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USAID MISSION CAPACITY FOR DATA RELATED ACTIVITIES:
CURRENT STATUS AND OPTIONS FOR IMPROVEMENT

Executive Summary

This report concerns the capability of USAID missions to:
1. use quantitative data for program and project purposes,

2. support the data collection and analysis components of
AID projects, and

3. develop the institutional capacity of nost countries
for data related activities - data collection,
analysis and use of findings for planning and policy
purposes.

The report presents the findings of a study of the data
related activities of six selected missions: USAID/Nepal,
USAID/Egypt, USAID/Honduras, USAID/Panama, USAID/Mali and
USAID/Zimbabwe. Various AID program and project documents
combined with more than one hundred interviews witi mission and
AID/Washington staff, contractors and host country staff
provided tine basic information used for this report.

The principal conclusions and recommendaticns concerning
improved support for data related activities are as follows:

1. The Agency needs to address three key institutional
constraints to improve and expand data use in AID
operations.

- Clarify and strengthen the Agency's commitment to meeting
its internal information requirements with the appropriate
data. Such a commitment is essential for AID to strike a
better balance between acting on a timely basis and acting
on an informed basis. Greater emphasis on matching
information aeeds to the appropriate data will encourage
missions to better identify and obtain the various types of
data needed (e.g., economic, agricultural, nutritional,
etc.) at the necessary level of disaggregation (e.g.,
national, regional, provincial, village).
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- Strengthen and better target the Agency's efforts to

develop the institutlonal capecity of LDCs for data related
activities. AID should capitalize on the comparative
advantage the U.S. has in many areas of data collection and
analysis. The Agency should take a more active role in
transferring appropriate technologies to host countries to
develop the capability of these countries to collect and
analyze data for their own information requirements. In
many LDCs, however, the need for accurate and timely data
far outstrips the country's human and financial resources
devoted to data collection and analysis. Therefore, the
Agency should concentrate its efforts on transferring only
affordable and sustainable systems and techniques to host
countries.

Eliminate existing disincentives toward better or greater
data use by AID staff. AC the same time, capitalize on
statff interest and capability for improving data use in
mission operations. At present, starf involvemeat with
data related actvities is frequently treated by senior
management as though this were outside the interests or
objectives of AID, regardless of the potential benefit to
mission operations that better daca bases ana better data
use offer. AID should encourage mission staff witn
quantitative skills to improve mission data use and support
for data collection and analysis by providing worktime and
appropriate incentives (i.e., career advancement).
Analytically skilled staff could function as an in-house
source of technical assistance for the mission's data
related activities if such tasks were included in their job
descriptions. Similarly, AID should capitalize on the
existing interest and capability of mission staff for
improving data use within mission activities.

In short, improvements entailing relatively small
investments of time and funds could be made by many USAID
missions if AID dealt effectively with the above
institutional constraints.

USAID mission capacity for data related activities is a
function of both in-house and host country capabilities.
The principal in-house factors are

program size

senior management support

staff skills

availability of technical assistance

mission access to automated data processing equipment
availability of data.
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Host country factors include

- an established cradition of using data for
decision-making

- current interest in improving data collection and

analysis

human and financial resources

availability of automated data processing equipment

political context

geography, climate and infrastructure.

The combination of these twelve factors establishes whether
a mission has a low, medium or high capacity for data
related activities. Therefore, mission capacity can be
improved by changing anvy of these factors in a positive
direction (e.g., greater senior management support for data
related activities). Thcugh some improvements could be
made independent of AID/Washington, there are very definite
limits on what can realistically be expected of even high
capability missions without additional support. Therefore,
AID/Washington should develop data support services to
assist the missions with data related activities.

However, the only long-term solution to inadequate
information in LDCs 1s developing host country capabllity
for data collection and analysis. The potential for making
the comparatively greatest improvements exists where the
USAID mission has a medium tc high capability for data
related activities and the host country has a low tc medium
capability. The Agency should increase its efforts to
expand host country capabilities where these conditions
prevail.

The Agency should take a more pragmatic approach to data
collection and analysis in LDCs. A pragmatic approach
entaills compromising statistical standards of data quality
to accommodate data collection and analysis .to the
conditions under which AID operates. How far statistical
standards must be compromised is dependent on the specific
informaetion needs, resources and other pertinent
congiderations of the project. A pragmatic approach,
however, 18 not an excuse for half-hearted efforts on the
part of AID for data collection and analysis. Rather, AID
should be firmly committed to obtaining data of the highest
quality that resources and conditions allow. A pragmatic
approach should strongly influence decisions pertaining to
data sources to be used, data quality, the
representativeness of the data, the amount of data to be
collected, and the frequency of data collection.
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To obtain systematic, empirical evidence of project
effectiveness, a number of prcjects reviewed for this study
plan baseline - follow-up data collection. However,
gserious problems concerning the baseline - follow-up
approach will substantially reduce or, in some cases,
eliminate the utility of these data for project evaluation
urposes. These problems can be attributed to inadequate
planning, flawed designs, limited host country capability,
USAID management practices, the extensive and complex
information requirements of integrated rural development
projects, and the time required for project effects to
become measurable. To improve the utility of baseline -
follow-up data collection for pcroject evaluation purposes,
AID should restrict its use of the design to projects where
it 1s both necessary and feasible to collect data at more
than one point in time and analyze the data collected on a
timely basis.

As an alternative or adjunct to AID's current heavy
reliance on data collection on a project-by-project basis,
the Agency should give greater consideration to sector
level evaluations of program success in achieving sector-
wide objectives. Sector level evaluations are already
planned by some missions using the non-projectized
assistance mode, such as USAID/Zimbabwe. ln general, a
mission using this approach would have to select key
criteria which accurately measure the types of changes that
should result from the projects the mission supports in a
given sector. Data for such evaluations would typically be
broader and more comprehensive than that ordinarily
collected to evaluate specific project outputs and effects.

The following actions are also recommended:

- establish a Data Support Division within PPC or S&T to
assist the missions with data collection and analysis;

- establish Regional Subport Centers in selected
missions that would then assist all missions in the
region with data related activities;

PPC should take the following actions:

~ develop model analyses of routine tasks for programs
offices in a format amenable to microcomputer systems,
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- provide guidance concerning subnational, socio-
economic analyses missions are expected to perform,

- require an information strategy statement in the ABS,

- include in Handbook 3 guidance concerning the planning
and implementation of data collection and analysis in
AID projects, and

- develo? an information policy statement clarifying the
Agency's commitment to matching information needs to
the appropriate data and the importance of developing
host country capability for data related activities
through technology transfer appropriate for the host
country's needs and resources;

USAID missions should take the £following actions:

- support separate institution-building projects to
improve data collection and analysis in sectors where
the mission's program is concentrated,

- make as much use as possible of lLocal private sector
firms to develop an in-country capacity for data
collection and analysis,

- gilve greater emphasis to data collection for project
design,

- use staff skills to create an in-house source of
technical assistance for data related activities,

- try to coordinate data collection and analysis among
projects and offices, and

- exploit any opportunity that arises for coordinating
data related activities between the mission and other
international development agencies.

Overall, there is much the Ageuncy can do to improve mission
support fcr data related activities. Highest priority should
be given to building host country capability for data
collection and analysis. More erfective institution-building
at that level will, however, require strengthening mission
capacity for data related activities as well.




AID -

USAID -

PPC -

IRM/MPS

BuCen/ SEU-

BEST

PID -

PP -

PAAD -

Acronyms

Throughout thils report, AID is used to refer to the entire
Agency for International Development including both AID/Washing-
ton and USAID missions. AID'is used interchangably with the Agenc
USAID. is used to refer exclusively to the Agency's field miss'ons
and to distinguish the missions from AID/Washington.

The Bureau of Program énd Policy Coordlnation

The Division of Mission and Program Support in the Office of
Information Resource Management.

The Survey and Evaluatlion Unit of the Bureau of the Census.
USAID/Zimbabwe's Education Segtor ProrFram - Basic Education

and Skills Training.

Project Identification Document.

Project Paper.

Program Assistance Approval Document.
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l. Introduction

1.1 Purpose of the Report

This report concerns the current capability of USAID missions
to support data collection and analysis activities designed to
1) meet program and project information needs and 2) to develop
the institutional capacities of host countries to use quantitative
data for administrative and planning purposes. AID/Washington's
policies and procedures for collecting and managing quantitative,
socio-economic data were reviewed in late 1981. A major recommenda-
tion of that review was that the Agency clarify its position on
the importance it attributes to data related activities in a formal
policy statement. To be effective, the Agency's information policy
would have to recognize the range of USAID mission capabilities
for data related activities. It was necessary, therefore, to re-
view data collection and analysis activities currently suppcrted
by representative USAID missions to determine what the key factor:
are which affect the missions' capabilities fc> such work. This
report presents the findings of that study. Its primary purposes
are 1) to suggest how the Agency could improve the effectiveness
and utllity cf data related activities USAID mi:.sions support and
2) to provide guidance for developing an information policy deter-
mination for the Agency.

The function of an information policy determination should

be to provide the basis for the central and regional buresaux to



take the actions necessary to improve support to the missions for
data related activities. An important objective of this report,
therefore, is to suggest where improvements need to be made in
light of the key factors and issues affecting current mission in-
volvement with data collection and analysis. The need for improve-
ment and, in particular, for better support systems for data related
activities 1s clear from the information obtained.from the missions
selected for this study. The problem can be stated in terms of

a simple ratio: the number orf USAID activities where adequate

use of data and analysis was made (e.g., where data collection

and analysis genuinely contributed to rroject success) compared

to the number of activitles where data use or support for data col-
lection and analysis was inadequate (e.g., where faulty or insuf-
ficient data contributed to poor project design, monitoring and/or
evaluation). This study has found numerous examples of both adequate
and inadequate data use for USAID program and project purposes,

yet it 1s fair to say that there is considerable.room for improve-
ment to shift the balance of that ratio more to the positive side
and less to the negative. Stated simply, the Agency should practice
whéE.it preaches - if improved data collection and analysis is
beneficial to the development planning and government operations

of the host country, then the same logic certalnly applies to AID's

own planning and operations.



. A major conclusion of this study is that inadequate support
for data related activities 1s the central problem the Agency needs
to address. Better support for data collection and analysis to.meet
AID's own informatlion requirements as well as those of the host
country is certainly warranted in light of the increasing demand
for better information about Agency operations. Pressure for demon-
strating the effectiveness of AID's programs has, if anything,
increased for those in government who oversee foreign assistance.
The Agency's own internal demand for information within AID/Washing-
ton, within USAID missions and between the fleld and the central
and regional bureaux 1s also substantial. Moreover, under the con-
straints of shrinking budgets and decreasing staff size, better
data use in Agency activitlies will be essential to do more with
less, Significant demands for information requiring data collection
and analysis already exist in policy papers, CDSS guidance, the
Project Assistance Handbook and project monitoring and evaluation
requlrements. Yet 1t 1s highly questionable whether the capacity
to comply with these demands also exists in the missions. Perhaps
most disconcerting, AID stall themselves link inadequate data use
for program and project planning to the lmplementation problems
arising from poor project design. In short, the main argument of
this report 1s that baslc data support systems and services should

be established now 1f future improvements in meeting AID's informa-



tion needs are to be achieved.

1.2 Information Sources Used for this Report

USAID missions vary widely in terms of éheir capabilities for
data related activities. The staff size of missions range from a
few individuals to more than one hundred. Funding levels are as
low as several million dollars and as high as $750 million.
Similarly, some LDC's have only marginal capacity for data collection
and analysis while others are qulte advanced. To cover the range
of variation in mission capabllity, a set of missions was selected
which differed substantially in regard to staff size, funding,
nost country capacity and geographic location. The missions selected
were USAID/Nepal, USAID/Egypt, USAID/Honduras, USAID/Panama, USAID/
Mall and USAID/Zimbabwe. The primgry source of information for this
study was loosely structured interviews with mission staff and con-
tractors concerning the data related components of cn~going prpjects
and other mission activities. (See Annex A for a copy nf the gues-
tions used to gulde the interviews.) From these six missions, ap-
proximately one hundred USAID staffers and ten contractors were
interviewed. During the course of the study, some sixty projects
and sector programs were reviewed. CDSS's (including Annexes and
Updates), PID's, PP's, evaluation reports, sector assessments and
other pertinent materials provided background information. Fifteen

AID/Washington staff knowledgeable about the programs of the missions



-selected were also Ilnterviewed. USAID/Zimbabwe was an exception to
this procedure. The mission has a staff of eight, only four of whom
(including the mission director and the recently appointed deputy
director) are directly involved with the substantive (as opposed

to the support) requirements of the mission's program. The human
resource officer for USAID/Zimbabwe was interviewed in Washington.
Because of the nature of USAID/Zimbabwe's program - primarily sec-
tor funding and a large CIP - and it¢s small staff size, it was
decided that sutficient information could be obtalned from available
documents and AID/Washington staff and contract>rs who had recenﬁly
worked in the mission. The current status of data collection and
analysis underway in each mission was described in a series of
separate reports noting the factors which appeared to affect the
progress of those activities. This report summarizes and draws from
the information obtained from each of the six missions.

The accuracy of this report depends on whether the experience
of the selected missions concerning data related activities is rep-
resentative of other USAID missions. The representativeness of this
set of missions cannot be astertained precisely. But two points
are worth considering: 1) whether the factors affecting data use
in these six missions also operate in other USAID missions and
2) whether each of the six missions accurately represents a larger

group of similar missions.



There is good reason to believe that the missions used for this
study do illustrate the common factors affecting the capability
of USAID missions in general for data related activities. The six
missions selected area fairly diverse group, yet recurrent issues
and problems were found which atfected the data collection and analysis‘
supported by each mission. Moreover, successful data cnllection
and analysis efforts shared certain common characteristics (e.g.,
Simplicity of design) as did unsuccessful efforts (e.g., techniques
inappropriate for host country capabilities).

Whether each mission is representative of some larger group
of USAID missions is more difficult to determine. For example,
USAID/Mali is probably similar to other Sahel missions in regard
to the availability of data and host country capability. Whether -
the mission is representative of other low capability missions
in Africa or elsewhere remains to be seen. Similarly, USAID/Egypt
is unlike most other missions in that the size and diversity of its
program will generate more data and 2nalysis than perhaps all other
missions. It is probably the case that every mission has some unique
or speclal characteristics which distinguish it from others. On
the other hand, even though missions are not identical, they can
have comparable capabilities for data related activities. Part Three
of this report will point out that mission capability

is a function of internal, in-house factors and external, host



country factors. From thils perspective, different missions can have
similar capabilities for data use and supporf to the host country

but for different reasons. In this regard, the selected missions
are probably lndicative of the general categories - i.e., high, medium

and low - of USAID mission capability for data related activities.

2. Institutional Constraints Affecting USAID Mission Support for

Data Collection and Analysis

A preceding review of AID's policlies and procedures for managing
quantitative, socio-economic data was conducted in late 1981. The
problems idgntified 1n that report as impeding better use of gquan-
titative data were categorized as institutional, organizational
or operational in nature., It was argued that the instiﬁutional
cocnstraints were most important because they were central to im-
proving the Agency's data;related activities. The institutional
constraints were described as follows:

1) The Agency's commitment to improved and expanded use of quan-
titative data is ambiguous.While AID expects analytically sounder
work from the missions, i1t fails to provide the resources necessary
to do so. Action 1s needed to better assure that AID's diverse 1n-
formation requirements are met by the appropriaté.data.

2) The Agency's commitment to promoting self-sufficiency for data

related activities in LDC's through institution-building should be



strengthened. AID needs to clarify and reinforce its position that
the capacity of LDC's to use and manage their own data is a legiti-
mate target for Institution-building of importance equal to that
of other objectives.
3) The allocation of funds, staff, worktime and the =oward system
of career advancement constitute disincentives toward improved
use of quantitative data. To meet the demand for analytically sounder
work, AID needs to overcome these impediments:

Because of the institutional nature of these constraints -
i.e., they are systemic and influence data related activities
at all levels within the Agency - it seemed very like;y that they
would also affect USAID mission opera@ions. It 1s no surprise, there-
fore, to find clear evidence of a mlssion-level equivalent for
each of the institutional constraints. This section briefly discusses
the effects of these constraints on the data related activities
of the USAID missions.

-1 The Agency's Commitment to Meeting Its Imformation Needs With

the Appropriate Data is Ambiguous

The most fundamental and pervasive problem USAID missions
presently confront regarding data use is meeting theilr nééd for
various typeé of information with the appropriate data. The severity
of the problem varies from mission to mission. USAID/Honduras, for

example, represents missions which have been fairly successful in



collecting and using data for program and project purposes. USAID/
Mali, on the other hand, represents the opposite extreme. But even
in the more successful misslons, it appears that matching informa-
tlon needs to the appropriate data is problematic and, in some in-
stances, does not happen.

A principal cause of this problem is AID's amblguous commit~
ment to lmproved and expanded data use. On the one hand, numerous
demands are placed on the missions to meet acceptable standards
of iInformation use. These demands are expliclitly stated in CDSS
guldance, the Project Assistance Handbook and projeet evaluation
requirements. There are also substantial demands for expanded data
collection and analysis implicit in the Agency's recent Policy
Papers. On the other hand, the Agency has taken practically no action
to guarantee that the missions will be able to comply with those
demands. Some of the most basic requiraments forAdata related activ-
ities - e.g., mission staff who have quantitative skills and whose
workload includes oversight and assistance for data collection and
analysis - has not been provided. Nor is there any one office or
division in AID/Washington charged with the responsibility of pro-
viding technical assistance for data collection and analysis or
for backstopping in any number of ways the data related activities
missions uandertake. Recently a very significant re-organization and
re-direction of SER/DM has been accomplished through its replace-

ment by SER/IRM (Information Resource Management). The Agency will
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now be far more responsive to meeting the computer hardware and soft-
ware needs of the missions. In particular, the Mission and Program
Support Division (MPS) of SER/IRM has developed an excellent system to
assist missions to acquire and malntain microcomputers. Similarly, the
DP offices have Supported more extensive use of cost-benefit analysis
for projeact deslgn. Yet little if any action has been taken by other
parts of the Agency to Support the impnlementation of data collection
and analysis comoonents of projects or other data related activities
of the missions.

Mission staff are most directly affected by the Present aimbig-
uous situation. They are well aware of the problem and their posi-
tlon in 1t. In each of the missions selected for this study, staff
described how for one preject or another, they had no alternative
other than to work with whatever data were at hand regardless of its

quality, timeliness or whesherit was disaggregated to the appro-
priate level. Worse yet are their reports of simply muddling through
as best as their expertise allowed essentially working withous
édequate information. The specific reasons for this have been cited
1n preceding reports: the unavallability of data from the nost
country, budget and time constraints precluding minimum data col-
lection and analysis, mission staff without the necessary skills
for data collection and analysis management, no technical support
from AID/Washington for data related activities, no worktime allo-
cated to data related activities, lack of support from senior manage-
ment, and so on. The effects of the problem are most apparent at the

project level, beginning with project identification and continuing
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through to the flnal evaluation. Some of the most telllng observa-

tions pertaining to data use 1in USAID missions were made by some

of the Agency's most experienced staff:

- the deputy mission director who stated mission staff were so

completely:consumed by implementation problems that there is simply

no time for more careful use of data to 'gulde planning;

- the asslstant office dlrector who remarked how dismaying it is

to witness how projects come to be ildentified and designed without

basic data. As evidence, this person polnted to the number of pro-

Jects which encounter implementation problems at the very outset

and continue to experlence such problems throughout the course of

the project, consumlng an inordinate amount of staff time; and

- the program officer who frankly stated in a cable to AID/Washing-

ton that a recent revliew of the implementation status of one project

was ",..a litany of problems common to complex integrated rurzl

development projects built on incomplete and faulty information.”
Unfortunately, the conclusion that must be drawn from this and

other supporting evidence is that the situation will not improve

until the Agency takes action necessary to assure that the missions

wlll have better access to the appropriate data to meet their in-

formation needs.
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2.2 AID's Commitment to Building the Institutional Capacity of LDC's

for Data Related Activitlies Needs to be Strenghtened.

Of the three major constraints to improving the effectiveness
to AID's data related activities, strengthening the Agency's commit-
ment to developing a sustainable capacity within the host govern-
ment for data collection and analysis which is ¢ommensurate with
thelr needs and resources is most consistent with AID's development
goals. The Agency needs to make a more concerted effort in this area
because accomplishing this objective in many countries proves far
more difficult than it might first appear.

A very difficult and,regrettably, common problem USAID missions
confront in their institution-building efforts for better data use
is a lack of genuine interest on the part of the host country.
Disinterest in improved data collection and analysis by the host
country typlcally reflects the absence of a tradition of planning
and decision-making Qased on emnirical information. Instead, over-
riding political concerns, particularly maintaining political sta-
bility, dominate government policy and planning. The host country
will agree to projects which ostensibly will develop ministry ca-
pabllities to use data more effectively. However, their real interest
1s apparently in the physical outputs of the projects (e.g., new
buildings, roads, vehicles, etec.). The statistical institution-

building component of the project is perceived as something folsted
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upon them as part of the process and, in some instances, to be
treated as inconsequential.

In this situation, iIf the data related component is to succeed,
the USAID mission 1is essentially forced to try to modify the behavior
of the host government in regard to planning procedures. Institution-
alizing data collection and analysis becomes a matter of changing
the declsion-making process so that data use 1s an integral compo-
nent. The common expression bandizd about in these circumstances
is "creating a felt need".on the part of the host country for ade-
quate information (and adequate by the standards of Western planners
and public admlinistrators). At the same time, the mission's own
project information needs are tied to the actions of the host coun-
try. Consequently, the predictable inaction on the part of the host
country means-that USALID information needs go unmet.

Two health projects in Egypt which have substantial data col-
lection and analysis components and are to institutionalize improved
data use in the Ministry of Health are perfect examples of the problem.
" In one project, after years of promises by the Egyptian contractor
responsible for the statistical institution-building component,
no genulne progress had been made toward improving data use in the
ministry. There was an almost game-like quality in this project.

The MOH was not really interested in the data component. One mission

staffer ilnvolved with the design of the project said that disinterest
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was understood at the outset and no one (?) really expected insti-
tutionalization.of data use to occur. Yet plans to improve data
use in the ministry figured prominently in the project paper and
an evaluation team working on the project acted as though they
firmly believed these improvements were to have been made., These
varlous elements are simply inconsistent and contradictory. In

the other health project, first round analyses which were to have
guided later phases of the project were literally years behind
schedule. An evaluation of the project emphasized the importance
AID attributes to data analysis, yet funding was extended for several
more years. The messages here are again inconsistent - data use

is important; however, even though 1t has been neglected, funding
wlll be continued. The question here is whether project funding
should be suspended because the host country has failed to make

a serious attempt at the data component of the project. Cutting
off funds seems a rather extreme action (especially in USAID/Egypt
where such tremendous pressure to "keep the money moving" exists).
But how should the Agency demonstrate the importance it ostensibly
attributes to data related activities when those activities are
lgnored by the host country? That question returns us to the first
institutional constraint of what preciéely i1s AID's commitment ¢to

improved data use.
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Developing the instiftutional capaclty of LDC's for data related
activitles is obviously directed towards helping the country meet
its owh information needs. Determining the amount and quality of
data needed in relation to the country's ability to afford the costs
of collection, analysis znd management of data can be a complex
question. One common view is that?g country develops, 1t increasingly
needs data of higher quality, greater comprehensiveness and more
detall. There is much to support this view. With development, the
major and most obvious constralnts are overcome; impediments to
further growth might be more intricate and more difficult to fully
understand. The national economic system also becomes more complex
and the need to monitor economic conditions on a routine basis in-
creases. Finally, as the rate of development qulckens, data must
be collected and analyzed more frequently and on a more timely basis.
It is assumed 1n this perspective that the capacity to affcrd data
related activitlies grows at a commensurate rate and that the greater
Importance of timely accurate data is appreciated by the developing
country.

One implication of thls perspective 1s that the least developed

"~ —

countries have the least need for data. In some ilnstances, this 1is
probably true. For example, some problems least developed countries
face are so apparent that large scale data collection efforts are

unnecessary and possibly counterproductive. But identifying major
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problems and constraints is not the same as aevising appropriate
Strategles and designing effective projects. For those purposes,
systematically collected data of reasonably good quality 1s needed
regardless of the level of host country development. What the country
lacks 1s not the need for data, but the ability to afford it. Mali
exemplifies precisely this situation. Very poor countries like Mali
are in an economically precarious position and cannot afford to
make unsound decisions which waste extremely limited resources
and impede development. In short the need for data to guide decision-
making in countries like Mali 1s not commensurate with their level
of development. Rather, theilr needs far exceed the human and finan-
clal resources they have avallable for data collection and analysis.

The funda?ental inability of many countries to bear the re-

o

current costs/improved or expanded data collection and analysis
must fligure prominently in the Agency's policy concerning institu-
tion bullding for data related activities. AID's strategy must
differentiate between opportunities for sustalnable institution
bullding within the budget of the host country and other instances
where alternative actions are needed to meet mission and host coun-
try information needs.

Where legitimate opportunities for institutiomrbuilding are
found, the Agency must further consider whether the s¢l1lls, techniques

and systems - l.e., the technology being transferred to the host
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country - are appropriate just as it does for other types of tech-
nology transfer. The six missions selected for this study indicate
that USAID missions are very much involved with efforts to develop
the Lost country's capacity for improved administration and planning
through better data collection and analysis. Yet some mission staff
serlously questioned whether the techniques and systems belng developed
were appropriate given the limited s+aff skill level and interest
of ministry officlals. Some belieQed that the institution-building
conponent was providing technology which was too sophisticated
to be sustained after the project by the nost country.

A "level of development" perspective seems to be the best
gﬁide to resolving this problem. That is, greater-statistical so-
phlstication becomes increasingly apprcpriate as the country deveiops.
But nere again the matter is not that simple. The Agricultural
Resource Inventory Project in Nepal illustrates fhe point. The
project will establish a monitoring capability in the Government
of Nepal based on remote sensing data. This 1s a rather "high tech"
solution for such a "low tech" country. But in thils instance, ths
solution is most appropriate. Nepal must be able to locate and track
its most serious environmental problems. It also desperately needs
to monitor cropping patterns and predict production levels. Given
the physical geography of the countgy, remote sensing would appear

to be the only viable solution.
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The coneclusion that ought to be drawn from this is that AID's
support for institutlion-building which involves improving data use
for administrative and planning purposes should be guided by so-
phisticated (in the sense of enlightened) strategles. Uniform, un-
differentiated approaches which in effect Lignore the contingencies
of the situation, particularly host country needs, interests, re-
Sources and capabilities, will doubtlessly lead to attempted im-
provements which are not sustainable because they are, in one way
or another, ilnappropriate for the host country. Rather, AID needs
to clarify and make consistent 1ts commitment ¢o institution building
for improved data use in LDC's in such a way that USAID missions
can choose among alternative solutions to meet development informa-
tion requirements.

2.3 The Agency Should Eliminate Disincentives Toward Better Data

Use and Capitalize on Staff Interest in Improving Data Use

in Mission Activities.

A major impediment to improving data related activities under-
taken or supported by USAID missions is the overriding importance
placed on obligating annual budgets within the fiscal year. Dis-
incentlves toward increased involvement with data related activities
by mission staff appear to be the loglcal consequence of the pres-
sure to move money on a rigld schedule. These dislncentives include:

1) lack of support or interest on the part of senior management
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in improving data usej; 2) insufficlent allocation of worktime for
data related activities by mission staff; and 3) a reward system
which focuses on managerial performance at the expense of improving
data bases and analytic work beneflclal to misslon operations.
Misslon management responds directly to the policies and directives
issued by the Agency including the messaga® tc obligate funds on time.
Greater involvement with data collection and analysis 1s easily
perceived as Jeopardizing mission complience with moving money.
Lack of senlor management support i1s reflected by inadequate work-
time for skilled staff té engage in data related activities. More-
over, mission staff certalnly recognize that career advancement

is heavily dependent on managerial criteria which do not rewérd
significant involvment with improving data use within the mission.
In short, the system is oriented toward expediency of action, not
careful analysis for planning action.

Zven given the valid reasons that can be mustered in defense
of moving money according to the fiscal calendar, the Agency still
must find room to incorporate better information use in the pro-
cess. Simply getting the money out the door on time 1s no guarantee
that 1t has the desired development impact. AID will have to strike
a better balance between acting on a timely basis and acting on

an informed basis.
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The reverse side of the coin is for AID to capitalize on the
posltive factors which could facilitate better information systems
in mission operations. A number of mission staff have quantitative,
analytic training and experience'which are directly applicable to
meeting AID information requirements. Equally important, many with
such skills firmly believe that data collection and analysis are

not only relevant to but necessary for lmproving the Agency's op-

erations. In addition to the information gathered for this study,
the following responses of several USAID missions to a cable con-
cerning the performance of BuCen/SEU and the perceived utility of
data related activities are insightful:

USAID/Zimb abwe :

"In general mission believes AID should give greater
attention to data collection and analysis particularly
in its priority areas such as agriculture, population,
health, and human resources. Attention should be given
to assisting host countries develop these tools of
development."

USAID/Bolivia:

"...the current managers and staff concur in placing
data collection and analysis high on the list of pri-
orities for the mission and for developmeht projects

of the country...it is of an utmost importance that AID
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(and other donors) actively promote programs of this
nature. In their absence neither the mission nor

the host country have available the needed basic infor-
mation on which can be based sound policy decisions and
development program(s)."

USAID/Indonesia:

"... AID has, in the past, given too little emphasis on
surveys and evaluation but awareness of the value of
effective evaluation of projects is growing."

USAID/Barbados:

"Too little emphasis given to surveys and evaluatlon
activities to provide data for e fective policies and
programs."

The project officer of the Regional Education Analysis in USAID/
Kenya cabled the following response:

"I believe such projects constitute one of the most
effective kinds of policy dialogue called for by the
Administrator. They transfer technology and help obulld
kKey institutions. If successful, they help lay the
basi; for more coherent and effective sector policles. —
This approach constitutes an alternatlve to the plecemeal
project by project approach which places 2xcessive finan-

clal and administrative burdens on the LDC."



22

How representative such views are of all USAID mission staff is
uncertain, but they are perfectly consistent with the opinions ex-
pressed by many mission staff interviewed for this study.

Interest.in Improving data use 1is also evident in the inereasing
number of microcomputers belng purchased for projects and in-house
purposes by USAID mlssions. IRM/MPS has clearly explained the pro-
cedure missions should follow to purchase microcomputers. MPS must
simply review and concur on all such acquisitions. They have eval-
uated several systems that they can support; however, they remain
flexible about which mlcrocomputer the mission may purchase when
circumstances indicate an alternative brand (e.g., Sierra Leone
has a local NCR dealer but no Apple or IBM repalr centers; there-
fore a NCR system might be a more logical choice though it is not
one of the AID supported machines.) At a precent workshop IRM spon-
sored In Abidjan, 1t was very apparent that the numper of micro-
computers in the missions will proliferate to the point where mis-
sions will have several for staff use.

The potential impact microcomputers could have on missibn data
use could be very significant if the Agency takes action to over-
come other impediments. The availability of microcomputers will
Introduce an altermative means for Improving the qualify and use
of quantitative data. The standard approach to improving data bases

has essentially followed a problem oriented, research stiategy.
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The basic idea is to adapt standard research methods to difficult
field conditions as best as available resources permit. The main
proﬁlems are ldentified and data needs are specified as clearly

as possible. An appropriate methodology is selected or developed.
Careful attention is paid to all aspects of the data collection
process to obtain data of acceptable quality. As sound as this type of
approach appears, it unfortunately seems to have been something less
than a resounding success. Data in many LDC's where thils type of
approach has been attempted still have remafkably unreliabhle and
inaccurate data. In part the effectiveness of the tracditional

approach has been handicapped by computer systems which were generally
inappropriate for developing countries. As a result, much of the
important analysis 1s frequently done in the U.S. and not in the

LDC. This has undercut the training - technology transfer goals

of such projects.

The microcomputer, however, has the potential Lo correct the
hardware problem affecting the traditional research approach to
improving data baseé. By decentralizing data use and facilitating
data manipulation, those more directly involved with policy and
planning see first hand the importance of better data quality.

In effect, the machine plays a central role in making improvements
in data possible instead of merely playing a secondary, supporting

role as computers have in the past.
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Decentralized computing combined with staff interest in better
data use for mission operations have clear implications for AID's
data related activities. Significant improvements could be achieved
if AID captializes on the full potential of staff skills, interest
and the capabilities of microcomputer technology. However, what is
missing at this time 1s technical Support to the missions to pull
together these and other elements.so that real improvements do occur.
Therefore, the Agency should carefully consider the opticns avail-

able to 1t for providing data support services to the missions.

3. Factors Affecting USAID Mission Capacity for Data Related Activities:

In-house and Host Country Capabilities

This part of the report deals with the current capacity of
USAID missions to 1) meet internal, in-house information needs
and 2) suppourt efforts to develop the institutional capacity of the
hosf country for data related activities. The in-house factors
which affect mission capability include: 1) program size; 2) the
avallability and accessibility of quantitative data; 3) senior
management support; 4) the quantitative, analytic skills of mission
staff; 5) technical assistance from U.S. and local sources; and
6) the avallability of automated data processing equlpment, partic-
ularly mini- and microcomputers. These factors also define the
level of support the mission can provide to the host country for

data collection and analysis activities. Conversely, the data related
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activities of USAID missions are to a significant degree dependent
on host country capability for data collection and analysis. This
dependency is apparent in the avallability of data for mission
information needs, designing assistance to the host country for
data related activities and the outcome of projects wherein the host
country has primary responsibility for data collection and analysis.
A second set of host country factors, therefore, also influences
mission capaecity for data related activities; these_include: 1) a
tradition of collecting, analyzing and using data in government
operations; 2) a genulne interest in improving or expanding data
use; 3) human and financial resources avallable for data related
activities; the availability and adequacy of automated data pro-
cessing equipment; 5) current political factors; particularly in-
ternal stability and the host government's position on access and
dissemination of data; and 6) geographical and climatic .con— -
ditions.

The importance of each of these twelve factors to AID's data
related activities is discussed briefly in sections 3.1 and 3.2.
For heuristic purposes, the missions are ranked as high, medium
or low on each of these factors. Overall mission capaclity is esti-
mated by calculating an average rank for each mission. If the necessary
information were available, rough estimates of this type could be

made for all USAID missions. This would further clarify the Agency's
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present capabilities for data related activities, the distribution of
mission capacities (i.e., the percentage of missions with a high, mediun
or low capability) and geographic patterns /(e.g., Sahel missions have
a low capability). Such a system could gulde data support services de-
signed to assist the missions with data related activities.l

| Ranking the capacities of all USAID missions, however, goes be-
yond the scope of this report. Instead oniy the six missions selected
for this study are ranked as a means of summarizing the results of this
study. In section 2.4, a typology of mission capacity identifies three
general categories of mission support for data related activities by
crosstabulating mission capability with host country capability. Generzal
strategies for improving host countr capabllity for data related activi.
tles are then discussed. A major conclusion of Part Three is that AID's
cpportunities for making significant improvements in the data related
activities of LDC's could be expanded by strengthening in-house mission
capability.

3.1 Mission Capability

Information obtained from the six missions selected for this study
indicates that the following factors are central to USAID mission capa-
bility for data related activities. In this section, the bearing each of
these factors has on data collection and analysis 1is briefly discussed.
The six missions are then ranked on each factor to estimate their relativ

capablility for data related activities.

L See Annex B for a brief discussion of mission ranking for data related

activities.
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1) Program Size Of the six factors pertaining to mission capability,

program size 1s the least manipulatable. It is a "given" which estab-
lishes the basic parameters within which data related activities are
undertaken. Program size consists of three components. The first is
mission funding. The second 1s the number of direct hire staff and con-
tract personnel in the mission who are resvonsible for the desien and
‘implementation of the mission's program (i.e., program and project
staff). Though substantive staff (as opposed to support staff - e.z.,
the cgmptroller's office) are most directly involved with data related
actlvities at the project level, support staff are also important
because they Ifrequently are most knowledgeable about computer systems
and software for data management and analysis. Third, the diversity of
the program, that i1s, the number of projects and the number of differen:
sectors in which the mission 1s active, determines which data bases

the misslon must use and try to improve. These three components usually
increase together - és funding increases or decreases, staff size and
program diversity change commensuratelv. There are exceptions. USAID/
Zimbabwe's program, for example, 1s substantial - apnrcximately $75
million annually. But the principal funding mechanisms for the mission
are sector grants and a Commodity Import Program. This allows the mis-
sion to operate with a staff of elght. The foregoing suggests that progrg
slze ought to viewed as a composite of funding level, staff size and
sector diversity.

2) Senior Management Supvort Senior management support for data re-

lated activitlies 1s fundamental to improving in-house data use
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and providing ass%stance to the host céuntry for better data col-
lection and analysis. In particular, the importance the mission
director attributes, or allows misslon staff to attribute, to

better data use in mission and host country operations sets the

overall orlentation toward data related activities. The clearest

evidence of senlor management support 1s the allocation of staff

worktime for such activities. A change in management's perspective

or a change 1n senior level staff can have a significant impact

on data related activities. For example, the current director of

one of the missions selected for this study gives higher priority

to economic analysils that did his predecessor. As a result, mission

staf%;zxpected to be able to make substantial improvements in this
area. This suggests that improvements in AID's data related activites
could result from greater receptivity on the part of mission directors
and other senlor level staff to the utility and importance of such

wofk for mission operations. A clear policy statement'specifying

the importance the Agency attributes to data collectlion and analysis

to meet mission and LDC information requirements should facilitate

senior management support. Similarly, enforcement of existing de-

mands for sounder analytic work in mission operations would provide

S

additional impetus.

3) Mission Staff with Quantitative, Analytic Skills

In all of the missions selected for this study, there was at

least one and, 1n most cases, several mission staffers who had
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training and work experience which involved data collection and quan-
tltative analysis. Given the range of mission staff sige among the

six missions selected for this study ( USAID/Egypt - 125+ versus USAID/
Zimbabwe - 8), it is 1likely that most missions have at least one person
with the skills necessary to assist with the mission's data re lated
activities. Furthermore, the re-newed emphasls the Agency is currently
olacing on economic aralysis and the recen®t hirine and nlacemens o°
economlsts in USAID missions should increase the évailability of quan-
tiltative skills. As noted earlier, mnay of those with quantitative skii)
expressed interest in improving mission data use and support for data
collection and analysis. USAID/Honduras' exyersience indicates that
even one person working in this afea can ahve a significant impact.

The key to canitalizing on existing in-nouse expertise is providing
worktime for these staffers to use their skills to the benefit of the
mission. The responsibility for providing support for the mission's
data related activities should also be stated in staff Job descriptions.
To further strengthen the analytic and data mangement capabillity of
missions, staff who have rudimentary quantitative skills could be given

in-service tralning to refine their competency in this area.

4) Availability of Data

The principal sources of data for USAID:mizsions are the host
country, AID funded activitles (e.g., project generated data, sec-
tor assessments, speclal studies) and other international develop-
ment agencies. Most important is the host country. Its capacity

to collect and analyze data of reasonably good quality on a timely
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basis combinéd with a willingness to make data available is central
to the mission adequately meetlng its own information needs. Ideally,
- the host country maintains data bases for each major sector. Need-
less to say, the number of such data rich LDC's where AID is active
can be counted gon 4he Tingers of one hand. IS is far more common
for missions o find that us=able data 2xis%s only fcr a limited
number of sectors at best and that most data avallable from the
host country in other areas is out of date, seriously flawed, geo-
graphically limited, ete. if it exlsts at all. Even determining
precisely what data are held oy th2 host country is difficult for
some missions. Compllcating the situation further, some countries
are reluctant to make data it holds accesslble to the mission or
other users. In some instances, the mission obtains access to data
only as a result of persocnal contacts staffers nave established
with their host country counterparts.

The obvious answer to a lack of necessary data is for the
mission to fund a Survey or other type of data collection effort.
But to do this, the data must be considered important enough to
warrant the expense. Perhaps more important is whether there is
enough time for the mission to undertake data collection. Pressure
to meet deadlines sometines forces missions to push ahead without

the necessary data with less than desirable results.
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Greater flexibility on meeting deadlines - especially for missions

with large programs operating in a variety of sectors - to allow for
obtaining basic data would help. Better forward planning on the part

of the missions concerning the types of data their programs require

is also warranted. In part, improved planning for data acquisition
should be expected as a result of the CDSS process. Ultimately, the
only practical solution to improving data quality and coverage con-
slstent with AID's development objectives is developing the institution:
capaclity of the host country for such work. Unfortunately, there are

no magic bullets to bring this about in the near-term for mcst iDC's.
Rather, a sustained, long-term commitment will be required to achieve
institution-bulilding of this sort. Moreover, the Agency shouldggrepared
in making such a commitment to recognize and 1ive with the fact that
progress will consist of a series of small steps forward fcllowed by
periodic setbacks. Nonetheless, such a commitment is unquestionably
called for in 1light of the pronounced comparative advantage the United
States has in the area of data related activities. No other country,
for example, can match American expertise in census operations, zgri-
cultral statisties ( in particular, area frame sampling), and pcpulation/
demographic research. Furthermore, these and other types of data col-
lection methodologies are constantly supported by U.S. government

agencies and U.S. universities whose expertise is readily available

to AID.
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5) U.S. and Local Technical Assistance for Data Related Activities

USAID missions use U.S.and local (L.e., in-country) consulting
firms, freelance consultants,university teams and other U.S. govern-
ment agencles for technical assistance to data related activities,
Migsions pequipe outside support for various purposes. Some data
related activities are foo time-consuming for mission staff to
perform; contractors then Seérve as an appropriate substitute. A
common use of Ehese Suppliers is for activities requirlng very
speclalized technical skills which mission staff do not nhave. For
example, even though mission staff might have basic quantitative
skills, and outside éxperts on the more esoteric aspects of sampling
design from 3uCen/SEU is often times necessary. The AID staffer
stlll plays an key role as a facilator - recognizing when specializeg
expertise 1s needed and later acting as the liaiscn between the mis-
sion or host country which needs the data and the specialist with

missicn
the technical skills required to obtain it. Again, in-house /capa-
bility is very important in this siuation to dridge the gap between

and
the substantive information needed / the technical skills involved.
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Effective use of technlcal assistance for data related actlv-
ities 1s contingent upon 1) sufficient funding to cover costs for
design, field operations, data processing, analysis and interpreta-
tlon of findings; 2) adequate planning including a clear scope of
work which anticipates the type, amount and timing of assistance
required; 3) identirfication of appropriate suppliers; and 4) the
avallabllity of services when they are ‘needed. These are essentially
the same steps involved with procuring other types of services
for AID actlvities. The difference is merely in the type of techni-
cal skills - e.g.,quantlitative, statistical methods - required.
However, 1t seems that in a number of instances, data related activ-
lties have suffered because of inadequate attention to these details.
This suggests that better planning for technical assistance is
warranted on the part of the missions. Limited steff time agd/or
lack of pertinent skills in some missions also indicates a need
for assistance from AID/Washington or regional centers to assist
with procuring data support services.

6) Automated Data Processing Equipment

The availability of a mini- or mlcrocomputer to mission staff
obviously is important.for improving data use. As nocved earlier,
IRM has developed procedures for the missions to easily obtain micro-
computers. Thls should lead to a proliferation of micros in the

missions. But the mere presence of a computer system in the mission
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1s no assurance that data processing and analysis will be supported.
Several years ago, USAID/Honduras obtained a Wang minicomputer
Jjustified on the basis of its cost-effectiveness to the mission

for data entry, processing and analysis. For a variety of reasons,
the use of the machine for analytic purposes has virtually been
eliminated. Restricted hours for using the computer has limited

user access. AID's new Mission Accounting System (MACS) consumes

a considerable proportion of the machine's capacity when it is
running. During the work day, the system is occupied by word
Pracessine, Finally, no easy to use statistical package
has been installed (this is also true for USAID/Egypt's minicomputer).
Apparently, USAID missions need to include better support for analy-

tic uses of data in their planning for computer systems.

A comparative ranking of the six missions selected for this study

is now made .using the. criteria discussed abave. Table 3-1 provides

the
a rough estimate of/in-house capability of each mission.

Table 3-1 Mission Capability

USAID Program Management Staff Tech. Available Overall
Mission Size Support Sk.ills Assist. ADP Data Capabili{
Mali . 1 1 1 1 2 1 1.2
Nepal 2 1 3 1 2 1 1.7
Panama 1 2 1 2 2 2 1.7
Egypt 3 1 3 3 3 2 2.5
Zimbabwe 3 3 3 3 2 2 2.7
Honduras 3 3 2 3 3 3 2.8

Code: small/low - 1; medium - 2; large/high - 3
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It should be kept in mind that the missions are ranked on a comparative
basis; for example, USAID/Nepal has a medium sized program in .compari-
son to the other five missions., and so on. Second, the rankings should
be Interpreted only as ordinal scores; that 1s, USAID/Zimbabwe has a
larger program in comparison %o USAID/Mali, but a "3" score does
not mean it is actually three times larger. Similarly, a low score
on senior management support does not imply there is no support for
data related activities of even opposition to better data use. Rather,
in comparison to the other five misslons, there appears to be less
Support than found elswhere. In other‘words, a mission's rank is only
a relative and not an absolute measure. The estimate of overall mission
capability (an average or mean of the six rankings) should also be
Interpreted conservatively as suggesting where each mission stands
vis a vis the others.

The rankings for program size are falrly stralightforward. They
aré a composite of funding, staff size and program diversity. Senior
management support 1s much more difficult to estimate. Support can
vary because of the individuals involved (e.g., mission director X
places little value on data related activities); the demands of the
program (e.g., major implementation problems have arisen and taken
precedence over other activities); or some combination of these and
other factors. The rankings on management support also suggests a

degree of uniformity of opinion throughout the mission which might
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be misleading. For example, the mission director might not be interested
in devoting more staff time to data related activities while office
directors believe such work would be very beneficial. Though high,
medium and low support is indicated, actually a dichotomous yes - no
split 1s suggested by the scores. The division between the nigh rankin
missions -Zimbabwe and Honduras - and the low ranking missions - Nepal,
Egypt and Mali - was fairly apparent by the end of the study. Only
USAID/Panama ranks an intermediate position. The current mission di-
rector has expressed. interest in increasing economic analysis in missior]
operations, but actual improvements remain to be accomplished.

Staff skills were estimated on the basis of the number of mission
staffers who reported having quantitative skills or data management
experience. USAID/Zimbabwe, for example, has at least two staffers
who have such skills, one of whom is highly proficient at data related
activities. Technical assistance to augment mission capability
1s weighted or biased toward the avallability of local contracting
firms. Though USAID/Nepal and USAID/Mali have been able to get high
quality technical assistance from U.S. firms, local contractors have
at best minimum competency for data collection and analysis (but they
are improving, which is important).

Automated data processing equlpment is based on current and soon
to be acquired computer systems in the mission. USAID/Egypt and USAID/

Honduras both have Wang minicomputers. USAID/Panama has a Wang word
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processor and as of November, 1982, planned to obtain a microcomputer.

Neither USAID/Mali nor USAID/Zimbabwe presently have ADP equipment,

but both intend to purchase micro's in the near future. USAID/Nepal

is something of an o&dity. It 1s too remote to make Wang equipment

a practical selution (i.e., there is no Wang service in Kathmandu).

As of September, 1982, the mission bad not purchased microcomputers

nor were thére any plans to do so. However, with the support of the

population office director, a number of mission staff and contractors

have purchased their own microcomputers. The office chief assists

wilth maintenance problems. In other words, officlally, there are no
microcomputers in the mission; in fact, micros are used for mission

activities.

The availabllity of data to the mission is largely a function

of host country capabilities. But it is included with mission factors

because avallable data is also a product of AID support and a determin-

ant of the amount and tyve of data use missions are capable of cerformir

USAID/Nepal and USAID/Mali rank at the lowest end of the scale. The

situation of USaID/Egypot and USAID/Panama is somewhat better. USAID/

Zimbabwe has access to very uneven data bases in terms of coverage.

Excellent data are avallable from the GOZ on the modern sector, but

virtually no reliable data exist on the economlc and social conditions

of the traditional sector.
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An estimate of overall mission capability 1s made by calculating
an average rank based on the set of slx scores. The missions can be
categorized as higl, medium or low using the followin:; cut-off points:
low : less than 1.5 - USAID/Mali
medium : 1.5 to 2.4 - USAID/Nepal, USAID/Panama
high : greater than 2.4 - USAID/Egypt, USAID/Zimbabwe, USAID/Honduras
As would be expected, the largest missions have the highest capability
for data related activities. However, the mission with the largest
program - USAID/Egypt - ranks lower than two.other missions and is
a borderline case between medium and high capability. It is also
apparent that even though missions in the same category have comparable
capabllities, thils results from a somewhat different combinations of

in-house factors.

3.2 Host Country Capabiliql

The following factors seem to be the principal factors determining
host country capability for data related activities:

1) An Established Tradition of Using Data for Decision-making

The assumption 1s frequently made, and wrongly so in many countries
that the importance of collecting and using pertinent data to guide
declsion-making is self-evident. Western socleties in general operate
under what is percelved as the "rational" approach to planning and

decision-making. That 1s, having adequate information about conditions
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1s considered essentlal before action can be taken. This is true in
both the public and private sectors. A manufacturer planning a new
product typlcally conducts a market survey to determine potential dé-
mand. Stock market analysts use an array of data sources and analytic
systems to gulde investment. In the public sector, the amount of in-
formation marshalled for proposed actlon can be staggering - from
OMB and CBO analyses of the effects of budget cuts to-environmental
impact and traffic flow studies for the construction of shopping malls.
The "rational" model of information use is far from universal
and certainly not an established tradition in a number of develcping
countries. In some LDC's, data collection and analysis 1s viewed as
one more Western aberratlon. Instead, decisions are made for any num-
ber of reasons other than what the "rational" model would define as
empirlical and objective. This would include purely political motivations
which ienore economic justifications in favor of cronylsm and personal ‘
self-aggrandizement. This 1s not to say such factors do not also in-
fluence and even determine decision-making in developed countries.
The difference is in the blataney with which this is done and: the
absence of self-righteous rhetoric about how declsions are made in
an honest and above board fashion in countries which do not operate
according to the "rational" model.
lack of a

The /traditon of using data to gulde actions and its corollary -

no felt-need for better data collection and analysis - can have dire

consequences for development projects which azre to improve and expand
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the host country's data related activities. In such situations, plans
for data collection and analysis might be circumvented or ignored.
Efforts to improve Aata use within host country ministries can meet
with 1little if any success as a result.

2) Current Interest and Support for Data Related Activities

The success of data collection-and analysis components of AID
projects 1s highly dependent on the current interest and support of
the host country for data related activities. Moreover, host country
support 1s not uniform and can vary among ministries. Nor is host
country support constant over time. Changes in government administra-
tions can dramatically alter support, or the lack of it, for data col-
lectlion and analysis. The Government of Honduras provides a good ex-
ample of this. When the Suazo administration took office, many govern-
ment officials were replaced. In some ministries, officials who had
supported plans for data collection and analysis in USAID projects
were replaced by individuals who clearly did not hold the same interests
The data related component of the Rural Technolories Project, for ex-
ample, ran aground precisely because of such a chanee in GOH supvort.
In other ministries, such as the Ministry of Education, the exact op-
posite occurred. Those appointed to head the MOE strongly support
better data use and mission staff are now optimistic that improvements
will be made.

Variation and instabllity in host country support for data related
activities have clear implicatioﬁs for AID's efforts to improve xey

data bases. First, variation in support among ministries determines
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where the most likely opportunities for institution-bullding efforts
exlst. That 1s, the mission should focus on those ministries which
deﬁonstrate genulne support for better data use.and bide 1ts time
until similar favorable conditions prevail in other ministries.
Second, changes in government can lead to establishing a stronger
reliance and, in time, a tradition of data use for decision-making.
In such instances, AID should encourage this very positive develooment
through additional training and technical assistance to the host coun-
try. On the nepative side, when the hoss country has neither a tra-
ditlon nor an interest in developlng its capability for better data
use, missions should consider alternative means to meeting short-term
Program and project information needs other than through the host coun-
try. For example, such short-term solutions might entall data collecticr
persc.nel
using contract ,non-government/involving little if any host country
- particlpation. Missions might also consider developing in-house data
banks in lieu of host country support for maintaing key data bases.
Similarly, loss of host country support for data related activities
can play havoc with AID's institution-bulldine efforts. On the other
hand, re-newed interest by the host country in imnrovine its informa-
tion systems creates_a prime opportunity for the mission to bulld
host country canability in this area. In fFeneral, AID needs to make
a long-term -commitment to developing host country capabillty for data

related activities while recognizing that progress will occur unevenly

in a series of émall advances followed by periodlc setbacks.
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3) Human and Financial Resources

Even given a genuine interest on the part of the host country,
the majority of LDC's are constrained, some severely, by limited human
and financlial resources avallable for data related activities. At the
extreme end of the scale are countries like Mall which are hard pressed
o maintain current government services and meet present operating
expenses. The idea of expanding data collection and analysis, as use=-
ful as that might be, is simply beyond the pale for these countries.
The recurrent costs of such activities simply exceed the government's
budget. Even in countries which have the interest and financial re--
sources to improve thelr information systems, such as Zimbabwe, man-
oower and particularly skill staff are scarce. Many government workers
who acquire technical skills leave government service for better
;aying Jobs 1in the private sector. This problem 1s especially acute
in countries like Jamatea where government salaries are atysmally low
and opportunities in the private sector, either domestic-or abroad,
are readily avallable. Clearly staff turnover of this sort defeats
the purpose of training programs intended to produce skilled manpower
needed by the host government. Insufficlent human and financlal resources

largely account for the lack of basic data for key sectors in many
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LDC's. The lack of avallable data constrains the mission's in<house
dava use while the lack of skilled staff 1limits the types of data
related activities the mission can support.

4) Automated Data Processing Equipment

Automated data processing equipment, the software necessary for
data analysis and a Service facility to maintain computer systems are
as essentlal to the operation of efficient information systems 1n
LDC's as they are in developed countries. The computing capacity of
LDC's vary widely, but in gereral, most need better computer systems
than they currently have. Perhaps with the exception of Honduras, 1n
the other five couatries selected for this study, demand for computer
support exceeds the capacity of existing systems. In the extreme ca;es
like Mali, only the most essential, day to day tasks have been comp U=
terized (e.g., the government's payroll). Even in better equipped
countrles, such as Zimbabwe, there is a genulne need for more and
better equipment. Limited finances to purchase computers requires that
many activities which could be computerized are done by hand. The re-
sult is high ineffleciency and staggering delays in completing tasks.
Inadequate maintenance of existing equlipment which causes excessive
down-time further slows data processing. Data analysis, of course,
recelves short-shrift under such circumstances. In short, data use
could be improved in many LDC's by computerizing existing operations

and providing adequate maintenance without any additional data collection.
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5) Political Context

To develop and maintain sound data bases, a minimum level of
contlnuous support by the host country is necessary. Funds and staff
obviousiy have to be provided for the daily operation of the systems.
But equally important, the central government has to reinforce the
message to its staff that the information aspects of their Jobs are
important.

Basic support for data related activitles 1s highly subject to
political facors. A change in government admlnistrations and staff
can significnatly alter this support.'Again, Honduras offers a good
example. Misslon staff repovted that ministries had been making rela-
tively good use of data to gulde their planning, but recently some
minlstries had become more "action oriented" in an attempt to achieve
some immediate improvements in high priority areas, such as land re-
form. In countries where governments change every twelve to twenty-
four months, data related activities can become a very on again; off
again proposition. As a result, plans for data collection and analy-
sis as well as increasing the host country's capability for data use
can be dlsrupted and, in some cases, eliminated completely.

Pclitical stabllity or the threat of it can lead to heightened
concern about access and use of avallable data. The possibility exlsts
that data can reveal poor performance on the part of the government

which in turn can fuel internal dissent. Sometimes such criticism is



4u3

Justified, but not always. In the extreme cases, internal security
\concerns leads to strict controls over data the government views as
potentially sensitive in nature. As a result, the USAID mission might
have only limited access to data or encounter substantial delays in
the release of data held by the host country. In areas where warfare
has actually broken out, data collection, of course, has to be curtailed.
For example, the level of vliolence in areas of Honduras along the bor-
der with Nicaragua or E1 Salvador makes data collection entirely too
risky. .Warfare also.causes population displacements and interrupts
foutine economic and'social activities. Even after fighting has
stopped, it will take some time fornormal economic and social patterns
to be re-established. Unless there is some very speclal reason for
dolng otherwlse, data collection should be worked around the political

realities of the country.

6) Geography, Climate and Infrastructure

The periodicity of an event or activity generally dictates when
data should be collected. For example, agricultural data on farm
inputs, labor use and crop yield have to be coordinated with the local
cycle of farm activities. Being able to get to the project site and
travel about the area is necessary for collecting data at the right
time. But this 1s not always an easy matter due to the geography and
climate of certain countries. This is particualrly true where basic

infrastructure, eépecially bridges and all weather roais, is inadequate
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or do not exist in parts of the country. Nepal i1s a good case in point.
The geography, climate and lack of basic infrastructure in Nepal make
even the simplest data collection efforts a major undertaking. Though
not as extreme as in Nepal, such conditions are found elsewhere and

do impede dafa collection efforts. Tﬁe result'is, again, -to limit the

avallability and quality of data.

Using the preceding factors, the six countries selected for this
study can be ranked in terms of thelr capability for data related
activities. Table 3-2 presents these rankings.

Table 3-2 Host Country Capability

Tradition Current Hum. & Fin. Polit. Geogra. Overall
Country .of Data Use Interest ' Resources ADP - Context® Climate*® Capabilit
Mali 1 1 1 1 2 2 1.3
Nepal 1 2 1 1 2 1 1.3
Egypt 1 1 3 2 1 3 1.8
Panama 2 2 2 2 2 3 2.2
Honduras 3 2 3 3 2 2 2.5
Zimbabwe 3 3 3 3 3 2 2.8

Code: small/low - 1; medium - 2; large/high - 3

#.Political Context rated in terms of the degree to which political concerns
of the host country impede data related activities. cede: l-substantial;
2-some; 3-little

* Geograpraphy & Climate rated in terms of the degree to which enivironmental
factors impede data related activitles. code:l-substantial; 2-some; 3-1little.
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A tradition of data use is contingent on having both an estab-.
lished perception of data and analysls as useful i1f not essential tools
for decision-making and the resources to collect and analyze data.
Egypyt, for example, 1is ranked low because several ministries lack
a genuine appreciation for the utlllity of data as guide to decision-
making; while Nepal scores poorly in part due to a lack of rezources
for data related activitles. It appears that the tradition 3ninterest-
in data use of a country are not necessarlily correlated with its level
of economic development . Other factors might account for its propensity
to use data, such as the colonial pattern established before independence
for some countries (e.g., former British colonies might make greater
use of data than former French or Dutch colonies). Current interest
in data use is difficult to estimate for some countries because interest
can vary among ministries of the government. Honduras, for example,
might deserve a higher rank, but miésion staff reported some decline
in support for data related activities recently. At the upper end of
the scale, Zimbabwe most strongly encouraged better data use in govern-
ment operations at the time this Study was undertaken.

The capaclity to collect and analyze data reflects both the host
country's own resources as well as those provided by international .
development agencles. Heavily funded USAID programs, therefore, can
make a significant impact in terms of substantlally inereasing the

resources avallable to a country for data related activities. This
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is the case for Egypt and Zimbabwe and will probably soon hold for
Honduras as foreign assistance to th:t country increases. At the other
end of the spectrum, small or moderate sized programs in very poor
countries like Mali and Nepal are limited in terms of offsetting the
lack of funds and skilled manpower for data collection and analysis.
Automated data processing equipement is also tied to the host countries
resource capabllity. It is fairly clear that Honduras and Zimbabwe

are comparatively better equlipped than the other countries . Egypt

has acquired a number of new computer systems recently with USAID
assistance and should rank higher as these systems become fully op-

erational and adequately malntained.

One of the more difficult factors to estimate is the influence
of polltical concerns on data related activities. In comparison to
the other five countries, political issues seem to most Interfere
with data use 1in Egypt. This point was made by sevecral USAID/Egypt
staffers. The concern for malntaining political stabllity and the
highly centralized system of information dissemination and control
appear to impede the availability and use of data. At the other extreme,
the Government of Zimbabwe is very cpen and even favorably inclined
toward more data collection and analysls despite its own internal
securlty concerns. Honduras 1s somewhat problematic. Though the govern-
ment has made data readily avallable to USALD/Honduras, increased
violence in bordervareas could lead to greater restrictions and cer-

talnly questions the viability of data collection in ".hose areas.
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The other three countries fall between these two extremes - political
ilssues Intrude to some limited extent on certain toples, but, for the
most part, they remain in the background (which in itself is a positive
situation).

Geographic and climatic factors clegrly affect data collection
and analysls most in Nepal. The lack of all-w€ather roads and flooding
during the monsoon season isolates sections of the country making data
collectlion impractical in those areas. Travel in certain parts of
Mali, particularly in the northeast section of the country is prob-
lematic (it takes a long time), but it is not as difficult as is travel
throughout Nepal. Zimbabwe's rainy season complicates data collection
somewhat, but the country's relatively good transportation system
minimizes the problem. Difficult access to certain parts of Honduras
and the mountalnous geography of the country (which interferes with
aerial photography, for example) affects data collection to some de-
gree. There are no significant impediments to data collection caused
by geography or climate in Egypt and Panama.

3.3 Summary of USAID Mission Capacity for Data Related Activities

A rough estimate of the overall capacity of the USAID missions
for data related actlvitles can be made by adding the average (overall)

rankings from tables 3-1 and 3-2 as follows.
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Table 3-3 Overall Mission Capacilty

USAID Average
Mission Rank

Mali 2.5
Nepal 3.0
Panama 3.9
Egypt 4.3
Honduras 5.3
Zimb abwe 5.5

The average rank should be interpreted only as an ordinal score indi-
cating the relatlve ﬁosition of each mission vis a vis the other five.
Minor numeric differences are, therefore irrelevant.

Table 3-3 suggests that USAID/Zimbabwe and USAID/Honduras represent
higher - capacity missions; USAID/Egypt and USAID/Panama, medium
capaclty; and USAID/Nepal and USAID/Mall, lower capacity. The higher
capacity missions will, in general, be ones where 1) a falrly sound
in-house capability exists and 2) the host country is committed to
better data use and has human and financial resources for doing so.
Table 3-3 reiterates the importance of program size and host ecountry
capabllity. The three highest ranking missions - USAID/Zimhabwe, USAID/
Honduras and USAID/Egypt - are the largest of_the six i1n terms of
program size. However, even though mission size is related to capacity
for data related activities, the relationship is not perfect. USAID/
Egypt has the largest program of any USAID mission, yet it ranks con-

siderably lower than USAID/Zimbabwe and USAID/Honduras. This is
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due 1n large part to the host country's low capability. In particular,
several ministries are not especlally interestad in improving data
use and the GOE places comparatively stricter controls on access to
and release of government held dava. The mission also contributes
to the lower ranking. It is remarkabie that a mission with the re-
sources ﬁSAID/Egypt has does not provide better in-house support
for data related activities, particularly in-house data use. A fair
conclusion to be drawn from this is that the capabllity of the host
country for data related activities places an upper limlt on what is
appropriate in terms of technology transfer and what is possible
in terms of expected performance. This implies that developing the
institutional capacity of the host country for data related activities
should have beneficial effects on mission data use as well. That is,
as the host country's capacity lncreases, it is reasonable to expect
better information use by USAID missions because more data of higher
quality should be available.

A comparison of the missions' capacities can be further summarized
in terms of a crosstabulation between mission capabillity and host

country capability as follows.

Table 3-4 Host Country Capability
Low Medium High
Dow Mali
Mission
Tapabllit Me dium Nepal Panama
High Egypt Zimbabwe
Honduras
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Table 3-4 presents in more graphic form the composite rankings of the
six missions discussed earlier. The table also illustrates the basic
similarities missions share in dealing with data related activities.

That 1s, missions in the same column confrontsimilar problems in im-

proving host country capability. Missions in the same row have com-
parable capabilities for in-house data use and support for data collectiol
and analysis. Such similarities suggest that the table could be enl-
lapsed further based on the potential of missions to improve host

country capabllities for data collection and analysis. Téble 3-5

provides a typology differentiating three general categories of mis-

sion capacity/potential.

Table 3-5 Host Country Capabllity
Low Medium High
Low 1
Mission
Capability Medium 2.
3
‘High

Category One - low mission capabllity combined with low to medium
host country capability - represents the worst case situation. Both
the USAID mlssion and the host country have low capabillity for data
related activities. For the most part, there 1s 1little the mission
can do beyond trying to integrate data collection and analysis into
sultable projects if sufficlient finéncial and human resources can be

made avallable. Often times this will not be possible even though
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better data are needed. Institution-building will at best be gradual
and the possibilities for improving available data will be very
limited in the short-term. Missions operating under these conditions
are the ones most in need of additional support from AID/Washington.
Categort Two - high capability host countries - should be the easiest
for USAID missions to assist. Their basic strategy should be to build
upon existing institutional capacity. Higher capability countries
typlcally have a core of adequately trained staff. The major con-
stralnts to better data use are usually recognized and, for the most
part, the country only needs some additional training for staff;
short-term, highly specialized technical asslstance; or more autow
mated data processing equipment. Category Three - medium to high
capability missions combined with low to medlium capability host
countrles - 1s where AID could have a significant impact on improving
data related activities. These missions have resources, albelt limited,
for improving data collection and analysis and should try to bulld

a basic capability in host country ministries in key sectors consis-
tent with the mission's program. If these missions are successful,
the host country will move from an extremely limlited capabllity

(or none at all) for data related activities to one which is rudi-
mentary but adequate (or nearly so). This advance can be compara-

tively greater than that made by
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further refining an established capability. In fact, many of the in-
formation needs of LDC's can be met with the simple, bare-bones Sys~
tems which can be developed with the support of medium to high

capabllity missions. To reiterate a basic point of this report, AID
should be very wary of trying to transfer statistiecal techniques and

sophlsticated information systems to countries which are inappropriate

from the standpoint of host country needs and capabilities. In short,

the greatest potential for improvement from institution~building exists
where the USAID mission has a medium to high in-house capability.

This alsé means that the Agency has valld reasons to increase mission
capability for data related activities. To do this the Agency must
first come to grips with the institutional constralnts discussed in
Part Two of this report. At the operational level, the factors affecting
mission capability also identify areas where in=house improvements
could be made (e.g., encouraging greater senior management support,
capltalizing on existing staff skills, providing worktime for using
those skills for the benefit of-mtssion-.operations). Mission capability
could also be augmented if AID/Washington established 2 division re-
sponsible for assisting the missions with data related activities.
Regional data support center;\operating out of selected missions are
another possibillity. These and related issues will be discussed in

subsequent parts of this report.
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j.H'MisSion Strateglies for Improving Host Country Capability for

Data Related Activities

This section concerns how USAID mission: are currently attempting
to assist host countriesj%evelop thelr institutional capacities for
data related activities. Some additional optlons missions might also
consider are suggested in connection with each of the key factors

affecting host country capability.

1l & 2) A Tradition of Using Data for Decision-making and Current

The lack of an established tradition in the host country of using
data for admlnistrative and planning purposes and the lack of genuine
interest in increasing its capacity to do so pose a major obstacle
to improving avallable data. None of the six misslons selected for
tﬁis study provides an example of effectively dealing with this problem.
On the one hand, indifference on the part of the host country places
the mission in the position of insisting that the host country improve
1ts capability. In effect, the mission is unllaterally stating that
the Western perspective concerning what constitutes rational decision-
making will be used in connection with AID funded activities. This
can cast the misslon 1n a very negative light (e.g., arrogant and de-
manding) which runs contrary to other forelgn policy objectives and
the Agency's own code of working cooperatively with the host country.

On the other hand, the mission , as a U.S. government entity, must
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use its financlal resources as efficlently and responsibly as possible,
Clearly sound project design, monitoring and e&aluation - all of whiech
can require quantitative data - are essential for such fiscal réspon-
sibllity. From thls perspective, the mission is obligated to obtain
adequate data, the primary source of'which is the host country.

It 1s quite easy to say that missions in this situation are en-
gaged in changing the behavior of the host country so that data
figure more prominently In the decision-making process. Thé next step
1s to admonish the missions to target on host country identified prob-
lems, provide positive examples of data use, and so forth. In fact,
misslon staff seem perfectly well aware of the nature of the problem
and the logical options available to them. The reality 1s that even if
the misslon succeeds, 1t wlll be years hefore notlceable improvements
occur in many countries. The question 1s what to do in the meantime
to meet pressing infof;ation needs.

In lieu of host country capability and interest, the mission has
no alternative than bearinga disproportionate share of the responsibility
for supporting the collection and analysis of data in the sectors cen-
tral to 1ts program. This will probably involve greater direct involve-
ment by mission staff or more outside technical assistance to assure
that'data are collected and analyzed as planned. Otherwise; the mission
wlll continue to confront inadequate informatlion bases. Greater support

and involvement with data collection and analysis, however, is possible
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only for high capability missions and perhaps some medium capability
missions. This 1is one area where data support services to augment mis-
sion capability are clearly needed.

As a general stategy for dealing with host country indifference
toward better data use, AID must maintain a very consistent perspectivq
about the importance of data collection and analysis. It makes little
sense to design data collection components into projects, provide any
number of justifications for the necessit& of these activities and
then later, jettison them because of project implementation problems
or host country disinterest. Similarly, evaluations which bemoan the
poor performance of the host country concerning data collection and
then recommend continued funding only evince AID's own indifferent com-
mitment to these activities. If AID fails to show strong support
for the data related components of its projects, the message that
these’ activities can be ignored will not be lost on the host country.
Misslon staff also need to reinforce AID's position that data collection
and analysils are important project objectives. For example, data col-
lection and analysis should be considered very importang for projects
which are implemented in stages where data from an earlier phase are
to be used to help design follow-on activities. Data related activities
should also be accorded high priority in projects designed to improve
ministry operations or establish a,planning and evaluation unit.

Third, projects which can provide data useful for assessing sector-
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wlide development should be given special emphasis. Additional examples
could be cited, but the point is that the missions need to demonstrate
a commitment to accomplishing the data related objectives of such
projects. The means for doing so 1s funding. If the host country con-
tinues to shirk its responsibilities'for data collection and analysis
and these actlivitlies figure prominently in the project (l.e., inade-
quate data wlll undermline project effectiveness or success), then

AID should.qonsider reducing or stopping funding. No clearer, more
definitive statement could be made to the host country. Furthermore,
if a proJect were terminated for these reasons, glven the pressure

on misslons to keep the money moving; senior management would glve

far more attention to accomplishing data related actlivities as
planned.

Taking a harder line agalnst compromlising project objectives for
data collection and analysis might lead to greater compliance by the
host country, but a more persuasive approach 1s necessary for generating
interest in better data use. The strategy missions currently use is
to provide positive examples of how imprbved data use facilitates
ministry operations ( along the lines of "seeing is believing"). The
typical outputs of these projects are data capture and analysis systems
which contribute to better service delivery, improved cost effective-
ness and increased p}anning capablility. The key element 1s designing

these projects around existing‘ministry (or other host country agencies)
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asks to demonstrate how better data use contributes to, rather than
handicaps,their performance. These projects usually involve substan-
tial staff training and often include construction of'new facilities or
acquisition of computer Systems. Technical assistance 1is provided
by either long-term advisors or through a series of TDY's. (There is
considerable disagreement among AID staff about the effectiveness of
long-term versus TDY technical assistance. Probably the best gulde to
determining which is preferable 1s the hnost country's existing capabil-
ity. Long-term advisors might be better for low capabllity countries;
TDY's might be better sulted to higher capabillty countries.)
Not all efforts to promote better data use by the host country need
be large scale undertakings. In many LDC's,significant amounts of data
are collected; howver, they lack sufficient numbers of analytically
skilled personnel to fully utilize the data. In such situations, AID
could sponsor short-term analytic support Projects directed to better
analysis of available data. Outside analysts are also accorded greater
credlbllity than local analysts in many LDC's which will facilitate
use of the results by the host country covernmen+,

The success of these efforts 1s largely dependent on the final
bProducts: analyses interpreted in terms of alternative options with
their asséciated pros and cons in a form which decislon-makers, who
do not have statistical skills, will readily understand. The project
also has to demonstrate to senior officials that 1) the techniques and
Systems are affordable and cost-effective and 2) ministry or agency

staff are capable of performing the work independently (1.e., that the
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If these requirements can be met, there 1s a much gsreater cnance of
generating interest among upper and middle level staff necessary to
sustaln improved data use after the project is completed. Sut as men-
tioned earlier, the mission should be prepared to make a long-term

commitment to this process because there are no quick flxs fop

generating host country interest in data related activities.

3) Finzncial and Human Resources

USAID missions are making a concerted efiort to help LDC's
develcp the skilled manpower needed for better data collection and
analysis. Depending on the type and level of skill training needed,
host country staff are trained abroad, in-country 6r on the Job. Mis-
sions are assisting with the construction and staffing of technical
colleges and institutes, particularly in the area of agriculture, which
wlll offer instruction in analytic techniques and research methodology.
AID projects which include a data related component, in most cases,
involve host country staff directly in the process to provide them
with training and field experience. In short, USAID missicns are doing
a very good Job in this area.

Mission staff frequently cited the fact that a significant number
of host country staff who recelve technical training leave government
service for jobs in the private sector. This problem varies from coun-
try to country depending on the availability of employment outside
of government, but 1t seems to be a very common pattern. The effect 1s
that the host country does not improve its capabiltiy for data col-
lection and analysis. There is no solutlion to this situation other than

to keep training new staff. Perhaps the Jobs in the prilvate sector
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Will tecome fawer in numoer 23 thay are filledq Oy former government

émployees. In any case, as long as these leaving government take Jobs

in the country and not abroad, AID Support for training is still serving
2 useful function - it is Strengthening the private sector, which is

a perfectly legitimate goal. As for coping with the chronie shoratge

of skilled staff, the USAID mission might consider turning o the pri-
vate sector to obtain the services needed. Most countries have local
market research groups or other consulting firms capable of conducting
sample surveys and performing simgle analyses. With some specialized
technical asslstance, perhaps on a TDY Yasis, these firms could be used
for data collection for development projects. They would also be in-
terested in such work if AID provided the funding, hence, overcoming

the problem of 1low government salaries (whicﬁ 1s a key reason why
skilled staff left government in the first place). In time these firms
could work independently or with minimum technical assistance. If

AID were to €ncourage contracting for data related services using local
firms, a new or expanded job market would be created; a local capability
would be established; and host country and mission information needs
would be better met as a result.

The recurrent costs resulting from increased data collec+<ion and
analysis 1is a serious problem for many countries. There are several
courses of action USAID missions can follow to minimize the burden
of recurrent costs for data related activities. First, the mission
can provide the necessary funds for establishing and malntaining data

bases for the sectors and regions of the country where its prograin
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1s concentrated and where 1t plans to remaln active. Second, in a
number of countries, demand for data and analysis is donor created

and, in some Instances, far e%ceeds the host country's capability to
comply. USAID missions should avoid contributing to this problem.
Requests for data, speclal studies, ete. should be supported by the
funds and/or technical assistance to pefform the necessary work. Third,
projects which have an institution-bullding component should be care-
fully reviewed to guarantee that the technology involved is appropriate
for the host country in terms of staff skill and cost requirements.

A rule of thumb might be that such institutlon-bullding efforts are

to develop systems of improved data use which will be no more expensive
than current operatlions.

4) Automated Data Processing Equipment

Additional fundlng for computer equipment and software develop-
ment 1s the only solution to meeting host country needs for better
systems. A rule of thumb for missions purchasing ADP for host country
operations using project funds 1s to "think medium". That 1s, carefully
ldentify the amount and type éf data~processing to be done and then
acquire a system which meets those needs and then some (actually most
misslons will work through a consultant with expertise in computer
hardware, but the same principle applies in the mission's dealings with
such consultants). A little excess capaclity allows for meeting new or

unantlcipated uses which arise. However, cost should be a primary
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consideration not only in terms of the initial outlay for equipment
and 1nstallation, but also for the support staff required for daily
operation and maintenance. In general, buylng systems which have capa-
clty far in excess of what 1s needed (e.g., a minicomputer when a
micro would suffice) should be avolded.

The usual means of funding computer equipmept purchases for
host country operatiqns is through project funds. An alternative 1is
avallable to missions which have a Commodity Import Program. USAID/
Zimbabwe, for example, specified that a peréentage of CIP
funds would be used for purchasing computer equipment for the public
and private sectors.

5) Political Context

As mentioned earlier, political factors can have an adverse effect
on lmproving data related activities. Limited access to data held
by the host ccuntry can impede - misslon data use. A very sound strategy
USAID/Egypt follows is to share whatever data and analyses the mission
acquires with their Egyptian counterparts. For example, the program
office provides copies of data and studies to the GOE in part to assist
them with thelr planning, but also to foster a better exchange of in-
formation.

Coping with the problems created by political instability might
requlre greater direct lnvolvement on the part‘bf the mission with

data collection and management. To assure the malntenance of essential
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data bases (i.e., those central to the mission's pgogram), an in-house
data bank might be the only practlcal solution. Properly documented
coples of data sets could be acquired by the mission and stored in
a format sultable for use on its computer system (mini or micro).
In a sense, the mission would serve as a surrogate for the host govern-
ment to protect valuable sources of information. The data would always
be available to the host country and analyses based on it would rou-
tinely be provided to the current government. An in-house data bank
would make the data more accessible to mission staff and contractors
while at the same time providiné thé continuity necessary to develop
good Cata bases. The limiting factor here is, of course, mission capa-
bility for data management. Again, this suggests a genulne need far
a data support service within the Agency.

6) Geography, Climate and Infrastructure

Data related activities are subject to the constraints imposed

by geography,climate and the lack of infrastructure andhave to be worked
as possible. )

around these factors as best / For example, data collection should
be scneduled for the dry season while data processiafg and arzlysis
should be done during the railny season, or the reverse, as in the case
of agricultural data. However the problem is dealt with, even very dif-
ficult conditions are no excuse for abandoning the objective of better
data use. The proof of that claim 1s that i1f data can be collected in

Nepal (as USAID/Nepal's population and aerriculture projects have done

with considerable success), then data can be collected anywhere.
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ggS'thcIusiogg

The main conclusions to be drawn from the preceding analysis
of USAID mission capaclty for data related activities are as follows:
1) The fundamental problem of improving USAID mission data use and
support for data collection and analysis is the Agency's present am-
biguous commitment to meeting information needs with the appropriate
dat?. Until the Ageﬁcy recognizes that demands for analytically
souhder work wlll only be met 1f the resources to do'so are made avail-
able to the missions, Improvements'in data use will continue to be
the exception rather than the rule.
2) With AID/Washington support, there are a number of in-house improve-
ments which could be made with a relatively small investment of time
and funds. The most important appears to be providing the worktime
necessary for staff who have quantitative, analytic skills to
assist the mission with its data related activities. Inadequate com-
puter support can easily be resolved by purchasing microcomputers
and appropriate software for mission operations.
3) Though in-house Improvements are possible, there are definite 1limits.
on what individual missions can accomplish without additional support
from AID/Washington. As pointed out in connection with the ranking
of the missions selected for this study, the designations of low, medlium
or high capaciﬁy are comparative assessments. A high capabllity does

not necessarily mean high in some absolute sSense hut only in relation
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to the other five missions. Therefore, if high capaﬁility missions

are limited as to what they can accomplish in terms of improving

thelr data related activitlies, low and medium capability missions are
even more restricted.

4) Given the limitations of the missions for in-house improvements,
AID/Washington needs to develop data support services to assist missions

improve their data related activities. A key Jjustification for increasing

mission capaclty is that the'fihdings of this study indicate that higher

capacity missions are better able to asSist host countries develop

thelr own capabilities for data related activities.

5) Ceveloping the capability of the host country for data collection
and analysis 1is the only logical course for improving available data.
A baslc capability for data related activities is fundamental‘to im-
proving government operations and planning. Instiﬁution-building for

better data use is consistent with AID's Qverail development goals.
Wlthout such a capability, improvements in the quality and quantity
of avallable data are unlikely. One short-term solution might be for
USAID missions capable of assuming certain responsibilities for

establishing and maintaining essential data bases to do so until the

host country develops the necessary capacity.
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4, A Pragmatic Approach to Data Sources, Quality, Representativeness,

‘Amount and Frequency of Collection

This report discusses the utility and, in many instances, the
necesslty of taking a pragmatic approach in AID's support for data
collection and analysis. A pragmatic approach entails an acceptance
of compromising statistical standards of data quality (in particular,
validity and reliability) to accommodate data collection to the con-
ditions under - which AID operates (e.g., the general difficulty of data
collection in LDC's, AID budget and time constraints). How much sta-
tistical rigor has to be compromised to make data collection possible
in the context of an AID project depends on the specifics of the sit-
uation - in some céses, perhaps none; in others; perhaps a 1lot.

Tﬁis 1s clearly not a view most professional statisticians would
advocate. But maintalning rigorous standards for all -of AID's data
collection efforts is a luxury the Agency c;nnot afford. In a number
of instances, statistical rigor is unrealistic and evencounter-produc-
tilve given the information needs and resources at hand. As one AID
staffer who has observed numerous data collection efforts supported
by AID described the problem, the ideal (statistical rigor) becomes
the enemy of the good (adequate information). On the other hand, a
pragmatic approach to AID's data related activities is not a call to
throw all standards to the wind for the sake of expedlency. The goal
of obtalning data of as high a quality as is practical and necessary

ought to be central to AID's support for data collection and analysis.
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But this does not mean that data quality must be uniformly high for
all of AID's activitles. Nor should this goal be treated with such
overriding importance that it prevents data collection when circum-
stances or resources will not permlt obtalning data which meet statis-
tically rigorous standardéu Many AID projecﬁs are, for one reason or
another, unable to generate high quality data. From the pragmatic
perspective of imperfect data are still better than no data, flawed
data do have utility 1f the limitations of the data are recognized
and not exceeded. In short, AID's position should be to collect the
best data clrcumstances allow, yet 1t should set 1ts standards for
what constitutes usable data far lower than those adhered to by pro-
fessional statisticians.

During the course of the interviews conducted for this study,
staff 1n each of the missions expressed concern about fundamental as-
pects of data collection and analysis in projects they were designing
or managlng. The most frequently cilited areas of concern were the fol-
lowing:

1) the sources of data avallable to the project and methods of collection
required to obtain 1it;

2) the level of precision or quallty necessary to meet project infor-
mation needs and other.objectives;

3) the representativeness of the data needed to accurately refléct

conditions in the project area;
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4) the amount of detall the data should provide about the toplc being
investigated; and
5) the frequency of data collection during the course of the project.
First, i1t should be noted that in the context of an AID project, there
are no single, uniform answers to these questions nor hard and fast
rules .which apply without exception to every situation. Second, any
number of additlonal technical decisions have to made before a survey
or other data collection effort could actually be conducted. But
mission staff are quite right to be concerned about the above planning
and design questidns because the success of the data related component
of the projJject depends heavlily on how they afe answered. Even when
the mission relies in technical advisors'to resolve these questions,
USAID staff still need to determine whether their advice is consistent
wlth the goals, objectives and resources of the project. Similarly,
‘host country staff frequently have strong opinions about the scale
and scope of data collection and analysis. USAID staff need to evalu-
ate thler vliews before agreeing to them. This study has also found
instances of mission staff having primary responsibility for dealing
with these questions. A pragmatic approach to data collection and
analysls could provide useful guidance in each of these situations.
Pragmatic strategles have.guided some of AID's more successful
efforts to support data collection and analysis. The following sections
briefly discuss basic options and considerations pertinent to the

questions cited above.
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4.1 Data Sources

When data are not avallable,.inadequate or inappropriate
for a specific need , USAID missions have only two main options for
obtaining quantitative data. The miséion elther supporfs a sample sur-
vey or works through host country ministries to obtain data from their
service or operations statistles.- Both have thelr advantages and
disadvantages which experienced mission staff seem to recognize.
However, there are some aspects of these two alternatives which warrant
greater attention.

4.1.1 Sample Surveys

AID supports numerous sample surveys for project and program
purposes. The scale of these surveys ranges from the national level
(e.g., nationwide household surveys) to small, geographically focused
studies (e.g., crop yleld surveys of fifty to one hundred farms located
in a specific district). Obviously the information needs at hand diec-
tate what the appropriate scale of the survey must be. Where AID seems
to have some difficulty is 1n.determining the slze of the survey;
that 1s, how many regions or distrlicts ought to be included, how many
respondents ought to be selected, etc. If anything, AID errs in the
direction of too blg rather than too small. Thls is definitely a bad
thing to do. As size Ilncreases, cost, time, technical expertise, man-
power and data processing requlirements increase commensurately.
Furthermore, there 1s a tendency to invest i1n one blg survey rather

more
than sprzad those funds across two or/smaller surveys. This is done
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desplte evidence that small scale surveys have been very useful to
USAID missions and host countries.

A good example of the utility of small scale surveys is the Seed-
Production and Storage Program supported by the Agriculture and Resource
Conservation Office of USAID/Nepal. A major output of the project
1s the construction of mini seed storage houses in remote areas where
agricultural potential is high but transportation is difficult. The
program will sponsor local production of improved seed stocks to over-
come the transportation problem. The project needed information on
sultable sites for the seed houses andilearticular, selecting locations’
where the farmers were interested in produclng seed stock. The Inter-
nationai Agricultural Development Service (IADS) developed a small
survey to meet the projects information needs. The consultant hired
for the assignment constructed a very simple questionaire to collect
data on the size of landholding, crop production, croﬁ mix, current
source of seed stock, avallable extension services and other questions
pertaining to the loecation and management of the seed houses. Farmers
from two panchayats wereselected for the interviews. Froﬁ the analy-
sils of the data (which consisted of Just slmple percentages), the
survey results wlll provide useful guidance for selecting the best
construction sites for seed houses.

Additional examples of effectlve, small scale surveys could bé
cited from the other missions selected for this study. As a group,

these surveys share certain common characteristics. Most important,
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they tend to be highly focussed in terms of specific data to be collected
and the area to be surveyed. Second, they tend to use very simple sam-
pling designs (e.g., how respondents are selected). As a result of
their simpllecity, these small scale surveys can be completed quickly,
requlre minimal technical assistance; facilitate analysis and are
fairly inexpensive. Furthermore, such surveys can also provide host
country staff or local contracting firms with the opportunity for
additionial field experience at tasks which are ‘commensurate (6r nearly
so) to their skill level. Because small scale surveys can be completed
rapidly (sometimes design through analysis within four weeks), they
can generate limited amounts of timely data essential for better planning
by the USAID mission and the host country. In short, thils type of
survey represents a very useful tool within the capabllity of many
USAID missions.

As useful as small éhrveys can he, the data they generate have
very definite limitations. The highly focussed content and restricted;
geographic coverage of such surveys limlts the user's ability to
generalize to larger segments of the population. Second, the quality
of the data is sometimes lower than that produced by larger, more
elaborate surveys. This 1s not something intrinsic to small scale surQi
veys; rather, 1t seems to be an artifact of funding and time constraints
under which these surveys are conducted.iThird, small scale surveys

done on a one-shot basls (i.e., they are not replicated at a later date)
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are consistent with, but not the best mechanism for the institution-
building objectives of the USAIM mission. Small scale surveys are fre=-
quently conducted because they can quickly obtain basic data for a
specific task or purpose. In that context, there 1s little room for
extensive staff training as compared to what is possible in large surveys
However, a Successfully completed small scale survey which provides
information sufficient for the limited needs at hand demonstrates the
utllity of less than perfect data to nost country staff who have ad-
vanced statistical and methodological skills. In short, there uce many
instances when much larger Surveys are needed to obtain the amount or
type of data required. But even in these cases, small scale surveys can
Serve as a stop-gap measure until what is actually needed can be done.
The deciding factor in oopting for a small scale survey 1s whether it
will orovide data sufficient for the particular need at hand and whether
it will b; better than no data at all. When information needs are
nighly focussed, a survey gulded ty the rule of thumb "the smaliler,
the better 1s an effective method for obtalning necessary data.
Another use of small scale Surveys 1s to use 3 series of them
to substitute for one large survey. Where a mission and nost country
might not be able to carry out a single large scale survey, the
perect can be divided into smaller segments which are amenable to
the limited resources and manpowar avallable for data collection.
A series of small scale Surveys can ve spread out over two or more
years and in the end, they will provide falrly comprehensive coverage.

The surveys can be conducted in one region or district at a time so
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valuable fleld experlence. Data processing can begln as soon as the
first survéy 1s completed and contlnue on as the series proceeds.
This reduces the substantial demand created by one large survey. The
trede-off 1s timeliness. The complete data set will not be avallable
untll the end of the serles which could be one or more years after
the initlal start-up. Also the toplc being studlied must have a certain
degree of stabllity or continulty so that conditions do not radically
change between surveys. Where these factors are not problematic, a
series of small scale surveys should be carefully considered by USAID
misslons planning a large scale data collection effort.

Another type of survey which could be of considerable value to
AID 1s data collection at the community level. This type of survey
has been conducted primarily for academic research; however, it could
be readlly adapted to more applied purposes. What distinguishes these
surveys from others 1s that the communlity 1s the unit of analysis.
This contrasts with more common surveys which select individual respon-
dents to report on personal behavior or on the activities and conditions
of a unit of organlzation to which they belong (e.g., a farm househdid,
a small business, etc.). In community level studles, data are collected
which pertaln to the community at large, such as the avallability
of potable water, public health facilitles, electrlcity, the distanée
to paved or all-weather roads, typlcal construction materials used

for housing, the number and type of local business establishments, and
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the presence of government offices and services, Much of this data
can be obtalned by direct observation and frem interviews with local
leaders (e.g., mayors, village headmen). A minimum of abproximately
fifty communities must be Selectedso that at least simple analyses
of the data can be made. Beyond that minimum number, Sample gigze is
contingent on the desired coverage of the survey.

Communlty level data collection is generally cheaper to conduct,
requires less manpower (l.e., fewer interviewers) and can be completed
more quickly than individual based sample surveys. Moreover, they are
readlly amenable to tracking change over time, a common AID project
objective. Sample surveys based on individual respondents encounter
serious problems in locating the same people at two or more polnts in
time. Communities, 1n contrast, are far more stabtle - they occasionally
~ disappear entirely, but they do not move around unpredictably 1like
individuals. Community level dat. collection also corresponds closely
to a common objective of many AID projects. A phrase frequently found
in project papers, particularly in reference to_evaluation plans, is
that "a process will be set in motion".whereby a positive impact on
the'well-being of the beneficlary population will be achileved. Measuring
soecio-economlc processes and thelr development is one of the most
difflcult topies for quantitative investigation. Yet such processes
are central to AID's development oujectives., Often times the most that

can be accomplished is to infer the process from the observable effects
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assumed to result from it. A major impact of development processes

is the improvement of the quality of life for an entilre community.
Therefore, the community 1s a very appropriate level for data collection
and analysis to evaluate processes and thelr development impact.

This does not mean that community level studies are "magic bullets"
which will solve all of AID's information requirements. For one thing,
they lack the very close detall necessary for certain types of studies,
such as farmling syste,s research or nutrition and health investiga-
tions. The purpose of emphasizing community level data collection

is to draw attentlion to this approach in AID's york and encourage
increased use of it where appropriate.

k., 1.2 Operations Data

Service or operations data collected and managed by the host
country constitute an important alternative to sample surveys. Oper-
ations data pertaln to the financlal, managerial and service delivery
functions of a central ministry.and its field offices. At the fleld
level, the data sometimes include extensive client histories. In many
Instances, individual field staff (e.g., a health worker, an extension
agent) reporting on their performance of dutles are Ehe primary collec-
tors of operations data. The data are typically reported by the lowest
level unit (e.g , = rural health clinic, an agricultural extension
office) to a district or regional office which, in turn, submits

periodic reports based on this data to the central ministry.
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AID projects deslgned to establish or improve ministry information
systems usually have two main components. First, the reporting system
1s upgraded to improve the quallty, coverage and timeliness of the
data. Second, the analytic and Planning uses of the data are strengthened
to upgrade the monitoring and evaluation of ministry performance.
USAID/Nepal and USAID/Z;mbabwe have supported the introduction of
microcomputers with necessary software into the central ministries.

The computers have been instrumental in achlieving significant improve-
ments in the ministries where the machines were placed. USAID/Zimbabwe's
vBasic Education and Skilils Training Project will try to~further refine
the system by decentralizing data use. That is, provincial offices

will at some future date have the capacity to do budget modelling

like the central office in the Ministry of Education and Culture.

To monitor and evaluate service dellivery and overall performance,
methods of data analysis used for operations research are employed.

The analyses typically focus on differentials in service delivery by

. @eographlc location, type of field unit, organizational or managerial
system (e.g., integ?ated versus non-integrated health delivery) and
staffing. The goal is to improve service delivery in a cost-effective
manner.

There is much to recommend this approach to meeting mission and
host country information needs. Such projects build the institutional

 capaclity for improved operations and planning . They develop essential
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administrative and analytic skills. In fact,‘thefe is considerable
overlap between the methods and skills used for operations research
and standard sample survey work. The data bases which are produced

by these projects can be extremely useful. They can be used, for ex-
ample, to identify where services shéuld be improved and to monitor
subsequent attempts to make necessary changes and the costs‘entailed.
On the other hand, there are a number of reasons why more AID projects
do not use operations data. First, many countries lack the finanecial
and human resources to maintain such data bases. Consequently, existing
cystems are typdcally at a rudimentary stage of development or do not
- extst for certaln sectors. Data collected through existing systems
are ofter of very low quallty and limited coverage (both in terms of
content and geographlc range). Consequently, i1t can take several years
before data are avallable and adequate for analytic purposes. Clearly,
if data are needed earlier on in the project, operations data will
not be sultable and instead, asurvey will probably be necessary.

One means of coping with the lack of data during the time 1t takes
to get a ministry's information system up to speed is to conduct small
scale sample surveys in the interim. In the initial two or three
years, data needs could be met through a series of focussed surveys.
These would later be phased out or integrated into the information

system as 1t becomes operational.
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4.2 Data Quality

A basic fact of life concerning the data related activities of
USAID missions ig that in most countries, available data and even
data which are currently being collected does not meet rigorous stan-
dards of statistical validity. Moreoﬁer, this situation will continue
in many LDC's for the foreseeable future. If a purist position con-
cernlng data quality were adopted, the majorlty of data collection
efforts AID supports (wlth the exception of national population censﬁses
conducted with direct assistance from BuCen staff) would probably never
be attempted.or, alternatively, attempted at.. such a level of sophis-
tication that they would be incommensurate with host country capabil-
ities and/or-impractical in the contex: of & development project.
In other words, I am firmly convinced that strict adherence to purlst
standards for data qualify would, 1n most instances, have a totally
stifling, paralytic impact on the' Agency's data related activities.
The basis for this assertion is that this study has identified only .
a handful of information needs ﬁhich.must be met by statistically
rigorous data and, therefore, warrant the expense and time entailed.
Far more common are information needs which could be met with data
of lower quality and more limited utility. This view is widely supported
by informétion obtained from AID/Washington and USAID mission staff

and reflects = oplnlons expressed by mission staffers.
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As mentloned earlier, flawed data can have utility for AID if
the 1im1tations and weaknesses of the data are recognized and not
grossly exceeded. The intgrnal valldity of data - 1.e., does a variable
actually measure the speciflc thing it purports to measure - and
reliability - 1.e., does the variable provide an accurat:® measurement
so that re-measurement woﬁld obtailn the same value or response - are
the primary considerations in assessing the quality of data. The answers
are a mattef of degree. The point at which data quality 1s so low
that 1t should be used only with heavy qualifications or not at all
depends on the purpose at hand. As unpalatable as this type of
pragmatlc, junkman's approach to data quality 1s to some, 1t has al-
ready gulded,qulte effectively I think, some of AID's data collection
and analysis activities. The utility and necessity of this approach
in large part 1s due to having 3ghoose between using flawed data or
no data. In most instances the former 1s far preferable to the latter.
The following sug@ests how flawed data should be used conservatively:
1) Identify the weaknesses and limitatlions of available data. If this
1s not possible, then the data should probably not be used.
2) Identify the causes of those limitations.
3) Use the avallable data as much or as far as possible without exceeding
known limitations.
4) Explicitly state the qualifications which must be placed on findings

or generalizations whenever the data are used.
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5) In current and future data collection efforts, try to avoid re-
peating the problems identified above '.

Trying to declde what level of precislon or quality is necessary
in upcoming projects is.always difficult. What needs to be considered
is the trade-off between cost and time on the one hand (meaning that
quality can be uought), and what will be achieved or possible with
higher quality data on the other (i.e., the payoff). Immediate utility -
i.e., for what purposes are the data needed in the short-term - versus
potential future uses - e.g., wlll the data collection effort be repli-
cated at a later dpf-.e.,. or wtll another nroj'-.ct or & later evaluation

use or re-analyze the data -- is another key consideration.One point which

should be kept in mind (and even treated as an eternal verity of data
collection) is that a false sense of precision inevitably leads to too
much data being collected. The project simply becomes bogged down

with excessively long questionaires, too many respondents, too fre-
quent multiple round interviews, etc. False precision and too :wuch
data are the kiss of death to many of AID's data related activities.

4.3 Representativeness

How representative data are of the true conditions of a population
(e.g., the total coomtry, a region. small businesses, farm workers, etc.)
i1s closely tied to data quality considerations. The external valldity
of data - l.e., the degree of confidence which can be piraced in
inferences drawn from sample data about the study population - can

determine whether avallable data are sufficient for specific information
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needs. The central lssues are 1) coverage -~ does the sample (or

other method used to collect data) include key elements (e.g., geo-

. graphic areas, ethnlc groups, farming systems, age cohorts) pertinent
to the problem at hand, and 2) selection - were cases selected according
té a valld sampling technique and 1f not, what limitations does this
impose on the data. Again, the answers to these questions should be:
viewedras a matter of degree. In general; AID should exerclse greater
flexibllity toward using data which have a lower level of representa-
tiveness than what 1s required to meet scientifiec, statistical stan-
dards. Sample data which are not perfectly representative (they might
be accurate and of high qualtty But not representative of the study
population) should be used in the same fashion as lower quality data -
conservatively without exceeding khown limitations and, 1f that 1s

not possilble, then not at all.

One place where AID must always work with data of limited repre-
sentativeness 1s in pillot studlies. USAID/Malli provides a good example.
The mission 1s currently developing a farming systems research pro-
Ject. The Ministry of Agriculture has proposed to purposively (as
opposed to randomly) select two villages in the project area for pilot
dtudy sites. The common strategy followéd for non-randum selection of
sites is to plck ones which are considered to be most indicative,
typical or 1llustrative of the topic belng investligated. By purposively

choosing two or more villages, Baslc differences can be emphasized
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out
or brought/by the study. This is essentially an attempt to use a

matched-pair design; cases are selcted which are identical or very
similar on important criteria (e.g., population silze, distance to
market centers, etc.), yet differ on one key varliable (e.g., ethnic
composition, size of land holding). The matching is intended to control"
for extraneous factors thereby strengthening the argument that observ- .
able differences (e.g., crop yield) are attributable to a key variable
(e.g., ethnicity). In the Malil farming ¢ystems study, if i1t were thought
that cultural systems strongly influenced farming practices and pro-
ductivity, it would be important to pick two villages which allowed
making comparisons between major cultural groups in the area. Alter-
natively, family structure is often a determinant of farm management
practices. Again villages should be selected to make comparisons between
traditional extended family structures and single adult generation
households possible. |

From a strict methodological point of view, purposive selection
even with matching is a flawed design. First; there is no guarantee
that the selected villages afe indeed representative of any larger
population as can be estimated when a truly randomselection process
is used. Matching 1s always problematlc . Simply finding cases as com-
plex as villages which are very similar except for particualr key
variables can be extremely difficult. Furthermofe; there is no way

of ascertalning whether all the important eriteria for simllarity
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have in fact been included (setting aside the entire issue of inter-
action effects between these key criteria and the variables on which
the cases differ). In short, under the best of circumstances, matching
and carefully planned, purposive selection can improve the general
valldity of the effort but they are still a poor substitute for random
selection of cases.

Should AID support this type of study? Absolutely. The purpose
of the pilot study is to identify central problems and provide guldance
for future investigations. Systematic data collection is clearly needed,
but amore sophisticated and elaborate effort is simply not warranted
for these purposes. Purposive selection based on the best availlable
information and careful consideration of the type of factors mentioned
above 1s preferable to selecting villages because they just happen to
be where some ministry officlal's family lives ogggther bogus reasons.
The point 1s that despite the limited representativeness of the data,
very useful and important insights into the mechanics of the problems
further research and development of farming technologles must solve
come to light.

4,4 Amount of Data

The sad but true fact is that many well intended and much needed
data collection and analysis efforts have been far less effective
than ‘they ought to have been or falled entirely simply because too

much data was collected. The resources avallable for data collection -
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time, money and manpower ~ ge% disproportionately consumed as a result
of plowlng through questionaires which are much longer than good judge-
ment would dictate. Alternatively, the malaise of spurious preci;ion
strikes when multiple round interviews are conduéted untll the pro-
Ject 1s virtually awash in unprocesséd and unanalyzed data. This is

no exaggeration; for example, 1n one project, data concerning all
energy use for a six hour pertod one day a week and retrospective data
about energy use during the preceding three days were collected every

week for two hundred households for an entire year.This is a staggering

amount of data to collect especially for an experimental, pilot project.
With very few exceptions, AID's approach to the amount of data
to be collected should be "the less, the better". The absolute minimum
amount which will meet the specific information needs of the project
should be the rule. A possible exception might be where two separate
Surveys can be loglcally combined to reduce redundancy. This might
requlre expanding the content of the single survey somewhat to accom-
odate all pertinent information needs. Another might be when a survey
could include a limited number of key indicators collected by an earlier
survey to allow for measuring change over time. But this type of data
collection is not frequently part of AID's activities. A "bare bones"
approach should also gulde the content of information systems developed
for host country ministries. A practical solution to limiting the amount

of data collected 1s to insist on a page or time limit to the data
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collection instrument (e.g., questionalres, reporting forms).

4.5 Frequency of ‘Data Collection

There are certaln toplcs or areas of investigation which require
serial data collection spaced at falrly close intervals. The maternal
child health care and family planning programs AID supports exemplify
this situation. Multiple round surveys (i.e.; the same individuals
interviewed two or more times on the same topic) are necessary for
such studies. However, with the exception of these speclal areas,

AID should avold multiple round surveys whenever possible. Such sur-
veys are very expenslve and oftén encounter serlous problems 1n
tracking and locating individualsselectedat the outset of the study.
A high sample mortality rate (i.e.,_losing cases from the original
sample) can seriously jeopardize the validity of the findings. Con-
sequently , wherever there 1s high population mobility, multiple

round designs should not be funded. When multiple round surveys ace
necessary, USAID missions should insist on the following points:

1) the interval between interviews should be as .long as possible
without undermining the utility of the data (e;g;; every four months
instead of two, bi.-monthly instead of weekly); and

2) the time period for data collection should be as short as possilble
(e.g., twelve months instead of etghteen).

These two demands will reduce the total costs as well as the amount

of data collected; In short, AID's strategy toward the frequency
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and amount of data to be collected should emphasize quality over

‘quantity while ensuring that essentlal information needs are covered.

5. Project Versus Sector Level Data Collectipn and Analysis

The practlicality and necessity of baseline - follow-up designs
for evaluation purposes is dlscussed in this part of the report. It
1s argued that sector level data collection and analysis is a viable
alternative or adjunect to AID's present project oy project emphasis
and investment 1n data collection and analysis.

5.1 The Baseline - Follow-up Design: Good Intentions Gone Awry

The exact dollar amount the Agency spends annually on data collectiod
and analysis for evaluation purposes is not avallable; however, its
central importance is very evident in the data related activities of
the USAID missions selected for this study. In a majority of the pro-
Jects reviewed, their data related components were for evaluation pur-
poses. Moreover, many of these projects originally planned a baseline -
follow~up design to measure change over time which resulted from the
project. It 1s, therefore, not surprising to find that one of the most
common problems affecting the qn—going data related activities of these
missions involves the collectioh and analysis of data at two or more
points fn time for project evaluation purposes.

In principle, the baseline - follow~up design should provide the

type of data'needed to evaluate the success of a project in achieving
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project goals and purposes. The basic requlirement of baseline - follow-
up designs 1s to measure the condition, status‘or wellbeing of a bene-
ficliary population before or at the very start of the project and again
near or soon after the completion of the project. Changes and improve-
ments observed over time are then atﬁributed, at least in part, to
the effectiveness of the project. Sample surveys are typlically used
to collect the necessary data. To improve the credibility of the re-
sults, experimental research designs involving control groups are
often employed. It should be noted that a causal linkage between the
project and measurable improvements is assumed in this design, In
short, the baseline - follow-up design represents apotentially useful
means for documenting AID's successes and failures. In theory, the
utility of such information should help improve the design of future
projects.

In practice, baseline -follow-up designégfor evaluation purposes
have proven to be much more difficult to implement and complete and
of less utlility than might be expected. The experience of the six‘mis-
sions used for this study indlcates that USAID projects have had a
low completion rate for baseline -~ follow~up deslgns. For example,
in several on-going proJects;\fhe baseline data are so seriously flawed
that a féllow—up survey seems pointless. In other proJects; baseline
data were collected, but a follow-up 1s unlikely because of host coun-

try disinterest due to a change in government administrations. This
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finding 1s consistent with the views expressed by mission and AID/
Washington staff concerning the questionable necessity ard possiblie
inappropriateness of baseline -follow-up designs frequently incor-
porated into AID projects. The problems USAID missions confront in
underﬁaking baseline ~follow-up surveys is also supported by a recent
AID/Washington review of the feasibility of uslng statistically rigor-
ous sample survey methods for project evaluation. A major conclusion
of the authors was:
"Rigorous multi-round sample surveys ... have not
proven to be cost effective for purposes of pro-
Ject evaluation." (Cooley and Mazzie:1983. PPC/E/ESDS)

They also found that in the few cases where the baseline - follow=-up
design was completed, neither the host country nor the USAID mission
made extensive use of the data, thereby minimizing its utility for
evaluation and future project design purposes. Given what appears to
be a growing concern about the suitability of using the baseline -
follow-up design as frequently as AID currently attempts to do, a brief
discussion of the main problems this study has found and some suggestions
about how missions might avold them in the future 1s warranted.

5.1.1 Planning

From discussions with mission staff and review of project papers,
it appears that too little formal planning i1s devoted to the design
and implementation of baseline - follow-up surveys. One gets the

impression from the projJect papers that the project designers recog-
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nized the need for empirical, systematlc evidence of project effects
and 1mpacts; speciflied that baseline and follow-up data would be col-
lected, and then gave llttle or no thought to the practical consider-
ations of how such plans can be put into actlon. In fact, evaluation
plans involving multiple round data collection are sometimes as brief
as a couple of paragraphs in some project papers. Data sources, host
country capability for data collectlion, the need for technical
assistance, USAID mission capability and speciflcally what types of
effects and impacts can realistically be measured are frequently
omitted. Such open-ended vagueness has beeggindoing of several projects.
Thé data collection component became a general flshing expedition
which falled to satisfy the particular information needs of the project
in some cases. Project managers confirm the fact that such poor planning
does adversely affect data collection components of their projects.
For example, adequate technical assistance was not avallable in several
projects when 1t was needed. Declsions were made on an ad hoc basis
as problems occurred by project staff who apparently did not have
sufficlent expertise. Obviously, this can Jeopardize the entire effort.
In short, there 1s nec clear plan of analysis to gulde data collection
in a number of AID projects.

In sharp contrast to the negative examples, the Basic Education

and Skills Training Program (BEST) supported by USAID/Zimbabwe 1s a

perfect example of the type of planning all AID'projects ought to
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give to data collectlon and analysis especlally when multiple round
surveys are to be conductgd. The PAAD for BEST contalns the clearest
statement of informatlon requirements and methods appropriate for
meeting those needs found in any AID document reviewed for this studvy.
A plan of analysils 1s presented which specifies the key variables
needed to evaluate program effectiveness. This level of clarity 1is not
extravagant or unrealistic to expect from other planning documents.
Rather, 1t constitutes sound planning on AID's part to better assure
the success of data related activities, |

5.1.2 Design

Some projects planning to use a basellne -follow-up design have
no control group (l.e., a basls of comparison for the project
beneflciary group). Without a control group, it is not possible to
determine whether an observed improvement is due to project inputs
or to extraneous factors which could produce the séme type of change.
Control groups are also necessary when two different projects could
have the same overall effect. In short, the utility of the baseline -
follow-up design is diminished , in some cases, substantially, without
including an appropriate control group. On the other hand, a control
group increases the total sample size and the amount of data collection.
If the project cannot afford additional data collection, perhaps an
alternative less rigorous approach to project evaluation would be a

better investment of time and money than a baseline~ follow-up design.
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5.1.3 Host Country Capability

Baseline - follow-up designs have suffered from a lack of support
by the host country. In some cases, the host country was never
genulnely committed to the necessity of collecting data at two 6r
more polnts 1n time as planned. In other projects, a change in govern-
ment resulted in a turnover in senlor ministry officials. The new
administration was not interested 1n more data collectlon even though
a baseline survey had been conducted. In such circumstances , the
USAID mission 1s put 1n the difficult position of choosing between
sticking slavishly to the goals of institution-building (i.e., if
the host country refuses to participate, then no follow-up 1s undertaken)
or proceeding according to plan with or without the host country (1i.e.,
using contractors to carry out the survey). If the follow-up survey
1s not done, then much, if not ali of the utility of the baseline
1s lost. To proceed with minimal or no participation by the host
country means 1little Institution bullding and, therefore, no improve-
ment of host country capacity for data related activities.

Obviously there are no simple answers and each mission must deal
with the problem on a case by case basls. The best solution 1s to
avold the problem at the outset. That 1s, when mission staff recognlze
a declded lack of host country interest 1n multiple round data co’lection
and analysis, alternative designs should be considered or the mlsslon

should be prepared to carry out the surveys more or less independently
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1f they are essential for project or program purposes. Once the
mission gets as far as completing the baseline in active projects,
the follow-up should probably be conducted if: 1) the baseline survey
provides reasonably valld data (if not, then lack of host country
interest is a good reason for avoiding throwing more good money after
bad); 2) the surveys would establish an important data base which
previously did not exist; 3) data collected have considerable future
utility for project design, program planning, evaluation, etc.; 4)
host country interest on the data might re-emerge at some later date;
5) the data can be used to monitor an entire sector in which the
mission will continue to be active; and 6) adequate funds are avail-
able to contract for the follow-up survey.

5.1.4 USAID Management

Baseline - follow-up designs have also encountered problems due
to the admlinistirative procedures -and organization USAID missions must
follow. First, the circulation of U.S. direct hire staff usually
means that few ever see one project completely through from start to
finish. The strengths and weaknesses of the baseline data, therefore,
can be unknown to project managers overseelng the follow-up survey.
The simplest solution to this 1s better documentati .n of AID funded
data sets. Second, a common project goal 1s to "set in motion a pro-
cess"” which leads to a general improvement in the economlc and social

wellbeing of the beneflclary population. Even if projects are very
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successful, such processes and the global impacts they are thought

to produce might not emerge until years after the conclusion of the
project. However, the follow-up survey has to be completed within the
limited time-frame of the project. It is, therefore, very questionable
as to what precisely can be measured so soon after project outputs
have been completed. Third, some basellne - follow-up studies are

not completed because funds were not available for the second survey.
With shrinking AID/Washington and mission budgets, the considerable
expense of statistlcally rigorous baseline - follow-up designs (cosfing
$250,000 to more than $1 million depending on the scale and sophisti-
cation of the survey) constitutes a substantial investment for the
Agency. It 1s 1likely that a number of forthcomlng follow-up surveys
wlll not be conducted as a result of insufficlent funds. In one pro-
jeet, the funds for the follow-up were not available because the USAID
office simply forgot to include the costs 1n 1ts annual budget. These °
examples lllustrate how the Agency's own internal organlzation and
operation can interfere with the completion of baseline -follow-up
designs. But the organlzational structure and administrative procedures
of the Agency are the "givens" in this situation to which designs for
data collection and analysls must be accommodated and not vice versa.
Therefore, in addition to other problems affectling btaseline -follow-up
studies 1n AID projects, this design might also be 1lnappropriate from

an administrative or managerlal point of view.
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5.1.5 Integrated Rural Development Projects

Meeting the substantial information needs of integrated rural
deve lopment projects 1s very problemétic for USAID missions. This
study has not found one case where the baseline - follow-up design
incorporated into these projects has been implemented and completed
Successfully. Because lntegrated development projects are very com-
pPlex in terms of the range of activities included in them, various
types of data from a number of different sectors and at different levels
of soclo-economic organization (e.g., regional, district, village)
are required. Collecting and analyzing this data, in turn, involves
a degree of coordination among the various host country mlnistries
participating in the project which can be very dlfficult to achieve.
Though this complexity is not intrinsic to baseline - follow-up designs,
the need for longitudinal data to track various project effects typically
necessitates the use of multiple round data collectlon. The situation
1s further complicated when the project 1is dezlgned to be implemented
in phases over four or five years where subsequent stages are to be
gulded by data generated in a preceding stage. Invariably, delays
and implementation problems result in data not being avallable on time
as planned. The subsequent phases preceed without the type of infor-
mation project designers had anticipated. fhe amount of data collected
for integrated rufal development projects can be substantial especlally

where a series of surveys 1s to be conducted. The data processing



94

demands and skilled manpower requirements thls creates can easily
exceed host country capabilities. The problems USAID missions are en-
countering with integrated rural development projects using a base-
line - follow-up design suggest that the amount of data planned to be
collected 1s unrealistic given mission and host country capabilities.

5.1.6 Short-term Effects Versus Long-term Impacts

A question which plagues AID's longitudinal data collection for
project evaluation purposes 1is identifying appropriate indicators
of projJect success. The proﬁlem is selecting indicators which should
shoﬁ improvements or changes loglcally resulting from project outputs
and yet, at the same time, can reasonably be expected to occur within
the time-frame of the project. This issue 1s central to scheduling
the follow-up survey as well as the actual content of the questlonaires
used. In the terminology of AID's Logical Framework, the question
1s whether it 1s reasonable to attempt to measure goal achlevement
within the 1life of a project. The alternative 1s to focus baseline -
follow-up designs on project purposes and leave the 1ssue of goal at-
tainment to impact evaluations or other specilal types of studies.

Based on the information obtained for this study, it 1s clear that

the latter approach ~ focussing on project purposes and not goal attain-

ment - should be AID's general strategy gulding evaluatlon orlented

data collection and analysis for the majcrity of projects. If a later

impact evaluation using quantitative data 1s anticipated, then special,

and perhaps separate, plans for collecting this additional goal level
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data should be made which will not overburden the project's more im-
medlate and limited data collection and analysis activities.

Two water and sanitation projects 1llustrate the logic of focussing
baseline -follow-up designs on short-term project effects rather than
on project lmpacts. USAID/Egypt currently funds the Basic Village
Services ProjJect which supports any number of community implemented
development activities. In discussing the data related component of
SVS, the project manager cited a visit he made to a village where a
plped water system was installed. Finding a typical "head of household"
the project manager asked whether the famlly liked thelr new water
system and why. The gentleman replied that he liked it very much be-
cause now his wife does not have to go to the public pipestand where
she would be scrutinized by the men of the village. She could now re-
main indoops at home. Asked whether they used to watef for washing,
the project manager was told certalnly not; the water 1s "too good"
for that; washing 1s done in the irrigation canal. The villager took
the project manager to the canal where his wife and other women were
doing the wash. A short distance upstream was a dead donkey carcass
someone had disposed of in the canal. As the project manager polnted
out, baseline - follow-up surveys would certalnly find that the num-
ber of households with piped water had radically increased as a re-
sult of the éroject. But any assumption that this indicated that the
project had "set in motion a process" where famlly health practices
and healthstatuys had been improved would overstate the project's impact

at this point in time.
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USAID/Honduras also funds a water and santtation' project which
will provide improved sanitary facilities and relatively clean, but
not potable, water supplies. In addition to the construction of facil-
ities (which the villagers help builld), a simple educational program
1s given which explains germ theory in layman's terms. This is prem-
ised on the igesg that 1f the villagers.understand the nature of
water-born diseases and how better-sanitary practices will improve
thelr own health as well as the health of the community at large,
then it is much more iikely that the new facilities will be used and
properly maintained. The problem the project manager confronted was
that a baseline - follow-up design was to be used to measure actual
health improvementé resulting from the project. The complexity and
cost of such a study did not seem warranted for this project. Measuring
morbidity carefully enough to distinguish between diseases which are
symptomatically s;milar or identical would have been very difficult. -
Separating out the health impact of this project from cther projects
which would also affect health status (e.g., amr infants' oral rehy-
dration program) further complicated matters. In short, the project
manager argued that health improvements would become measurable only

at some later date after the project was completed. For evaluation
purposes, data on project outputs and short-term effects, such as
the type of facilities constfucted, whether the education program

reached adequate numbers of villagers, and whether the villagers were
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using the facilities and maintaining them would be more realistic and
within the capabilities of the Honduran ministry involved with the
project. If AID were not willing to assume that access to and use of
improved water supplies and santtatign facllitles contributed to im-
proved health status, then a special study should be conducted because
such issues go beyond the limited scope and capabllities of the project.

Other examples of trylng to force projects to collect data on
development processes and their long;éerm impacts could be cited. I
contend that these two water and sanitation projects 1llustrate the
problem USAID missions currently confront concerning the type of data
to be collected during the course of a project. Thereirore, 1t appears
that the Agency, perhaps unwilttingly, is over-burdening projects and
mission staff with demands for baseline - follow-up surveys for pro-
cess or goal level measures of success which are unrealistic
éiven the time limitations,and would be better obtained through some
mechanlsm other than project evaluations.

5.2 Improving AID's Use of Baseline - Follow-up Designs

Given the difficulties USAID missions are having in implementing
and completing baseline and follow-up surveys for project evaluation
purposes, the Agency needs to re-consider its use of this design.
First the design should be used more judiciously. Miésions with medium
or large programs can easily have several active projects which plan

baseline - followup data collection. By reducing the use of this de-
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sign, the demand placed on the mlssions and host countries for such
data will be decreased. This gshoyld 2llow missions to concentrate their
flnancial and managerial resources for data related activities |

on those projects which will collect baseline and follow-up data.

The experience of the missions selected for this study suggests that
projects which should continue to use baseline - follow-ﬁp designs
include:

1) projJects specifically designed to test alternative service delivery
systems and/or mlnistry operations and management systems;

2) experimental or pilot projects which test a new technology or
technique which can logically be expected to produce measurable short-
term effects;

3) institution-building projects which are to increase the data col-
lection and analysis capacity of hest country ministries for better
management and planning (e.g., through eétablishing a monitoring and
evaluation unit); and

4) a limited number of projects which can readily produce data pertalning
to an entire sector central to the mission's program;

The third and fourth categories warrant particualr attention for
limlting the use of baseline - follow-up designs. Most of AID's data
collection and analysis activities include an institution-building
element which is, of course, a good thing. But it should be noted

that the capaclty of many LDC's for data collection and analysis
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can be increased without developing longltudinal survey capabilities

at the outset. An alternative approach would be to view baseline -
follow-up surveys as a more sophisticated technidue which can be in-
corporated after the host country develops basic methodologlcal and
statlstical competency. In regard to program evaluation and information
needs, most USAID missions will only have a few projects which can
generate longltudinal, sector-wide data. In some countries, this will
be the only comprehensive data base avallable for that sector. Given
the potential utility of such data for a variety of purposes, the
opportunity of obtalning such data should not be missed. In short,

wilth the exception of the types of projects clted above, the Agency
might be able to reduce 1ts use of baseline - follow=-up surveys Qithout
serilously handicapping project evaluation. A general strategy AID might
employ to accomplish this reduction is to 1) require stronger justi-
fication for including baseline - follow=up designs in projects and

2) seriously question any assertion that it will be possible to measure
goal attalnment involving broad economlec or soeciazl processes producing
a long-term impact within the time-frame of the project.

2.3 Sector Level Analyses and Evaluation as an Alternative or Adjunct

to AID's Project by Project Approach

The Agency has a very definlte need for information about the
long-term impact of the missions' programs and projects., If anything,

this particular need is increasing as pressure on the Agency to
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demonstrate 1its effectiveness has grown in recent years. The preceding
section noted the difficulties USAID missions are encountering with
trying to collect goal level, impact data through baseline - follow-up
designs on a project by project basis. It was suggested that project
level data collection focus more on the purpose level and attempt to
measure near-term effects which can reasonablyszo expected to occur

by the conclusion (or showtly thereafter) of the project. What AID
peeds to assess 1its success at setting in motion development processes
which produce long-term improvements in the wellbeing of the beneficiary
population is a data collection and analysis strategy bettef sulted

to measuring change at this level.

One possible strategy AID should consider is suypporting periodic

seeter level evaluations. Each mission would periodically (e.g., every
three to seven years) evaluate progress made l1n overcoming key con-
straints to sector development in the geographic areas where its pro-
gram has concentrated. The criterlia for assessing progress would be
quantifiable objectives identified by the mission as central to its
program and project goals. Sector level évaluations would be 1like
AID's current sector assessments in that they would be useful to the
missions for planning and strategy development. They would differ

in that the primary focus of the evaluations would be on the effective-

ness of the missions program and projects and, therefore, be much

briefer and narrower in scope than sector assessments.
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A sector level approach to data collection and analysis 1is al-
ready used for evaluation of sector funded programs. In discussing
the implications of sector funding for USAID/Egypt's information pre-
quirements, Richard Seifman noted that quantifiable obJectives of sec-
tor-wide improvements will be necessary:
"In energy, a target might be identified based on
the proportion of consumers utilizing less than one
kilowatt per month, increased kerosene sales; in
industry, the percentage of industrial production
Jobs or investment in the private sector compared
to the public sector might be an indicator."
(from A Report on Implementation Management,1981:14)
Comparable indicators could be suggested for agriculture, nutrition,
education - in short, for any subject area where the mission’'s pro-
gram is concentrated. Mr. Seifman notes a major advantage of the

sector approach when he states:

"...1f we took those sectors where we direct most
of our resources and have policy objectives and
looked at appropriate indicators, it would glve a
better plcture of what is happening in development
terms" (ibid.)
There would be additional advantages to sector level analyses

of program and project effectiveness. Flrst, sector level evaluations
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correspond closely t- the general goals of a mission's development
activities. AID's current heavy investment in data collection at

the project level permits.only a plecemeal assessment of mission
accomplishments. Large-scale or long-term impacts resulting from
overcoming sector constralnts cannot be adequately evaluated within
the context of most projects and at best can only be inferred through
AID's project by project approach. Moreover, projects within a given
sector often have similar and reinforecing goals. It would be far

more parsimonious and loglcally consistent to attempt to measure'
thelr collective impact on sector development than do so separately
one at a time. Also projects have effects which transcend the arti-
ficial sectoral boundaries we impose on the real world. For example,
agricultural projects frequently increase household food supply which,
in turn, has beneficial effects on famlily health. Sector evaluatlons
would capture such spin-off effects whereas the individual project

approach 1is prone to missing them.

requlirement for sector
A / level analyses would also provide greater impetus to

collect data. That is, missions would have to obtain the types of
data needed for empirically valid evaluations of program impact.

For the most part, the..project level focus of AID's data collection
efforts 1s presently notproviding the necessary data for such assess-
ments. As the authors of a USAID/Egypt document prepared for the

Degentralization Support Fund note:
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"...despite the fact that project agreements often
call for development of the baseline data and an-
alysis necessary to advance development of larger
sector-related policies and procedures; such ef-
forts consistently take a back seat to other,
more immediate pressing demands. Regrettably, they
are often treated by GOE counterparts and contractors
as peripheral to or ranging beyond the practical
limlts and prime purposes of the discfete project
with which they are working..."
Unfortunately, this problem is not restricted to Egypt and is quite
common in many other countries. But if missions were charged with
demonstrating their success in advancing "sector-related policies
and procedures", the back seat status of déta collection for these
purposes would quickly end.

Sector level evaluations would not replace completely data
collection and analysis for all projects. Quantitative data to eval-
uate the accomplishment of project purposes would still be necessary,
but this might be possible using one end-of-project survey in-
stead of a more rigorous baseline ~ follow-up design. As noted earlier,
certain types of projects will continue to require 1ongitudinal
data collection regardless of whether the mission conducts sector

level analyses or not. However, some reduction in data collection
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for individual projects 1s very likely. Sector analyses could sub-
stitute for éxtensive data collection in some projJects and serve
as an adjunct to ﬁhe data related components of other projects.

Any reduction of data collection and analysis within projects
resulting from sector level evaluations would be viewed positively
by project staff. The majority of USAID mission staff - both U.S.
direct hire and forelgn natlonals - have substantive, managerial
skills, but not technical, analytic skills pertinent to data related
activities. Yet project staff frequently confront technical, analy-
tic problems they are ill-equlpped to resolve. Non—techn;cians dealing
with technical problems is nothing short of a disascer looking for
someplace to happen This study has found examples of data related
activities which have falled or suffered because of poor decisions
made by USAID staff who lacked analytic or data management expertise.
Sector level evaluations might avold some of these problems by re-
ducling the responsibility or involvement of project staff in data
collection and analysis.

One possible objection to sector level evaluations concerns the
fundamental logic of evaluating project effectiveness on the basis
of sector level data. For example, assume that data show a signifi-
cant improvement in agricultural productivity% health status and
household income over a ten year period during which the USAID mis-

sion supoorted agricultural and health projects. If that were all
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the information avallable, from a strict methodological point of
view, the conciusion that the observed improvements are totally or
partially the result of the USAID projects could not be sustained.
The type of informatlon necessary to support such a conclusion would
include:
1) longitudinal data for a ten year period or so with annual ﬁeasure-
ments which show a significant imprcvement occurring only af’er the
implementation; and/or
2) reglonal breakdowns which show that in the regions where the
projects were lmplemented, improvements occurred more rapidly, con-
tinuously and/or for a longer period of time compared to regilons
which were not project areas.
For the majority of LDC's, thls type of data simply does not exist,
particularly extended time series data, and would have to be collected
over time. But even with such data, from a strict methodologlcal
point of view, there is still something of a leap of faith in con-
cluding observed improvements are actually the result of the projects.
Further reflnements and more data would be needed to eliminate addi-
tional alternative explanations of the improvement.

Such possible criticisims are indeed valid in terms of rigorous
textbook standards for demonstrating the effects of an Iintervention
(e.g., a development project). But what would the hardline purists

have AID do? Continue to spend even greater amounts, project by
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project on baseline - follow-up designs? And continue to do so even
though there 1s growing evidence that these designs are unworkable
and ill-suited for AID's mode of operation? The Agency needs to

take a hard-nosed, pragmatic approach to the issue. First, the pos-
sibllity of erroneously assuming a linkage between project inputs

and an observed improvement at some later date 1s no greater than
that involved with alternative, project level approaches to goal

and impact achievement. At.least sector level analyses would be
logically consistent with the types of development improvements AID
is trying to effect. Second, USAID mlssions have neither the time

nor the resources to generate data with sufficlent preclsici and
comprehensiveness to satisfy unrealistic, purist standards for rigor-
ous evidence of cause and effect. Sector level evaluations which
provide some evidence, albeit limited, linking observable lmprovements
to USAID efforts in those areas would be far preferable to muddling
through without such empirical support or, worse yet, ignoring the
issue of goal attainment and development impact entirely.

The final points to be made concern practical conslderations
of conducting sector level analyses. In general, a flexlble  view
should be taken toward the format, content and timing of the evalu-
ations and analyses. Obviously, the sector goals of the mlssion's
program should guide the selecticnof indicators to monitor proéram

and project effectiveness. Data collection through selected projects,
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host country operations and special studies could become an on-going
process tled to other mission and host country development aciuivities.
The frequency of the analyses should he negotiated among AID/Washing-
ton, the mission and the host country. Most if not all missions

wlll require technical assistance. The host country would, of course,
participate according to its capabilitlies and interests. Sector
analyses could also serve as an important vehicle for the mlission's
institutign_building efforts to improve host country data collection
and analysis capabilities. The data bases would ‘sepye @S a common
ground for continuing mission dlalogues with host country counter-
parts concerning policy reform as well.

A major pﬁrpose of sector level analyses 1s to improve the
return on AID's investment in data related activitiles. As mentioned
above, sector level analyses could in the long run reduce the amount
of data that AID currentiy plans: to collect in coming years. If such
reductions are made, funds which would have been spent for project
level data collection could be used for sector level evaluations.
Some missions might even fund and manage sector level analyses as
separate projects. In other words, missions should design and under-
take sector level analyses which are best sulted to thelr particular
programs, resources, capébilities, etc. as long as the final product
i1s an empirically based assessment of prOgresé toward goal attailn-

ment. The data for these analyses should be as high a quality as 1is
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possible glven avallable resources. Obtalning valid and reliable
data for sector level evaluations should, therefore, be given high

priority in the mission's data related activities.

6. Recommendations for Improving AID's Current Data Related Activities

The report now turns from the larger 1ssues affecting AID's
data related activities to specific actions for AID/Washington and
USAID misslons for better in-~house data use and for more effective
institutlion-pullding for host country data collection and analysis.
AID/Washington should develop data support services to assist the
missions and secondarily, AID/Washington offices., In AID/Washington,
a data support division within one of the central bureaus - PPC or
S&T - should be established to provide these services. The reglonal
bureaus should develop regional data support centers based in selected
USAID missions to provide technlcal assistance to missions for data
related activities. The following actions could contribute to im-
proving the data related activities of USAID misslons:
1) support stand-alone institvtion-bullding projects to expand host
country capability for data collection and analysis in each sector
where 1ts program is concentrated;
2) use local contracting firms as much as possible, even as a sub-
stitute for government staff, to build an in-country capability

for data collection and analysilis in development projects;
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3) in general, data collection which has utility for project design
warrants greater emphasis than it receives at present;

4) 1f possible, use dualified mission staff as an in-house source of
technlgal assistance for data collection, analysis and management;
5) strive for better coordination among projects within the same
sector to reduce redundant data collection as well as to generate
data which willl facilitate sector level evaluations; and

6) cocrdinate the mission's data collection and institution-building
efforts as much as possible with similar activities funded by other
international development agencies active in the country.

In a preceding report which discussed how AID/Washington could
improve its management and use of quéntitative data, I noted that
analytic support services had fallen through the cracks of AID's
organization. Almost two years later, little if any improvement in
this situation has occurred. There is no single office for AID/
Washington or USAID missions to turn to for assistance or advice
about data collection and analysis. A most laudable improvement
has been made concerning support to the missions for acquiring
microcomputers with the establishment of SER/IRM. But their respon-
sibilities only include hardware and software acquisition for AID
use. For some unfathomable reason, what goes into the machines - 1i.e.,
the data the missions must work with - and how to maximlze the

Agency's investment in data related activities continues to be
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ignored. PPC/E/ESDS has taken steps toward developing a sub-national
data bank and improving contract language to guarantee that AID
recelves coples of properly documented data sets. However, the ex-
tremely limited budget and staff capabllity of ESDS has kept these
efforts at a very rudimentary stage. In short, the Agency has done
too 1little and moved too slowly in this area. Lack of funding and
lack of staff 1s perfectly indicative of the apparent disinterest
senlor management continues to display toward developing systems

for adequate information use in AID/Washington and the missions.

To correct thils situation, the Agency should develop data support

services in Washington and in the fleld.
6.1 AID/Washington

6.1.1 A Data Support Division
The Agency should establish a division withingone of the cen~

tral bureaus, either PPC or S&T, charged with the responsibility

of supporting AID's data related activities. Staffed with technically
competent personnel, the division's primary focus should be on
assisting USAID missions with data related activities. This assistance.
could be provided through TDY's to the missions and by backstopping
services in AID/Washington. The missions could request assistance
directly or through the Technical Resource Offices of the regional
bureaus. The services the division should provide include the fol-

lowing:
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1) Review all proposals for data collection and analysis to assure
that proposed activities are appropriate for the projects and the
host country, adequately designed and sound in regard to funding,
staffing, data processing requirements and technical assistance.

2) Through TDY's to the missions, assist with the design of data
collection and analysis components of future projects, and help to
trouble-shoot problems which arise in on-golng data related activities.
If computer equipment or programmers are needed, the division would
work collaboratively with SER/IRM,

3) Assist regional bureaus and missions with the writing of scopes
of work for data related activities and the selection of suppliers
of technical assistance to better assure competent individuals are
glving sound,practical advice to the missions. (See Annex C for a
further discussion of selecting sources of technical assistahce for
data related activities,)

4) Oversee the management of a sub-national data hank contailning
data sets produced ehrough AID funded projects. The initial steps
toward this ohjectlve have been started by PPC/E/ESDS and should be
expanded and expedited. The division should assist missions and host
countries at the contracting stage of projects to guarantee that
they as well as AID/Washington receive usable properly documented
data sets from contractors on a timely basis. The division would

have the capability to perform special analyses of the data on re-
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quest from the missions or AID/Washington offices. In this capaclty,
the division would constitute AID's in~house analytic unit.

5) Develop standards and oversee thelr use for data related activities
USAID missions frequently fund. Such standards would be developed
with the direct participation of AID/Washington offices in each of
the functional areas. e.g., agriculture, population, education, etc.)
and wlth outside assistance from appropriate U.S. government agen-
cies (e.g., BuCen, USDA, BLS).

6) The division should be responsible-for monitoring and evaluating
AID's instltution-bullding efforts designed to expand host country
capability for data related activities. The division would then serve
as a repository of expertise on this type of institution-buillding

and make this expertise available to any part of the Agency on re-
quest. A monitoring system which tracks AID projects which include
institution-bullding for better data use would be very useful for
capturing valuable "lessons learned" from past projects to be incor-
porated into future projects.

This 1list 15 only indicative of the type of services the Agency needs
to develop to provide adequate support for data related activitiles.

6.1.2 Regional Support Centers

In allprobability,1f a data support division were established
in AID/Washington, it would have limited capabllity for working

directly with mission staff on a TDY basis, However, it 1is apparent



113

from this study that such assistance is needed by the missions.
Moreover, with current budget constrailnts and cutbacks, it will be
difficult to significantly upgrade the in~house capability of all
USATD missions for data related activities. In particular not all
missions could Justify in terms of tlme, costs and workload having
in-house expertise for data colleection and analysls. Though in-house
expertise 1s important to mission capabllity, a good alternative |
would be providing assistance through regional centers. The primary
function of the centérs would be to provide technical assistance

for all aspects of data related activitles directly to the missions.
In each major geographic region, a centrally located mission would
be selected as the home hase for the regional center. Staff would
be avallable to the missions' located in the reglon, At least one
U.S. direcf hire staffer would probably he required for management
purposes, but technically competent foreign nationals should make up
the core of the centers' staff. This would lend continulty to the
operations of the centers. Staff size for each center would depend
on the number and size of the missions in the region. Costs would

be shared among the missions, The regional hureaus could have over-
sight responsibilitieé and should contribute po funding. The centers,
however, would be directly accountable to the missions in terms

of the services provided and the.evaluation of staff performance.

It should be added that many staff interviewed for this study were
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very supportive of thils 1dea and saw a definlite utility in the ser-
vices reglonal centers could provide. An additional advantage of
regional centers would be that thelr staff would soon know of all
on-going data related activitlies in the reglon. Having seen what
worked and what falled, thelr advice could be Invaluable to missions
in the reglon, |

6.1.3 PPC

PPC's guldance provides important impetus for improving the
data related activities of USAID missions, Accofdingly, PPC should
assist the mlssions produce analytically sound work as follows:

1) Identify the information needs assoclated with the baslc tasks

of program offices and develop repllicable formats for analyzing
and presenting such information. These models should be developed
using off-the-shelf software for Apple and IBM microcomputers.

2) Clarify the types of sub-national, socio-economic analyses mis-
sions need to perform to improve program planning and evaluation for
their CDSS's.

3) Require missions to include an information strategy statement

(one or two pages as an annex] in their ABS which detalls current

~—

and upcoming information needs of the mission and plans for how
these requirements wlll be met. The purpose of the statement 1s to
force mission management to glve more attention to the necessity of

obtaining basic data. Strategy statements of this sort would also
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provide a very convenlent means for monitoring mission prosress in
improving data bpases, in-house data use and supbort to the host
country for data related activities.‘

4) Guidance concerning the devlopment and approval of plans for data
collectlion and analysis to meet project information needs should be
added to Handbook Three. PID's should clearly speclfy data required
for the project paper. A clear and workable plan of analysis which
states what data will be collected, the method of data conllection
and/or data sources to be used, and an outline of analyses to be
verformed should be presented in <he oroject naper.

5) PPC should develop an information policy determination which
clarifies AID's commitment to matching its information needs to the
gppropriaté data and the importance of developing host country capa-
Cility for data collection and analysls through technelcsy Sransfer
appropriate for the country's specific needs and resources. The
dolicy determination should involve 2ll relevant ~f£fices in the pre-
gional and central bureaus. The purpose of the policy 1s to support
mprovement of data related activities thrcughout the Agency 2nd to

draw the attention of senior management to the necessity of providing

adequate fundlng and staffing to carry out these activities.

6.2 USAID Missions

Improving the data related activities of the USAID missions
will largely be a matter of working through the principal factors

determining mission capabllity discussed in Part Three of thils re-

mardt HAnra vre on dolm m e o e e e 2 s e oaa e e
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employ as far as thelr resources permit which could imorove their

effectiveness in this area.

£.2.1 Stand-alone Institution-Building Projects

The importance of developing host country capabllity for data

collection anq analysis within the limits of available human énd

financlal resources has been stressed throughout thilis repcrt. This
objective would most likely be acknowledged as important by the vast
majerity of AID/Washington and USAID mission staff. Thils study

has found that missions have incorporated this goal into many of thelr
projects involving data collection and analysis. However, there is
also evidence ol the data related components being eliminated when
project implementation problems arise. Obviously, this minimizes
improvements made in host country capabllity.

A more direct and perhaps more effective approach to institution-
bullding is to fund projects which have the scle purpose?of expanding
nost country capacity for data related activitcies. Instead of em-
tedding this objective in some larger project, misslons should con-
sider funding at least one project 1n each sector where 1lts program
is active which is designeé to expand the institutional capacity
of the host country ministries for data collection and analysis.
Instead of diffusing. this goal among several projects, one stand-
alone project might be more effective in achieving improvements.
Funding which would otherwise be used for comparable purposes in

separate projects would be pooled to fund this single institution-
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bullding project. Moreover, such projects are consistent with the
Agency's emphasis on maintaining discussions with host countries
concerning the need for policy reform. That is, the data and analyses
generated could serve as a basls for continuing policy dlalogues.
In fact, the pollcy and planning projects AID currently funds have
essentlally the same institution-building effect in terms éf s trengthen-=
ing host country capability for data related actlvities. The major
difference between present policy and planning projects and what 1is
proposed here as stand-alone institutlion-bullding projects is that
the latfer broadens the area of possible AID involvement in assisting
LDC's Qith data collectlon and analysis beyond policy oriented objectives.
A perfect example of this type of project 1s the Data Collection
and Analysis Project which USAID/Egypt is supporting to assist the

Minlstry of Agriculture to improve its planning capability. The project
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addresses a set of problems common to many LDC's:

"...(1) insuffictent economlc data 1s belng collected,

analyzed and fed into the declslion~making process;

(2) the capacity to utilize whatever data and analy-

sls are avallable 1s not sufflciently developed; and

(3) links which integrate the research and analysis

process into the decislon-maklng process regarding

resource allocation, are weak/missing"

(Project Paper;l980:2-3)

Though this particular project is concefned with agricultural data,
1t 1llustrates the basic purposes and obJectives of stand-alone
Institution-bullding projects:

"The proposed project will help the Ministry of
Agricﬁlture to overcome data collectlion and analysis
problems that hinder rational decision-making 1n
agricultural planning and policy formulation. This
will be accomplished over a five year period through
assistance to improve the collection, compilation and
storage of basic agricultural data and to increase the
amount of analytic work performed, aé well as the use
of such information in policy development and planning.
In the area of agricultural statisties and data collectlon,

improvement is to be achieved through the provision of



118

of short-term technical assistance on a regular basis,

modest commodity inputs, considerable training and

limited amounts of funding for special data collection

activities" (ibid., 1)
This description could be used as a basiec template; simply substi-
tute the appropriate country name, sector and ministry,

A prerequisite for these projects is genulne support by senior
ministry officials; otherwise, the effectiveness of the project
wlll be seriously undercut. Where the data touch on politically
sensitive matters{ stating the results of analyses in terms of op-
tlons and their consequences will communicate the main findings
to ministry officlals while leaving room for maneuver. The effective-
ness of these projects also depends heavily on focussing data collection
and analysis on problems or tasks identified as important by ministry
staff. The output of the project should then demonstrate how better
data use faclilitates ministry operations. Finally, personnel changes
in the technical assistance team should be kept to a minimum.
This will contribute to continuity in project activities hetween
TDY's and bulld upon any rapport established between the contract
team and ministry staff.
More variable characteristics of these projects include the

size of the technlcal assistance team, the amount of assistance pro-

vided, the number of‘host country staff tralned and the amount of
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training they receive, the type and amount of equipment, and outputs
such as reports and special studles. There is considerable flexibility
in all of these elements. The amount of funds avallable, current
ministry capabllities, computer hardware needs and other aspects

of the particular situation will determine what 1s necessary and

possible.

An alternative Aapproach to expanding: host country capability
for data collection and analysis 1is to encourage local consulting
firms to develop thelr capacity for such work.

AID's institution-building efforts in some countries are thwarted
to a certaln degree by the inabllity of the government to retain
skilled staff. A common pattern 1s for ministry staff who receive
technical training or advanced education to leave government service
for better paying jobs in the private sector. Quantiéative, computer
oriented skills are definitely in high demand. Consequently, it is
very difficult to develop the institutional capaclity of some countries
for better data collection and analysis.

Rather than interpreting this situation as a shortcoming of

AID's institution-building efforts, an alternative view is that

as long as the trained worker remains in the country, the objective
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of bullding in-country capability, which is not necessarily tied

to host government capability, has been accomplished. In countries
where the government 1s lncapable of retalning staff necessary

to meet all of 1t$ information needs, USAID missions should make
greater use of local contracting firms as a substitute for govern-
ment staff. In many countries, private firms exist which are able

to collect and analyze data. Their competency varies widely from
country to country, but a number of these firms do carry out market
research sfudies which requlre the same basic skills necessary for
survey work 1in deveiopment projects. With technlcal assistance from
U.S. contractors or U.S. government agencles, such as BuCen/SEU,

the local flrms could adapt and develop their methodologlcal and .
statisvical skills to the needs of USAID funded projects. The impetus
for taking on this work would be that USAID funding would pay con-
slderably more than if the governmegé were the sole contracting agent.
Though perhaps not as desirable as developlng the capaclty of the
host government, working through local consulting firms at least
creates an in-country capability and makes use of former government
workers who have gone to work for these firms. At the same time, AID

would be strengthening a local job market which 1s consistent with

the Agency's private sector initiatives.
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6.2.3 Data for Project Design

This study has found relatively few examples of data collection
specifically for project design needs. Theoretically, a major reason
AID supports data collection and analysis 1s to obtain information
which will help missions design more'effective projects. Apparently,
there 1s room for such improvements according to some mission staffers.
As one 1individual with considerable experience observed, the view
that AID projects are well designed is directly contradicted by
the number of projects which encounter serious implementation problems
at thelr outset and which continue to occur throughout the 1life of
the project. Regrettably, one finds support for this opinion‘in :
heavily funded projects which ran aground 1n part because they were
built on incomplete and faulty information. No stronger argument
to justify the costs of data collection and analysis can be offered
than to compare those costs to what 1s wasted as a result of not
having adequate information. The obvious solution is for missions
to glive greater emphasis to data collection which will have utility

. supporting
for project design. This will require/pre-project, exploratory studles,
limited in scale and highly focussed on design questlons. Second,
more careful attention should be given to data collection in on-going

projects to obtain information from these activities which will be

useful for designing upcoming projects in the same sector.
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6.2.4 In-house Support for Data Related Activities

The single most important means for improving a mission's data
related activities 1is to have at least one staffer who has statistical,
analytic skills and the worktime to allow this individual to funetion
as an in-house source of technical assistance to the mission. The
experience of USAID/Honduras 1llustrates this polnt. One staffer
who had quantitativeskills and a keen interest in improving the
mission's information base contributed slgnificantly to the progress
USAID/Honduras has made in this area. The mission still benefits
from the aﬁalyses which were completed years ago with the assistance
of thls person.

Even in large missions, however, it would be difficult to Jus-
tify a staff person assigned exclusively to data related activities.
Rather, assistance to other mission staff and host country counter-
parts for data collection and analysis could be made one of a num-
ber of dutles assigned to a staffer. In other words, thls person
would be avallable to work on any of the mission's data related activ-
lties as needed. Project managers might not be the best cholce even
1f they have skills because they tend to be so engrossed in their
particuidt projects (however, in USAID/Honduras, the person was a
project manager). Project design, evaluation or program office positions
might be better suited for providing this type of assistance. In

short, who provides the assistance or oversight for the mission's
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data related activitles 1s less important than somehow finding the
worktime for qualified staff to perform the task.

.5 Coordination of Data Related Activitlies within the Mission

6.2

In the larger missions, special attention should be given to
coordlnating data collection and analysls among projects to reduce
redundancy and to generate data bases which can be used to evaluate-
sector level goal attalnment. In the extreme case, USAID/Egypt has
had some difficulty coordinating data collection among projects
within the same sector. The experience of the Agriculture Office
1llustrates the problem. The Office currently (as of 9/82) manages
one dozen projects which constitute a total funding obligation of
approximately $225 million. Several of these projects are very large
efforts to increase the productivity of Egyptian agriculture. In
this regard, they share broad goals for‘agricultural development
and collectively should produce mutually reinforcing benefits within
the sector. This suggests that a data base which would monltor the
overall impact of USAID/Egypg's agriculture program 1s needed. As
obvious as this might seem, the current office director explalned
that the individual projects had not been designed to generate data
which would pertain directly to gzeneral sector level issues. To
correct this situation, the office 1s now incorporating such concerns

into on~going and future projects,
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Certainly the size of USAID/Egypt's program makes 1t very dif-
ficult to coordinate data collection and analysis among projects
managed by different offices even though there are some common in-
formation needs. But even in missions like USAID/Honduras (1.e., a
comparatlvely large program for a small population), the problem
of Inter-office and inter-sector coordination also ovcecurs.

Planning such coordination at the project design stage 1s the
only practlcal solution to the prohlem. That will require ldentifying
the common sector level goals the projects will jointly achieve and
then remaining cognizant of on~going and upcoming projects which
have data related components to dovetall or plggy~back data collection

- and analysis among these projects. Admittedly, this 1s easier sald
than done within the context of mission operations; But tryilng to
impose broader sector issues on projects after the fact is a far
le;s preferable route for creating this type of coordination.

6,2.6 Coordination Between USAID Misslons and Other International Develop-

ment Agencles

This study has found very few examples of a USAID mission working
cooperatively with another international development agency to col-
lect and analyze quantlitative data. The infrequency of such coordin-
ated efforts 1s probably reflective of the independent operation
necessary for USAID mlssions and to the specific information needs

of USAID projJects. But opportunities for data collection and analysis

~
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do occur, particularly when AID and other donors are actlve in the
same region and support related or reinforecing projects. Donors

also share common information needs for data about general eéonomic
and social condltions. A brOposed soclal indlcators study for the
Sahel in which AID would be one of the participants 1s one
such example of overlapping information needs shared by the interna-
tional donor community. A situation conducive to coordinated data
collection 1s when a specific section of a country is the target

of various projJects funded by AID and other donors. The Raptl Zone
in Nepal exemplifies this situation. A common project monitoring
system was developed for the Governemnt of Nepal to track the varlous
activities being funded by USAID, ODA, CIDA and the German Government
in the Rapti Zone.

A different approach to coordinating data related activitiles
would be where each donor takes responsibility for developing data
bases in different sectors and/or regions which are then made avail-
able to other international development agencles. This strategy could
be very useful for the poorest countries, like Mall, which cannot
afford to collect all the data they need and must rely on international
development agencies to support data collection. For example, USAID/
Mali, whose program 1s heavily concentrated in agricultural develop~
ment in a limited number of reglons, would be responsible for de-

veloping agricultural statistics over the next ten or twenty years,
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while the French, WHO, etc. would have responsibility for areas desig-
nated to them according to the types of programs they support. Of
course, this assumes a level of continulty and cooperation among
development agencles which might be unrealistic in some countries,

But if such coordination could be achleved, this might prove to be

a very cost effective means for meeting basic information require-

ments.
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Annex A - Questions Used to Gulde Staff Interviews

Staff interviews conducted in the six selected misslions provided
the basic information used for this study. A limited number of AID
contractors and host country staff were also interviewed. The current
data related activities of each mission were discussed in individual
trip reports. This final report draws from and syntheslzes much of the
information contained inn the trip reports. The basic procedure followed
ih each mlssion.was to’:conduct asimany interviews as time permitted,
giving special attention to offiqes and projects most involved with
dafa collection and analysis. The following questions were given to
mission staff and others prior to or at thebegihningcﬁ‘the interview.
The purpose of the questions was to clarify what type of information
was being sought and to give some direction to the course of the in-
terview. However, the interviews were not highly structured in the
sense that only these questions could be discussed. Moreover, all of
the questions dld not apply to everyone interviewed - e.g., some
questions pertain to project activities while others concern program
planning. The purpose of conducting loosely structured interviews was
to cover a broad spectrum of opinion and experience concerning AID'S

data related activities. The following 1s the handout glven to those

interviewed.

PPC 1s interested in developling an information policy for the Agency.
Current procedures and policies concerning quantitative data collection,

analysis and management in AID/washington have been reviewed. To be
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effective, the information pollcy must reflect the needs and capabilities
of USAID missions to use quantitative data effectively. It is necessary,
ﬁherefore, to obtaln information about current projects which will
collect and analyze data and the mission's use of data and analysis

as a gulde to program and Strategy development.

1. I would like a brierf description of project(s) which involve the

use of quantitative data for (a) project design, (b) project monitoring
and (c¢) project evaluation. A copy of the project raper would be use-
ful.

2. Does the project attempt to bulld the capaclty of a government
ministry or agency to use data for Better planning? How successful

do you expect this to be?

3. What problems has the project encountered in tue collection and
analysis of data?

4. In regard to analytic and technical skills necessary for data use:
(a) how would you describe your own skills, (b) those of your co-workers
and (c) those of your host country counterparts?

5. In regard to data obtained from the host country:

(a) do you generally have easy access to avallable data?

(b) are avallable data of reasonably good quality - wvalid, timely, and
;eliable?

(c) are data exchanged on a cooperative basis hetween your offlce and
host country ministries?

(d) which data bases are strongest and which are weakest?
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6. What data bases are used for program purposes such as the CDSS
and other mission level activities? Are the data sufflcient and of

acceptable quality for these purposes?

I want to shift the focus here to a discussion of possible improvements
the Agency could make to improve data use by the missions.

7. How useful do you think an Information strategy statement in the

CDSS would be?

- 8. Inadequate data and limited staff skills are common problems affecting

data use iIn the missions. But even analytically trained or experienced

staff are hard pressed to fiﬁd sufflcient work time to engage in ap-
plied analysis even in a supervisory capacity. What do you think of
developing regional centeré (Located in selected missions) which would
be totally service oriented toward mission needs and whose staff would
assist missions with data related activities?

10. Would 1t handicap or assist the mission in designing sounder
projects which involve data collection and analysis 1if all such pro-
Dosals were systematically and thoroughly reviewed by individuals
competent in research methodology before the project was implemented?
What 1f these reviews were performed by AID/Washington?

11. What do you think of developing an in-house data bank (computer
based on a Wang mini- or on a microcomputer) containing data sets
generated by USAID projects or obtained from the host country which

mission staff consider relevant to thelr information needs?
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12. Would quality standards for data related activities help improve

the performance of project contractors?

13. What other ways might AID/Washington assist the mission to improve

and expand its use of quantitative data?
14. What would be the best and the worst things you could imagine

resulting from an information policy for the Agency?



13\

Annex B - Ranking USAID Mission Capacity for Data Related Activities

The underlying assumptions of this ranking system should be
made clear. First, each:of the-twelve factors 1s treated as though
they are of equal importance both within and among missions and host
countries. This assumption may or may not be valid. For example, one
factor (e.g., senior management support) might be more important than
the others, or the importance of a factor might vary among missions
and countries. Whether such variation exists and if so, whether it is
significant cannot be determined here. This possibility simply has
to be accepted as a potential limitation of the analysis. Second,
simply ranking missions and host countries says 1little if anything
about the actual magnitude of differences between cases. To determine
this, more refined measures would be needed. For example, mission size
might be better expressed on a per capita basis - e.g., mission funding
to host country populatioh. Staff skill level could be expressed as
the percentage of mission staffers with advanced tralning in fields
which included quantitative aralytic methods. The avallability of ADP
equipment could be reported in terms of the dollar value of current
misslon systems. Senlor management support might be expressed in terms
of the amount of work time speclifically allocated to data related activ-
ities. The avallability of data, however, 1s not amenable to other than
ordinal measurement. Indicators of this sort could conceivably be con-

structed, but this too goes beyond the 1llmits of this study.
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It would also be useful to estimate actual performance or achieve-

meﬁt concerning data related activities. This could be done retrospec-~
tively - i.e., projects which are now nearing completion or have been
recently completed - or at a future date by reviewing the progress
of the projects currently underﬁay in the six missions. It would be
important to determine whether the activitly was completed as planneqd;
whether the data contributed to mission and host country operations;
whether the acﬁivity Successfully expanded host country capability;
and whether the techniques and systems developed by the project are
likely to be institutionalized o1 otherwise sustained by the host country.
This type of information and the factors contributing to success or
fallure could be very useful for planning future projects which build
the institutional capacity of the host country for data collection

and analysis.
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Annex C - Technical Assistance for Data Related Activities

For the majority of the data collectlon and analysis efforts
AID supports, both substantive and technical expertise is needed.

As obvlous as this might be, several projects reviewed for this study
had encountered major problems wlth data collecticn and analysis be-
cause the apprcpriate technical assistance was not avallable when 1t
was needed. Consequently, the planning and/or implementation of the
déta related component of these projects were adversely affected.

In at least one project, it appeared that asva result of ilnadequate
technical assistance, the baseline survey which was conducted was

so serlously flawed that the data are, for all intents and purposes,
unusable. The obvlious solution is to improve planning for data col-
lectlion and analysis and to keep expectations for host country per-
formance of data related activitles within the bounds of the country's
capabllity.

To improve planning and implementation, missions need to deter-
mine what type of technlcal assistance 1s needed and when 1t will be
needed throughout the course of a project.. Though the specific re-
quirements for technical assistance for data related activities varies
from project to project, the data component can be divided into four
general stages: 1) ldentification of information needs; 2) planning
and design; 3) data collection and processing; and 4) analysis and
interpretatidn. These stages are, of course, highly lnterrelated.
However, substantive expertise 1s most lmportant for stage 1 - iden-

tification of lnformation needs - and stage b - analysis and Inter-
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pretation. Technical expertise, on the other hand, is essential for
stage 2 - planning and design -~ and stage 3 - data collection and
processing. Ideally, a single supplier of technical assistance can
fleld staff who can provide both types of expertise. When that is not
possible, the most effective means of procuring assistance for data
related activities is to combine sources of substanﬁive expertise with
Sources of technical expertise. For example, local consulting firms
might be used for substantive requirements while BuCen/SEU provides
technical support services. When different suppliers of assistance
are combined in this way, responsibllity for the data collection and
analysis activity should be dividied accordingly. Substantive experts
should have primary responsibllity for stages 1 and 4; technical ex-
perts should have primary responsibllity for stages 2 and 3. USAID
and host country staff would coordinate these activities and the staff
involved as part of their overall project management responsibilities.
In regard to the procurement of substantive and technical services
for data related activities, the Agency will probably obtain the best
assistance when the Specific.needs of the project fit perfectly with
the capabilities of an established supplier. That 1s, BuCen is the
obvious source of assistance for census operations; USDA excels at
area frame sampling; and private consulting firms, such as'Westinghouse
Health Systems, are the obvious choice for speclallzed surveys, such

as contraceptive prevalence surveys. But where the needed service
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cannot be easily linked to a specific supplier (such as identifying
what information is needed, an appropriate method for obtaining it,
ete.), technical assistance appears to be procured in a somewhat hap-
hazard fashion. For example, AID's use of the Survey and Evaluation
Unit of BuCen for technical assistance for sample surveys seems to

be largely a function of past experience an AID/Washington office or
mission has had with BuCen/SEU. As a result, SEU 1s used by one mission
but not another eventhough they need essentially the same type of
asslstance. Perhaps more systematic use of BuCen/SEU would improve

the rate of completed data related activities involving sample sur-
veys. In other instances, & mission obtained very good services

from someone who just happened to be known to mission staff (e.g.,
USAID/Nepal obtalned excellent programming assistance from a freelance
consultant who was looking for work in Kathmandu). As beneficial as
these "fortultous finds" can be, this is a Qery chancey means of pro-
curing data support services. In short, a better systém for identifying
and obtalining assistance in this area is needed. Factors such as the
quality of data needed, cost, time constraints énd avallability of staff
to the mission could be used to select the most appropriate sources

of assistance for a given project. A support service of this sort
managed by AID/Washington and made avallable to the missions on request

could better assure that the Agency obtains more cost-effective

assistance for data related activities.



