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Tile Agricultural Analyses and Design (.&AD) activity is an eigh-month design activity 
utidertaken by the Chenionics International RAISE Consortium through funded supplied by 
USAlDiRwanda. IISAIDI Rwanda is using this study and design effort to support its 
Strategic Objective Number Three (S03) lo i11o-ca.se /he ohi / i~l~ of rrrrzr1~fnmilic.s it7 /urgc>/cd 
cor17mt111i/ic,~ io in tpo~~e  ho71.sehold .food .scJcrrriy. Specifically, USAID seeks to obtain 
information and proposed intervention strategies, approaches and activities suitable for 
US.4IDI Rwanda's support in achieving the second lnterniediate Results under SO3 (iR3.2) 
of creari~ig a17d e17imr7cirlg i17ler17al prodr1c/io17 .' marlic./ii7g c11aitain.s /ha1 i~ro~no/e broad-based 
ccortotrric gro~rsfh. The purpose of AAD, therefore, is to provide USAIDI Rwanda directions 
and information for their use in hture development and eventual funding of a project that 
seeks to revitalize agribusiness in Rwanda arid recreate links between the rural sector and 
private sector traders and processors. This USAID project will achieve its objective by 
addressing identified constraints and opportunities within the commodity chain for increasing 
economic gown via agricultural production and agribusiness. The principal task of AAD is 
to identify ihese constraints and opportunities. 

The Agricultural Analyses and Deign activity is divided into three phases The first phase 
(two months) is to identi@ and recommend for in-depth study to USAIDI Rwanda those 
commodity chains and interventions that have the most potential for creating increased 
economlc growth, internal and external trade, opportunities for employment and increased 
income. The second phase (four months) wil! consist of a number of in-depth studies Some 
studies will look at crosscutting issues such as transportation, finance and human capital 
development An additional study mil l  look at the creation of  Agribusiness Support Centers 
The remaining studies wiil be in-depth analysis of interventions related to commodity chains 
identified in phase one and selected for study by USAID1 Rwanda The results of these 
studies will provide the basis for phase three of the activity, the synthesis of the studies done 
in phase two and development of a technical proposal and supportive design components for 
USAID/ Rwanda's use in developing a request for proposal (RFP) for a project to support 
IF3 2 

Bruce L. Brower of Chemonics International Inc., Market Information Specialist, carried out 
a mission in Rwanda from March 13 to March 25, 2000. The purpose of the mission was to 
investigate the markets, market information systems, and options for improvement. This 
report presents the major issues, findings and recommendations fbr market information 
system for the project design. 
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Market information (if it is timely, accurate, consisletlt and widely available) has repeatedly 
bee11 shown to have a powerful positive effect on increasing the efficiency. size and 
effectiveness of free markets. Of the various types of market information, price information 
is by far the most important 

To be iiiost effective, agricultural market prices (particularly for more perishable 
commodities) need to be widely available on a daily basis. At present, publicly available, 
daily agricultural price information is unavailable in Rwanda. Several important Rwandan 
information efforts are either currently existent or being planned. Most important for the 
system proposed here, is the PASAR Project. It has a his tor)^ of good data and data collection 
systems. Information is published bi-weekly. Another project, funded by the World Bank to 
work with the Ministry of A-giculture, is currently under design Every effort should be 
made to collaborat~ with and leverage impact from these mutual efforts, to the greatest extent 
possible. At the very least, there should be free data exchange among these different efforts. 

Good agricultural market information systems must surmount a number of serious 
difficulties. Because the high potential of the information is only achieved if it is equally 
available to all, it must be distributed free of charge. This means the public sector should be 
involved and should pay at least part of the cost. However, the public sector is typically not 
sufficiently agile to manage such a system to consistently generate credible daily price 
information. The public sector also, typically, has budgetary problems. It often cannot 
provide sufficient funds in an efficient way. Furthermore, it is not structured to allow a 
successful system to capture funds from the sale of information and services to cover its 
costs. The private sector is sufficiently agle and motivated to operate such a system, but it 
has an inherent conflict of interest. Since information can translate to economic pain, there 
will always be significant pressure to succumb to conflicts of interest. As a case in point, the 
wholesale traders of Rwanda, who currently run their own informal information system, can 
be expected t o  oppose a public system because of the threat t o  their interests by the loss of 
their information monopoly. 

The agricultural markets of Rwanda are very small by world standards. They are physically 
small. They move relatively small volumes of product. They have infrastructure problems. 
Most suffer from the lack of a number of elements, including concrete or asphalt pads, roofs, 
storage, cold storage, good access, truck parking, waste management, and access to utilities. 
Efforts are currently underway to improve basic infrastructure in a number of markets. 

The study recommended putting into place a new price collection and dissemination system 
called the Agricultural Market Information System of Rwanda (AMISR). It would track 
daily prices for the four major Rwandan markets -- Kigali, Ruhengeri, Gisenyi, and Butare. 
AMlSR would collect wholesale prices and store the data in computerized databases. It 
would disseminate price information by nationwiae radio broadcasts, twice daily. Access to 
price data through these radio broadcasts would be free. The study proposes, however, that 
AMlSR should sell its other serviccs and publications. I t  could sell subscriptions for email 
and fax access to the daily prices. AMlSll could also maintain subscriptions and databases 
on international exporl prices and provide direct supporl to the Agribusiness Ccntcr. AMlSR 



could also produce analyses, prtblicatiotls, and rcsporlses to cus~onlizcd rcqiiesls. all fb r  a Cce. 
1t would also coordinate with other- R~watida-based p~-c)iects and regional prc!jects. 

Tlie study further proposed that the AMISR Board of Directors include repl-esentativcs of the 
public sector, private sector, and donors. Financial management of i\hllSR could be 
administered by an NGO 

The study suggested formation of an endowment h n d  to ensure long-term financial support 
for AMISR. Operating funds could be initially drawl from the USAID project. The Ministry 
of Agriculture of the Government of Rwanda could also contribute and name the Chairperson 
of the Board of Directors. Other sources of funds could include donors. advertisers, sponsors. 
and sales of publications and services. The cost of this market information svstem is low in 
relation to its benefit for the economy. It is not expected, liou~ever, that the GOR will be 
capable of financially sustaining the system by itself As AMISR proves itself to  be an 
effective, low cost development engine. it could seek donor contributions to its endowment 
fund to ensure its Ions-tern sustainability. 'If such contributions sufficiently increase the 
endowment duringthe life of the US.4tD project, Ah4ISR may be able to achieve 
sustainabiiity. 



L'infomiation du marche (si elle est faite a temps, si elle est juste et consistante ct largcmcnt 
disponible) a souvent ete montree comme ayant un eKet positif de grande importance dans 
I'amelioration du fonctionnement, I'hendue et I'efficacite des mal-ches libres. Parrni les 
differelits types d'information du marche, celle des prix est de loin le seul type le plus 
important de I'inforniation du marche, qui est necessaire au secteur privi et marches libres. 

L'etude note plus loin que pour Stre plus efficace, les prix des marches agricoles, surtout pour 
les denrees perissables, necessitent d'Stre quotidiennement disponibles en grande quantite. 
Presentement l'inforn~ation quotidienne disponible au public sur les prix des denrees 
a~ricoles est inexistante. Des efforts considerables dans le domaine de l'information sont en 
planification au Rwanda. itctuellement, le plus important, en rapport avec le systeme ici 
propose, est le projet PASAR. Celui-ci a des donnees fiables et utilise des systemes 
appropries de collection de donnees. Ses publications paraissent deux fois la semaine. Un 
autre projet financipar la Banque mondiale et devant Stre op6ri par le hlinistbe de 
~'a~riculture'est B l'etude. Dans la mesure du possible, tout effort devrait Stre effectue afin de 
collaborer et conjuguer les efforts. I1 devrait y avoir au moins un echange de donnees entre 
les differentes parties concernees. 

Des systemes d'information du marche agricole doivent surmonter un nombre de difficult& 
serieuses. Puisque I'objectif important de l'information est seulement atteint si I'infomation 
est equitablement disponible a tous, celle-ci devrait alors Stre distribuee gratuitement. Ce qui 
veut dire que le secteur p~ublic devrait Stre implique et devrait payer au moins pour une partie 
des frais. Toutefois, ii est vrai que le public n'est pas suffisarnment prepare pour gQer un tel 
systeme et en tirer constarnment des informations credibles sur les prix des demees seion la 
situqtion du jour. Le secteur public a des problemes typiques d'ordre budgetaires en matihe 
de fourniture des fonds suffisants et de ne pas avoir de solution efficace d'avoir un bon 
systkme permettant d'obtenir des fonds de la vente de l'information et des services pour 
couvrir des depenses elevees. Le secteur prive est suffisarnment eveillait motive pour faire 
fonctionner le systeme, mais il a un confiit inherent des intbSts. Puisque I'information peut 
traduire les profits economiques, il y aura une pression significative d'Stre victime des 
conflits d'interzt Pour illustrer ce cas, les commerqants grossistes au Rwanda qui, 
actuellement disposent de leur propre systeme d'information informelle peuvent opposer un 
systeme d'information public car leurs inter& sont menaces par la perte de leur monopole 
d'information. 

Les marches agricoles au Rwanda sont tres petits si I'on se refere aux standards 
internationaux 11s sont physiquement petits Ils disposent des volumes relativement petits de 
produits agricoles 11s font face aux problemes de I'infrastructure La plupart souffre du 
manque de beaucoup d'elements necessaires comme les pavements en matiere dur (beton, 
asphalte), tolture, entreptits, chambres froides, facilites d'acces, parking pour camions, 
gestion des dechets et acces aux services publiques Des efforts sont en cours pour 
I'amelioration des infrastructures debase dans plusicurs marches 

L'etude propose de mcttre en place u n  nouveau systeme de collecfc et de diffusion 
d'information sur les prix, appele AMISR (Agricultural Market idol-mation systcm of 
Ilwanda) - Syslcmc d'infonnation du marcl~i: agricolc du Rwanda. I I  est rccoinlnandc quc 



AMSIR I-apporle les prix qi~otidicns ail ili\,cat~ national i la i-adio el dans 1cs 4 nlarcl~cs 
principaux du pays (I<igali. Ruhcngeri, Giscriyi ct Utll;lrc). AMSlli sc char9eraiI de la 
collecte des prix otlicrts par les yrossistcs ct les infor~natiserail. La ditliusion des donndcs sci-a 
efi'ectude deux fois la joul-nee sur lcs oudes de la radio nationale. Bicn que I'acces aux 
donnees par voie de la radio soil yratuit. il est propose que AMSlR vende ses autres services 
et publications. II pourrait vendre les droits d'aborunement i I'acces a I'inforrnation (sur les 
prix quotidiens) par E-mail et Fax. 11 poui-I-ait egalemcnt maintenir I'abonnen~ent et les bases 
de donnees sur les prix d'exportalion au niveau international et fournir un soulien direct au 
centre agro-industriel. AMSIR pourrait egalement produire des analyses, publications et 
founiir des reponses aux demandes des clients rnoyennant un certain paiement. II pourrait 
egalement cooperer avec d'autres projets mandais et regionaux. 

L'etude propose en plus que AMISR soit dirige par un conseil d'administration compose des 
membres Venus du secteur public, prive et du representant des donateurs. I1 est propose, dans 
I'etude, que la gestion financiere d' AMISR soit confiee a une ONG. 
Pour pouvoir repondre au soutien financier a long tenne de  AMISR, I'etude recommande la 
constitution d'un,fonds de dotation. Les fonds de fonctionnement pourraient Stre initialement 
tires du projet f i n i c e  par USAID. Le Ministkre de !'Agriculture pourrait ezalement donner 
sa contribution au financement de ce projet et nommer le president du consei! 
d'.4dministration. Les autres sources de financement comprendraient les donateurs, asents 
publicitaires, sponsors et la vente des publications et des services. Le coiit du systeme 
d'infomation du marche est bas par rapport a ses avantages envers l'economie du pays. 11 est 
a craindre pourtant. que le Gouvemement Rwandais ne puisse Stre capable de soutenir seul 
financihement le svsteme une fois au'il sera etabli. Comme AMISR revresente lui-mSme 
un moteur de developpenent au cofit reduit: le systeme pourrait s'efTorcer d'atteindre son 
autosuffisance a tiavers ses fonds de dotation en pennettant aux donateurs de reconnaitre la 
valeur de rendre ce service durable et en demandant leur contribution au fonds. En 
developpant le fonds au cours de l'existence du projet, AMISR peut Stre capable de 
completer les fonds regus du Gouvemement Rwandais et ainsi reussir son autosuffisance. 



SECTION I. INTI<ODI~CTION 

A. Purpose of this Report 

This assignment was undertaken as part ofthe AAD proiect Its primary objectives were 

Describe and evaluate the present market infonilation systems in Rwanda 
Describe a market inforniation system that could be included in the implementation 
project that results from the .4AD work This would include 
- system structure 
- implementation strategies for both domestic and export commodities 
- organizational linkages . Role of the donor community, the government, and the private sector in terms of 
management and financing the service, in the long term - 

B. What is "Market Information" 

The term "market information" is auite broad and reauires refinement in order to serve the 
purposes of the project preparation activities of AAD. The driving principal behind the 
operational definition of "market information" is: "for what purpose." Governments use 
marker information to guide policy and planning as well as report performance Educational 
institutions use market information to test theories, analyze trends, make comparisons and so 
forth The private sector uses market information to conduct business The purpose of the 
market information activities of the U S A D  project that results from the AAD efforts will be 
to sapport the private sector in the conduct of business. The necessary conditions that must 
be met by a functional market information system to support the private sector are 

. Timeliness 
Accuracy 
Consistency . Availability 

Timeliness means time lag between the seneration of the information and when it is 
disseminated must be short. Accuracy means the information must be a true reflection of the 
market processes. Consistency means the method of information generation gives results that 
could be replicated. In other words, another person, using the same collection system, would 
get the sake information. Availability refers ;o the fact that the information can~be easily 
accessed. 

Key to the idea of "market infonnation" is the concept of "market " Markets are places where 
buyers and sellers come together to exchange money for goods They are typically fixed 
locations, with fixed day and time schedules for sales, and may have other management 
regulations They provide a central location, not only for doing business, but for infonnation 
collection 



For thc purposes of this report. "niai-kc1 inform;~lion" will rd'cr mainly to pi-iccs. I'hc 
"markets" will include the 1al.gcst. daily markets of liwanda. as well as esport 111ai-kets. More 
explanation will be zivcn later as to Il~e delails bchind tlicsc sclecrions. 



SECTlON I!. B,I\CKGilOIlNI) A N D  CIIRIIENT CONDITIONS 

A. The Value of Marliet Information 

Markets are places where goods and money change hands. Markets do not work well unless 
there is both freedom oftransaction and inforniation. In 1995, the Nobel Prize for Economics 
was awarded for seminal work in  quantifying the cost to market systems when infornlation is 
either unavailable or not equitably distributed. The outcome of that work was that when 
infornlation is inaccurate, differentially accessible, inconsistently available, or untimely that 
the cost, in terms of market efficiency and lost benefit to the economy, is very high. The ideal 
economic market is one in wluch all players have equal access to one another and equal 
access to perfect information. Perfect information. as noted in the introduction, means the 
information has four qualities: timely, accurate, consistent, available. 

A global lesson, painhlly learned over the last seventy years, is that command economies do 
not work aswell as free market economies The economic improvement of Rwanda requires 
that money flow to the country There has to be a reason for that to happen Rwanda must 
grow, manufacture, or mine something that the rest of the world wants to buy In other 
words, Rwanda must participate in the global market place Certainly growth can occur 
because of internal economic improvements, but they will likely occur much slower unless 
there is active participation in the global market place The equitable economic improvement 
of Rwanda means that the availability of opportunity to participate in the economic 
improvement must be widely available The fact that about 90 per cent of the population of 
Rwanda is involved in agriculture leads to the obvious conclusion that some important 
component of this, hoped for, economic improvement has to be built through agricultural 
development If that is to happen, the lessons of free markets include that government 
polikies on the hnctioning of markets must favor free market practices, and that good market 
information (timely, accurate, consistent) has to be made universally available 

B. "Price" Rules 

There can be many elements of information that could fall under the term "market 
information" including the diversity of products in the market, volumes, prices, origin, and an 
infinity of others The public sector has an insatiable appetite for all kinds of information. It 
may find some kinds of information more important than others, but when given the 
opportunity, will always want the greatest diversity, depth and detail of information possible. 
The private sector is far more selective Of all things that could be considered under the tenn 
"market information" only one predominates Price is king. If you provide the private sector 
with good price information, in a climate where regulatory restrictions are not burdensome 
and where transport of goods is reasonable, then the forces of the free market will seek to 
optimize conditions, getting product to the where there is demand, at the best price. 

The second most important piece of information to the private sector is volulne However, 
when individuals are active pariicipants in specific markets, thcy quickly gain a good conccpt 
ofthe volumes that move through the market Since the inverse relalionship hetween price 



and volume is extremely strons, when the PI-ice is known, the volume is also sciised. .As 
volu~nes rise, demand is satisfied and prices fall. When there is a scarcity. prices rise. 

Between the two types of data, price and volume. price is relatively easy to collect. Volume 
is typically very difficult to collect. Most markets do not have controlled access or a system 
for registering the product entering the market. Whereas registering price can be done 
relatively quickly by walkins throuyh the iiial-ket, getting the volume would require people 
tracking activity all day. There would have to be a way of registering unsold product, 
carryover from previous days. and a way of not double counting when product is sold 
~uultiple times. Because of the strong relationship between price and volume, and the fact 
that price is easy to collect but volume is difficult, it is typically not cost effective to get both. 
Price alone is usually sufficient. 

In Rwanda, the government policies are tending toward open markets. The road network is 
quite viable. Though transport is somewhat problematic, it will improve in terms of 
availabilitv and cost. as the volume of ~roduct  and the market activity both increase. Under 
these conditions, it-is proposed that the most powerhl contribution that can be made to 
accelerate broad based economic improvement throughout Rwanda will be to provide timely, 
accurate, cdnsistent, and easily accessible information on prices. 

C .  What Price? Where? When? 

Most agricultural product is sold multiple times before it is consumed. A typical chain might 
have the farmer selling to a transporter, who takes the product to market and sells in bulk to a 
wholesaler, who then sells in smaller quantities either to other wholesalers, retailers, or 
directly to the consumer. Each sale typically will represent an increasingly higher price. The 
question is: which of those prices is the most representative and the one to be reported? 
~roiucers, at one end of the chain, are interested in the farm gate price, or the value of the 
harvested product, ready for transport to the market. But farm gate price is not consistent. It 
varies, to a large degree on how remote the f m .  The farm gate price for a distant, hard to 
reach farm is much lower than for a farm that is located next to a market. Consumers, at the 
other end of the chain, are most interested in the retail price. Each participant in the chain is 
most interested in some intermediate price in between the producer and the consumer. 

It gets more complicated. When product reaches the market, it is not typically all sold at the 
same time. As the day progresses, the market dynamics could well move the price either up 
or down. Furthermore, different sellers, may sell for different prices, at the same time in the 
market. As markets become more sophisticated, the issue of price also becomes more 
complicated, such as when contracts are used. The day of the week can make a difference. 
Packaging can make a difference. Location of the vendor in the market can make a 
difference. The marketing skills of the vendor can make a difference, and so on. 

While there is a great deal of complexity in the dynamics of pricing, the large agricultural 
market price information systems of the world have taken an approach that tends to cut across 
these complexities and yield a highly useable data set. The approach is this, detect the price 
at the same place, at the same time, in the same way. every day. When this approach is used, 
consistently, everyone in the chain cver~tually dcvclops a sense of how the rcportcd price 
relates to the price of most interest to them. 



Mosi niarkct infor~iiation systems in ihe developed nations report wliolcsalc or FOB prices as 
they are found in physical location. The physical localion niay be just a relatively small ar-ea 
where many vendors ofthe same produci have located their operaiions, or it may be a 
physical location that is either a publically or pri\,ately provided market place. Some are 
combinations of the two. Reporters contact major handlers of specific products in those 
markets at about the satlie time every day to collect prices. 

In the case of Rwanda, wholesale prices should be collected, particularly for maize, sorghum. 
beans, potatoes, and the like However, most of the reporting should be done for prices taken 
at the public markets. These will typically be retail prices. Apparently, in Rwanda, most 
product eventually passes through these public markets, so they should be the price collection 
points for the most widely distributed price information 

The market information system that will be outlined below includes daily price reporting. 
The questions can legitimately be asked as to whether or not Rwanda needs daily prices. 
Weekly or bi-weekly may be adequate. It well may be that the current state of economic 
development is adequately served by weekly or less frequent price reporting. That will 
rapidly not 6e the case as development occurs. It is probably already not the case for highly 
perishable crops. In the development of this report, several of those interviewed reported the 
peculiar circumstances surrounding this years bumper potato harvest in which prices in the 
producing areas were below cost, while they were rather high in non-producing areas. This 
condition suggests that daily price information is needed now. In the bi-weekly price 
information generated by PASAR, it is fairly common to see large diierences in prices 
among markets. When markets have good price information on a daily basis, the market 
forces work to minimize these differences. T'ne fact that these differences are as common as 
they are suggest the need for nationally disseminated daily price information exists now 

D. Like Children, No Price is Average 

As noted above, there are many prices that could be used to describe a particular product on a 
given day This variability in possible prices is sometimes not desirable, such as for 
de~~eloping a simple presentation of the price tendencies over time. Many people will 
average prices. They may average multiple prices for the same day, or for all the days of a 
week, or for all the weeks of a month, or for several markets on a day, etc. It is a common 
practice, but it is a mathematical exercise that does not really reflect the average price 

An example will help illustrate the problem. If a price collector is told by one vendor that he 
is selling a product for 100 RwF per kilo, and another that he is selling the product for 50 
RwF per kilo, what would the average be? The tendency is t o  do the calculation: 
(100+50)/2=75 and say the average was 75 RwF. That may not be right. The missing piece 
of information needed to calculate the average is the volume sold at that price. If vendor 
number 2 sold 200 kilos and vendor number 1 sold 10 kilos, then the correct calculation 
would be: ((1 00*10)+(50*200))1210=52.38. The average was 52.38. However, recall that 
discovering volumes is devilishly difficult. Therefore, calculating the average is usually not 
possible, because the volumes sold per price, are unknown. 1-laving said that the average is 
unknown. in fact, it is statistically demonstrable that the more numbers involved. the greatcr 
the likelihood that this false average will converge on the true avcrage. For instance. if one 
docs the arithmeric calculation of averaging all the prices reported over the course ofa  



month, the chances are the resulting tisure ivould be very close to tlie true a\:erage, if one had 
a]! tile volumes needed to do that calcl~lalion. The fewer the numbers involved, the greatel- 
the error. Calculating an arithmetic average for the prices of one day will typically involve 
significant - error. Though. the practice is common, it is useful to understand the underlying 
folly. 

The USDA, which is the largest market price reporting system in the world, has tackled this 
problem by following a fairly simple set of giidelines. AMlSR will use these same 
guidelines. They include the following: 

Reporters will ask several vendors for the price. They will then report the high and 
the low price of tlie range of prices they gathered. . This price range will be for product of good quality, in good condition. . Exceptional prices will be reported separately. For instance fancy packaging, 
particularly high quality product, or product in less than good condition and of good 
quality will be reported separately if they represent important volumes in the market. 
A high andjow price may also be reported for exceptional product. In general, this 
rule will not be operational in Rwanda until the markets become more sophisticated 
for irades and standards. . If the reporter notes that the bulk of the volume of the market is selling in a narrower 
range than the full range he will report, he has the option of reporting a "mostly" price 
or a "mostly" price range. For example, if a reporter gives the high and low price for 
a product as 10-1 5, but notes that one vendor is moving most of the product and his 
price is 12, he can report "mostly 12" after giving the 10-15 low-high price range. 

It is proposed that the price reporting system used in Rwanda be compatible with that of the 
USDA. That system is richer in the qualifiers used by any of the systems in place in Rwanda, 
but it adapts easily to simpler reporting - certain qualifiers are simply not reported. But, by 
using this system, as Rwanda grows in sophistication and market savvy, the price reporting 
system will remain capable of responding to the increased sophistication. Also; using the 
USDA system as a base has two added advantages. First, it helps attune the Rwandan 
community to the realities of the international market place. Second, it will provide a single 
system that is equally capable of handling international export prices as well as local 
Rwandan price reporting. 

E. Divulging Prices, Truth or Consequences 

Reporting agricultural prices depends on the good will of vendors in the market to truthfully 
tell the price at which they are selling at the time asked. What is to stop the vendor from 
misleading the data collector? 

Put yourself in the position of the vendor, talking to a data collector. You might reason as 
follows: "If 1 tell him a higher price than 1 am actually selling, then he will report that higher 
price, and therefore, people coming to the market tomorrow will expect to pay more, and I 
will make more money." There is a down side to that devious, happy thought. It is not just 
buyers who will receive the reported price. Sellers will also know it. That means that people 
\vho will be bringing product to sell to you will be unwilling lo accept a low price, because 
they are aware of the reported lake high price from the day before. 



Expcricnce with most scporiitlg syslcms is that, over time, scllers becoille used to - cven 
friends with - data collectors, and tell them the truth. Many also feel a sense ofpublic 
participation in I-eporting pi-ices. 

When vendors persist in giving false information, and some do persist, it is usually not 
difficult for data collectors to detect that, because the deceiver tends to be the extreme price, 
the outlier, the exception. When this happens, the data collector can simply stop using that 
person as a data source. 

I n  most markets, most vendors, easily slip into a pattern of truthful reporting Some market 
information systems, particularly those dealing with wholesalers, have enhanced their rapport 
with vendors by occasionally giving out baseball caps, tee-shirts, pens, and the like, to their 
collaborators Some hold annual holiday parties to which they invite collaborators 

When new reponins systems are established, there may be a few rocky days at the outset, but 
well run systems quickly gain the confidence and appreciation of market participants and 
truthful reporting becomes the norm 

F. The Paradoxes of Market Information Systems 

1. Who Gets the Benefit? Who Bears the Cost? 

Tne largest agricultural market information system in the world is the one operated in the 
United States by the USD.4. It loses money eveql year. The second largest is the one 
operated by the United Naiions out of Geneva, Switzerland, the International Trade Centre 
(ITC). It is subsidized by the UN. Countries of the developed world operate information 
systems to track internal prices. None of them generates sufficient income to cover their cost 
of operations. The only agricultural market information systems that are financially self 
sustaining are the futures markets. This is because they have an information monopoly and 
sell their information at a very, very high price. A live feed to a coffee futures market can 
cost several thousand dollars per month. Highly perishable agricultural commodities 
typically do not move through futures markets and therefore information systems that track 
those commodities are all money losers - or are they. It depends on how you tally the 
account. 

Governments try to operate rationally. If they are providing a service that is not financially 
self sustaining, such as agricultural market information, they do so  only for a rational reason. 
The reason was alluded to in the introduction. Information is the fuel that makes free markets 
function. Governments of developed countries have learned that the cost of providing market 
information is multiplied many, many times over in the economic activity and vitality that 
results in the market place. It is difficult to quantify the multiple, but it is large. In order to 
have the desired effect on the economy, the market information has to be equally available 
throughout the economy. That means it must be given away free. If a charge is made, that 
means differential access, which means unequal opportunity in the market place, which 
means the benefits to the economy are stiflcd. 



Agricultural market inforiliation is a public good and should be provided b \  ~ o o d  
governments in recognition of (lie value to the economy. The public sectoi- bears thc cost of 
the information systems. 1-lowcver, the direct henelit of the infol-mation accr-ucs to thc private 
sector. The benefits come back to the government indirectly through taxes on a larger, rnore 
active economy. While the qua~ltitative link between tlie cost of the market information 
system and the return flow in increased taxes is diffic~llt to  measure, it is taken as a well 
established article of faith in tlie developed world that the benefits far outweigh the costs. 
The paradox is, that the cost of the system is born in the public sector. but it  can not directly 
tap the economic benefit of the information, which returns to the private sector. It must be 
supported on the faith that the value to tlie economy is so large as to justify the expense. 

The problem in developing economies is effectively implementing that article of faith. Even 
though a government may subscribe to the theory that good market information systems are 
well worth the cost, they face serious problems in execution. The benefit flow of market 
information systems is far removed from the cost. Political realities often dictate budget 
decisions that will not sustain the cost of market information systems. Even when the 
service is budgeted the money may not materialize. It is common practice in de\~elopin~ 
economies for budgets to be drastically downsized during the course of annual operations. 
Market infdrmation systems t);picaHy do not survive belt tightening. So, even though 
governments of developing countries may recognize the long term benefit of the system, their 
desire to support the system is usually trumped by ovenvhelming short term demands. 

Later in this paper, the design of a market information system will be proposed that offers 
solutions to this dilemma. 

2. Who Should Control It, Public Sector o r  Private Sector? 

Agricultural markets, particularly for perishable commodities, function at very high speed. 
The,amount of time from harvest to consumption is so short that inefficient markets pay a 
high price in terms of wasted product, and therefore wasted economic return. Agility and 
speed are the watchwords with maximized economic return the objective. 

The public sector works on a slower time schedule. They do not have a profit motive. As a 
result, it is difficult build incentives into public sector programs so that they can respond to 
the speed of business. 

The private sector. as a whole, greatly benefits fiom a good market information system 
However, if an individual businessman can get important market information that others can 
not, or if he can get it sooner, he can exploit that to a profit advantage Therefore, while the 
economy as a whole is best served by equality, in terms of market information, individual 
businessmen will always strive for information advantages. 

This presents a paradox for agricultural market information systems. lfthey are run by the 
public sector, they are plagued by problems of being too slow, inconsistent, questionable 
quality, and sporadic lf they are run by the private sector there will be constant pressure to 
co-opt the system for individual gain. 

Later in this paper, the dcsign o fa  market in(i)r~nation system will bc proposed that protccts 
against abuses, but also satisfies tlic nccds ofthc prlvate sector for agility, quality, arid access 



3. Tl~e  Bctfrr it Works. t l ~ r  F;tslcr it Fails. 

Govenlrnent operated niarket infomiation systerlis have an inherent instability. lf'they are 
any good, the demand for access to their information rises. This implies an increased cost. 
More people asking for more copies of reports means more paper, more printing, more time 
with clients, more photocopies, etc. All this means increasing costs. The budget, however, 
does not automatically increase. In fact, as mentioned in the preceding paragraphs, they may 
actually decline over the course of the budget year. The question is lio\v to support this rising 
cost that results from successfUl service. The obvious answer is to charge for services. 

It has already been mentioned that the only way to set the large benefits in economic activity 
that can come from market information is to make the information available to everyone, at 
the same time. This means it has to be distributed \vithout cost. However, it is still possible 
to charge for services. If someone wants more convenient access, such as through fax or 
ernail, or wants historical information, there should be a charge. Of course, the charge for 
these services can be priced in such a way as to more than cover the direct costs. However, 
most government werations are under very strict requirements, necessary to prevent 
malfeasance, to remit all income to the central treasury. In other words, even if the 
inf~rmation.:~roviding-service charges for the services that result from the demand that stems 
from good information, it can not, typically, retain the proceeds from those sales. Hence its 
costs go up, and at best, its budget remains unchanged. Thus, the more successful the service 
is, the faster its budget is exhausted, leaving it without resources to operate and therefore it 
fails. 

The design that is presented later in this paper will suggest systems to avoid this pitfall. 

G. The Agricultural Markets of Rwanda 

~h~agr icul tura l  markets of Rwanda are tiny by world standards. They have infrastructure 
problems lacking: concrete or asphalt pads, roofs, storage, cold storage, access, parking, 
waste management, and access to utilities. The wholesale market system is particularly 
constrained by these problems and is relatively small as a result, for a country with the 
population of Rwanda. Nevertheless, the wholesale market system, while small, is well 
established, particularly for the less perishable commodities, including maize, beans, 
sorghum, peas and potatoes. There are wholesalers with fixed locations who buy and sell in 
bulk. For the more perishable commodities, the wholesale system consists mainly of 
transporters who gather product from along the roadside and take it to market and sell to 
retailers out oftheir trucks, without a fixed storefront. In addition, much of the sale of 
product in the markets, particularly outside the large markets, takes place between the 
producer and the consumer. At the moment, the retail market trade is more important to track 
than the wholesale trade. 

While the wholesale market operations are relatively small, they do operate their own 
informal, but effective, information system. The traders are in contact with one another 
around the country by cellular telephone. They will almost certainly see a general, publicly 
disseminated, daily market information as a threat to the ecotlomic advantage they currently 
hold through their own information system. I t  is quite probable that these traders will openly 
and strongly object to the establishment of an information sysle~ii such as the one described 
here because it threatens their inlbrrnation monopoly and thcrefbrc their economic advantage. 



The regular ma~kets are open air. Some havc cove:-cd arcas. MOSI are opcn on spccific 
market days. The markets of Kigali, Kuhengeri, Gisenyi, and Butare are the largesl and are 
daily markets. There is I-ecognition among the donor conlmunitp of the impo~tance of 
improving the functioning of Rwanda11 agricultural markets. There are efforts underway to 
improve a significant number of markets in the country. This will include the installation of 
concrete slabs and some covered portions of the market which are intended for permanent 
vendors. Water, sanitation facilities and waste management are included in the plans. 
Electricity may not be available, at least not at every facility. 

In terms of fresh agricultural product, the supermarkets of the country, which are 
concentrated in Kigali. are unimportant. They cany and sell veqr little product. By far the 
most important local product they move, in terns of volume, is meat. 

H. Market Information Currently Available in Rwanda 

There is keen interest in the donor community to upgrade the provision of market information 
For an ecjnomy the size of Rwanda's, there is actually a laudable number of activities 

underway and in planning stages 

Some have characterized the diversity of data collection efforts, both existent and proposed, 
as duplicative and uncoordinated There certainiy 1s some truth to that However, there are a 
number of purposes to be satisfied that give some reason to the diversity and independence. 
Perhaps the greatest duplication of effort is in the generation of consumer price indices 
However, even there, to the extent that they serve different purposes and are well defined for 
those purposes, some duplication is justifiable Clearly, there could be some benefit from 
agreement on purposes and definitions There are evolving efforts which will likely have 
more duplicative elements. Probably of greatest importance will be to see a coordination 
between PAS& the MINAGRI pioduct hnded by the World Bank - in process of design, 
and the USAID project that will result from the ADD efforts 

Easily the most important existent system, in terms of longevity is the PASAR project. It has 
data from before the war. It uses quality systems for generating data and appears to be well 
run. The data seem to be of high quality and are managed with good, quality controls. 
PASAR does a good job of blanketing the country's markets for its reporting. The drawbacks 
to the system are the frequency of the data collection and dissemination. The data are 
collected bi-weekly. The reports are available by request. They are used in the Ministry of 
Agriculture's bi-weekly radio broadcast, but as input and background to the fifteen minute 
program, not as a consistent price broadcast, per se. They are most usehl for government 
purposes to track tendencies and to support policy decisions. They are also useful for the 
private sector, more so for those commodities that are less price volatile such as grains and 
beans. As agricultural credit becomes more available, they can also serve a useful role for the 
private sector for the development of business plans. The emphasis of PASAR tends more in 
the direction of comprehensive coverage of the country's markets. The effort proposed here 
tends in the direction of covering the major markets and reporting the data, nation wide, on a 
daily basis. 



Importatitly. none of the existent systenis fills thc nccd of the private scclor 161- ti~ncly, 
accurate, consistent. widcly avaiiablc 11la1-kct info1-111ation. The most wariliri~ charactel.istics 
of the current systems are that they are not widely available on a daily basis. 

Table 1 ' s l ~ o ~ u s  a summat? of the market informatioil systems currently in place, or uridcr 
planning for Rwanda 

TABLE 1 SUMRIARY OF MARKET INFORMATlON DATA 

1 I # of ! Collection / # of / to ! 1 1 

COLLECTION EFFORTS IN RWANDA 
I / Data 

I I I I I 
. - 

I / Agricole, bi-weekly, not / products 1 

/ Price / 

Entity 
PASAR 

/ CPI ' I 1 1 1 Rnfl 1 / processed and / 

Mkts 
33 

I 

Frequency 
Bi-weekly 

/ MINECOFLN / 11 Monthly ; 3 16 / 5,000 1 By request I Includes 

- 

I 
I I Y'r 

' \NB I I 

Items 
37 

I 

I 

Free 

1 consistent 

non-food items 1 
' Includes 1 
processed and 1 
non-food items 

1 

BNR CPI 6 1 Bi- 1 443 N l  internal repo:ls + / / Monthly quarterly summaq 
i I 

I 

MINCOM I TBD 1 3 Months 125 
I 1 1 

1 1 
MlXAGRI - / TBD / TBD i TBD 

US.&lD 

-- Dissemination 
By request, fax, email, 
via radio prom Cronicle 

Radio, fax, emaii, 
published reports, on- 
demand reports 

1 Mkt TBD 
1 drvn 

I 

Co~nments 
Concentration 
on fresh 

TBD 

TBD 

Project in 
design stage, 
parameters are 

I 

Not yet operational, in 
design, project to start 
4/00 
Project in design 

, tentative 



SECTION 111. MARKET INI'QI<M:2'l'lON Sl'STEhI DESIGN 

Given the background information in the pcn~ious sections, it is suggested that a new market 
Information system be established within the proposed USAID funded project. This market 
Infomiation syste~n could be called the Agricultural Market Information System of Rwanda 
(AMISR) The following is a description of the possible elements, structure, management 
and operations including indicative budget for AMISR 

A. Overview: The Elements of a Market information System 

The Agricultural Market Information System of Rwanda (AMISR) could have a primary 
mission and several secondary missions. 

1.  Primary Mission of AMlSR 
.. - 

Collect price information on agricultural products in the markets of Kigali, Ruhengeri, 
Gisenyi, and Butare on a daily basis and disseminate it nationwide via radio within 21 
hours of collection. 

2. Secondary Missions of AMXSR 

Collect price information on agicultural products for the surrounding countries of the 
region as well as the important export markets 
Conduct analyses of price information . Seek creative ways of disseminating price information and of marketing data and 
reports so as to maximize the generation of income 

' 
Seek creative ways of establishing a permanent or sustainable funding base for 
continued operations 

AMISR could function in close co!laboration with the Business Center and its operation 
would have the following characteristics 

3. For the Rwanda Markets: 

AMISR would gather price information from the four, major markets of Rwanda, 
which are all daily markets: Kigali, Ruhengeri, Gisenyi, and Butare. These are 
fundamentally, retail markets. 
It would also gather price information from the Kigali wholesale markets for maize, 
beans, sorghum, peas, potatoes, and other agricultural products that move through a 
formal wholesale market system. 
There would be no set list of products to track. Rather, AMISR could gather price 
information on all products, with significant volume. that appear in the markets. 
The data would be collected every week day the markets are in operation. 
The data would be disseminated every day, on the day i t  is collected, country wide, 
via radio broadcast, as a national free service. . The data would be available in various formats for a Sec: 



- Curl-en1 rcports via fax or cnlail, by suhsci-iption 
- Custo~iiized historical reports 
- Artalylical reports 
- .4nnual andlor semi-annual consolidated sumri~a~y reports 
- As databases or spreadsheets, for customized analysis 

Free distribution of reports would be made to collaborating institutions or prqjects 

4. For the Regional Markets: 

.4MISR would seek opportunities to collaborate with and share data with 
organizations generating price and other market reiated information in surrounding 
countries. . .4MISR could i n t e ~ a t e  available regional market i~iformation into its reporting 
system 

5 .  For the Export Markets: 

MSR could subscribe to the USD4 hfNS International Report, the ITC reports for 
Europe for fruits, vegetables, flowers, and perhaps other products (spices, hides, etc ) 
These data could be stored in paper format and in darabase format and could be 
integrated into the normal AMISR fee based services and reports . M S R  could access, as needed, other aspects of the Business Center information on 
export market replations, fees, taxes, packaging requirements grades and standards, 
quality requirements, temporal restrictions, buyers, transport, and so forth 

6 .  In General: 

, M S R  would maintain its data in databases, not spreadsheets . M S R  would actively market its services . It could generate analytical reports that integrate local, regional and export market 
information in creative and marketable formats. 
AMISR could actively seek sponsorships for its broadcast information dissemination 
and advertising for its published materials 

7 .  Technical Structure 

As is common in developing countries, the sale units used in the markets are rustic and not 
well defined. Sale units such as "hand full," "basket," "bag," and "scoop" are common, 
without any common definition of what measure, in terms of weight or volume, they have. 
Without a consistent base of weight or volume, against which to relate prices, the price 
information is relatively useless. For that reason, each reporter should carry a scale to the 
market to weigh items. The scale should be capable of measuring up to about 5 kilograms. In 
most instances, for items sold in higher weights, the sale units become more consistent, such 
as "hundred weight" or "hundred kilogram bag," and so forth. The price data could then be 
stored in relation to the weight ofthe sale unit. For the purposes of the daily price reports, 
the AMISR staff would decide on a common reporting unit for each commodity, to be used 
consistently over time. One of the benefits ofthis approach is that the way the data arc 
reported, in a corisistent sale unit, will start to alTect thc markets in tcrms of the consistency 



cmployed in the sale u~liis used in tllc malkcl place I i  is a "back doo~" approacli 10 liclping 
address issues of grades and standa~ds 

Market Information Systems, such as AMISR, have as their primary missions to gather and 
disseminate daily price information. Secondarily, they maintain the data for collateral uses, 
such as for analyses and price histories. The most common methods for storing the data 
among these syste~iis liave been on sheets of papet-, in word processing documents and in 
spreadsheet files. To maintain maximum flexibility, the data should be stored as databases 
for use with database management programs, with original paper copies retained in 
chronological files. The database files can easily be converted to spreadsheet files or word 
processing files as needed. 

An example of a computerized database management program for agricultural prices is the 
Commodity Price Database, or CPD. 

The CPD is a unique, computerized system of capturing and reporting market price 
information for agricultural commodities It is highly flexible, allowng for adjustment of 
prices amon2 sale units, reporting in any currency in the world, and specialized reporting 
based on a large number of descriptive variables. It produces price histories with a number of 
options, including output to printers, reports on the computer screen, reports to databases and 
to spreadsheets In addition to price histories for single or combined products, it also 
produces reports of market activity for a given date or  range of dates, as the user desires The 
system has over two thousand agricultural products categorized It contains prices for 
agricultural commodities from the major importing markets of  the Americas and Europe 
The system is about ! 00 megabytes in size The system is available through Chemonics 
International Incorporated 

One of the important reasons for using a database system like the CPD is that it offers one 
system which could manage both the national data as well as the export market data. It 
allows rapid, efficient, flexible access to the data. It provides systems for data protection and 
security. 

M S R  would use a database management system with characteristics similar to those of the 
CPD. This will allow it full flexibility to manage Rwandan data as well as the ability to 
manage regonal and export market data in the same system. 

B. Structure 

The organizational structure of AMlSR would revolve around its primary mission but be 
adequate for its secondary missions as well In terms of operation, there will be many 
similarities between AMlSR to that of a newspaper in terms of operating under very strict 
production deadlines and an organization wide recognition that no matter what one's position 
or responsibilities, the first task is to always meet the deadline with a quality product The 
structure could ~nclude the following positions 

1. Director 

The director would oversee the operations, PI-ovidc ihe nianagcment, direction and 
supet-vision for all of the fundions of AMISR. I-le will be responsible for interacting with 



donor-s, the GOli, and in rcprescnting :4MlSIZ and its intcl-csis ilc is respousiblc k)r liscal 
responsibility of operations and for guiditis the cfi'ort to acllieve li~~ancial sustainabilit!:. 

2. Dissemination Specialist - Rlarketer 

Tile Dissemination Specialist - Marketer \vould be responsible for the dissemination of data, 
in particular the daily price reports. He is responsible for establishing and maintaining 
relationships with the media. He is responsible for marketing special services to the business 
co~nmunity. He is responsible for seeking advertisers and sponsors. He is responsible for 
planning promotional activities. He oversees those involved in the daily price report 
generation 

3. Quality Control and Dissemination Specialist Assistarlt 

The Quality Control and Dissemination Specialist Assistant would assist the Dissemination 
Specialist - Marketer in his responsibilities. He is responsible for the daily report generation, 
including checkinghe data, insuring consistency of format, quality of information and 
timeliness of dissemination. He directly supervises the reporters. He is responsible for 
maintaininirelationships with regional market information sources. He is responsible for 
doing data quality contiol checks in the markets. 

4. Quality Control Assistant 

The Quality Control Assistanr would assist the Quality Control and Dissemination Specialist 
Assistant This person \hill assist in all aspects of the Quality Control and Dissemination 
Specialist Assistant responsibilities In particular, he will carry out those responsibilities 
during those periods (perhaps as much as 'h of the time) when the Quality Control and 
Dissemination Specialist Assistant is in the markets doing quality control checks or is 
assisting the Dissemination Specialist - Marketer 

5. Market Reporter 

The Market Reporter is responsible for going to the Kigali central market and the major 
wholesale centers, every day, gathering the prices for the products in the market, inputting the 
data, and generating the first draft of the daily report. A motorcycle should be provided to 
facilitate movement of the reporter between the market , the wholesale houses, and the office. 
As called upon, the reporter could assist the Quality Control and Dissemination Specialist 
Assistant. He could also assist in the on-going training and supervision of the contract 
reporters. 

6. Data Manager - Data Entry 

The Data Manager - Entry is responsible for inputting the data from the outlying markets and 
generating the initial daily report for those markets. Fle is responsible for establishing and 
maintaining subscriptions to international prices and inputting the same. He is responsible 
for generating custo~nized reports. 



7. Analyst 

The Analyst is responsible for generating analytical rcporls for the Ministry cll'Ag1-ictllture 
and the Ministry of Commerce that show trends, relationships to prior years, and analyscs 
uilderlpirlg causes for market conditions. The analyst is responsible for producing a weekly 
analysis of a few paragraphs that is suitable for submission to  newspapers. The analyst is 
responsible for producing a semi-annual report that shows the price histories for all the 
commodities in each market, as tables, graphs, and short textual explanatioils of the historical 
factors affecting prices. The analyst is responsible for interfacing with customers seeking 
information, customized reports, and so forth. 

S. Computer Support Specialist 

Ah4ISR should be a data intensive and therefore, computer intensive operation. The 
Computer Support Specialist would be responsible for maintaining the Ah4ISR computer 
network. He would be responsible for basic training of staff. He would maintain security 
and virus control integrity of the system. He would have the primary responsibility for 
system stability, including backups and redundancy. He would be responsible for hardware 
preventativi maintenance, power protection, and so forth. He would be responsible for all 
Internet related activities, maintaining email accounts, website preparation and maintenance 
and so forth. He would perform programming tasks as needed and will pariicipate in all 
aspects of computer related operations. 

9. Administrative Assistant - Book Keeper 

The Administrative Assistant - Book Keeper answers to the Director and assists him in his 
responsibilities. He is responsible for managing petty cash and normal book keeping 
operations. In addition, he is responsible for assisting in the daily report dissemination by 
managing the dissemination of the reports via email and fax to  subscribers. He is responsible 
for managing the subscription base, doing billings, collecting fees for subscriptions, other 
sale of products, issuing receipts, etc. 

10. Contract Reporter 

Contract Reporters are individuals who are not direct employees of AMISR but are 
contracted to generate reports in the outlying markets. They are paid for acceptable reports - 
acceptable meaning of good quality, complete and on time. They would be trained and 
supervised by AMISR. They would be people living in the city of the market. ?.his model is 
suggested rather than hiring reporters as staff because, if they are staff, AMISR would be 
paying for a great deal of travel time as they would move between the ofice and the markets. 
If the reporters were staff, they would likely have to operate out of the central ofice. That 
would imply large blocks of daily travel time to travel to the outlying markets. If they were 
AMISR employees, located in the markets, there would be large blocks of their time unused 
because they would not be in the central office and their time could not be effectively used 
after the generation of the daily report. 

Conlract reporters would be paid an amount that represents the value oftheir time for the 
period needed to gencrate a report. They would phonc, fax or email their report to the 
.4MlSR office. They could be individuals who already work in the market, have their own 



business, or otlicr\visc have tlie time flcsibility 1~1 do this \&:oi-k. They slioiild bc individuals 
\vho are familiar \wit11 the markct functions, ayicultur-c. clc. 

1 I .  Accountant 

The Accountant is responsible for all of the accounting and accounting reporting related to 
the AMISR actii~ities. This position could be done by conlract rather than hired. 11 is 
estimated that 25 percent of an accountant's time would be adequate to senlice the project. 

12. Driver - Faciiitaior 

The Driver - Facilitator answers to the Director and is responsible for driving and errands 

13. Cleaning Services 

This person does the normal cleaning of the office. He can also be charged with activities 
such as making photocopies and minor office tasks. 

Figure ! shows an organizational chart of the AMSR structure and reporting lines To the 
extent that AMISR is integrated into the project, the business center, or collaborating 
projects, this chart would be modified accordingly In particular, the position of Dlrector 
could be filled by the Chief of Party, or the head of the Business Center The Data Entry 
person might be a shared resource with another project Accounting support could be shared 
with the project, and so on 
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I'erliaps the key to the ovcrall, long ter-m success of AMISR would be the nianatl,cnlent structure. 
It has been noted that tlie management of market information services under the control of the 
government often suRel- from tlie problems of lack of funds, co~iiprornised data. lack of 
responsiveness, continuity problems and so forth. Management under the pri\!ate sector is also 
problematic in that financial advantage can be gained by differential access to market information. 
This presents an inherent conflict for management by the privaie sector. 

A successful management configuration should liave the following characteristics: 

. The GOR should have a sense of ownership, participation, responsibility and financial 
contribution. 
The service should have the agility of the private sector, and be profit driven. 
The service should have impeccable fiscal management credentials, to give donors 
confidence and to maintain the integrity of the service. 

- 
AMlSR should be managed by an NGO. It should be governed by a board of directors. Tne 
Ministry of ~gncu l tu re  should appoint the President of the Board of Directors. The Deputy to the 
President should be from the NGO. At any time when the GOR is more than six months in 
arrears on its financial contributions, the Deputy would assume the responsibilities and authority 
of the President of the Board of Directors, the private sector representative would assume the 
responsibilities of the Deputy, and the representative of the Ministry of .4griculture would become 
a member of the Board. The Board should be comprised of a minimum of five voting members. 
One person should be appointed by USAID and one from the private sector. Any donor who 
contributes more than a specified minimum to the operations or endowment fund (for example 
$500,000) would have the right to appoint a member to The Board of Directors, if they so choose. 
The number of members must always be odd. If the appointment o f  a donor representative makes 
the number of members even, the alternate private sector member would become a voting 
member. 

The Board of Directors would include the AMISR Director, as a non-voting member, and who 
would also serve as the Executive Secretary to the Board The Board should take decisions by 
majority vote and not be allowed to conduct official business unless a quorum, consisting of a 
majority of voting members, are present The Board of Directors should be responsible for all 
material issues related to AMISR including setting policy, hiring and fir~ng of personnel, and 
approving annual work plans It should approve the budget It should annually commission a 
financial audit It should not have any responsibility nor authority over the NGO in terms of 
management of the endowment fbnd other than to be responsible t o  actively seek contnbutions to 
the fund 

On an annual basis, AMISR would convene a meeting of the private sector, at which the private 
sector representative of The Board of Directors would be elected, as well as an alternate. 

The NGO selected to manage AMISR should have tlie following characteristics. 

. Have an agricultural component to its pro~mriis 
Be expenenccd in operating cridowinent funds 
Well known to the donors 
International 



Einploy generally accepted accouiltiils pi-ac~iccs aitd l~ave doiloi- acceptcd account it19 ;u~d 
management systcms. 
Permanent commitment to prescncc in Rwanda. 
Willing to undertake financial oversight of AMISR for a reasonable fee. 

At its outset, AMlSR couid be established and placed in operation as an arni of the USAID 
project. Part of the project responsibilities could be to identify the appropriate NGO, collaboratc 
with the GOR in establishing the permanent operation of .4MISR The project would also be 
responsible for instituting the interaction with the private sector to orsanize participation, or work 
through existing private sector associations to build a participant base. 

In this presentation, AMlSR has been presented and described as a stand alone unit. However, the 
implementing project will necessarily need to make adjustments to seek and incorporate 
collaboration with other projects and donors. 

At the outset, the Director of AMlSR could be the COP ofthe USAID project. The Computer 
Support Speci&t could be the person who provides the same support to the project as a whole. 

The Driver, Cleaning Services, Administrative Assistant, and Accountant could all be filled by 
individuals filling those functions on the USAID project. 

There could be many variations in the structure and management configuration that evolve as the 
project implements AMISR .4s those adjustments and modificarions are considered, the 
following principles should not be violated 

Financial management should not be under GOR direction. 
Planning for funding should not be built around dependence on GOR contributions. 
Private sector participation in management should be retained. 
Most'importantly, nothing should compromise the primary mission, in any way. 

D. Dissemination 

1. Daily 

The only viable option for national coverage to disseminate market information is via radio. 
There is only one radio station which has near national coverage, Radio Rwanda. It is expected 
that within three months, the entire country will be covered by the signal foot print. At the 
moment, only one commune is not reached. Construction is currently underway on a repeater 
tower. Radio Rwanda will only allow the broadcasting of the information inside short intervals of 
a few minutes each. This is one slot in the morning, one at midday and one in the early evening. 
The price structure for the different time slots is as follows: 



Morning slot: 6 3 0  ail1 to 6:45 am ( 500 RwF per second 

Ucscri~tlion Amo1ii11 

AMISR could generate a report of the day's prices, which would be readied and transmitted to 
Radio Rwanda by mid-day. The prices will be reported during the evening interval and again the 
followiiig morning, during the morning interval. It is expected that the reportin2 will take forty 
five seconds. Not all products for which data are collected will be reported. Rather, the products 
with major volumes in the market will be reported. 

Mid day slot: 1230  pin to 1245 prn 

, Evenins Slot 6:00 pm to 6 3 0  pin 

In many countries, market prices are reported as a public service. When asked if that was an 
option in Rwanda, some conhsion resulted. The concept of "public service announcements" was 
foreign. When asked if official government statistics would be broadcast gatis, the answer was 
"no" and that the government offices all pay for their radio time. Radio Rwanda has a monopoly 
and there are no options other than to pay for the broadcasts. 

Initial charge - inscription fee 

150 RwF per secorid 

200 RwF per second 

That said, there is an advantage to paying for the dissemination. When information dissemination 
occurs via public semice announcements, the timing, quality and completeness of the information 
can be compromised In the worst case, the announcement is not made because of 
inconveniences When the announcements are made under contract; these factors are berter 
controlled 

150.000 R u F  

AMISR would be responsible to develop sponsorships and advertisers to bring down and 
eventuafiy eliminate the cost of the data transmissions, over time. 

2. Publications, Subscriptions, Services 

A11 other forms of dissemination, apari from the daily radio broadcasts, would be made for a fee 
Those businesses that wish to receive the information via fax or email, would pay a subscription 
price. Subscriptions should be annual, or AMISR will spend too much time doing bookkeeping 
on the accounts If shorter subscriptions are offered, they should be for dramatically higher 
amounts than for annual accounts 

AMISR should be prepared to do customized price histories These could be for businesses, 
donors, consultants, banks. and so forth They should be able to select date ranges, specific 
products, markets, or combinations, or be able to customize the request on any of the fields in the 
database 

AMISR may wish to work out an information bartering arrangement with other organizations in 
other countries of the region, giving Rwandan price information in return for price information in 
other countries 

There should be weckly summary analyscs that char? the history of the price developments. They 
should mention weather, political factors, pest pressui-e, disease, or other conditions that are 
alTccling the market.% 



There should be semi-atint~al repor~s lhat su~l~incrize tllc prices, art-angcd scvcral ways. Tllcre 
should be commodity reports that show the pice liislories for a give com~iiodity across mal-kets. 
Tliere should be market repolls that show tlie products by marker. There should he gr-aphs 
showing the price tendencies against other years, and comparing markets. The weekly summaries 
should be used to produce a synthesis ofthe larger tr-ends and factors affecting tlie market. 

In a similar fashion, AMlSR sliould prepare reports that show the price tendencies in the export 
markets for those products of interest to Rwanda. The type, frequency and distribution of these 
should be closely coordinated with the technical experts operating under the direction of the 
Business Center. The design of AMlSR to be able to gather, store, process and disseminate 
prices for the markets of Rwanda, is fully compatible with being able to manage international 
prices for export markets. The only additional capability needed will be analytical capability for 
the international markets. It is anticipated that this will be provided by the Business Center. 

E. Financing - Sustainability - 

It has already been noted that the maximum benefit to the economy of market information derives 
when the information is equally available to all participants. which translates to free distribution 
It has also been noted that market mformation systems in developed countries are subsidized 
And finally, it has been noted that in the accounting scheme of the whole economy, good market 
information systems leverage a return of many times more than their cost, but that the direct 
benefit accrues to the private sector and not the entity providing the information This all to say 
that in the large scheme of an economy, inarket information systems are eminently financially 
sustainable, but in the details of the money flow, the large economic benefits can not directly be 
tapped to offset the cost of the service Developing economies, in particular, are incapable of 
consistently providing the necessary resources to maintain credible market information systems. 

From the standpoint of a development tool, good market information systems are a relatively 
inexpensive device to generate a wide spread impact on an economy, and can be justified for the 
medium term purposes of a development project, whether the service can be sustained over the 
long term or not. Of course, it is preferable that a functioning system be sustained. 

The mechanisms for sustaining a system are somewhat limited 

Selling of services. As the main service and primary mission involves free distribution of 
information, the sale of specialized services will not likely generate more than a minor 
percentage of the annual operating expenses of the service. It is reasonable to expect that 
over time, about ten percent of the annual operating costs can be covered from profits on 
the sale of services. . Government funds. The primary mission of AMISR is to provide a public good. As such, 
the public, through its government, should provide a significant portion of the cost of 
operations. A goal of thirty percent of the operating costs is reasonable. However, in 
most developing countries, even when agreements are in place and there is honest intent, 
this public contribution is typically not sufficiently stable as to be reliable. 
Donor funds. In many countries, market information systems are funded, at least d u r i n ~  
their initial phase, by donor funds. I-lowever, devclopmen< is supposcd to have the 
ultimate objective of achicvitig self suficicncy. l'hcr-efore, it is difficult for donors to 
justify perpetual support for markct information systcms. 



. Ancillaty scrviccs. Sonie systems in soiiic countl-ics liavc sougtit cconomic suflicicnc!: by 
allowing the service to engage in activities that are riot rclated to thc primal? niissioii. 
Exaiiiples include opcr-ating Western Union oi5ccs fhr nioncy transfers, operatirtg the 
national lonely, and making capital investments in busincss activities. None of thcse is 
satisfactory. In every case, the concentratioti of management resources and interest is 
necessarily diluted, and in many instarices, dominated. by the ancillary activity. In the 
worst cases, direct conflict of interests result. 

The model that is suggested here for achieving financial sustainability of AMISR is the follo\ving: 

Use donor funds to establish the senlice and cover the initial operating costs. 
Establish an endowment fund. 
Seek donor collaboration and cooperation in generating fiinds to be deposited in the 
e~~dowment fund. 
Establish an agreement with the GOR for an annual contribution from the national budget, 
for the provision of the public good of nationally broadcast daily price information. This 
amount should be payable and due at the beginning of each budger cycle. This 
contribution should be deposited into the endowment fund and not planned as part of the 
annual operating expenses~ 
Sell services such as specialized access to the daily reports via fax or email, historical 
reports and customized services. To the extent possible, the profit from these sales should 
also be deposited into the endoument fund. 
Seek sponsorships for services from commercial businesses. Typically, these would be 
used to offset expenses for broadcasting data and printing publications. 

With direct donor support for operating expenses for the first three to five years, consistent 
participation by the GOR, and asgressive management to grow the endowment, a viable, long 
term sustainable market information system can be achieved 



-- 

SECTION iV. iMI'I,ERIEN?'A'I'lON I'ARTNEIZSI Ill's 

Tlle proposed marlier information systcrn must be developed within an atmosphere of cooperation 
and collaboration Stake holders that should be included in the process are 

Public sector, particularly the Ministry of Agriculture and the Ministry of Commerce 
Radio Rwanda 
The private sector 
- The vendors in the market 
- Agribusinesses 
- Producers 
- Regional information users 
The donor community 

There is a zood deal of commerce that takes place between Rwanda and its regional neighbors 
This should be reflected in terms of cooperation with the information system efforts that are 
taking place in the region. such as FOODNET and FEWS 

Inside Rwanda, paicuiar care should be taken to coordmate with PASAR and the developing 
project under the direction of the Ministry of Agriculture with World Bank funding There may 
be opportunities to share offices, share staff, and certainly share information With regard to 
PASAR, it may be possible to  work out an arrangement whereby the PASAR reporting system is 
used for the three markets outside of Kigali That has not been built into the budget assumptions 
because there would have to be a number of details worked out including the products covered, 
the type of data collected, the timeliness of the arrival of the data at the AMlSR offices, and so 
forth No assumptions are made about coordination with the WB funded project because its 
dimensions are yet to be defined 

Every effort should be made to make the GOR have a sense of ownership of AMISR in the sense 
of its technical output being a GOR contribution to the public good - while at the same time 
protecting AMlSR from GOR financial oversight. 

Special effort must be made to involve the private sector It will not spontaneously seif generate 
For the first years of the project, AMlSR will have to select capable individuals and approach 
them, and encourage them to allow themselves to be put forth as candidates for the Board of 
Directors They should fully understand what be~ng a Board member entails, and what it does not 
entail (no salary, no special perks, etc ) An annual meeting for the private sector should be 
planned This should include substantial refreshments or a meal There should be door prizes, 
such as mugs, tee shirts, baseball caps, pens, and the like There should be brief presentations on 
AMISR's plans and a presentation of candidates for the Board By ballot, a representative and an 
alternate should be selected 

Over the course of the year, AMlSR should make every effort to insure the public is aware of 
AMISR. its board members. and the activities. A concerted ~ u b l i c  awareness effort should be 
conducted to both heighten public awareness as well as make Board participation be viewed as a 
prestigious honor. It should distribute gifts. such as baseball caps, pcns, and tee shirts to business - 
people in the markets, both as a gesture of good will as well as advertising thc cxistcncc and 
services of AMISR 
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Esti~blislicd busilicsses should be activcly I-cci-uitcd as sponsol-s and advcrtiscl-s. Sitllilat~ly, 
1 established businesses should be marketed tbr [llc sale of subscriptions. 

I t  is expected that AhllSR would function in veiy close collaboration with the Business Centcl-, 
perhaps even sharing the same ofices. Ne\-enheless, it is important that the AMISR management 
system not be tied to the Business Center. 1 project closeout, if the Business Center does not 
continue, AMISR's operations should not be jeopardized, if it has been able to establisli a stable 
financial base. The Business Center should be highly focused on the private sector. There is no a 
pi.iori reason why the Business Center should have an operational linkage to the Ministry of 
.4griculture. AMISR on the other hand, does provide a public good. It should involve GOR 
participation to a significant degree. This need of AMlSR to have one foot firmly planted in the 
private sector, and the other in the public sector, distinguishes it sufficiently so that even though it 
is project sponsored, as is the Business Center. and even though they closely collaborate, they 
should be structurally distinct. 



SECTION V. Ill1l)GE'f A N D  1'1R115 I7KAh.IE 

Ttte follo\vitig budget was preparcd undcl- the assuttlption of no cooperation and collaboratiort 
with other elltities or pro.iects. hut rather \vitIi .AMlSii as a stand alone operation. It also includes 
the following assurnptio~is: 

The first year of operations, corresponding to the first year of the USAID project would 
actually be for siu months, allowing time for the project to plan and prepare for AMISR 
establishment 

Subsequent years include an increase due to inflation of 5 per cent. 

No allowance is included for indirect costs or fringe benefits of an implementing entity. 
Those charges would be added these base costs by any organization biddins to perform the 
implementation 

All amounts are-estimated in US dollars 

. Where possible, budget amounts reflect the actual expenditures of Am, rounded up to 
account for inflation.. 

. No technical assistance is included in this budget, though such assistance will be 
necessary, as it is assumed this will be included in the larger project budget The 
assistance needed will include training in the concepts of market information system, the 
development of forms and information management systems, operations manual, 
computerized data management system, market reporting practices, understanding the 
international markets and reporting systems, dissemination systems, data analysis, 
marketing, and publications 

To the extent possible, estimates are for local purchase 

The salary totals reflect both the salary plus the five per cent social security charges and 
the ten per cent professional tax. 

Budget 2 assumes many of the costs are shared with the project and the Business Center 
It also assumes income from sale of services It assumes the director, computer support, 
driver, cleaning and accounting are all services received from the project or Business 
Center personnel Many of the operating costs, such as ofice space, are also assumed to 
be provided by the Business Center, or the entity where AMISR is housed 



Activity 
Technical Assistance Activities 
Refine AMiSR Design 
Develop position descriptions 
Operations Manual 
Training of staff in MNS operations + follow-up 
Procurement, import 

Startup activities 
Establish Board of Directors 
Advertise, Interview, Hire 
Director 
Dissemination Speciaiist - Marketer 
Quality Control and Diss. Spec. Assistant 
Quality Control Assistant 
Market Reporter 
Data Manager - Data Entry 
Analyst 
Computer Support Speciaiist 
Administrative Assistant - Book Keeper 
Accountant 
Driver Facilitator 
Cleaning 
Contract Reporters 

Office. identify, contract, make ready 
Procurement, iocal 
Estabiish radio dissemination Contract 
Subscriptions available 
Network setup and placed in operation 

Operations 
Reporting 
Dissemination, daily, radio 
hlarketing of services 
ident~ty NGO to manage AMiSR 
Financial Mgmt transfer of AMiSR to NGO 
Establish endowment fund 

hlarketing of endowment fund 

Annual meeting of users, Board of Dir. Elect. 

Board of Directors meetings 

AMISR Calendar of Activities 
Year I Year 2  Year 3 Year 4  

1 2 3 4 5 6 7 . 8 9 1 2 3 4 5 6 7 8 9  10 11 1 2 1 2 3 4 5 6 7 8 9  10 11 1 2 1 2 3 4 5 6 7 8 9  10 11 12 

. _ I I . . . . U U _ I ~ J I l i u  I I I I I I 'i I I I I I I 1 I I 1 I i 
. , 



ANNEX A: I'ERSONS CONTACl'lCD 

Edson Mpyisi, In-country Coordinator MSU Group, Food Security Research Project (FSRP) 
MINAGRI 

Francios Kanimba, Senior Economist. World Bank Resident Mission 

Karin Christiansen. Economist, Directorate of Planning and .Agricultural Statistics, Ministry 
of Agriculture, Animal Resources and Forestry 

Alfred Mutebwa, Director, Directorate of Planning and Agricultural Statistics, Ministry of 
Agriculture, Animal Resources and Forestry 

Agnes Kayijire, Directrice - de I'Industrie, Ministere du Commerece, de T'Industrie it du 
Tourisme 

Alain Houyouy Project Coordinator, PASAR, Proyet d'Appui a la Securite Alimentaire 

Joseph Nyrimana, Project Coordinator, Projet de Developpement des Marches Agricoles et 
Ruraux, World Bank 

Moussie Menwuyellet, SO3 Team Leader, USAID 

Didace Ukulikiyinkindi, Chef de Service Commercial et Marketing, Repubiique Rwandaise 
Office Rwandais d'Information (ORINFOR), Radio Rwanda 

Shaun Fems, Regional Coordinator, Marketing and Post-Harvest Research in Eastern and 
Central Africa: FOODNET. 

Various retail and wholesale vendors of grains, beans, sorgum, maize, h i t s  and vegetables. 



Christiansen, Karin, IIILZF7'Nore.fir //I<* I*'ilc: /'rice drrfrr colicctiorr crtrd ~l'i.s.~c~rtrirt~riic,)~ 
/necima~ri.sm.s, Directorate of Planning and .Agricultural Statistics, Ministry of Agriculture, 
,411imal Resources and Forestry of Rwanda, March 2000. 

Kedrock, U7illiam A,, Kenneth D. Weiss, Rtr:arrda AgrSrihusi~res.s l)ei~eIop117errr ('etrter, USAID 
Agicultural Analyses and Design Project, February 2000. 

Kurzman, Harold, Tror?.spo,,.l Sec~or Pr<$I~~: irnpuci on Agrrbrrsrrless, USAlD .Agricultural 
Analyses and Design Project, December 1999 

Ministry of Finance and Economic Planning, Republic of Rwanda, Rtvarrda De~:elopnter~? 
lirdicafors, July 1999 

- 
Shutt, H a w ,  Rwar~da Fil7ancial Sector ProJile: Impact on Agibtt.ri~zes.s Int~estmerrl, USAlD 
Agiculturd Analyses and Design Project, November 1999. 

Webber, C. Martin, Agrjbusiiless Policy Projle, USPlID Augicu2turai Analyses and D e s i p  
Project, December 1999. 
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