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PREFACE 

Under sponsorship of the Agency f o r  International Devel opment , 
Practical Concepts Incorporated ( P C I )  undertook a study to  define practical 
mechanisms for  assessing organizational viabi lbi ty .  This report  

summarizes, in extremely condensed form, t ha t  study as supplemented 

by additional PCI-supported work. 

The reader interested in greater  de ta i l  regarding t h i s  study 

is  referred to  Volumnes 11. and 111 of PCI's f inal  report  under 

contract  number: AID/CM-otr-C-73-200 WO#2. 



PCI's principal investigators f o r  t h i s  work were Leon J .  Rosenberg, 

Roger Popper, and Molly Wageboeck. 

Individuals whose constructive c r i t i c i sm and advice great ly  
improved t h i s  manuscript include another PC1 s t a f f  member, 

John David Garcia, and our colleagues a t  A I D  -- especial ly  
Messrs. Herbert Turner , and Phi 1 i  p Sperl i  n g .  

Our thanks also t o  Louie Stancari and  Dianne Sachs, who edited 
and produced th i s  se r ies  o f  repor t s .  

ractical Conccpts Incorporated 
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SECTION I :  OBJECTIVES & CONCLUSIONS 

A. Study Objective 

The objective of this study was to develop practical ways to assess 
t he  viability of LDC organizations and institutions created or supported 

by AID. The key questions PC1 attempted to he1 p AID managers 

answer were: 

1. Is the organization viable so that AID can'now cease to subsidize 
it? 

2 .  What must the organization do in order to become self-sufficient? 

3 .  Can the organization be given additional responsibilities? 

4. Given several similar organizations,in which should AID 
invest to maxiniize benefit? 

PCI's job was to develop practical mechanisms by which USRID Mission 

officers can answer the above questions. In PCI's "Logical Framework" 

terminology, we were attempting to define purpose-level ways of assessing 

viability -- verifying that the organization is viable rather than 
confirming that we had done all things we postulated as necessary to 

achieve viabil i ty. A1 though we hoped to i l  luminate broader issues, 

our enlphasis was on developing practical tools to be used by USAID 
Mission officers. -- 



B. Conclusions 

PC1 has succeeded in developing a practical method of assessing 

organizational viability. That method -- and th organizational model 

from which it derives -- is consistent with earlier efforts to define 
, . 

"institutional ity". More important, that method is within the abil i ty 

of USAID officers to implement. 

In addition to developing a refined model of "organizationness", PC1 

has also developed three ways of using that model to assess viability. 

Per PCI's model, we conceive of an organization as comprising three 

basic resources or assets: - P, - C ,  and - I --  corresponding approximately 
to Purchasables, --.- ---- Connotation, and Image. These terms are 
define." i n  Section 11 and hive been chosen to minimize semantic 

confusion. 

Using this "P/C/I Model " , we have devel oped three re1 ated - and 
individually sufficient ways of assessing viability: 

1.  The Balance Sheet approach -- developing a statement similar --- 
to those used to characterize financial resources. 

2. -- Observation ----- cf the individual transactiecs in which the 
organization engages. 

3. --- Direct observation of the essential properties of viability -- 
the organization's effect, rate of change in effect, and 
feedback. 

Viability requires a dynamic equilibrium between the organization 

and its environment. The above are alternative ways of assessing 

quil i brim itself (the balance sheet), the micro-scale basis 

for that equi 1 i brium (transaction analysi s) ,?nd macro-1 eve1 



equil i  brium (observation of e f fec t  and feedback): Methods of assessment 
are c la r i f ied  in Appendix A .  We d i r ec t  your a t tent ion a t  t h i s  

moment to the  trade-off analysis shown in Table 1 -- characterizing 

the "pros" and "cons" o-a ~ l t e r n a t i v e  modes of assessing viabil ixy. 

As can be noted from Table 1 ,  in terms of s in~p l i c i t y  and valve 
of use by Mission s t a f f ,  the f i r s t  of the above methods --  the 

balance sheet approach -- i s  favored. For t h i s  reason, i t  i s  the balance 
sheet approach tha t  P C 1  has explained in i t s  d ra f t  guidelines for  

Mission s t a f f .  We rcco~ncnd that. the b i l  ance-sheet epproach bc 
demonstratel by using i t  to assess v i a b i l i t y  of organizations A I D  

i s  cixrentl  y s a p g o r t i  ng. 

TABLE 1 : .  SUBJECTIVE PATIIG OF ALTERf4ATIVE tIETtODS OF - 
ASSESSItG V I A B I L I T Y  

MTING CKITEPIA - ---- I?th_o_d of__rss_esr:nrl V i a b i l i t y  
----- d B&&K.JC.-$~ET ~EF~LCTK~~AC- I -~- -  T P + ~ S A C T I @ ; ~ S  - 

3 .  

Time t o  Inplenenta t i o n  3 
------- 

"Presc r ip t ive"  2" 4 
- 

F l e x i b i l i t y  2 5 
-- 

General i z a  t i  1 i  t y  ** 
( f r r n h e a 1 i h t . o  '-1 ] o t h e r  crganiza t i o n s )  5 

Further  M r k  Needed 
t o  Refine I 
Pbten t ia l  Value o f  
Large-Scale Data Base i I 
___I- 

Total Ratin? 
---- 

Methods a r e  ra ted  on "one-to-f i  ve" s c a l e s  , where one neans e s s e n t i a l  l y  "unknown" 

and f i v e  i n d i c a t e s  exact  f i t  with AID needs. ( P C 1  judgements, o b j e c t i v e l y  
v e r i f i a b l e  only through experirncntation a s  recornrrrended. ) 

11 F l e x i b i l i t y  i s  def ined a s  u s a b i l i t v  with small savp les ,  a b i l i t y  t o  use - 
"unobtrusive" measures, o r  unobtrusive observa t ions .  

* Prc5cr ip t ive  value of the " e f f e c t / f e c d b ~ c k "  model cie~ends heavi ly on 
ref ineiwnt  of sirch concepts as  " t r a c e r  d i seases" .  

** A1 thourjh the e f fec t / feedback  a s s e s s ~ i e n t  ap~_r_o_;trh i s  c o i ~ p l e t e l y  qerteral i ~ a b l e ,  
the  remaittiriq o b s t d c l t ? ~  a r e  o f  rrasurlnr i  h ~ ~ l t h  i r . - i c t  p e r  seC - -  c l e a r l y  
makin9 t h i s  round of cxpcr1wntd t lon  h e d l t i l  s n e c i f l c .  



CTION 11: B A S T C  C O N C E P T S  OF THE P / C / I  MODEL --- - 

The first and fundamental recognition made by our study team was that 

an organization is defined not just by internal parameters but by 

its relationship to its environment. The organization occupies 

some "space" in its environment and is defined more by the dynamic 

interrelationship between its members and its societal context 

than by its internal assets. (See Figure 1.) From this recognition, -- 
that the interrelationship between an organizatoin and its environment is 
the "most essential" property of an organization, it was a simple 

step to recognize that those factors characterizing that interrelationship 

are as much assets of the organization as are such conventional assets 

as money, plans, procedures, etc. 

Thus, the defining properties of an organization are characterized in 

terms of their internal asset value and their external asset value. 

The way in which an organization is perceived by its clients, sponsors, 

competitors, etc., and the place it occupies in their value systems, 

is perhaps the most important asset of an organization. These 

"external assets" certainly deserve consideration in addition to the 

internal assets, which include staff values and perceptions -- similar 
to the conventional concept of "morale". This is consistent with 

the emphasis given "doctrine" in such earlier organization models as 

that of Mi 1 ton Esman. 



CL I ENTS 

SPONSORS 

COMPETITORS 

FIGURE I: A Health Organization i s  viewed in terms of a  dynamic 

interrela t ionship -- the organi za.tion i s  anal 6gous to  

a s ingle  celled organism a d r i f t  in a  sea of nutr ients .  

An organjsm i s  viable i f  i t  interchanges nutrients 
and  wastes with the environment, so tha t  the 
organism i t s e l f  i s  horneostatic, and tha t  the 

trend i s  for homeostatis r e l a t i ve  to the environn~er 
These are  the same factors  of i n t e r e s t  fo r  

organizational viabi 1 i t y .  



To underscore this poirt, what we as consumers think of T B H ,  our 

, local church, or our 'local hospital is as important an asset of 

that organization as the training and motivation of the staff, physical 

plant, etc. It is our expectations that determine the type of 
transactions for which we will seek the organization's assistance, 

the amount we will pay for opportunities to interact with the 

organization, and the reputation we afford the organization. This 

is consistent with the thesis that advertising provides a valid economic 

return -- directing the right people to the right products. It is 
also consistent with the behaviorist's point of view: to the 
extent that the organization fulfi 1 1  s our expectation, we will 

project that back to the organization (providing pleasurable 

social signals to members of the organization who meet our 

expectations, referring our friends to the organization, 
etc.). 

Recognizing the asset value of the way in which the organization fits 

its environment suggests that some resources are more important than 

financial re,sources. An organization that exists only in concept -- 
a few people who value the idea of the organization, and an audience 

that values the things that organization can do -- is in some cir- 
cumstances more viable than one for which financing is readily 

available but which people do not value. 

The conceptual basis for our viability assessments then rests on two 

issues : 

1. Identifying the fundamental characteristics of an organization -- 
the properties of "organizationness" as contrasted to the conditions 
necessary to achieve viability -- in a way that directly addresses 
the fact that these are mutual properties of the organization 
d its environment; 

2 .  Defining viability as a homeostati~ relationship between an 
organization and its environment so that these essential 
properties of the organization are replenished. 



B. --------- The Essential Elements --- of an Orxnization: P, C, and I 

An organization can be conceived of as having three essential pro- 

perties: 

1. Image: The cognitive dimension of what people think about , 

an organization: knowledge, on the part of those 
internal as we1 1 as external to the organization, as to 
what the organization is and does, and why it exists; 

: The affective dimension of attitudes held about an 
n: the assess~ient of those internal 

and external to the organization as to where they 
place the organization's image and operations in their 
structure of personal be1 iefs and priorities ; 

3. --- Purchasables: money and the things that have been and could 
be bought. 

As a simple mnemonic we call the above the "P/C/I Nodel" for 

Purchasabl es ,  Connotation and Imaqe. --- -"-.---- --------- .-*-- 

Use of these definitions points up a possible falacy in thinking about 

institutions, where we may overly concern ourselves with 

money and the things.money can buy. Our proposed model suggests that 

"purchasables" is only one, possibly the least important, of three 

key assets. 



The essential  organizational a s se t s ,  referred to  above, are  described 

more f u l l y  in the following: 

1 . Image 

Image i s  the ident i f icat ion of what the organization i s ,  what i t  does, and 
4 

why i t  does i t .  I t  includes two d i s t i n c t  components -- doctrine and program. 

Doctrine i s  the general statement of organization 1  mission -- i t s  ethos, 

constra ints ,  t c .  -- and i s  basically unchanging over the l i f e  of an 
organization. The biological analogy to  doctrine would be genetic coding -- 
the  information tha t  l imi t s ,  constrains and defines what an 
organization can do. Doctrine i s  eas i ly  understandable 

when we speak of the doctrine of the Catholic Church, or  even the 

doctrine of IBM. I t  i s  l e s s  obvious b u t  by no means l e s s  important 

t o  understand the doctrine of a  local health center or  cl i 'nic.  

In operational terms, doctrine l imi t s  w h a t  a  family planning c l in i c  

will do in order to survive when i t  has been demonstrated tha t  none of 

the programs that  a re  currently anticipated will in f a c t  resu l t  in 

v i ab i l i t y .  

We use the terili doctrine similar to  the way i t  i s  used by Dr. Esman e t .  a l .  

However, in the P / C / I  Model, doctrine i s  a measurable and discrete  quantity 
ra ther  than simply an abstraction.  This i s  consistent with our view 

of making prior work more practical  and operational. 

The second component of image i s  program -- the things tha t  the organization 

actual ly  does to  sustain i t s e l f .  Program i s  changable and can be 
varied within l imits  fixed by doctrine. The term program i s  used 

compatibly with general use, and with the s l i gh t ly  more specif ic  use of 
I /  

the term by M .  Esman . 

1/ Milton J .  Esman, " Ins t i tu t ion  Building as a  Guide to  Action," in Ins t i tu t ion  - 
Building and Technical Assistance: Conference Proceedings. Washington, D . C . ;  
Committee on Inst i tut ional  Cooperation and Agency f o r  International Devel- 
op~nent . 
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ical specimen, tc. Similarly, one health center may offer 

maternal and child-care services, while another may be a 

1-service" clinic -- where the doctrines may be similar but the 
to relate to the environment makes certain types of adaptation 

desirable. 

2. Connotation -- 

If image is considered a vector showing perceptions or awarenes 

organization's program and doctrines, then connotation is a vector showing 

how the program and doctrine is val ued. Internal to the organization, 

connotation equates quite we1 1 with the conventional use of the term 

moral e* However, "connotation" is a more significant concept than moral c -- 
because (a) of the distinction between the doctrinal and program components 

o f  image, and (h) connotation is concerned with views of those external a-p 

to the organization as well as internal. 

Connotation 

Val ues 



The recognition t h a t  connotation niust separa te ly  consider acceptance 

of both doctr ine and program i s  of pa r t i cu la r  importance when assessing 

long-term productivi ty of s t a f f .  High connotation associated with program 

i s  a t r ans ien t  phenomenon. Dedication t o  and acceptance of doctr ine i s  

required i f  the  organizat ion i s  t o  be capable of long-term planning and 

adaptat ion.  One can highly value a program without 
being cornnlitted t o  the  o rgan iza t ion ' s  overal l  doct r inal  and e th ica l  

s t ruc tu re .  However, an organization has h i g h  adap tab i l i ty  only i f  tne s t a f f  

a r e  motivated in terms of long-term doctr inal  ob jec t ives ,  o r  the 

doctr inal  component of image. 

External t o  the  organizat ion,  connotation i s  c lose ly  re1 ated t o  

value, how much one ' s  c l i e n t e l e  i s  wi l l ing  t o  pay f o r  the service  

n v r \ \ 1 4  r l u v ~ u c d  A O  by the  organizat ion o r ,  i n  t he  event t h a t  the  doctr inal  image 
i s  c l e a r  to  i t s  c l i e n t e l e ,  how much they would pay t o  perpetuate 

t h a t  doctr ine.  

"Program connotation" may be ref1 ected in  such object ive  fac to r s  a s  

the  distances pa t i en t s  t ravel  t o  obtain a  given treatment.  "Doctrinal 

connotation" might be re f l ec ted  in such f a c t o r s  a s  how much the 
community wi l l  pay -- in land,  money, e t c .  -- in  order t o  have a  

hospital in the  v i l l a g e .  (This l a t t e r  question i s  o f  par t i cu la r  i n t e r e s t  

i n  small-town hospi ta ls  in  the  U.S. ,  where choices a r e  frequently 

made t o  c rea te  non-economic un i t s  "because every town should have a  

hosptial.  " )  



3 .  Purchasables 

Purchasables equate t o  financial  and monetary concepts, which 

need l i t t l e  description here. Note however, t ha t  people's 

time can be bought with money and can be valued o r  costed, along 

with such other tangibles as physical plant,  drug inventories,  e tc .  

However, productivity, or  the amount of human en rgy expended to  

advance the organization's  mission and consistent with the 
organization's  image i s  a function of connotation and purchasables -- 
with the former being f a r  the more s ignif icant  fac tor .  

The term "resources" i s  frequently used in l ieu of our term "purchasables". 
We cannot use the term "resources", however, because i t  i s  fundamental 

to  our P/C/T Model t ha t  "Image" and "Connotation" are  resources i n  

exactly the same way as are  monetary resources -- purchasables. 

There i s  c lear ly  a conver t ib i l i ty  in the three elemental dimensions 
of the PC1 Model. Purchasables can be used to create  or change image, 
connotation can and must be converted to purchasables, e tc .  This convert- 
i b i l  i t y  does not imply tha t  these elements a re  non-orthogonal or 
s t a t i s t i c a l l y  dependent. 



C .  Viabili ty ------- Profi les  for  Image & Program: .- ---------- The Doctrine/Program Gradient 

Doctrine comprises the basic organizational tenets  from which program 

can be inferred.  For a viable organization we would expect 

top management t o  agree about more doctrinal  elements than do 

the bottom elements of the organization. Similarly,  inasmuch as 
the working levels  of the organization are  more frequently concerned 

with program, we would not be surprised i f  they were to agree on more 

elements of program than of doctrine. Thus, both image consensus 
and connotation regarding doctrine and program should look 

something l i ke  the following: 

Top of 
Organization 

Bottom of 
Organization PROGRAM 

The above i s  an acceptable --  and very possibly the ideal -- s i tua t ion .  

An apparently a t t r ac t ive  b u t  probably dangerous s i tuat ion i s :  

Top of 
Organization 

Bottom of 
Organization 



This would be ideal i f  and only i f  the  organizational climate i s  

completely s t a t i c .  Otherwi s e ,  top management i  s  over comrni t ted to 

program and t h  almost complete agreeiiient suggests tha t  there will 

be very 1 i t t l e  in the way of new i n i t i a t i v e s  coming for th .  One 

could speculate t h a t  an organization with such a  gradient has 

been successful for  such a  long time tha t  i t  now 

i s  into i t s  "old age" and threatening to  decline rapidly - -  
cer ta inly without the resil iency to  adapt t o  major changes in i t s  

envi ronment . 

The reader interested in the theory behind these models will recognize. 

tha t  t h i s  doctrine/program gradient i s  a  functional statement of 

good leadership. That i s ,  i t  i s  the "Purpose" for  which 

conventional leadership i s  a  normal "Output". B u t ,  i f  an organization 

demonstrates a  proper docttAine/pi-ogram gradient and a high degree r f  

consensus regarding the  doctrinal tenets  A -  then the ornanizaticn .--- i s  
-. well lead --- even i f  there i s  no discernible leader.  1 his appears t c  - -.-- ------ 

be the case fo r  cer ta in  corporate giants such as AT&T and IBM. 

Analogies in health are  found in we1 1-managed private hospital s .  



Section 111: The ----.-----. P/C/I Model, Organization Syl?er% Effectiveness, 

and the "Esman" Model 

In this section, PCT relates the P / C / I  Model to selected issues felt to 

be of general interest. 

A .  ---- Parasitic, Symbiotic, -- and Synegistic .-- .- Organizations 

Ne are interested not just in the "survivability" of an organization 

but in the beneficial contribution the organization is now making and 

i s  expected to make in the future. To c l a r i f y  our perspectives on t h i s  

important matter, we return again to a biological analogy, and note 

that there arc three types of'organizations: 

1. -- Parasitic Organizations that consume more than they produce; 

2. ambiotic -----*A Orqanizations -------- for which production is approximately 
equal -in va'lue to consumption -- a "zero sum" form of 
equil ibrium; 

3. anergistic -----.--- 0rganiza.tions .----- for which the sun1 of the outputs - 
exceeds the sum of the inputs --  these are creative or 
innovative organizations. 

We are of course concerned with the sum of all transactions, not just 

individual transactions. For synergistic organizations there will 

be some zero-sum transactions -- or even parasitic transactions. 
Similarly, for parasitic organizations, there may be some synergi stic 

or at least zero-sum transactions. 

A good example of a parasitic organization might be a unit within the 
Ministry of Wealth, the de jure doctrine of which is to improve 

quality of health services but the de facto doctrine of which is to 

provide opportunities for friends and relatives. 



A synergist ic organization might be a  full-range health center in which 

the provision of currative services i s  a  zero-sum ac t iv i ty ,  b u t  the 
additional incretlient of preventive nedicine and dietary advice creates 

a  tota l  beneficial e f fec t  disproportionate to  the input consunled. 

The P / C / T  Model illuniinates that  poss ib i l i ty  of synergy in a  way 

tha t  few other models can. F i r s t  we recognize that  a l l  transactions 

consume some purchasabl es .-- the time and energies of individual s  , 
drugs, overhead to  allow for  the physical plant ,  e tc .  To the extent 

that  the cl i en t  (and/or the sponsors, who are  indirect  c l i e n t s )  

exactly compensates the health center cos t s ,  we have a  zero-sum 
transaction.  I f  the  client/sponsor pays more or  l e s s ,  i t  i s  s t i l l  
overall a  zero-sum transaction -- someone's gain i s  another 's  loss .  
Where the: do  we conic up with the cunccpt of synergy? 

The synergy comes from the long term e f f ec t  of the beneficial a c t i v i t i e s  
of the health i r ~ s t i t u t i o n ,  which we ordinar i ly  tertn "impact". B u t  

there i s  another forni of synergy --  we can increase both imaqe and - -  - - - - I - - - - - - - -  L--- 

connotation ---- a t  zero cost .  T h a t  i s ,  i f  the c l i en t  has an appropriate 

s e t  of expectations as to what will happen a t  the health center ,  the 

heal t h  center s t a f f  interacting with h i m  have comparable expectations, 
and a l l  value t h e  desired outcome, then. a zero-sum transaction in 

individual ' s  percepti'ons as t o  what the organization i s  about. The 
increase i n  connotation comes from the prac t i t ioner '  s  increased 

morale for  a  job well done and the c l i e n t ' s  increased confidence in the 

value of the service rendered. 

Hence, we not only have the synergy of impact, b u t  - the synergy ---- by which 
we can increase the -- capital  value of - image and connotation* - 



Model b u i l d s  on, r t h e r  than simply repla s , the  extensive 

" i n s t i t u t i o n  building" l i t e r a t u r  t h a t  pre-exists  PCI's work. 

To capture the s p i r i t  of t h a t  correspondence, i t  i s  useful t o  discuss 

the  re la t ionsh ip  o f  the PC1 Model t o  the "Esman Model" -- general ly 

considered t o  have been the  s t a t e - o f - t h e - a r t  a s  o f  the  time t h a t  

P C 1  s t a r t e d  i t s  work. 

The correspondence betwe n the Esman concepts ( 1  eadershi p ,  doct r ine ,  

programs, internal  s t r u c t u r e ,  l  inkages) a n d  the  PC1 ind ica to r s  o f  

organizat ional  v i a b i l i t y  r e f l e c t s  AID'S evaluation doc t r ine  t h a t  you 

cannot i n f e r  achievement of  - Purpose - from compl e t ion  of Outputs. -- 

To f ind out whether an organizat ion building projec t  has been successful ,  

you do not look a t  what you have done, b u t  a t  the r e s u l t s  o f  what  you ---- 

have done. The Esnian concepts a r e  a good descr ip t ion of what an 

organ-ization build-ing pro;ject s i~ould  d o  (provide leadership ,  s e t  u p  

1  inkages, e t c .  ) , b u t  they a r e  not purpose4 eve1 c h a r a c t e r i s t i c s  o f  

organizat ions t h a t  have been successful ly  b u i l t .  There a r e  many 

organizat ions t h a t  appear t o  have leadership ,  f o r  example, b u t  t h a t  are 

not v iab le .  To find out whether leadership i s  s a t i s f a c t o r y ,  you 

do not look. a t  what the leader docs (as  the Esman concepts would suggest ) ,  

b u t  you look a t  thc organizat ion t o  see  i f  i t  i s  well l ead :  the  functional 

e f f e c t  of leadership.  ( I n  the  P C 1  Model, onefifunctional e f f e c t "  o f  

leadership i s  t h a t  individual s  val ue doct r ine  versus progratn in a  manner 

cons i s t en t  with t h e i r  organizat ional  r o l e . )  

The following t a b l e  shows, i n  a general way, how Esman's Output-level 

concepts a r e  re f l ec ted  in the PC1 - Pugose-level  - ind ica to r s .  The corres-  

pondences a r c  only t e n t a t i v e  as they descr ibe  re la t ionsh ips  t h a t  

a re  bes t  discovered empirical 1  y .  



4 ( a )  The Cffect/Feedback Approach Addrgsses " 1 n s _ c t t '  Direct ly 

(= NET BEIEFICIAL EFFECT) 

4(h) The Fffect/Feedback Approach a t t r rnpts  t o  di  r f c t l y  
p r e d i c t  t h e  t o t a l  a r e a  under  he " e f f e c t i v e n e s s  curve" ,  
so WE can optimize investment in  t e r m  of ne t  b e n e f i t .  
(Th i s  i s s u e  i s  addressed i n d i r e c t l y  by t h e  balance 
sheet and t r a n s a c t i o n  a n a l y s i s  approaches.)  

V i a b l e  Ln Not  V i a b l e .  

Time 



Examining the three approaches t o  assessing v i ab i l i t y  in terms o f  

synergy : 

1. The ----- balance sheet approach examines the net asse t  value in terms 
nd I based on the conqruence of Internal C and I 

t o  External C and I .   his approach predicts whether 
will be synergis t ic .  (The f ac t  t ha t  the asse t  values 
cer ta in  l  evel s  i s  an indication tha t  prior 

transactions have been a t  l ea s t  zero-sum integrated over time. 
The f a c t  tha t  there i s  consonance of image and connotation t e l l  s  
us tha t  future transactions will - in f ac t  be synergis t ic  re la t ive  
t o  these key variables. ) 

2 .  The ---- effect/feedhack -------- gproach  -- observes synergy di rec t ly  by 
examining t o t  1 benefit or  impact and comparing i t  t o  tota l  
cos t ,  within he societal  context. Given tha t  value added 
i s  greater t h  n to ta l  cost  we have synergy by def ini t ion.  Based 
an the additional fac tor  t h a t  the organization has adequate 
feedback a s  to the resu l t s  of i t s  act ions ,  we forecast  
tha t  the trend will continue. 

3. The --- transaction ---- -------- analysis approach ---- examines the individual interfaces 
and interactions betticen "ce orya.nization and i t s  environment 
to determine i f ,  the suin of those transactions i s  in f ac t  
synergist ic - -  increasing P, C, a.nd I .  This i s  thus a  
d-irect observation of the "micro-l evel " synergy. I t  holds 
the most promise for  use of unobtrusive measures and 
for  d i rec t  b u t  unobtrusive observation. 

Viabil i ty and Effectiveness --- --....- 

In t reat ing the issue of organizational v i ab i l i t y  and e f f e c t ,  A I D  

frequently uses a  diagram showing a hierarchy of objectives ranging from 

organizational capabi l  i  t y ,  through provision of goods and services ,  

the e f fec t  of those goods and services on c l i e n t  and sponsor communities 

and fi,nally ultimate impact. This general paradigm i s  shown in Figure 2 .  



In t h i s  f igure we have also suppleinented the basic model with the 

re la ted ,  sl ightly more spec i f ic ,  concepts for  health i n s t i t u t i ons :  

1 . Cl inic  operational ; 

2. Wealth and  aaii ly  planning services provided; 

3. Client and sponsor acceptance an Val m t - b n  of services;  

4. Impact on h t y ,  mortal i  ty, bir th  r a t e ,  e t c .  ) 

The  "Basic" Hierarchy of  A I D  
Objectives in "Institution-Building" 

- -  Acceptance 8 

CLIENT & SPOII 

- -  Health & Family Planning 
Services P r o v i d e d  

Heal th 
Indices 
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IMPACT : 
I M P R O V E D  HEALTH -- H e a l t h  

Indices 



TABLC 1 : 

I t  can be seen tha t  the PC1 Model addresses "Purpose-levcl" 
rmnifestatl'oiir; of Usman's "Outputs". The P C 1  Plocic7 prov ides 

s i s  f o r  ded~lcing the good nian-igernent p r a c t  ice titat i s  
ref1 ected in both Eslnan and Thorscn Model s .  

Doctrine 

Program 

Resources 

Internal Structure 

Linkages 

' Management of Purchasahle resources t o  adapt to changes and 
recover from trauma. 

" Consensus on what the organization i s  and does. 

@ Provision of demanded services and meaningful work experiences 
(Internal and External Connotation). 

' Sensi t iv i ty  to  changes in Internal and External P ,  G ,  and I .  

" Those aspects of Image on which there i s  consensus. 

"b Those aspects of Irnage where consensus i s  strongest among 
the oi-ganization' 1 eadere 

@ Those aspects of Image from which a l l  other aspects 
a r e  derivable, 

@ Specific,  concrete member, cl i en t  and sponsor answers t o  the 
Image questions. 

" Cort-espondcnce of spec i f i c ,  concrete annswers to the In~age questions 
t o  t h e  doctrine statements referred Lo above. An organization nhosc 
Programs conf l ic t  with - i t 5  Doctrine i s  not l i k ~ l y  to be viable. 

" Purchasabl es ,  which, includes everything that  can be bought di re~t1y '~wit . t  
money: fac i l  i t i e s ,  suppl i e s ,  people's time, funds. 

* Correspondence of Purchasabl es a1 location to Doctrinal and 
Proy ram Image. 

6) Internal consensus on Doctrine Image. 

@ Internal variat ion on Program Image which corresponds to the 
fu t~ct ions  performed by the rncmbers of an organi za t i  on, 

" Internal Connotation (Moral e )  . 

@ Agreement between Internal and External Irnage. Agreeincnt between 
members, c l i e n t s ,  sponsors, s ~ p p l i e r s ,  e tc .  on what the 
organization i s  and does. 

External connotation (perceived val ue o f  oroanization) among 
c l i e n t s ,  sponsors, suppl iers ,  e t c .  

ts incorporate 



SECTION IV: RECOMMENDATJOCIS 

A I D  evaluators 

organizational 

need a practical and simple method f o r  assessing 

viabil i t y .  The P/C/I Model meets tha t  need. 

A I D  program operators n e e d  protript assessments o f  the v-iabi 1 i  ty of 

the i r  insti tution-building projects.  A f i e l d  t e s t  and demonstration 

of  the P/C/I Model can meet tha t  need, 

A I D  policy makers need an objective basis for  deciding which; i f  

any, of the competing n~ethods of organizational assessment --- 
the P/C/I Model, peer reviews and similai- normative processes, or  
the "Csman" model -- should be incorpora ted  i n  AID evaluation 

guide1 ines. 

A P/C/I demonstration, organized to  provide objective compar-i sons, 

can meet those needs, 

Therefore, PCI  recommends tha t  AID se l ec t  two or three projects where 

there i s  a f e l t  need for  a  v iab i l i ty  assessment, and demonstrate the 

P/C/  I Model to  p o v i d e  immediate feedback to  the  coqnizant USPJDs -- --- ----------I------ - -  -lr l___----A --- 

as well as ref ine and prove the value of practical  tools for  use by 

USAID of.Ficcrs. 

Rigorous f i e l  d te,sting can prove the  practical  i  ty of the P/C/I Plodel, 

and i t s  predi c t i  ve val ue. The recotmended f  i el d t c s t  wi 11 compare 

the  resu l t s  of a l te rna t ive  models, assessment techniques, and of a l te rna t ive  

eva.luators (AID, and P C I ) .  The resu l t s  of t h a t  t e s t  will include both 

immediate and d i r ec t  benefit t o  the organizations chosen for  the 

demonstration, and should generate conclusive evidence as to  the 

best nlethocis for  AID use. 



Additional outpiits of the  reco~nn~ended t e s t  woul d i  ncl ude: 

" simpler and more spec i f i c  instrunients f o r  data c o l l e c t i o n ;  

" simp1 i f i c d  methods of s t a t i s t i c a l  l y  val id data processing; 

" guidel ines f o r  se lec t ion and o r ien ta t ion  of L D C  
interviewers;  

" guidel ines -For ATD/W r o l e  in  maintaining and processing 
a cen t ra l i zed  data base. 

To enhance .the val ue of such t e s t s  , PC1 Is t e s t  plan* reco~nn~ends 

t h a t  the P/C/I Model assessn~ents be compared t o  the  best  ava i l ab le  

a1 t e rna t ivcs  ( e .  g .  , subject ive  judgement and such models as  the 

Esman/Tiiorsen   nod el ) wi t h  the  c r i  te r - ia  f o r  compari son being : 

" a b i l i t y  t o  predic t  and d e t e c t  v i a b i l i t y ;  

" abi 1 i  t y  t o  recoinnlnnd pract ica l  AID s t r a t e g i e s ;  

" re1 i a b i l  i t y ;  

" s imp1 i c i t y .  and u t i l i t y  as perceived by AID o f f i c e r s .  

-- 
* Submitted under separa te  cover. 



Based upon the  ab i l  i t y  o f  the  balance sheet  approach t o  immediately 

lneet the  needs o f  i'lission s t a f f ,  we recoiiiriiend tha t  the Agency focus 

the deinonstrati on on tha t  approach, undertalti rig d program in which 
AID o f f i c e r s  ac tua l ly  use the  balance sheet  approach in r e a l - l i f e  

L.DC s i  t ~ w t i e n s .  

However, because of the  potential  importance of the o ther  two methods 

o f  assess ing organizational v i a b i l i t y ,  and the  a b i l i t y  o f  a  

sophis t ica ted  txam t o  perform a1 l  th ree  approaches simul taneousl y ,  

i t  i s  recom~e~!ded t h a t  the  demonstration of the bal ance sheet  approach -- -...--- 

include f u r t h e r  experiinentation -- with the  ef-Fect/feedback ..-----------.. and the  

t ransact ion --..-- analys is  approaches. --a- 

We recommend, then,  the following sequence of a c t i v i t i e s :  

1 .  AID choose two or  three  den~onstrat ion s i t e s  and organizat ions f o r  
t e s t i n g  these nlodel s ;  

2. P C 1  teanx, in cooperation with A I D / W  s t a f f ,  be deployed t o  each 
of those s i t e s  to :  

a )  Redundantly perform the  balance sheet  analysi s ;  

b) Independently perform the  t ransact ional  anal ysi  s  and e f f e c t /  
feedback analys is .  

c )  Provide advice and guidance t o  the AID/W and U S A I D  teams. 

3. ~ u r i n g  the  period t h a t  PCI teams a r e  on-s i t e ,  A I D  s t a f f  perform 
the  balance sheet  analyses of the  same organizat ions,  following 
br ief  orien-tat ion by P C I .  

4.  Analyze and compare r e s u l t s  from a l l  of the above. 

Based or? the  above, AID s t a f l '  will  be able  t o  pel-sonally t e s t  and  use 

the balance sheet  model, and the  r e s u l t s  of t h e i r  analyses can be 

conlpared t o  the balance sheet  ana lys i s  developed by PC1 , t o  
the two o the r  f o r m  of  analys is  , and such other  a l t e r n a t i v e s  as A I D  

subjects  t o  t e s t ,  



APPENDIX A 

NOTES ON THE ASSESSMENT TECHNIQUES 

ts Incorporate 



es on the Ass --- 

We defined earl e r  an organizatio of i t s  elemental nd fundamental 

r t i e s ,  and  v i ab i l i t y  as the t a t e  of being tha t  ensures pres 

of those esse i es . A n  organization tha t  has Purchasabl es , 
Connotation and lniage ( P / C / I )  ex i s t s .  To the extent tha t  we can 

e  continuat-ion of i t s  image, positive connotation, replenishment 

of i t s  purchasables, we are  confident that  i t  will continue to ex i s t ,  

or rneet our general d f i n i t i on  of v i ab i l i t y .  

An analogy i s  t o  l  ilten the  organization to  a  single-celled animal 

a d r i f t  in a sea of nu t r ien ts .  Our organization i s  the single-celled 

animal, The sea of nutr ients  i s  i t s  societal  and economic context 

of the organization. The organism i s  viable i f  the nutr ients  i t  requires 

are  available from i t s  environment, and i t  can and do s  f reely  exchange 

used u p  nutrients for  fresh ones -- contitwing an indef ini te  process 

i n  which there i s  a  homeostatic relationship between the organism and 

i t s  environment. 

In much the same fashion, an organization must be in a  relationship to 

i t s  cnvirori~nent such tha t  i t  i s  continually using i t s  image, i t s  

connotation, and purchasabl es , to create more purchasabl es , more image and 

more connotation. To the extent that  the sum of the interchanges between 

the organization and i t  environtnent are posit ive in each of the three 

dimensions, then i t  i s  a strong argument tha t  our organization i s  viable.  

An organization has a  great  advantage over a  biological en t i t y  in 

determination of i t s  v i ab i l i t y .  An organization can be reduced almost 

indef ini te ly  in terms of physical f a c i l i t i e s  and number of individuals 

involved. I t  i s  not ess tha t  i t  preserve i t s  purchasables or  

i t s  people in order t o  be l e  -- i t  i s  essential  only tha t  i t  preserve 



g the P /C/ I  Mod 

torying the to ta l  Itn 
( P )  of the organiza 

/ Feed b x  k rno e l " ,  exaillining the iiiacro-level relationship 
c orqanizati n and i t s  enviwnment t o  " i n t e g r a t e  the  

l 'nfny the .individ ed i n  by the  organization 
e t e r ~ i i  ne t h e  P, C, and I .  

As rmtetJ in t l l  body o"itl~-i s repor t ,  t h  balance sheet model i s  

recni~rrncnd~d for ill-trncdi a t e  appl i ca t i  inn i n  Lcirrns o f  i  it greater practical i  i;y 

and  irnrr~etlia l-e d i a g n o s t i c  val l ie. tiowever, each of these approaches 

ssn~cnts w-ill be bri f l y  descri bed here. 

s h e e t  approach to  v i ab i l i t y  assessn~ent examines t h e  net 

the organ-izat'.ion -in terins o f  t h e  three dimens-ions 

( C ) ,  and Purchasables ( P ) .  An i n s t i t u t i on  

f i t  n~eets the following two conditions: 

nta t ion;  these shou ld  





Note that connola"Lion strength is e of the "do/should" 

o v e r l a p  -- th n i s  doing t h e  things 

that its rnembers, clients n k  they should be doing, 

as we17 as a direct nieasur value a t t r i  butcd by c l  ierlts 

(measireti by wi 1 i i ngncss t o  pay foi- or travel to obtain services,  

e t c . ) .  

The v i a b i l i t y  c r i t e r i a  are then as tentatively established subject 

to further devel opnierlt o f  n o r m  : 

P b  2 time until next fund,ing cycle 

The nature  o-f the desi r h b k  doctri nc/prcgram g r a d i e n t  was discussed 

in Section I1 of  the niai n body o f '  this report. 

The b e n e f i  t/feedback model recognizes that our real obj 

integrate the total "effectiveness curve, 'I based on our reccgni ti on 
that we are interested in viable institutions only because we are  

interested in total c u n ~ u l a t i v e  e f f e c t .  

The isslie i s  niade siniple for LI by recognizing t h a t  for a hea l th  
it3stitution we are i nterestcd nly in h e a l t h  e f f e c t s  -- we are  not 
interested in the degree o r  extent t o  which the organization is 

s u r v i v a b l e  because i t  is effective i n  finding jobs for 

relatives. 



Hence, the effect/feedback model becomes the simp1 e s t  niodel in 

concept i f  not I n  execution. 

Cri ter ia  for  viabil  i  ty P / C / I  Model and the effect/feedback approach 

requi res t ha t  : 

1 .  The organization be synergist ic -- with tota l  benefits 
to ta l  resource consumption.* 

2. The organization have feedback from the environment 
as to the resu l t s  of i t s  actions.  

The underlying concept i s  to  d i rec t ly  observe tha t  the organization 

has coped with and i s  cui-1-mtly coping with i t s  environ~ient and i s  

synergist ic.  I t  i s  then the nature of synergy tha t  our r a t e  o f  

change of e f f ec t  would normal ly  be increasing, given no major changes 

i n  the environment. Given i t s  abil i t y  to  sense changes in the 
environment, t h d t  trend will continue. 

For analyzing the bcnefi-t of au organization we use conventional 

health impact assess~ncnts - -  t racer  diseases,  infant mortal i t y  f igures ,  

basic hezlth s t a t i s t i c s ,  e t c*  Me then value tills benefit in 

consistent terms --  for example, productive man-years. 

We then compare the henefit to  the to ta l  cost  -- normalizing t o t a l  

cost  again to  the &~nparable  benefit ( e . g . ,  to ta l  man-years). Here we 

consider to ta l  man-years consumed to  include the man-years tha t  

individual s  spend, man-year equival ents of do1 1 ars  and equipnient 

expended, man-years spent by patients and man-years represented by 

capi t a i  ized image and connotation. 

I f  the man-years spent i s  i~iuch l e s s  than the man-years produced, 

the organization i s  synergist ic.  

--.-- ----- _ - - " N o t e  th~t wiwrr Pi1 l a 1  ks of rcsoui-ce consi~mption we consider i i~~age 
and connotation, a s  well as purchasables, t o  be resources. 



We need then o n l y  look t o  observe how iind whether the  organization 

i s  sensing changes in t h e  environ~iient i n  order t o  con'tinue i t s  course 

of synergy. 

Analysis of individual transactions can be an accurat method of assessing 

viabil i  ty and can be performed unobtrusively. However, i t  requires 

a  sophis-ticated evaluator and has not been recomir~ended s  the f i r s t -  

l ine  A I D  approach. 

Notci t h a t  whereas' t h e  wide range of events --- sucb as c1inica.l service - -  
e a l t  with on a  sampling basis,  ~ t i l e r  events are  anomalies 

t h a t  must be treated separately. We cannot expect theln to  be unearthed 

by a  representat-he selection.  Such events incl ude those surrounding 

the sponsor/organizdtion interact ion.  These interactions may be few and 

infrequent --  perhaps as l i t t l e  as once a year -- b u t  they 

are  obviously crucial t o  the organization. Hence, to a  certain 

extent we need not jus t  a la t i tudinal  study b u t  a longitudinal study. 

The a r t  of the evaluator will be called into  play to compress the  

logic of what  would otherwise be a longitudinal tudy 4 ------- r e c r e r i t i a  
the a t t i tudes  and  constraints t h a t  will subse 

--I_I_----- ----- - --p-II_-._I_̂ __-- 

events. If the evaluator ' s  v i s i t  i s  not simultaneous with an annual 

budget review, he must interrogate sponsors and other key par t ies  

in the sponsorship dialogue so tha t  he can predict outcomes. 



T h u s  the transaction analysis dpproach requires t h a t  we draw a  

fu l ly  representative sailipl e --- both longitudinal and 1 a t i  tudinal -- 
of interact ions .  Then we can d i r ec t ly  ohserve or reconstruct 

those interactions in terms of the  likelihood that  they will he 

val id transactions.  

I t  was our  basic hypothesis, deriving d i rec t ly  from our P / C / T  Model , 
t h a t  an organization i s  viable i f  the sum of the transactions i s  

posit-ive in ternis of P ,  C, and I .  I t  i s  our measurement hypothesis 
t h a t  such an analysis can be based on three key types o f  transactions:  

1. Client Transactions; 

2 .  Sponsor Transactions ; 

3. internal or i iousekeeping Transact-i  ens. 

The f i r s t  two types o f  transactions,  involving "outsiders",  generate 

P, C ,  and I .  The organization i t s e l f  genera.1 ly  consumes or transforms, 
b u t  does riot create  resources. Only through interaction with the 
external environment can new resources be brought into the system. 

Any closed system i s  one of increasing entropy9 arid hence degenerative. 

Internal or  housekeeping transactions characterize the way in which 

organi zati.ona-I resources are  dis t r ibuted - -  rep1 eni sh-i ng  ima.ge and 

restoring rnorale (internal connotation) to the " s i t e s  of" unsuccessful 
transactions,  e tc .  

Definition of  a  Valid Transaction .--.--- - ----- 

Every transaction involves a t  l e a s t  two individuals. For siinpl i f i ca t ion  

l e t  U S  assume t h  t a l l  transactions a re  between two individuals,  

and tha t  more coniplicated transactions can be deal t  with as a  

se r ies  of two-party transactions (much as  the physicist solves 
a three-body problem as a se r ies  o f  two-body problems). 
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APPENDIX B 

SAMPLE UTILIZATION OF THE P/C/ I  MODEL -- --- 

ractical Concepts Incorporated 



APPENDIX B 

SAMPLE UTILIZATION OF THE P/C/I 

To demonstrate application of the P/C/I Model, Figure B- simulates the 

logical framework for a rural hospital. This chart i s  presented to 

i l l u s t r a t e  use of the P/C/I Model, and i s  more compl icated than 

tha t  we recommend for  immediate AID use. (The simpler framework i s  
expl a  i  ned in Volume I11 of PCI's report t o  AID). For simp1 i c i ty ,  
the logical framework in Figure 6-1 does n o t  include targets ,  means of 

verification, e tc . ,  for items ou t s ide  the main tream of our i,tiabj? it- 
discussion. 

As may be noted, our purpose i s  t o  establish a viable rural hospital 

emphasizing preventive medicine. We have included two sets  of outputs. 

F i rs t ,  we have used the Esman concepts as the e  sential  outputs of 

the projects -- those we recognize as necessary and hopefully sufficient 

for  achieving o u r  purpose. However, such outputs are normally considered 
outside of AID'S manageable interest .  Thus, we have "below" those 
outputs the intermediate outputs that  AID can in fac t  warrant t o  produce. 
By implication, the responsibility for the "superior" or "Esman" outputs 

i s  tha t  of the L D C .  - 

Note tha t  ou r  end-of-project-status indicator deal largely with imag 

and connotation external to  the organization -- direct ly assessiag the 

response of the environment to the organization. The one purpose-level 

indicator we use internal to the organization i s  that of s ta f f  connotation. 

l y  a  function of 

rogram/doctrine gradie t ,  i t  i s  reasonable to  assume that  i t  i s  outside 

interest  of that  leadership to e  ure that  the connotation 

has a  similar gradient. pect i t  to be within the manageable interest 
o f  leadership to ensure tha t  every individual in the organization i s  aware 
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FIGURE B-1: 

Locally appropriate preventive health 
measures adopted by rural poor 

LOGICAL FRAMEWORK 
FOR 

/ Viable, Preventive Medicine Oriented, 

( Rural Hospital 

1. t;EADERSHIP 
Program and doctrine internal- 
ized b.y s t a f f  

" Plans on hand, independently 
generated by local s t a f f ,  t o  
meet plausible financial urgen- 
c ies .  

" Proarams real i s t i c a l l  v adapted 
wit6out AID assistance 

2. IIOCTRINE 
Codified and aimed a t  preventive 
health 

3. pR,o&Rg 

4.  RESOURCES 
Funds comi t t ed  l e s s  AID contribu- 
t ion rnore than adequate planned 
expenditures. 

---- 
CONVENTIONAL OUTPUTS -. -. -- - -. - 
1 . Building constructed 
2.EOG ensures MD s t a f f  on-site 

3.Three qua1 i f i ed  nurses. 

4.Two technicans trained in control ant 
d i so~ns ing  of prescription drugs 

5.Security measures taken to  protect 
hospital equipment and drugs. 

6 . h g  dis t r ibut ion system 

(Based on rural earninqs being 
approximately 40% of those of urban 
i r ea s ) .  

7 i t in is t ry  of Health provides on-site 
superv-rsory v i s i t s  a t  l e a s t  once per 
nonth. 

---- --. 

Client rmdge includes preventrve programs 

Do/should overlap 2 0.5 for  preventwe 
prohirams 

:iind~t~ons that $411 indicate purpose has been 
d ~ i e v e d .  End of project status 

C ?  i en t  ' c o n n o t a m  - 
1.1 O o m n a l  connotatton increasing for  

increasing c l i e n t  base 
1 2 Program connotation increas~ng fo r  

increasing c l i en t  base 
1.3 Connotation increases with number of 

contacts between organization and 
c l i e n t  

Clfent "Image' 
T T f K a ~ r e a s e s  w.th number of contacts 
2 2 Increase in nuriiber of c l i en t s  served 

i s  such tna t  capacity will be reached 
by January 1976. 

nsus extends to non-cl ients  
Staff Connotation -- 
3.1 Top management do:should overlap greater 

than 0.7 fo r  doct-ine 
3.2 Working level r doishould overlap greater 

than 0.6 fo r  uroq*am o r  0.7 fo r  
doctrine. 

- - 
Purchasabl es -- 
4.3 Sponsors do/should o v e r l a p 2  0.6 for  

doctrine and program. 
4.2 Organization perc?ived a s  best a l t e r -  

native fo r  highest valued operations -- 
by sponsors, c l i e ~ t s ,  and s t a f f  

4.3 Ministry of Heal t i  commitment t o  next 
r equjred d ; l ~ ~ d t i b r l  of funds. 

agnitude of Outputs necessary and sufficient to achieve purpose. 

Top s t a f f  doctrinal image consensus above 
15; working level s t a f f  program image 
:bow 13. 

-- -- 
E INDICAlORS - 

Improved s t a t e  of health for  poor 
rural populdtions 

I 
3. 

4. 

9 .  

De facto doctrine per written records, de 
jure doctrine as discovered by survey; both 
acceptable t o  AID and sponsors. 

o A17 compatible with doctrine 
0 All provide value in excess of cost  

o Basic programs include: innoculations 
against childhood diseases, d i e t  and 
other preventive clunselrng to a l l  
c l i en t s ;  subsidized medicines fo r  
treatment of common diseases. 

(Cash and firm commitments from non-AID 
sources) 4 (monthly operating expenses)> N 3  

where N i s  number of months unt i l  scheduled 
rep1 enishment . 

Per drawings 
A t  l e a s t  one M . D .  on the premises for  
a t  l e a s t  6 hours per day, or  42 hours per 
week. 
Trained in preventive medicine as well as 
in conventional curra t ive  approaches are  
t ra ined,  on-s i te ,  and working a t  l e a s t  
120 hours per week. 

Provide service during a1 1 hours of hospita' 
operations. 

Less than 47 loss ,  a l l  causes. 

MEANS OF VERIFICATION -- 

l ient  Survey indicates  that :  

.1 and 1 . 2  
a Average do/shoul d over? ap 
2 0.5 considering a l l  
c i ients  

O Oo/should over lap> 0.1 for  
a t  l e a s t  80% of c l i en t s  
Number of c l i en t s  served 
increases per 2.2 

. 3  Do/~hould overlap correla te :  
positively ~ 7 t h  number of 
contacts. 

.1 Image consensus2 10 and 
correla tes  with d of contact 

.2 Per hospital r e c y d s ,  func- 
tion describing intake" 
projects t o  capacity 

. 3  Survey ofpotent ia l  c l i en t s  
target  v i l lages  shows: image 
consensus above 10. 

1 and 3.2 Staff  interviews 
(comprehensive a t  top levels  

Above surveys, supplemented 
by interviews of a l l  key 
sponsors. 

ESP. Project Completion Date 
Date of this Summary 

IMPORTANT ASSUMPTIONS 
Concerning long term value of programlproject: 

Afiecring puipose.to.goal link 

Medlcal Technology data can 
be adopted t o  meet locai needs. 

Affecting output-to-pur~ore link: 

Concepts of preventive medicine 
can be made meaningful t o  
vi l lagers .  

LDC administrators committed t o  
these objectives 

@ P i a c t d  Concepts Incorporated. 1972 
Warhmston, D C 



PURPOSE LEVEL 

re the extensiveness of the organization's 

e  degree t o  which that  image i s  consonant with local 

needs. The f i r s t  of these we measure by assessing image consensus 

among both cl ients and potential c l ients .  (High image consensus among 

potential c l ients  i s  a  key indicator of impact on the organization's + 

environment. ) The second factor ,  which we have call  ed "external 

connotation" i s  measured by assessing "do/should overlap" -- the 

degree to which cl ients  and potential c l ients  perceive the hospital as 

actually doing the things they feel a  hospital should be doing. (To avoid 

reactive bias, "should" respondents are not the same individuals 

as "do" respondents. ) 

To ensure the continued success of the organization, our concern i s  that :  

(1 ) Image and connotation are increasing in magnitude -- more people 
and/or greater intensity; 

( 2 )  Image and connotation are reinforced by transactions with the 
organization -- as evidenced by positive correlations between 
number of transactions (or contacts) and strength of image/ 
connotation. 

I f  a l l  of the above factors are operative, then our hospital i s  in a  

regenerative feedback .mode, wi t h  success begetti ng more success. 

" ESMAN" OUTPUTS 

The Esman outputs shown here have been targeted per PCI's work t o  
make these output more "operatio a l"  to AID user 

targeted those where no inprovement on AID'S "conventional" approaches 

are recommended. The most i l l  u ative output i s  leadership. 

I t  i s  assumed to be within "the aders" manageable interest  to keep 



Internal  Iinayc Coi-isensus 
-is a t  t he  ---- Output level  

Tap o f  
Oryani z a t i o n  

Bottonj of  
O r g a n i z a t i o n  

The derriarcation between o u t p i i t  and purpose  i s  we1 1 i l i us t;rated by t h e  

f a c t  t h a t  -the ----- connota  - t-ion gradient  i s  a purposc4 eve1 i n d i c a t o r :  

Itqtcrnal Connota t i  on -is 
beyond most tnanagcrs ' c o n t r o l  ; 
hence t h e  des i rab le  yradicnt 
of  c o n n o l a t - i m  i s  a purpose- 
1 eve l  i ndi c a t o r  

Top o f  
Organi z s t i o n  

Bo"Cti17 o f  
O r g a n i z a t i o n  
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