown
encouraging potential.

5. Dairy Unit and Heifer
Replacement - Females from the

6.

7.

cattle growth' project are
assigned .to the dairy unit upon
achieving a liveweight of 250 kg.
Here an attempt is made to
determine the technical and
economic viability of using whole
mature sugarcane and. its
by-produts ar major components
of a dairy cattle ration. So far,
this project has demonstrated
that non-protein nutrients
together with molasses and other
energy supplements has potential
for high production yields. A
system of matching diets to
lactation phase has been
developed and research is in
progress to develop local sources
of protein to replace imported
protein. The project has
demonstrated a negative
correlation between increasing
fibre content of diets and milk
production. Average daily milk
production per cow is 11.25 kg.
In the heifer rearing scheme,
the reproductive performance of
animals calving at 28 months is
analyzed. Results so far compare
favourably to Nuth American
standards.
Sugarcane Production
Sugarcane forms up to 40 per
cent of the diet formulations of
SFC animals. The Centre
maintains 18 - hectares of
sugarcane and this supplies its
animal needs of approximately
2000 tons. Sugarcane is prepared
and stored as silage as this
permits use when quality is at
its best and harvesting can be
done when traction is optimal.
Cane yields have averaged 80
tons per hectare.
Protein Crops - Sugarcane is
deficient in proteins, vitamins
and minerals. Supplements,
therefore, have tr.', be added to
sugarcane and protein is the
major supplement both in terms
of quantity and cost. Currently,
Trinidad and Tobago imports
proteins that are very expensive

P.
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for animal feeds.
Experimentation is being
conducted on the crop leucaena
leucocephala to evaluate the
effectiveness of this forage as a'
protein supplement. L,eucaena

has a protein content of 20-25
per cent on a dry matter basis.

8. Small Scale Farm Project - This
project attempts to obtain
detailed information on the
technical and economic impact of
sugarcane feeding on farmer
operated small scale dairies. So
far a high level of collaboration
has been achieved from nine
farmers located on the State
Lands Development Project and
two others who are private
farmers.

9. Enterprise Resource
Analysis/Economics Project - In
order to fulfill its objective of
demonstrating economic feasibility
and commercial viability of
sugarcane based feeding
technology; the SFC attempts to
determine economic parameters
for incorporation in models
designed to simulate alternative
cattle production systems
utilising sugarcane. So far,
production . and cost information
for two models (farm sizes) have
been developed. One model
envisages a farm of 100 head,
and the other, a farm of 500
hear. In this project the SFC
also attempts to do extension,
training and demonstration work.

10. Other Activities - The SFC has
participated in several seminars,
presented several research
papers on its work, and receives
visitors to its facilities • on a
regular basis. The Centre has
also had its work on exhibition,
is represented on various
committees and its personnel has
had • regular communication with
farmers in an outreach
programme.

Executing Agency Concerns'

Earlier (under the heading
'Organisation') the functions of the
Executing Agency (Caroni (1975)

Ltd.) were listed. Of these functions,
the first on the list, that is (a)
Ensure that the objectives of the
project are achieved, is considered by
Caroni (1975) Limited, to be the most
important. The other functions, i.e.
(b) to (g) are activities that have to
be undertaken to ensure that (a) is
achieved. Since January '1983, the
Executing Agency has been seeking
information on various matters in
order to do its job.

The first concern has been with
the objectives of the SFC (objectives
listed under. 'Background' to SFC)
These objectives are stated at such a
high level of generality that it is
almost impossible to determine on an
ongoing basis whether they are being
achieved. Whether or not the SFC has
been successful, or is proceeding
satisfactorily, in demonstrating the
technical feasibility of feeding
sugarcane-based rations to cattle, can
be determined only if pre-set
objectives and goals of technical
feasibilit5i, are set*, and performance of
SFC is compared to these pre-set
objectives* and goals on ..an ongoing
basis For example, for sugarcane
based rations to be • acceptable for
feeding cattle, it has to - be
demonstrated that comparable
performance to other .rations can be
achieved in terms of .average daily
weight gains, levels of milk yield, and
levels, of mortality. However, the
Executing 'Agency .has been unable to
determine so far, -whether anycne or
any organisation has set standards
for these parameters for SFC to
achieve, whether SFC has set its own
targets that it is attempting to.
achieve,• and, in current
monthly /quarterly /annual reporting
practices of .SFC, goals of the type
being discussed are. 'conspicuous by
their absence.

Similarly, goals for measurement
of .achievement .or progress towards
achievement . of commercial and
economic . viability • are not to be
found. The Executing Agency .of SFC
finds itself unable to judge SFC's
performance on its second objective in
the absence ,of short term targets for
cost of production of pregnant,
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animals, meat, milk, feed etc.
Although two models for production of
100 hear and 500 head farms were
developed in the 1982 annual report,
these models were not compared to
any standard, and the Executing
Agency found reason to question the
costings that went into the models.
The Executing Agency feels that it
can do its job effectively only if there
were pre-set cost and revenue
standards for SFC, and if these were
compared to actual costs and revenues
on an ongoing basis.

The second concern of the
Executing Agency is whether the
goals of technical feasibility and
commercial and economic viability can
be treated separately. Since it is
hoped that the technology will
eventually be adopted by farmers, the
SFC has to be • concerned with the
cost of the technology as much as it
is concerned with the technical
feasibility of the technology.
However, current reporting practices
are very deficient in financial
content.

in order to ensure that the
objectives of the project are achieved,
the Executing Agency feels that one of
its primary responsibilities is to
advise the suppliers of funds on a
continuing basis, whether they should
remain committed to the project. To
do this, the Executing Agency needs
to know:
1. The targets for technical

parameters that SFC is
attempting to achieve. Since this
research is ongoing, the
Executing Agency expects that
these parameters will be
periodically revised but cannot
accept that there are no such
standards. The Executing
Agency also needs to know the
time periods within which the
SFC expects to achieve these
standards.

2. Similar standards for commercial
and economic viability.

3. On a quarterly basis, the SFC's
progress in respect of the goals
set, costs that have been
incurred compared to budget,

and the latest forecast of the
total cost and time to complete
the entire project.
The role, therefore, that the

Executing Agency sees for itself, is
one of management control of the
SFC. It recognises that agribusiness
research is characterised by
uncertainty, that it is long term in
nature, that the end result is
unpredictable and that there is
potential for conflict between itself
and the •SFC. However, as John L.
Nickle observed: I like to remind our
scientists that what we expect from
them is relevance and responsibility
and in return we in the administration
owe them thrust and flexibilityP The
Executing Agency is willing to show
trust and flexibility but will feel that
relevance • and responsibility. are
demonstrated when it can, on an
ongoing basis, obtain the information
listed as 1,2,3 above..,

Recommendations

1. Objectives and Goals - The
direction of research has to be
set by the sponsors of the
research. Those who make
resources available for the
conduct of research have to be
clear in their own mind about
their expectations. Being the
owners of the resources,
sponsors are entitled to
determine how the resources
should be used. They therefore
must set .the objectives of the
research. The characteristic of
objectives is that they give
direction to an organisation over
the long term and are unlikely to
be changed frequently. however,
for objectives to be
operationalised, they must be
broken down, into goals. A goal
is a finite measurable portion of

11
-Nick, John L. •et al. (1983):
Agricultural Research Management.
Address to Workshop on Agri. Res.
Policy & Management in the Caribbean,
Port of Spain, Trinidad. Sept. 26-30
1983. UN/ECLA.
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an objective. While it may not be
possible to determine precisely
the resources that may be
required or the time within
which objectives may be
achieved, it is possible to do so
for goals. While objectives assist
in the determination of
organisation policy and the
formulation of plans, practical
resource allocation decisions, and
assessments of the efficiency and
effectiveness with which
resources are used, can only be
made on the basis of goals.

The SFC has objectives.
Three are :listed under the
background discussion to the
SFC. However, the Executive
Agency senses that these have
not been operationalised by
converting them into goals. It is
both in the interest of the SFC
and the sponsors of the research
that goals be set and updated
periodically. SFC would then
have a basis for proving whether
they are utilizing the resources
efficiently and effectively, and
the sponsors will also have a
basis for determining whether
they continue to have a
commitment to SFC. The
scientists who work at SFC are
very much aware of the
parameters/variables that they
are seeking to influence. These
are average daily weight gains,
animal mortality,, carcass quality,
milk yields, and cost of inputs.
While it is normal for scientists
to be impatient with
administrative requirements, a
certain minimum is necessary. It
is recommended, therefoi-e, that
the SFC take the time and effort
to operationalise its objectives by
setting goals for each of the
parameters /variables identified
above.

This recommendation is of
general applicability to all
organisations, whether doing
research or production activities.
It is not sufficient to merely

know objectives when making
resource allocation decisions. It
also is not good management to
make decisions on resource
utilisation solely on the basis of
objectives. Rational resource
allocation decisions can be made
only if goals are set; the time
and resources needed to achieve
them are assessed, and practical
mechanisms for continuous
monitoring and feedback about
resources consumed and results
attained are set up.

2. Reporting - SFC reports have to
serve three purposes. The first
is to inform concerned audiences
about the ongoing scientific work
at the SFC. The Advisory
Committee is the primary
audience in this case. Current
reporting practices at the SFC
fulfill this requirement.
The second purpose of reporting
Is to permit periodic analysis of
whether changes are necessary
in the project. Thus at least
semi-annually, the SFC needs to
recompute roughly. the time and
resources necessary to achieve
its objectives and compare these
with original estimates. of time
and resources. Such reporting
will permit sponsors to determine
whether more or less resources
should be made available to the
project. This information can
also form a basis for determining
whether direction of the research
should be re-examined.
The third purpose of reporting
Is to permit evaluation of the
effectiveness and efficiency with
which resources are being used.
Thus at least quarterly, SFC
should report progress of actual
achievements compared with goals
(of course goals will first have
to be set), actual expenses
incurred compared with budgeted
expenses, and an assessment of
whether remaining resources will
be adequate for the task
remaining.
The current reporting practices
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of the SFC do not meet the
requirements of the second and
third objectives. Moreover, it
must be remembered that apart
from being required to achieve
certain physical targets, SFC is
required to demonstrate the
commercial and economic
feasibility of implementing its
findings. Therefore, its reports
should also indicate the cost of
its achievements and what it will
cost to the typical farmer to
implement its findings.

3. Budgeting - Currently, the SFC
budgets on an annual basis. As
a general rule, research
organisations should budget for
periods much in excess of one
year. Ideally, the budget should
cover the expected life of the
project. However, this may not
be possible if the expected life
is very long or unknown. The
important point is that the
budget should permit sponsors to
judge whether they can
reasonably expect to fund the
research to completion. It can
turn out to be a total waste of
resources if the project has to
be terminated prematurely. While
this risk ' is not totally in
escapable, steps have to be
taken to minimise it by long term
budgeting.
Apart from recommending that
SFC should budget on a long
term basis, it is recommended
that SFC disaggregate its budget
by sub-project. This is because
it is necessary for SFC
internally to make the same
decisions about its sub-projects
that sponsors have to make
about the overall SFC Project.

4. Accounting - As a general
rule, sponsors of research have
to make resources available to
research groups to ensure
proper accounting and record
keeping. These resources also
must be sufficient to permit the
reporting and budgeting that
was mentioned earlier, as these

exercises would most likely be
done by the accounting services
department of the research
organisation. Provisions also
have to be made for auditing of
accounts to ensure integrity . of
the financial information.
In the case of the SFC it is
almost tragic to . say, but the
organisation has not be audited
since its inception. Arrangements
are only now being made to have
an audit done. Moreover, it is
also necessary to ensure that
certain accounts are funded,
e.g. staff pensions, gratuities
etc., to ensure that funds
intended for one purpose are not
used for another or remain
unused. The status of these
funds should also be reported
quarterly.
The major accounting
recommendation for the SFC is
that it shoUld implement a
job-costing system for each of
its sub-projects. This will have
two benefits. Firstly, SFC will
be able to determine the amount
of resources that is expended
for each of its sub-projects; and
a comparison of this with results
achieved by the project will
permit evaluation of future
resource commitments to the
sub-project..., Secondly, if the
SFC were to prepare analyses of
the commercial and economic
viability . of implementing its
findings, cost- information on a
sub-project basis will be an
essential input.

5. Organisation - Sponsors have to
ensure that in creating research
organisations, relationships are
such that the research director
can be held responsible and
accountable for the actions of
the organisation. The
interpositon of various groups
and committees between the
sporsor and the research group
can compromise this relationship.
Between the sponsor and the
SEC there are the Advisory

68

a



'4

I.

Committee and the Executing

Agency. The sponsor should

re-evaluate whether this is a

beneficial relationship.

Conclusion

The necessity for agribusiness•
research is not a disputed fact by

underdeveloped countries. What is

often problematic Is the availability of

resources to do research. The human

resources are usually the least

available. And of the human

resources, the management element is

a critical one. Underdeveloped

countries cannot undertake

agribusiness research for the luxury

and pleasure of scientists. Results

have to be produced and

operationalised rapidly. This dividend

requires good management control. 0
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