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Peter H. Staude (56) 
Chief Executive Officer (appointed 2002) 
 

Qualifications: 
BSc (Ind Eng) (Hons) (Cum Laude), 
MBA (Pretoria) 
 

Nationality: 
South African 

LCF Insights 
 
A core element of LCF's 
thought leadership 
activity is preparing a 
series of Insights 
reporting results from 
the research project. 
This LCF project has 
involved interviews with 
more than 150 CEOs 
and senior leaders from 
around the world since 
2009. The purpose of 
this research project is 
to investigate how top 
executives view the 
challenges facing their 
industries organizations, 
and themselves as 
leaders 5 to 10 years in 
the future, and what 
actions they are taking 
today to prepare. 
 
Transcripts have been 
reviewed and released by the 
participating CEO. 
 
 

LCF CEO Interview 
Series: 2011-02 

Interview conducted by 
Thomas Malnight and 
Kees van der Graaf 
 
Durban, South Africa 
11 March 2011 
 
 
 
 

Company overview 
Tongaat Hulett is an agri-processing business which includes integrated 
components of land management, property development and agriculture. 
Through its sugar and starch operations in Southern Africa, Tongaat Hulett 
produces a range of refined carbohydrate products from sugar cane and maize. 
It has considerable expertise in downstream agricultural products, biofuel 
production and electricity generation. Competition for water and alternative land 
usages is an ongoing dynamic. Tongaat Hulett balances the operational 
requirement for cane supplies to its sugar cane processing operations with the 
transition of agricultural land to other uses at the appropriate times. It is well 
positioned to benefit from the changing world of agriculture and agri-processing. 
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LCF: 

What do you see in a five-year timeframe 
as the biggest opportunities and 
challenges in South Africa as a country 
and Africa as a region, particularly in your 
sector? 

Peter Staude: 

There are a few dominant themes. First, 
the population of the world is continuing 
to grow. People also tend to eat more, all 
of which is putting more pressure on 
agriculture. And in many areas of the 
world, the agriculture supply is becoming 
limited. The irony is that in sub-Saharan 
Africa there are huge amounts of 
undeveloped arable land available and 
plenty of water. We use less than 5% of 
our fresh water. The rest just goes into 
the sea. Looking forward, there is huge 
opportunity in sub-Saharan Africa for 
food production. 

The second theme revolves around 
energy, CO2, climate change and the 
energy sources of the future. There are 
huge potential opportunities for 
hydropower and other clean energy 
sources in this region. The Congo River 
could generate more hydropower than all 
the hydropower generated in North 
America. And the capital cost to generate 
hydropower out of the Congo River, 
because of its deep basin, could be 
among the lowest in the world. 

We operate in a region that has 
tremendous untapped potential that could 
be used to address some of the critical 
issues the world is facing. But the world 
needs to focus on addressing and 
overcoming some of the issues in this 
region in order to tap into the incredible 
opportunity it offers. 

LCF: 

What are the obstacles to realizing the 
region’s potential? 

Peter Staude: 

Many of the dominant organizations in the 
world could be playing critical roles in 
developing the potential, but they shy away 
from this part of the world. In order to 
unlock some of the potential, we need to 
develop and build momentum and 
overcome some major obstacles and fears. 

Earlier this year we had a very good 
workshop organized by MIT, with some 
leading faculty heads in the areas of 
land, water and energy. They talked 
about the need for new crops for biofuels 
and about a shortage of land and water. 
Africa wasn’t featured in the debate. 

LCF: 

Is this due to ignorance or fear? 

Peter Staude: 

While there is a huge opportunity, we 
have to recognize that we are in a region 
where the socioeconomic and political 
leadership are often caught up in very 
short-term problems and dynamics. 
When you’re caught up in short-term 
dynamics, it is hard to unlock something 
that is much more long term and 
structural in nature. 

Occasionally you’ll find a minister in this 
region with a forward-looking perspective. 
We have some good examples here in 
South Africa of ministers who think five to 
ten years in the future, which is what is 
necessary to even start a conversation. 
You need to find officials who can see the 
complexities and are able to deal with the 
lack of detail that you often have to start 
with. You need to find officials who are 
able to see and understand trends and 
opportunities. 

For example, about eight years ago, we 
had a conversation with a government 
official about the fact that energy was 
going to become an increasingly 
competitive issue for nations and that it 
would require forward thinking to deal with 
these issues. Then we talked about the 
DRC (Democratic Republic of Congo) and 
the available hydropower. Despite a 
serious question of whether the countries 
were ready for this development, the 
official resisted installing coal-based 
power plants in South Africa. Instead, he 
was bargaining on getting the hydropower 
of the DRC rivers ready because he saw 
this as a much more logical five- to ten-
year solution to addressing the energy 
issue in sub-Saharan Africa. Then the 
day-to-day politics and battles made it 
difficult to execute. Even though there was 
a lot of enthusiasm and talks, it can be 
very hard to get the follow-up. 
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Another example centers on the arable 
land in Zimbabwe and Mozambique. 
There is an opportunity to establish a 
biofuel regime in this region from sugar 
cane. To get to the same level as Brazil 
in terms of ethanol from sugar cane, the 
amount of arable land that would be 
required from this region is minimal – 
something like 1% of the arable land. 
So, it’s not a land or a water issue. If 
this region could become a base for 
biofuels to the same level as in Brazil, 
we estimate that it could establish 1.8 
million jobs and significantly reduce oil 
imports. 

LCF: 

How do you personally look at these 
opportunities? 

Peter Staude: 

I have a lot of passion for the region. 
However, this is not an easy place in the 
world to be in agriculture in the last few 
years. One has to deal with 
socioeconomic and political issues all the 
time. While you get enthusiasm, you 
always have to remember that it is a long 
journey from enthusiasm – seeing the 
potential – to making it a reality. 

LCF: 

Tell us more about the barriers to 
development. 

Peter Staude: 

At the end of the day, what you need to 
run a country or a region well is what I 
would call a certain level of readiness. 
This readiness requires political 
leadership to unlock the opportunities, 
and that can prove to be problematic. It 
requires changes in the political structure 
and leadership of this region. 

You also have to understand and deal 
with the inherent hidden agendas that 
different companies have. The energy 
environment is a classic example. Say 
you have an organization and 
stakeholders that are passionate about 
renewable energy and establishing a 
biofuel regime. Then you have other 
organizations that want mega-scale coal 
plants or nuclear facilities. The 
fundamental paradigm is that you cannot 

just look at just what the energy will cost; 
you also have to look at the total impact 
on society. Some want to focus on 
providing the cheapest energy at the 
gate, while ignoring the impact on 
society. From our side, we’d rather pay 
more at the gate because it will generate 
other benefits in terms of the 
environment and job creation. 

It’s quite common to have these two 
fundamental differences between 
corporations. But, someone has to make 
some tough political decisions – that’s 
the issue and the challenge. I can lobby, 
talk, influence, work and offer to help, but 
at the end of the day, somebody has to 
decide on regulation, targets and 
processes. 

LCF: 

Is this about conflicting corporate 
interests or different political views? 

Peter Staude: 

It’s about bringing it all together into a 
framework that makes sense and that 
provides the right leadership to move 
forward. 

LCF: 

Let’s discuss food. As you said, we are 
also facing a food shortage in the future. 

Peter Staude: 

The global food opportunity might be 
even more complicated. Agriculture has 
many different issues and dynamics in 
this region. There are subsistence 
farmers aspiring to be commercial 
farmers and governments and business. 
Each has their own structures. You have 
to find a way to bring them together, 
often in partnership with NGOs. The 
analogy I sometimes use is that to get 
the structural changes required to move 
forward you need the big trees, the small 
trees and the shrubs, just like a 
rainforest. 

LCF: 

Where does a company like yours fit into 
that? 

Peter Staude: 

We work constantly on this issue, but we’re
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one of very few. When it comes to being 
able to interface in longer-term 
socioeconomic and political issues, it’s 
like running a series of marathons, and 
there are few companies with the 
understanding, patience and 
commitment. 

European companies often come in and 
think they can solve these issues quickly. 
They are looking for quick big projects. 
Ironically, this morning, a Dutch company 
that entered Tanzania with biofuels has 
just collapsed and the company is now 
bankrupt. The project involved a huge 
area and destroyed the natural forest. It 
gives the development process a bad 
reputation. 

LCF: 

Does the bankruptcy provide an 
opportunity to go in, buy up and clean 
up? 

Peter Staude: 

That is a possibility, but you have to 
recognize that there are a lot of 
marathons so you have to make some 
choices. In an organization like ours, 
there are so many opportunities to 
contribute. Mozambique has five failed 
biofuel projects now. 

LCF: 

Why have they failed? 

Peter Staude: 

These projects were not necessarily 
developed in the right way. In one 
particular case, the company tried to do a 
deal with the local farmers to get the 
land, but they didn't understand 
ownership of land in that country. It is not 
so easy to establish ownership because 
it is actually centrally held. In this case, 
the central authority pulled the plug on 
the project. Many biofuel companies 
have been in business for less than 10 
years. Some of these start-up 
companies, as I sometimes call them, 
have lots of money, but they have no 
understanding of the socioeconomic and 
political situation in Africa. 

In many African countries, the central 
government can’t dictate what happens 

in the province, and the province can’t 
dictate what happens in local areas. It’s a 
serious problem and it requires the skills 
and an understanding of the environment 
to work in Africa. 

Our biofuel focus at the moment is on 
biofuel policies rather than building 
biofuel plants. We are relentlessly 
working on developing a regional biofuel 
paradigm to create a regulatory 
framework that will unlock this 
opportunity. 

LCF: 

As a company, why are you focused on 
the biofuel side and not the food side? 

Peter Staude: 

In actuality, we focus on both. We’re the 
second largest buyer of maize in this 
region. We buy 600,000 tons a year, 
traditionally from South Africa. In our 
view, we see the South African maize 
industry shrinking in a five- to ten-year 
time horizon because the yields are quite 
low compared to the neighboring 
countries. An organization of our size 
can’t dictate policies five and ten years 
down the road; we also have to balance 
short-term issues. So we have started 
working with farmers on trying to get 
maize kick-started in Mozambique and 
Zimbabwe.  

Additionally, we’ve got about a hundred 
people working on land reform and 
establishing black farmers in South Africa 
to protect the agricultural interests here. 
We have been working on this issue for a 
number of years. As far back as the late 
1980s, we started focusing on 
establishing black sugar cane farmers. 

We have to continuously review our 
farming models as we come from a 
background of white South African 
commercial farmers, which is based more 
on US and European models than on an 
African farming model. If you looked at 
our paradigm five or ten years ago, our 
suppliers of cane were small-scale, single 
crop farmers, which I don’t think is the 
way the African model will evolve. 

LCF: 

How will it evolve? 

When it comes to being 
able to interface in longer-
term socioeconomic and 
political issues, it’s like 
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Peter Staude: 

If you’re a farmer, you have to be a multi-
crop farmer rather than a uni-crop farmer. 
But this creates a clash between our 
traditional thinking and the needs of the 
farmers. 

LCF: 

Does this reflect the difference between 
the European and US developed market 
model versus the reality here? 

Peter Staude: 

I recently had a meeting with a senior 
government official from Zimbabwe. 
Within the first 20 minutes of our 
meeting, the multi-crop/uni-crop issue 
came up. We share a passion on this 
subject and she has a deep interest in 
the welfare of small-scale growers 
around our sugar mills. 

Essentially, we have to find a model that 
brings in the resources of larger 
corporations to establish the infrastructure, 
but that can also bring in the local social 
communities and show them how they can 
make money out of crops such as sugar 
cane. We have to find a way to develop an 
area with sugar cane being the dominant 
crop, while also allowing for multiple crops. 
Other crops of vegetables, beans and 
potatoes will not suddenly make money, 
but if the need for this shift in approach is 
not recognized, food will not flow into that 
region via supermarkets and butcheries. 
Once we put our mind to this, we can find a 
way to do it; it’s not that difficult to do. 

LCF: 

Let’s talk about you as a leader for a 
moment. You’re operating in an area of 
incredible opportunity, but also an 
incredibly difficult environment. You’re 
witnessing many failed biofuel projects, 
you’re seeing lots of wasted investments in 
these areas because the investors don’t 
have the knowledge and organization it 
requires to operate here. As a leader, what 
are the challenges you face as an 
individual to tap into this huge opportunity? 

Peter Staude: 

We do sit in a world of opportunity. I 
presented my budget business plan to

my board yesterday, when some non-
executives who are not involved in our 
business every day read the plan they 
asked, “Is what you’re aspiring to do in 
the next five years possible? Or are you 
just dreaming?” 

LCF: 

What kind of numbers did you put 
forward to them? 

Peter Staude: 

We are projecting that in the coming 
years we will more than double our profit. 
When we do our budgeting, we talk about 
planning for success rather than getting 
caught up in all the obstacles. At the 
same time, we make very conservative 
assumptions on things like sugar prices, 
maize prices, currencies. We also make 
relatively unaggressive targets on what 
will actually happen in the regulatory 
frameworks. At the end of the 
presentation, the non-executives were 
excited and said, “You’ve got to develop 
these opportunities.” 

One of the key differences we have is 
we’re developing a track record of 
delivering and that makes a difference. 
We are now very close to delivering on a 
change to the external regulatory 
framework after about five years of 
struggle. But we are close to achieving a 
power price from sugar cane that will 
structurally impact the sugar industry in 
South Africa. One of our competitors 
which was closing down and exiting 
South Africa said the other day that if this 
power price becomes reality, it would 
have to rethink its South African strategy. 
This acknowledges the impact it could 
have on the region. 

This particular change is based on 
renewable energy. We are talking big 
numbers – maybe in this region about a 
thousand megawatts from the sugar 
industry. So I’m not talking a small little 
power generator. But once you get the 
right regulatory framework in place, and 
we’re now quite close to that, you can 
achieve a structural change in industry. 

LCF: 

A structural change? 
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Peter Staude: 

Yes, it will be a structural change. 
Essentially, people will get a certain price 
for the sugar cane, and there will be 
enough in that price to invest the capital 
and make a return on it. Once you have a 
low-risk project like that, you’re at the 
point where you’re valuing that fiber 
against alternative sources of renewable 
energy. And the community will be 
paying less for that electricity. 

LCF: 

You talked about two other issues. One 
is you said that South Africa is not 
necessarily the best location for the 
growth of sugar cane. The second thing 
you talked about was that using hydro for 
electricity was the real opportunity. 

Peter Staude: 

You need to bring both of them together. 
The serious hydro opportunity is in the 
DRC. And if you have a realistic view of a 
five- to ten-year horizon, it will be difficult 
for these countries to operate as one 
economic entity. The downside of the 
hydropower opportunity is where it’s 
located. So like any portfolio manager, 
you have to have a portfolio, and you 
have to recognize and manage the risks. 
And the energy portfolio for this region 
will need hydro and biofuels as well as 
other sources of energy. 

LCF: 

Two things are clear. One is your passion 
for the business. Second is the 
opportunity. And you’ve previously talked 
about a huge long legacy. For our 
understanding, talk about, from your 
perspective as a leader, what success 
looks like in five years for your 
organization. 

Peter Staude: 

In five years’ time, if we dramatically 
pursue this process, there will be a 
number of changes. First, we’ll shift more 
of our focus to developing our 
socioeconomic and political capabilities. 
You have to realize that we are in not 
only agriculture and food, but also land 
development, which we haven’t spoken 
about yet. 

We sometimes describe our vision by 
saying we want to create successful rural 
communities in the areas we operate. We 
want people who live and work in those 
rural areas where we operate to say, 
“This is a great place to work, great place 
to live, great place to bring up kids.” This 
is the direction we’re working towards for 
all sorts of reasons. Our own view is that 
we have to stop people moving from the 
rural areas to the cities, but that requires 
developing genuine rural opportunities. 
But to do this we need to develop 
partnerships with communities and 
government and we will continue to 
pursue this vision. 

Second, as an organization, we want to 
make a good return on our investments, 
which can often be quite difficult. We’ve 
been in Mozambique since 1996 and 
after investing three billion rand [R3 
billion], we’re now the biggest employer 
in Mozambique after the government. 
Within the next two or three years, we will 
show an attractive return on our 
investment. 

Over the next few years, we plan to 
expand mills for sugar production, and 
plans are in place for the first large-scale 
ethanol plant in Mozambique. Let’s put 
our ambition into perspective. We are a 
company with, let’s say, a market cap of 
R11 billion, plus R4 billion debt. So, we 
have a R15 billion capital base. Our 
business plan includes a project pipeline 
of R30 billion in the next five years – 
double the size of our market cap. That’s 
not a rough estimate; that’s after quite a 
lot of study to sort out the best 
opportunities. 

That gives you a sense of the 
opportunities we see ahead. We will 
definitely be operating in many regional 
countries in five to ten years. We will be 
in that nucleus of land, energy, food and 
water – that’s our dominant focus and it 
will continue to be. 

LCF: 

So tell me about inside the company. 
What’s going to be different inside the 
company in five years? 

Peter Staude: 

There are a number of dynamics going on 
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inside the company. The first is in terms 
of our people and our people skills. For 
example, the BEE (Black Economic 
Empowerment) scorecard is well 
established in South Africa. If you and 
your corporation don’t work on the BEE, 
you’re not in the right place. We are a 
level 2 contributor.  

We also build on our long-established 
history and our ability to work in all the 
necessary areas to succeed here – 
procurement, enterprise development, 
social investment. We do these basic 
things really well.  

We’re now working on how to develop 
the organization skills to deal with some 
of the issues we talked about earlier, and 
these are much more difficult to address. 
We are focusing on building the 
leadership ability in our organization to 
effectively work with and influence 
communities and governments. We have 
to deal with what I call “weak signals” to 
help everyone see and understand the 
opportunities and work together to make 
them a reality.  

In the next five years, you’ll see our 
organization shifting from being very good 
at doing the basics to developing a lot 
more people in our system with these new 
capabilities. I am already really starting to 
be impressed with the people who are 
developing and working in these areas. 
We are already seeing successes. At the 
moment, we’re at the forefront of land 
reform in South Africa. We’re becoming 
the government’s strategic partner on land 
reform, and we’re getting government 
funding to support our efforts in improving 
black farmers in South Africa. We have 
every possibility of becoming even better 
in these areas as well. 

LCF: 

You’re really talking about your leaders 
moving from having traditional leadership 
skills to developing societal skills as well. 

Peter Staude: 

Yes, because it’s necessary that we 
integrate these skills in our leaders. We 
are an advocate of serious reform of the 
South African sugar industry structure. At 
the moment, the government doesn’t want 

to or can’t do it alone. But when we look at 
the picture in five to ten years, we see the 
opportunities. Our short-term objective is 
to get a professional third party involved – 
somebody with the strategic skills to look 
at the industry structure – to tell us what it 
is going to take to develop the industry. 
This will involve looking at the entire 
industry structure, including how we share 
responsibility and revenue between 
growers and millers and all the other 
players. 

LCF: 

How do you partner with other 
organizations to be able to accelerate 
your growth? Right now, there is so much 
opportunity. There are some successes, 
but a lot more failures. How can you 
essentially scale up by partnering? 

Peter Staude: 

It’s a temptation for some organizations 
in this area to be gobbled up by a big 
corporation. But we want to avoid this 
and let me explain why. Some of our 
competitors have gone that route and 
we’ve seen many European players 
getting all excited about the prospects. 
On the face of it, it looks good, because 
you have the power of the European 
player in terms of balance sheet and 
size. But then you have to look at how 
this case would play itself out over time 

The first thing you see is that the people 
who now control the business are sitting 
in Europe. Understanding this business is 
hard enough when you sit in South 
Africa, Zimbabwe or Mozambique. I can 
tell you, it’s not a simple business. We 
have to be intimately involved in talking 
with the communities and the 
governments here on the ground. If you 
are part of a multinational, you will be 
pressured to spend more in Europe or 
wherever to help headquarters 
understand the situation. It is hard 
enough in a local environment; I can’t 
imagine the difficulty of helping a 
headquarters understand it. 

LCF: 

Would you also be worried about the 
short-term outlook, i.e. focusing attention 
on what’s my return today and not
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understanding the marathons that it takes 
to be successful in the long term? 

Peter Staude: 
That’s right. Often outsiders don't 
understand the complexity of our 
business. They think they understand the 
issue, but it looks a bit complex, so they 
get risk averse. And then they spend all 
their time trying to explain the situation, 
because it’s so different from their own 
paradigms. Then headquarters gets 
nervous and it gets even worse.  

Of course, in an orderly society, you don’t 
have a situation where different ministers’ 
statements are 180 degrees turns, but in 
Africa, that’s the case. Once you 
understand this, you can figure out how 
to work within this environment. I always 
say that if you operate in this region, you 
have to be comfortable dealing with 
ambiguity. You actually have to read the 
law yourself. And the law might say, “We 
want this to happen, and if you don’t do 
it, we might ask you to do it.” But when 
you see that word “might,” then you know 
it reflects the ambiguity of the person 
who’s writing the law. 

We don’t need a big balance sheet to 
attract the money we need for 
investment. There’s a huge amount of 
private equity and NGO money floating 
around. It’s not a money issue that’s 
stopping from us growing bigger. 

LCF: 

What is it? 

Peter Staude: 

It is more a capacity issue of your own 
organization to be able to deal with what 
it takes to grow. The capacity issue is not 
building a plant; building a plant is easy. 
It’s the capacity to deal with the 
readiness issue in the area you’re going 
to invest in. And the readiness issue is 
usually quite big. Building readiness is 
something you can’t push too much if it’s 
outside your organization. So you’ve got 
to work with the governments to get to 
the point of creating the necessary 
regulatory environment. You have to 
work with the communities to get them to 
accept that this is the vision of what could 
happen in the region. All of these parties 

have their own pace, and you can’t push 
this pace too much. You can influence it 
but you can’t force it. 

Let’s use the biofuel example in Tanzania 
where a Dutch company invested and 
failed. Unless you’ve convinced a 
community about what you’re trying to do 
and they actually understand what’s 
going to take place, there are typically big 
differences in expectations. You have to 
work hard to get all the parties more 
closely aligned, or you’re going to have a 
fault line that will break up the project. 

Sometimes people who do not 
understand the situation here will say, 
“Why don’t you just build a huge number 
of sugar plants?” But, we can’t just build 
them. Where would we build them? 
Usually the readiness of the community 
and the surrounding society is not there 
yet. It doesn’t mean you should give up, 
but you have to work on the pace and the 
readiness of all parties. It’s in these areas 
that you will see organizations like ours 
getting better. Building readiness 
definitely constrains our growth, but it is 
absolutely necessary to succeed here. 

LCF: 

You’ve just talked about two elements. 
One is how do you make an organization 
recognize the pace of change and the 
importance of what you described as 
readiness. The second, I think and this is 
just to clarify, is essentially understanding 
and accepting the overall risk profile. 
Because right now if you look at the long-
term trends, there’s obviously a lot of 
short-term risk in what you’re talking 
about but the long-term trends, the global 
needs, clearly support the opportunities. 
Are you concerned that the way we view 
risk and manage risk is also all about 
short-term risks over long-term 
opportunities? 

Peter Staude: 

You have to recognize and manage 
these two issues together or you will 
always fail. In this region, you have to 
manage your time perspectives correctly, 
and the time perspectives here are not 
the same as in the developed world. 

Many years ago when I started as a young 
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executive, I was involved in introducing 
computer systems but we didn’t 
understand that people were not ready 
for computer systems. I was making 
good progress, and then one day the 
chap who was pivotal to my progress 
was in the office on a Saturday morning 
when the IT people went in to lay a cable 
for his terminal, which he did not have 
yet. As they were drilling holes through 
his wall, he asked, “What are you doing?” 
The response was, “Don’t you know? 
You’re getting a terminal.” That put my 
progress back six months because the 
terminal was coming before he was 
ready to convert to an IT system.  

Now you have many of these things 
playing themselves out together. So 
you’ve got quite a challenge as a 
leadership team with many readiness 
issues and at what pace you push these 
things through. The moment you do it 
wrong, it can set you back sometimes for 
years. Generally, I’m proud of our 
organization, we’re getting better and 
better at it each day. 

LCF: 

Can you tell us a little bit more about 
where you are today on two elements, 
First there’s external readiness, the 
environmental readiness, and then 
there’s internal organizational readiness. 
How do you develop these two elements 
together? 

Peter Staude: 

As an organization, we have a track 
record. Let me give you an example. We 
own the cane land around Durban, the 
third biggest city in South Africa. We 
made a wise decision 20 years ago when 
we said, “This city’s going to grow in our 
cane land and we will be able to sell the 
land, but we will need to get involved in 
the city planning processes.” So 20 years 
ago, we decided to include town planners 
in our system in order to get ourselves 
actively involved with the community. 
Today we are making a lot of money 
based on this decision. We were involved 
in the planning to create a new town 
center.  

Internally, we are always focusing on 
expanding our activities. We have built 

up an organization with some very good 
people, and we have built up a lot of 
momentum. You can always be better, 
but we have good internal momentum. 
As I said, the area we’re struggling with 
today is dealing with the complex 
structural issues where you have to work 
with other parties, but we’re getting better 
and better at addressing these issues. 

LCF: 

The next question is, how do you decide 
where you will focus and what you will 
prioritize in a land that has so much 
opportunity, so many areas to grow, so 
many issues and such a long-term 
orientation? How do you, as an 
organization, identify the areas that 
you’re prioritizing and focusing on at 
different stages? 

Peter Staude: 

As an executive team, we try to balance 
our activities across the different areas in 
which we work. In each area, we make 
sure we have a number of very good 
people, let’s say from middle to top 
management. We ask each area to work 
on the budget plan issues that will have 
an impact on the profit. I would estimate 
that 90% of our people concentrate on 
those issues. We create aggressive 
targets in each budget area of the 
business plan (including expansion 
projects) that shape our day-to-day 
activities. 

LCF: 

And 90% of your people are focusing on 
these budget-related issues? 

Peter Staude: 

But then you’ve got these other more 
difficult issues, where you actually don’t 
need too many people, but you need 
people with different skills. That’s the 
other 10% of our people who develop 
new paradigms, interfaces, relationships 
and evolve things. This allocation of skills 
has shifted from when I started as CEO 
nine years ago. At that time, we had 
probably 1% of our people focused on 
these difficult issues. 

Let me give you an example of our 
progress. Before the South African govern- 
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ment viewed us as a corporate partner in 
land reform, there was mistrust. We 
worked hard to develop their trust and 
now have a project – 3,500 hectares of 
new sugar cane in South Africa – where 
the government is financially supporting 
the project and we are working to 
establish a model sugar cane growing 
community in the deep rural areas with 
black farmers.  

We can’t include these activities in a 
budget because the issues go a little bit 
deeper than just putting roots down. This 
is where the 10% focus their efforts. So 
to answer your question, when you work 
in areas like this, you have to get your 
basics right first, and you then have to 
perform. However, you have to recognize 
that to win future marathons, to get future 
opportunities, you have to work 
constantly on these projects as part of 
your regular activities, both for risk 
mitigation and to develop long-term 
growth opportunities. 

I’ll give you another example. In 
Mozambique, the second biggest dam, 
the Massingir dam, has no agricultural 
development. There is one failed biofuel 
project in this area. We are now busy 
working with the local community and the 
government to get the rights to become 
their partner for a 30,000-hectare project. 
We recognize that this will require a 
different pace. If we push too hard, we 
will fail. If we do nothing, we don’t get the 
opportunities. So this is another 10% 
area of focus. 

LCF: 

How do you work with your leadership 
team in managing this 10% area of focus? 

Peter Staude: 

As a CEO, everything comes together 
with you, and that’s the true challenge of 
being a CEO in this area. You have to 
get that balance right. 

LCF: 

You must be exhausted and passionate. 

Peter Staude: 

No, I love it – both sides. I have been 
working in this organization for 34 years, 

and when you look at our 
accomplishments, you’ll see we deliver. I 
always say I’m not an academic; I deliver 
and make things happen. When you look 
at our history, we are one of the few 
companies in sub-Saharan Africa that 
makes things happen. 

As a CEO, you have to allocate time. You 
have to allocate thinking time and 
interface time on both themes – the 10% 
long term and 90% short term. So I 
consciously allocate my time between the 
two themes, and I have a passion for 
both. We mainly talked about the long-
term issues because you started the 
conversation with the five- to ten-year 
time horizon issues. You have to make 
sure you deal with both time frames 
successfully, because it’s the 90% focus 
that keeps you in the corporate action, 
progress, bank, shareholder and 
employee domains. You always have to 
deal with these underlying issues. And if 
you don’t deliver in the 90% space, you 
will be in trouble as an organization. 

LCF: 

Tell us about your relationship with your 
owners and shareholders. As you say, 
owners and shareholders like short-term 
financial returns. They expect delivery in 
the 90% sphere and progress in the 10% 
sphere. How has your relationship with 
your owners and your shareholders 
changed over time? 

Peter Staude: 

We are publicly traded, and we have a 
broad shareholder base. 

LCF: 

Who are your investors? 

Peter Staude: 

We are a relatively small market cap 
company and we come from an area of 
conflicting corporate activities. In this 
area, there are many shareholders 
leaving. As a result, we have only started 
to approach international investors, and 
this will take time. Even for emerging 
market fund managers who understand 
our long-term orientation, you have to 
build and establish the relationship. 

When you look at our 
history, we are one of the 

few companies in sub-
Saharan Africa that makes 

things happen. 
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We have initially only gone to New York 
and Boston, and we go there once a year 
to meet with fund managers. Some of 
these funds are starting to take positions 
in our company. We did our first road 
show in Europe in January this year and 
we saw 11 fund managers. 

At the moment, we have offshore investors 
for about 5% of our shareholders. Typical 
fund managers first want to take a 10% 
position, particularly when you have a big 
Zimbabwe exposure with all that you know 
about Zimbabwe these days. I explained 
to our board that in two years’ time we 
would like to build the share of inter-
national investors to about 20%. 

LCF: 

How is the BEE initiative? How many of 
your top team are black now? How much 
of the talent you’re developing comes 
from the black community? 

Peter Staude: 
Let me stress that we are not a typical 
South African company. We are a 
company that’s been working on this 
topic for a long time.  

We have a long history in this area and a 
long track record of having black people 
in senior positions.  

In South Africa at the moment, 47% of 
our top management team is black. In 
our middle management, the ratio is over 
50. At the board level, 3 out of 14 people 
are white males. This gives you a sense 
of our commitment in this area. 

In Zimbabwe, our operations are 99% 
managed by Zimbabweans. In 
Mozambique, we still have some issues 
with skills at the top, so we are working 
relentlessly to develop the skills of black 
Mozambicans in our operations. But still 
less than 50% of our senior managers in 
Mozambique are black Mozambicans.  

So yes, we are making progress on it. 
And we have a track record of not just 
running marathons, but also of winning 
marathons and here again we are 
making very good progress. 

LCF: 

Can we talk a little about you as an 
individual? As a leader, what are you 
passionate about? What gives you 
energy as a leader, as an individual? 

Peter Staude: 

Look, as a personality type, they call me a 
performer. So I want my organization, my 
country and my region to perform. And I 
am really passionate about this region and 
its people. I see all this possibility, I see all 
these people that really want to improve 
their lives and their economic reality.  

I see the enormous poverty in this region, 
and then I see all this economic possibility 
that lies in this region. Then I can see the 
role that companies can play, and at the 
same time deliver an incredibly good 
return for all its stakeholders – its 
shareholders, its bankers, its employees. 
And then, as an individual, I have a 
passion for organizational excellence, and 
it gives me a great deal of satisfaction 
when I see the organizations moving 
forward. 

When I can see that we are finding a way 
forward in a place like Zimbabwe, with all 
the turbulence, for me as an individual it’s 
a tremendously rewarding experience. 
We’re not only influencing our own 
organization, but also the perception of the 
country and the possibilities of the country 
going forward. 

LCF: 

How much have you been able to transfer 
or find people who share your passion in 
your organization? 

Peter Staude: 

I have always found that people blossom if 
they have a framework and a mission. 

LCF: 

Can we ask you one last question, one we 
are asking all of the executives we 
interview? Which leaders do you admire 
and why? 

Peter Staude: 

I’m embarrassed to say I don’t really think 
about it that much. I’m more involved with 
people in my working life, many that have 
had a big impact at different times in my 
life. At the same time, as a human being, 
I’m probably a little bit too independent 
minded, but that helps you to be a CEO to 
challenge the paradigms. 

LCF: 

Thank you very much for sharing your 
time and insights. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In Zimbabwe, our 
operations are 99% 

managed by Zimbabweans. 
In Mozambique, we still 
have some issues with 

skills at the top, so we are 
working relentlessly to 

develop the skills of black 
Mozambicans in our 

operations. But still less 
than 50% of our senior 

managers in Mozambique 
are black Mozambicans. 

Look, as a personality 
type, they call me a 

performer. So I want my 
organization, my country 
and my region to perform. 
And I am really passionate 
about this region and its 

people. I see all this 
possibility, I see all these 
people that really want to 
improve their lives and 
their economic reality. 


