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1 INTRODUCTION

7

" Agricultural institutions responsible for pohcy analysis and policy advxce play’ an' .
equally important role in agrlcultural development as other supportlve institutions. The role -

_of agricultural institutionis servicing commercial agriculture in Zimbabwe betweén 1890 and

1980 is.well documerited by Rukuni ( 1990) The e post- independence strategy of éxtending and . .

, restructurmg supportlve institutions (research, extension, credit and m: rketmg institutions),

and the resultant success in smailholder production has been highlighted by Rohrback
(1987) and Blackie (1986): It is clearly demonstrated in ‘the 1980-85 period that public.

- sector investment for institutional support towards agricultural production and marketing
- services is capable of stimulating production and marketing incentives for smallhiolders. At

. “the same time, the wecakening and/or withdrawal of key .public services  and: support
“ institutions due to budgetary constraints in the 1985-90 period has been partly Ttesponsible

. for-declining productmty (World Baiik, 1992). In particular, this has in recent years, resulted-

in a steady erosion of the effectiveness of most of the agricultural. servxces prov1ded by the

-agricultural Ministry.

Morris and Alderman (m Elcher and Rukum 1991) recently concluded that

institutions matter most in dlstmgulshmg between country groups experlencmg more .

successful and less successful economic development. Because most countries in Africa

' (including Zlmbabwe) are currently at an early stage of scientific, institutional and human: -
" capital development than their counterparts in Latin America and Asia, agricultural
development strategies in Africa should focus on human and institutional capacity building -

in the 1990s. The long term objective .of this paper is to contribute to the Tecovery and *

‘stabilization of.the food and agrlcultural sector by %trengthenmg the 1nst1tuuonal capac1ty ‘
“for policy analysis.i in“the Mlmstry ' S

So far much attent}on has been glven to the: more convenuonal publlc and private
agricultural supportive institutions such as research and éxtension, training centres, farming
organizations (Bratton 1984), marketing boards and input delivery systems (Blacﬁle 1986)

" but there Has been little discussion of the technical institutions responsible for agricultural - -
~ policy analysis and advice. A properly co- ordmated institutional base for policy-analysis-and-

data’ management can contribute significantly to the effectiveness of supportive institutions

“in the process of developing the agricultural sector. In many Sub-Saharan African countries,

- . . policy reforms were introduced with little regard to institutional capacity requn'ed to cope
~ with formulation, 1mplementdtlon monitoring and evaluation of the reforms introduced. The
- cap‘zc:ty for- pohcy analysis should not be allowed to lag ‘behind the pressure for, reform

~'The next section of this paper examines the.role of policy analysis in the context of

the Economlcs and Markets Branch (E & M) of the Mlmstry of Lands, Agrxcultur(e and. -
- Waler. Development (MLAWD). This is followed by a review of the efforts that have been .
- made to-improve the availability, of data for- agrxculmral policy: anaIy51s through the. Farm
‘Management Survey (Section 3), and the dgncultural database system (Section 4).
: The broader applications of the agriculiural database in policy analysis, momtormg D
~“and evaluation and periodic publications for use by resednchers and other institutions is -

. discussed. Sectlon 5 looks at market information-and price monitoring. The final section

" concludes with the unphcahons of improved synchromzatlon of pohcy msututlons on the

[

harmomzatlon of major pohcy decstons

~
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N 2 . The Role of Pohcv Analvsrs |

~ The goal of researchers and policy analysts in agrlcultural €conomics is to descrrbe
‘and analyse economic -and related social problems and to prescribe . remedies based on

.'avarlable data, - information and theory. Bonnen (1988) defines data as symbolic
L representatrons of concepts, quantities and actions and as the direct product-of measurement -
or counting. Information is more than just data. It combines data from different collection’
_processes (see later sections) and subject matters within.some analytical mterpretatron :

Interpretatlon may range from little -more than formatting of data-for presentation, to
encoding i an index or scale,” to modelling complex economic phenomena. Therefore
information is data that are processed organiSed, interpreted and communicated to the
relevant users. - Its usefuliiess is in aldmg decision making or subject matter. evaluation; -

_ “The ""top- down" approach in policy planning, design and 1mplementatron has .
- frequently not resulted ird the desired development of smallholder agriculture in developing

countries (FAO, 1990). This approach-often results in policy measures being implemented

- without adequate knowledge of the situation at the grass roots level.,

_ . The role -of policy analysis is, and should be, to identify all major const1amts that
" hamper development atthe farm-household level and.to specify and test possible solutions,
both technical (ic from existing research results) and institutional. Policy analysis should _
recognise that the systems operated by smallholder farmers are not only-complex but are

also affected by many factors both internal to ‘the farm household (eg resources,

- management) and external (eg 'input supphes credit, markets). Only through close -
consultation with the farmer and examination-of his- total- situation, can real and
comprehensrve policy measures be designed-and 1mplemented in the short and long term -
. to improve farm productivity, raise farm and family .incomes, incredse the welfare of farm
: famrhes and develop- farm household systems and Tural communities on a sustainable basis.

- This’ approach in .policy. analysis' ensures a better msrght into the farm household

; system as-'a whole and an understanding of the connections andinteractions between
individual household components. Policy analysisshould concentrate at the household level
_“because in -developing countries, the farm houschold is the, decision-making unit which
~ " ultimately controls the transformation of inputs into basic agricultural outputs- (I‘ AQO, 1990).
.Decisions have to be made by the household about what to.praduce, how.to. pfoduce, how -

much to produce, when to produce and where to produce. Decisions also have to be made -

about the acquisition of inputs and use of family or hired labour. Thus, policy-analysis tries. -

to identify where confhctmg objectrves exist or may arise and the resultant trade-offs. The

role .of policy analysrs is to assist in the desrgn of approprmte pollcres s0 as to av01d _

undesirable economic consequences.
The value of information from research or data analysis is often derived from its

“value in decision maki ing botli in theory and in practical problems. In the descriptive process, -
- - the policy analyst arranoes selected data to tell a story and illuminate a policy problem. The .-
*‘next stage of explammg the policy problem comes out of the interaction of data with theory.
Theory relates facts and concepts and it.is the duty of the analysts to identify the relevant
theory. and statistical method of analysrs For example the data may show a correlation
between fertlhl_er usage and farm income; the theory helps to determine whrch lS -cause and;

e




3

“effect. Prescription is the last stage where alternatives for action are recommended. In - -
general, the task of the analyst is to show the 1mp11catlons of each alternative without
necessarily expressing a personal opinion about what is best. Policy analysis institutions are
designed to combine together all three processes of description, explanation and
prescription, and the three elements of policy problems, data and theory, before previding
advice to senior managers in government. Here, the Economics and Markets Branch is used
to illustrate the role of policy analysis institutions.

The Economics and Markets Branch : / : -
The MLAWD is the arm of Government responsrble Jor a broad spectrum of
. agricultural related policy issues. These include pricing, marketmg, trade and development
of agricultural products, inputs and foreign curreucy for the agricultural industry (machinery,
~ seed, fertilizer, chemicals, stockfeeds, spare parts, labour, packaging, etc), the operatron of
a wide range of locally and donor funded agricultural projects, land policy, the provision of
technical services (fesearch, extension, livestock and trammg) and the administration of
agricultural ‘parastatals. The full structure of the Ministry is shown in Appendix 1. ,

The Economics and Markets Branch dates back to the 1940s when it was set up to
prov1de farm management services, drought-relief assistance and related work largely for the
commercial farming sector and, through the Agricultural Marketing Authority, to deal with
the pricing and marketing of controlled agricultural commodities. The structure and
functions of the Branch have not changed significantly except that after independence the
thrust of the activities shifted to reflect the Government’s hew agricultural policy strategy

‘towards growth with equity (Zimbabwe, 1991). At present the basic functions-of E.& M

- include dealing with proposals on the prices of controlled and regulated agricultural
. products, input procurement for the agricultural sector, estimation of agricultural export
.- earnings, economic appraisal of new agricultural. projects work related to the agricultural -
‘aspects -of the economic reform' programme, provision of basic farm management
information, liaison with agricultural marketing boards and frade issues.

"The Branch is headed by a Deputy Secretary who reports directly to the Permanent
Secretary, and has a total establishment of 30 staff including 17 professional agricultural
‘economists, 4 computer operators and 9 research assistants. It has two basic divisions, the
‘marketing section headed by an Under Secretary with. three supporting grades, and the .

.~ Agricultural Economics section headed by a Chief Agricultural Economist, supported by
" principal and senior agricultural economist grades. Many observers have pointed to the high
rate of staff turnover and the over- emphasrs of routine as opposed to more policy analysrs
work, as a major weakness of the Branch. However, significant efforts have been made in
the last six years to improve the policy analysis work of the Branch, and these include:-
a) the requirement that the basic entry grade be a degree in agricultural economics, as
‘ opposed a general economics or agriculture degree;
b)  the provision of post-graduate (including Phd) training opporlumtres for all staff who*
~ complete the first two years in the Branch.

©¢)  improved access 1o compy iter facrlmcs and computer trannng for data and pol1cy -

_ analysis for all staff; t —
'd) ‘the use of appropriate short- term and ]ong-term teclmrcal assrslance programmes to
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- prov1de in-service staff tralmng and technlcal back -up.

e) facilitating the participation of senior ecoriomists in consuitancres feaslbrhty studles
.. and research activities, where appropriate; and,
) “enhanced exposure and interaction with economic units in other agrlcultural

institutionsin particular, the University of Zimbabwe, farming organisations, Reserve
Bank, marketing boards -as well as- bilateral and international -organisations (1n
partrcular USAID, ODA, CIDA, FAO World Bank IFPRI etc) -

- The work of the Branch has become increasingly or1ented towards pohcy deslgn
analysrs and monitoring in the light of the rapidly changing ecoriomic environment brought
_about by the Economic Structural Adjustment Programme (ESAP). In-order to effectively -

~implement the. ESAP, Government is. required to identify, ‘design and 1mp1e1nent
short/medlum term specrflc policy measures. which are. necessary -to achieve set goals.! -
The gdthermg, processing and management of data was developed over the past 5 years.as -
a major adjunét to policy analysis. The Branch has been tasked with research and analysrs
.. which is targetted towards specilic implementation issues to provrde timely information to -
pollcy-makers for the effective implementation. of reforms already announced and also for - -
future policy reforms whicli-are required to meet ESAP objectives. The Branch has
. therefore embarked on an analysis-driven pprocess of policy reform. However, while some- . -
important analyses have so far been carried out, further work is reqmred to better inform - -
pohcy -makers°of_the implications of changes in- such areas as stock- -holding policy, further
- pricing and marketing reform and the pace and sequencing of the reforms (MLAWD Policy

_~° Statemeént, July 1992). The data components and information systems so-far developed by

‘the Branch are descnbed in the next three sectlons ' :

~ 3. - Farm Management Database for Comimunal Areas
-~ The Government of Zimbabwe has since. 1980 targeted the communa'l and

‘resettlément farming areas for accelerated development  througlh the - provision ; of -
mfrastructure and mputs in addition to price policy and land reform. Lack of comprehensrve -

[N

"-1/ Follow1ng the 1ntroduct10n of the Economlc Structural

Adjustmenf _Programme (ESAP),- the overall. functions and duties of

" the Branch broadened to cover' areas of agricultural marketlng and

: pr1c1ng de- -regulation, . trade liberalisation and the reform -of

" Marketing Boards. The Branch found itself hav1ng to expand its farm - -
',survey work -in. order to effectively determine the impact of the
.ESAP on the agrlcultural sector; assess further ‘options. for price

"and- market  reforms; -setting up a monitoring and evaluation ‘-

‘ mechanism for the :Grain Reform Programme funded by USAID and’ the

overall sectoral reform programme funded- by the World Bank; -
.1denplry the. agricultural 1nputs to be placed on the Open General

Inport Licence (OGIL).; and, admlnlster new 1ncent1ve schemes to :

’. encourage export productlon., ‘ » T

-
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data on communal farms has been a majot limiting factor in evolving effective strategies for - .-

the development of that sector.~. In order to improve this sector, the extent and

_characteristics: of the veéry real constraints which are inhibiting the - development of

agricultnral productivity on communal farms must be- studled sc1ent1f1cdlly and strengthen
the basis for policy formulation. -

The history of the Farm Mauagement Database goes back to 1985 when an

K

Agrncultural Data Analysis (ADA) project was initiated in the Branch. Implementation of . - |

‘Phasc 1 began in March 1987 when USAID/ZASA funds were ‘made available and

- continued until 1990 by which time the project -had amply demonstrated that =
,mictocomputers could be effectively utilised by Branch and Agricultural Marketing

- Authority (AMA) staff. By the end of Phase I of the project, a number of areas had been

. identified where further work and assistance were required. Phase 1I began-in September-

-1990 and involved the followmg activities : upgrading the level of microcomputers totake
into account the increasing level of data collection and analysis; further training in
microcomputers and-applied agricultural economics for agricultural economists (MLAWD

files 1990); development of the Agricultural Database; and, further unprovement in the flow
“of data from the communal sector through a revamped farm management survey. The first

activity has already been implemented; the second is.on-going; the rest of the activities will

" be implemented during the remainder of the three-year project period.
The Economics and Markets Branch, through its FMRS, initiated an annual farm
management survey in 1982/83. However, due to staff turn-over, lack of adequate resources

etc, a backlog of unanalysed data accumulated. It was the introduction of” mlcrocomputers .

- in 1987 under the USAID/ZASA-funded ADA prOJect which facilitated the processmg of

. _the 1985/86 survey. There was no survey conducted in 1986/87 and the 1987/88 survey was:

“disbanded due to the poor quality of data (MLAWD files, 1990) At this time, it was
realised that if the FMRS. was to play its central role as a major source of data and
information on the communal sector, there was need to have the entire survey revamped

and a major effort put towards the utrengtllenlng of collectlon processmg and analysis of -

* farm management data.
- © Another survey was mmated in 1988/89 in selected communal areas. The first part
- was. a’ baseline questionnaire carried out at the beginning of the season. Subsequently,

enumerators used another questionnaire and visited farmers at least twice a month over the -

-~ course of the season. During these periodic visits, the focus was on major operations. being
. carried out by farmers and the data collected focussed on both physical inputs and cost data.
~Labour data was collected from a sub-sample rather than the entire sample in order to

improve quality. As dita was collected in the field, it was brought back to Head Office, .
.checked and entered into a PC and :did not have to wait until the end of the season to be - -

- -analysed. This is. the basns of the annual survey:currently being carried out in the FMRS.

The. aim of the annual survey is to-determine and understand the conditions and

. extent of ‘agricultural productlon in-the communal areas, -input usage, -output- levels,
. marketing activities and resource allocation decisions of small farmers. For a sample of the

,questionnaire used, see Appendix 1 pages 21-24. Another ObjeCthC is to quantify input usage
- and production figures for a sample of communal farms in order to develop a detailed set -

' ol' standard crop and l'arm budgets The analysns of farm survey and crop budgets provides -
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-useful information on resource allocation and regional comparative advantage, price:

~determination and assessment of the 1mpact of inflation on cost of: productlon and v1ab111ty
of farring enterprlses o -

' There are nine trained field enumerators or research ass1stants based in eachof the
* and supervnsed from Head Office. Regular training of the research
dssistants is provided by senior economists. Three new vehicles have been acquired and'will
- be used by agricultural economists to improve the frequency of farm visits and supervision
of enumerators. In addition, enumerators are also being provided with motor cycles under
~the second phase of the ADA project. These are important components in the re-orientation
of the FMRS’s survey effort. In previous years, without adequate transport resources, the
‘enumerators were confined to limited enumeration areas. Impr()ved transport will permit
:them to-expand both area and intensity. of coverage. Data entry is done by four trained
computer operators based at head office. Valuable technical assistance on survey design
“and data analysis was prov1ded by Dr Attwood ( 1989) and Dr’ Masters (1990) and fmanc1a1. ;
a551stance by USAID..

The survey is conducted in three stages. Each stage of the survey is desngned to - -

capture all relevant data: on agricultural production, assets, farm structures and crop

_marketmg Three questionnaires are administered by the enumerators at specific points

2/ In Afrlca, three methods have h1stor1cally been used to
generate information at- the farm level. These are : 1nfrequent
“surveys, multiple-visit surveys and the' case study approach The
“infrequent visit survey approach is the one. currently used by the .

" Branch's FMRS. It involves enumerators visiting respondent farmers
.a numbexr of times a year. Its main advantages over the multiple-

visit ‘and case study approach, are the lower cost of interviewing .
“the. farmer; better ability to sustain the interest of  the
respondent during infrequent interviews; and, shorter period of
carrying out the survey, analysing the data and publishing the -
results. The other two methods, while providing more reliable data -
on ‘input and output flows_and better able to control measurement

'errors, invelve visiting the farmer frequently over the entire

cropping season. They- both .cost more per farm visit and come up
: agalnst the problens of requiring 6-12 months to plan the survey,.
. a year or so to carry .it out due to the need to sustaln the
_ interest of the farmer during repeated 1nterv1ews, and up .to 3

years to analyse and publlsh the results.

3/ The nhine survey areas ‘are in Buhera,‘ Chirau, _Chlrumanzu,

. Chiweshe, Kandeya, Mutoko, Nyajena, Zvishavane and Chivi. There

are approx1mately 55 households in the sample for each survey area.
Each area is further divided into two enumeration areas. . The
-survey is regularly re-designed to achieve greater coverage of both.
hlgh and low potential communal areas and ecologlcal zones, and to

minimise deterloratlon in data quality arlslng from frequent

VlSltatlonS to the same respondents.
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during the agricultural season (October.to September the following year).! The data is
then coded and collated into reports setting out the demographic statistics, physical assets.
and the full range of farming activities in both physical and financial terms. Two annual
" reports have sa. far been published: the 1988/89 and.1989/90 "Annual Report of Farm
Management Data for Communal Farming Areas" (MLAWD 1990). The data contained
~ in these reports is deSJgned to provide essential information as an input to the development

of appropriate policy measures, as a benchmark data to assess progress and for-any further
statistical analysis.

*As the economic reform programme unfolds, there lhas been. a need to- make
additions to"the ‘questionnaires to enable monitoring of the 1mpact of the reforms on the
wellare of communal farmers. This will also facilitate comparison of productlon and
consumptlon characteristics of communal households with different resource endowments,
_income sources and cropping patterns. Empirical evidence on the short-term and long-term
effects of the 1992 drought on household. food access will be built up. These are ongoing
‘improvements thiat will continually be made to the farm management survey. However, the
institutionalisation of policy analysis involves more than simply putting into place data
ccollection procedures and information systems that meet current policy needs. Databases
and analytical work must be résponsive to changing policy analysis needs and the. focus of
such efforts should evolve over time so as to anticipate future needs. Thus, although the
current survey has generally focussed on quantifying input usage and productlon statistics
in order to develop a detailed set of typical crop and farm budgets for communal farmers,
the current reforms in the pricing and marketing of "controlled" agricultural commodities
have revealed several new data needs. For example, it is apparent that there is need for
_appropriate data on the consumption and marketing behaviour cf communal households if
Government is to continue its role of ensuring the welfare of communal farmers.in marginal
rainfall areas. In addition, comprehensive data on income and expenditures could also be
-collected. Only when information is available on prOduction and consumption decisions of
a household, can welfare determmatlons be made or scwmgs and investment behaviour be

~analysed. -

o A new. monthly questionnaire ' that - would elicit detailed. mformatlon on grain
purchases, -prices and income sources, has been. designed to be used by enumerators once
it has been tested. It should go beyond the "one-shot", one year recall process currently in
operation and should considerably assist in future analysts of the grain market reform

_process. This monthly survey will collect such data as follows : : |
1) Household expendltuies - purchases of food and durables, including quantlty dnd'

4/ The aim of the first: bas ellne quest:onnalre is to capture
socio-economic characteristics, previoeus seasons cropping pattern,
livestock conpoqltlon ~and assets inventory;  .the mid-season
questionnaire is for input stocks and purchases, land preparation,
1nput usage and livestock changes; the end of season gquestionnaire
is for grain harvests. and retentions, crop marketing, overhead
expenditures, off~season’ activities. - Two supplemental
gquestionnaires on household expendlture and transport costs were
added in 1991; and food access and prlce monltorlng in 1992.



. .price information; - ‘ s ' - S
.2)"  Source of food grajns (GMB retarl shop, NGO s etc) o
3) - - Gifts or.barter of food and durable goods; . - -
- 4) Existence (and potential for) gram purchases from mformal traders (1e shopkeepers )
- inillers or transporters); . .~ = .- . .
S) " Distance travelled and time: spent queumg to obtain food L
6) Income sources: (crop sales off—farm act1v1t1es remrttances etc) N
The advantage of the monthly questronnarre is. that it. permrts polrcy analysts to -
"examine the food access situation of communal farmers in a wide range. of farming systems.
" Such analysis helps to rdcntrfy possible policy changes in the current grain marketmg system
 that improve. food access by vulnerable households. Determrnmg the probable impact of -
- future reforms and- identifying potentral ways of "fine-tuning" on-going: polrcy changes '
requrres a data collection effort that is evolutionary in approach. r
‘A number of data processrng issues were described earlier: However there are also. -
design issues that arise over time with the type. of comprehenswe data collection such-as. -

~ envisaged under the Farm Management Database. One problem is getting a good.' 'mix" of . : _
“-suirvey sites-for. policy questions that may not be adequately defined uutil one or two years - -

later. The sites currently included in the survey work (see map), were selected at random
*.and represent a cross-section of Natural Regions. This permits the comparison of communal o
farm production in the drfferent agro- ecologrcal areas. Howeyer, there are drsadvantages to

_ thrs type of site selection.” : e
Despite the randomness in selectron the current survey srtes are not geographrcally

-drspersed (see map) and are actually-quite similar in ‘many respects. For example, Nyajena,. -

- Zvishavane and Chivi, all fie within a 50 kilometer radius of Masvingo. Although these three.”

" survey sites represent two drf[erent Natural Regions (NRs), the variation in climatic - .

"conditions and cropping patterns is not very. srgmﬁcant Natural Regions;-as’ delineated on
" national maps; are not strict climatic boundaries since agro- ecological differences cannot be.

. delineated solely by a few solid lines' on a map. Division into NRsis a simplification-and,
in"many circumstances, there are no real differences.in climatic conditions between a NR

" IV.village and a nearby NR V village. Thus, there is-an- argument for a more purposive -

selection mechanism by identifying and selecting distinct "farming systems". S
» Purposive. “or stratified selection by “farming system" -type -would involve - the- o
~ identification of- eight or nine different typical farming systems. Such .a selection would
introduce the ability to compare and contrast the: productlon and consumptron characteristics
of communal households of widely, drfl'ermg resource. endowments,’ mcome sources, and .
" cropping patterns. In addition, the effects.of a particular policy on certain "types" of-
‘communal farmers (eg livestock producers who are net buyers of food-or cotton producers)

: could be observed: A list of possrble f'trrnmg systems that can be 1ncludecl in such a survey

. as follows . :
o ’1 Cotton farming system - eg Gokwe

2. - Tobacco farming system - eg'a communal area north of Harare

3. Livestock farming system in area largely unsuitable for crop farmmg eg area south

. of Bulawayo _ Lo . - :

J

ol L
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" 4, ‘ Agrlcultural Database -

Higli rainfall farnnng system near. border with Mozambrque
Diversified maize-oilseed farmlng system’ w1th good transport hnks to major urban '
centre (eg Harare); -~ -
Maize-oilseed farming system'in NR III wrth relatlvely poor transport lmks :
Low-rainfall farming system - eg south of Masvrngo wrth substantial- area devoted to’ -
§ pearl millet; R Voo

8.. Mixed sorghum-maize farmrng system eg north of Bulawayo hke Srabuwa -

N

The Economics and Markets Branch has desrgned an agrrcultural database (see .
Appendix 2 pages 25-37) to prov1de cenitral storage of statistical data for recall and use by
a range of users. As explained in section 2 above, the Branch has continucus data- '
requrrements for a wide range of economic variables i in partlcular ’ L
prices for agrrcultural inputs and products,
area planted for major crops, yield levels and hvestock numbers
input usage - . o . Do '
parastatal performance =~ - . - o

LT ’ . .

agriculluraltrade data - AU - s

"

-

Prior to the database these data requrrements were obtained: by repeatedly
consulting public reports and internal documents from a wide variety of sources (e.g. CSO,
Agritex, CFU, Marketing Boards and input compames) The process of assembling and"
retrieving  datasets” from different disjointed : sets had a number of flaws, gaps and .
inconsistences which had to be rectified. I addition, the timing and composition of the -
datasets proved insufficient for regular price policy analysi§ and assessment of implications

~ of various .changes on major pohcy objectives. For the type of’ pohcy analysis and quick .

reaction now demanded. in the Branch as a result of the economic reform programme . and ~
for price monitoring, it became necessary to be able to receive, process and store up -to- date

_information in a centralised database.’

The first phase in the estabhshment of the database involved the mstallatlon of
modern. desk-top computer units (386AT) which operate at 33MHz'and have 180 Mb hard-
drives with a storage capacity equivalent to about 90 000 pages of text. With such storage - -
capacity, it-has been necessary to plan, construct and maintain loglcal data structures and -
a directory for multlple user applications. -FAQO consultants assisted in the compilation and -
management of files into a unified data bank, and training of staff in the management of
the database system.” A summary of the data files contained in the database is shown in

‘Appendix 2. The next section drscusses the output and various apphcations expected from

3
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5/ The.- database will continue to have .input from market

information systems in GMB, CMB, CSC and DMB as .well as obtain

technical data from other departments “and- farmlng organlzatlons,

‘which will feed into .the databa.,e.-, A~ systematic method for

gathering data from thése sources: and up-—datlng 1nformat10n 1s_'
belng developed - : - o B :



the Economlcs and Markets agrrcultural database

4. 1 Apglrcatlons of Databas - 3 _ . ‘
a) . Periodic Publications - ‘ ,‘

Y An immediate output.from the database is the publrcatron of an annual report on

R "Agr1cu1tura1 Statistics of Zimbabwe", the first i issue of which is expected towards the end
of 1992. This publication will contain- current afd historical data on crop yields, plantrngs, -

.. output "and sales 'to. marketmg boards, food imports and exports, input usage,. foreign
.exchange .allocations, price: information and any other relevant data on the agricultural

'mdustry “The- data will be presented in‘a format that provrdes quick.reference by polrcy-. 7

. makers, researchers, investors and other users.

The second type of output is a bi-annual "Agrrcultural Polrcy Review", which provrdes o

a crop by crop situation outlook.. ‘The first. issue was published in July 1992 as the :
Minister’s pre-season dgrrcultural polrcy statement (MLAWD 1992). A“second issue is
* expected in- Aprrl 1993 as'a post-season review focussing on producer and selling puces and

“harvest projections. To ensure that the information from the above publications is of .-

,benel‘rcral use, regular contacts will be mamtamed wrth users to obtain feedback .

- b) . Poli Anal sis Research Papers S S _
: ~.Most -policy " decisions_involve. impacts - which result 1n trade- offs between key‘
Government objectrves of growth, equity, food self—suffrcrency, employment and resource

ST

. sustainability. * It is important that decision makers are given sufficient “information to

quantify or at least rank the costs-and benefits of different policy options. Informat1on from
the ‘agriculfural database and the farm management survey has been used to develop a

. Policy Analysrs Matrix-for all-major commodities in all the regions under different. farmmg: N

. systems. The-aim is to determine the comparative advantage of different commodities and -
-~ technologies and to analyse the 1mpact of drfferent pol1cres on both drstrrbutron and
~efficiency. . "

‘ .The PAM whrch is used to determine domestic resource costs (DRC) gives a. sound. .
framework for analysing policies as it shows both the distributional and allocative impacts
. of Government (prrce) policy. The DRC offers a way of empirically measurrng comparative
advantage by generatmg quantitative indicators of the efficiency of using domestic resources
- to-produce-a given commodity, as.measured against the possibilities of trade. Thus, this is .

" auseful methodology for providing input into decisions regarding the approprrate allocation -

-of resources and provrsron 01' mcentrves between crops and by type of farmrng technology

-‘(Masters 1989).

. "Various research work has been. carned outusmg this methodology and data from
the agrrcultural database. For more details refer to Masters (1989, 1990 and 1991), Rukovo

et al (1991), Roth (1990), Woldu (1990), Jansen and Muir (1990), Food Studres Group

' (1990), World Bank (1990) Takavarasha (Ibrd) and Srthole (forthcommg)

~ ¢)  Monitoring and Evaluatron S : .
. - Amajor weakness with agrrcultural mstltutrons in many Afrrcau countries stems from
. _tlle inability to-evaluate their own activities and learn fromi‘past experience. ~The: basic -




~ question to be answered is whether avallable resources in a partlcular act1v1ty are bemg used
optimally in relation  to the benefits they generate. It is. pOSSlble to achieve significant
improvements in‘the efficiency of resource allocation by using the management information

system and techniques such as the PAM, cost/beneflt analys1s and modern management ’

audit procedures to assess performance. . - L

' Given the complex problems of agrlcultural pohcy and 1ts 1mplementatlon and the :
very real budgetary. and other constraints, momtormg and evaluation is a critical- aspect of
agrlcultural policy administration. The main objective in monitoring and evaluation is to -
aid senior management in their day-to-day decisions on- the use of resources ‘available to-

agricultural institutions, and -as a-tool for presentmg the case for additional resources.

Resources in this- context include physical and financial resources, foreign’ exchange S

allocations, personnel (both administrative and. profess1onal) and equlpment

Areas® in the agricultural sector for which monitoring and evaluation: is’ essentral“' :

include pricing pohcy, land resettleinent, foreign exchange allocations, agricaltural projects, -
departmental and parastatal activities, and-achievement of overall agrlcultural targets. How-
effective are the policy measures and what are-the appropriate priorities in the utilisation
of resources? Are performance targets consistent with the national objectives? These are -
some of the ~questions to be answered in momtormg and ‘evaluation of agrlcultural, ‘
mstltutlons s - - - - . i :
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5. Market Informatlon and Pnce Momtormg SR
' The lack of an adequate system for gathermg and analysing mformatlon results in *
delays by pohcy makers to respond to crisis situations like drought and impending food
shortages It is-for this reason that the Early Warning. Unit (EWU) had to be re-assessed -

in terms of the timing and consistency of its information. In recent years, the EWU has .

focussed on publishing a regular Bulletin covering the food demand and supply situation in
Zimbabwe, - with _production estimatés drawn from the ‘Agritex/CSO Crop Forecasting
Committee, and marketmg data from the Grain Marketing Board.. The ‘Crop Forecasting .
~ Committee and‘the GMB also submlt their information directly to the Head Office of the
Ministry, well before" the NEWU' Bulletin arrives. ' The Bullétin has been ériticized for its

mab1hty to carry out detailed analysis of the data published, and duplication of information, - -

It is”also suggested ‘that the NEWU. needs to pay more -attention to the potential

consequences Of its reporting; for example, at the start of the 1991/92 drought, the EWU-

went on to reledse information on GMB stocks which had reached a critically low level,
~while in the wisdom of Government it was felt necessary to withhold such information from
the pubhc until import arrangemerits were made, in order to prevent pamc buylng (wluch
did in fact occur and aggravated the grain shortages). ~ .

In order to make data collectlon and pubhcatlon more I'dpld and con51stent w1th "

6/ Some evaluatlon of pr1c1ng “and ldnd resettlement pollcy is
already belng undertaken annually by the Farm Management Research .
Section and the Plannlng Branch, - respectively, though not
comprehens:tvely enough - to provide a- flrm ba51s ‘for the dlrectlon of '
future policy dec151ons. ~ : : S



~ policy matters one possrble option is to house the NEWU in the Economlcs and Markets ‘
Branch instead of Agritex” The E & M.Branch participates in the Crop Forecasting
Committee and is responsible for oversight of agricultural. marketing parastatals, and reports
directly to.the Mrmster and Secretary through ‘the Deputy Secretary- for Economics and
- Markets. Housmg the EWU in Economics and Markets gives its staff more direct access

to both the sources-and the principal consumers of supply and demand. information, makmg -

its work more timely and relevant-to the policy-making process. An alternative option is to.
- form a-Technical Commlttee on the NEW system chaired by the Ministry.to help in
~ strengthening formal lmkages between institutions that generate the information.

) With the economic reform programme and the coming of price- de-regulatron trade
and marketing liberalization and the need to align domestic prices to world prices, prrce.
monitoring provides a further opportunity to improve the information management system. -
The timely collection and dissemination of information on prices of agricultural products
and inputs at various Jocations is absolutely necessary for detecting emerging shortages or -
surpluses, the size of marketing margins,: transport costs and direction of flows;-and other
- key indicators of market performance There is also another potential user : emerging .
_private traders. As private grain traders over the next few years, assume certain GMB -
_{unctions, there will be need for-active Government efforts to facilitate the development of
private grain trading channels that are both low-cost and competitiyé. This is crucial in.the
Zimbabwe context because the contraction of the smgle -channel marketing system without

_ ~ new mformatlon systems being put in place for the "new entrants” (ie private traders), would

result in remote communal areas being drsadvantaged Judging from the experience of .

~ countries in West Africa, lack of information on prices and marketing conditions is often the .

single biggest deterrent to increased partlcrpatron by private traders, more so than transport
~ and credit constraints. Transparencv in market information.and prices can a1d enormously
. -in the development of a marketing system that is competrtlve (ie many sellers i ina partrcular :
~ locality) and Jow-cost (wrth part1c1pants engaged in specialised functions). .

N

~

1y The ‘need to speed up the processing of data is clearly one .
of Lhe dominant factors affecting data collection- and processing .

for pollcy design. However, the proce551ng of survey data generally': -

poses major problems for researchers throughout Africa. There is a
general tendency to collect far too much data,  paying too 11ttle;
“attention on how it will be analysed until after data collectlon
has been completed. Consequently, some of the data is not even keéey-
punched or analysed, yet data processing is a key part of the
entire survey process. For a comprehensive review.of key survey -

- design, data collection and analysis issues- which- 1nfluence the - -

quallty of results, see Elcher and Baker (1982)

Qulcker turn around tlmes thus necess1tate a ‘more’ standardised
economic methodology forrpollcy research and better coordinated
data collection and processyng (see Dalton, 1973 and: Dlllon and
Hardaker, 1980). One such methodology. is the..FAO's pre coded
questionnaire and standardlsed computer programme whlch is now 1n.
1ts thlrd vers1on. - ) S :
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. The E &M farm management survey enumerators are now tasked to gather
- mformatron on buymg and selling prrces from drfferent locatrons around the country.®? "
6. Poh Synchronization and Harm nization

. A major constraint affecting the smooth operation of pohcy units is the lack of
- synchronization and harmonization of activities either within.the same unit or with-other
institutions. For example, there is need for better synchromsatron of producer and selling
- -prices of controlled agricultural commodities to minimise the costs and maximise the
benefits of policy measures. This-is particularly critical in the case of maize whose producer
price and ex-GMB selling price is the- responsibility of MLAWD while maize meal is the
responsrbxlrty of the Ministry of Industry and Commerce. Failure to synchronize the timing
of major policy changes throughout the various stages of- productlon and marketing (both
in agriculture and industry) can result in excessive costs, delays, duplication of activities and
_ unnecessary workload for. policy analysts.

Policy-harmonization within individual 1nst1tut10ns can ‘be greatly enhanced through"
regular internal meetings and planning sessions where senior management can discuss key _
- policy changes and developments. With 1mproved co-ordination at the sectoral level, it is
possible that linkages with other mstrtutrons (mcludmg inter-departmental meetings) can
‘become more productive and less time- -consuming. Figure 2 below provides a schematic
chart of information linkages between institutions within the agricultural sector.

, o 8/ The locations have been selected to include one major urban
area,; a typically food-surplus rural area, a chronlcally food=-
deficit area and a borderline area; concentrating on farmgate -
prices for maize grain, maize meal and other crops and auctlon and

. other sale prlces for llvestock. ( .
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7. CONS ;LUSION

- In conclusion, it can be noted that the fallure of African countries to develop and
sustain agricultural institutions that serve the SpelelC needs of this crucial sector underlines
the failure and decline of agrlcultural productlon in the region. A major cduse of this

 failure is the complexity of the environment in which these institutions must operate, but
- more so the strength and effectiveness of the institutions themselves still leaves much to be

- desired. To the extent that policy analysis units are*centrally strateglcally placed between
' * policy-making authorities *(Governnient) and- policy 1mp1eme11tmg agencres (farmers,

_extension, research, marketing and credit institutions),. it is difficult to envisage them

functioning without adequate agricultural management information systems which facilitate
policy analysis and monitoring and evaluation of the policy measures being implemented.

- . The example of the Economics and Markets Branch in the Ministry of Lands, Agriculture
~and Water Development (MLAWD) has been used in this case to draw conclusions on the":
. institutionalization and application of agncultural databases for effective policy analysis and’

-administration, with a focus on agrrcultural pricing policy. In the absence of mformatron :

systems, policy dec1srons will be made in a vacuum, and there-would be no way of assessing:

the impact of the decisions on the major objectives of Government. Efucnency in‘resource
‘allocation is greatly compromised. ‘ :

Zimbabwe’s agricultural development objectrves centre around growth with equrty
and include food security, improved distribution of incomes and productive resources,

- employment creation, improved.foreign exchange earnings, resource sustainability and
 efficiency. -An agricultural information system should therefore be designed to feed into the
{decision making process and be able to answer questions such as what are the key issues on.
“which decisions-need to. be made, what is the current status of the major economic and
- social variables-and in-which direction arée they changing, which groups, Crops or agro-
- climatic areas are most affected etc? The data collection system should aim to provide
information on the extent to which these ob_|ect1ves are bemg met, and to what extent policy. .

. changes are needed. For instance, how is the current c¢rop mix contrlbutmg to foreign

- cexchange edfnings, food self-sufficiency; and creation of additional employment and farm . -
~ incomes by each sector, and what policy measures are-needed to influence the crop mix?

Data on macro-economic variables will be 1ncorporated to ausess macro-economlc hnkages
betweern agriculture and the rest of the economy. - .
With the formation of the Southern :African Development Commumty (1992) more -
effort will be needed to integrate and harmonize agricultural trade and development policies
in the region. Therefore information systems should be geared towards obtaining relevant
data. from throughout the region, as well as disseminate its own information into the region.
 Finally it has been observed in this paper that the development of properly
synchromzed policy units which facilitate harmonized pollcy decisions between institutions

-, (both national and regional) involved with agrrcu]ture is fundameéntal.to- successful policy -

administration. A more integrated approach to sectoral pohcy implementation, in particular

' ‘agricultural pricing pohcy, can contribute to greater price stability and reduce. budgetary
' e'(pendltures, whlch isa key objectrve in economic developmert. '

AN
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