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EXECUTIVE SUMMARY

A.I.D. needs better information--and it needs to make bhetter use
of existing information--if it is to develop successful projects and
progams with available staff at lower cost. Better information is also
the key to verifying the results of A.I1.D.’'s ~fforts.

You and your staff already spend a major part of your time
obtaining, analyzing and using information to plan your programs,
allocate resources, and evaluate results. Yet, you have fewer
personnel to handle an increased volume of important information and
A.1.D."'s other resources today than in the past. 1In 1989, A.1.D. had
about 19,000 emplovees. Twen'y years later your total worldwide staff
numbers less than 4,500, This is fewer personnel than the U.S. Navy
has on board just one aircraft carricr. Carrying out your entire
global development effort with this small staff means that cach
employce must be able to shape, implement and monitor effective
programs quickly. To do this, they must obtain and process key
information very ¢fficiently. Your top management support for major
improvement in the information environment of the Africa Burecau is
central to achieving this necessary level of efficiency.

Providing infermation on the successful performance of Africa
Bureau programs is increasingly worth a premium. Congress and the
public want to know the results of vour efforts and intend to use these
results as the basis for additioral funding of specific programs,
Information documenting your progress will be crucial in obtaining
needed development resources and in guiding their application.

Right now the Bureau's informsticn svstem is inadequate. Many
important data needs are unmet; some are met very inefficiently. For
example, program impact data is missing in many cases,; pipeline
analyses are not readily available. There is not a coherent
information strategy. Key questions about how to proceed with
improvement of the svstem remain unanswered. No organizational focal
point--such as an information unit or administrator--for information
system enhancement cxists. Staff are not supported adequately in
develeping and using computer and related information skills. Many
rely completely on self help--computer manuals and other colleagues--or
are dependent on a relatively few technically proficient individuals
for data access or products.

Bringing the Africa Bureau more cffectively into the information
age will be a complex undertaking. The Africe Bureau is not vet
managing information effectivelv as a resource. You are far behind
major corporations and many non-profit and public sector ones in
organizing and operating to manage and use information. In Washington,
you are well behind many of your own Missions in implementing
information systems. Your exceptional staff is both less efficient and




under-utilized because it is not as well trained, ~quipped, and
supported as it needs to be to succeed in an information age.

Your staff has hundreds of information needs, many of which are
required for each maje: function and process. Most of these
requirements are ceamon to more than one office in the Bureau and to
more than one important Burcau function. Each user of this "common”
information may have ideuntical, similar or unique information
requirements. These varying nceds determine the characteristics common
information must possess to satisfy users applving it in different ways
or for specialized purposcs.

As top managers in the Bureau, some of your specific
infermation needs, including the form and volume of data needed, have
noc veen identified sufficiently or made clear to staff. Many of your
information requirements are different from those of other A.I1.D.
personnel and numerous of these are not now being met routinely.
Frequently, vou receive too much information. You want more of it to
be analyzed or synthesized to enable vou to understand and use it more
quickly and effectively. Sometimes vou do not receive the information
you neecd.

Thirteen clusters of common information are used currentlv bv the
Bureau: (1) project obligations and expenditures; (2) allocations
(OYB) including PL-480; (3) Bureau program review and approval; (4)
sector/special interests; (5) cconomic: (6) direct hire personnel; (7)
Mission program management; (8) private sector; (9) contractor
resources; (1l0) other donor programs; (11) operating expense budget;
(12) Agency/Congressional policv; (13) local currency.

The Bureau’'s key sources of information are 78 important
documents or types of documents (e.g., PPs) and 127 eleccronic
databases. These sources and the information system supporting them
meet many of the information needs of Bureau staff. Africa Bureau
personnel did, however, identifyv over 200 specific unmet information
needs, The reasons for these unmet necds fell into two categories:
(1) data exists but some characteristic of the information renders it
unuseful to the user, and (2) data was not available.

Specific reasons for unmet needs in category (1) above included:
User was unaware of the data; information was out of date, incomplete,
inaccurate, too aggregated, too detailed, unsuitably defined, untimely,
or hard to access; o1 the infovmation consisted of controlled/sensitive
data that could no%t be accesscd when needed. Accessibilitv to
existing information was identified by vour staff as the most frequent
unmet need. Sometimes information is available, but staff are unaware
of it or do not have training to access it for themselves. Access to
databases is sometimes too dependrnt on specific individuals. Five
information clusters have high unmet necds because the Bureau must get
its data from outside sources--e.g., other Bureaus or the World Bank.

In category (2) above, jmportant data was not available in some
areas. The kev "information raps” identified in the Africa Buresau
are:




o Country and region performance and trend data (e.g., social,
economic, political, environmental);

o U.S.A.1.D. program effectiveness and impact by country and
region;

o Agprepate program by sector data;

o Aggregate information on food-aid and food needs for
planning;

0 Personnel data on special experience by sector (e.g.,

drought, locusts, etc.);

o Sector/special interest performance data (e.g., AIDS, small
business) by country and regiorn;

o] Qualitative information on other donor assistance.

Several of these gaps involve the "performance” information
(e.g., impact data) needed by the Bureau to guide or assess its
programs. Special effort to cbtain this information will pay large
dividends. Tt will enable the Bureau to guide program implementation
more preciscly and assess program perfoivmance with more confidence,

The puvpose of the Africa Burecau Working Committee on Data
Systems was to manage an informatior needs assessment as a first phase
in the development of an integrated, consistent and timely information
system for the Bureau. The results of this assessment validate the
Committee's concern. It shows there is major need and great potential
to build upon the Bureau's existing informaticn svstem.

A higher quality, better managed informa-ion system is essential
for the Africa Bureau. 1Tt will increasingly be at the center of the
Bureau's c¢fforts to mobilize scarce public sector resources for
development and to use them more efficiently and effectively than ever
before. Your support, as top manapgement, for major improvement in the
information environment of the Africa Bureau is an essential

1ngredient.

The next important step recommended is developmert of an
information strategy for the Africa Bureau. This strategy will
specify the Bureau's information objectives in relationship to its
development requirements and determine the means for achieving them.
It will identify and resolve information related issues: The relative
value of information, including its integration with other resources tc
help definc and achieve A.1.D.'s development poals; the institutional
organization nccessary to develop and manage the Bureau’s information;
the technological approach to be used in providing for information
development, management and use; development and use of common
guidelines regarding the information resource: the degree to which
available financial and personnel resources will be devoted to
information activities. Creation of the strategy will support well



planned development of the Bureau's information system and reinforce
the careful phased approach the Bureau has begun in secking to improve
its information environment. Most importantly, taking this next step
will continue the essential process of realizing the full potential of
information as a vesource in the Africa Bureau.

Fey recommendations tor improving the Africa Bureau's information
system are:

o Top management should treat information as a key resource
vethin the Bureau and direct at once the substantial
additional development of its information system.

o An information stratepy should be prepared by the Bureau as
the next step in enhancing its informacion svstem,

o A detailed design for improvements in the existing
information system should be undertaken bv the Bureau after
its strategy is agreed upon.

o Top management should staff information activities in the
Bureau with specific Individuals whose roles sare built into
their jobs (e.g., the suggestud staffing in IRM's Five Year
Stratepy 7or Information Resources Managcment) .,

o Standards and guidelines for information producers and users
within the Africa Bureau and in other £.7.D. Burcaus shculd
be establishcd by designated staff to improve the
productivity and efficiency of the information system.

° The Burcau should concentrate first on filling the high
priority unmet necds identified in this assessment.

0 Staff training and practice in information production and use
sheuld be increased, Training should include use of

advanced technologies (e.g., computer hardware/software and
facsimile machines) and of the library, CDIE, and other
informaction resources.

o Burcau svafl should participate in developing other A.I.D.
databascs and 1nformation systems of concern to the Africa
Bureau.

I~



L. INTRODUCTION

4, Purpose of the Assessment

The purpose of this study is to conduct an information reeds
assessmenc of the Africa Bureau as a first phase in the development of
an information system within the Africa Bureau to facilitate exchange
and use of data between Bureau offices, other’Agency offices, and field
missions. The Scope of Work for this assignment is provided in Annex

1.

B. Methodolopy used in the Assessment

In carrving out this assessment Devres used interviews,
questionnaircs, document and data set review and observatcion,
principally within the Afvica Bureau. We also Jepended upon rthe
collaberation and Involvement of the Africa Bureau Working Committee on
Data systems as a part of our methodological approach to this

assignment.

We conducted our work in steps, some overlapping. The Working
Committee, or members of it, were actively involved in or reviewed the
results of cach step.  First, we formulated a work plan and
questionnaire. The questionnaire was pretested and then distributed
widely wichin the Burcau. Second, we prepared 5 detailed list of
persons to be Iinterviewed and began a continuous round of interviews
with them. 7Third, we obtained documents, electronic data sets and
other secondary forms and sources of information from Africa Bureau and
other A.1.D. emplovees. The materials were idenctified and collected
systematically; to ensure reasonable completeness, we consistently
requested such materials from all interviewees and as a part of our
gquestlionnaire procedure. Fourth, we observed persons use, creation
and distribution of information in the course of their work as : part
of familiarizing ourselves with the information envircnment in A.I1.D.
and the Africa Pureau. VFifth, we developed an inventory of documents
and an annotated inventory of key clectronic databases containing
information used by Africa Bureau persornel.

Fh -

Sixth, based on our initial interviews, questionnaire returns,
document veview and observations, we developed an analytical framework
to use in completing the assignment. The information used in the
framework was drawn from the Africa Bureau using the interviews,
questionnaires and other generic methodologies noted above. The
framewerk developed involved the following steps and processes:

o Specification of the key functions carried out by the
Africa Bureau in accomplishing its development
ohjectives;

o} Determination of the important decisions and supporting
processes within each key function;



o} Identification of the important information rejuirements of
each Africa Bureau Office in carrying out the key functions;

o} Speciflication of areas of information required in common by
more than one office and function. We then 1cviewed this
commonly uscd information and aggrepated it into
"information clusters.” The central characloristics of
these clusters were three: (1) cthe information within them
was used by more than one office to meet more than one
purpose; (2) the information within them was usually applied
to more than one of the Africa Bureau's impertant functions:
and, (3) the content of each tended to naturally belong
together (was cohesive), usually from the perspectives of
producers and users;

o} Identification of important inf. rmation scurces (documents
and electronic databases) for each information cluster;

o Identification of unmet information needs fovr each
information cluster;

o Assessment ol the unmet informaticn needs in each
information cluster. Our analysis briefiy described ecach
information cluster and noted the sources of information and
unmet needs for each cluster. We then examined and
characterized the unmet nceds of each cluster as to type,
determined the reasons for kev unmet needs, special problems
created by them, and special training and other implications
assoclated with resolving the unmet necds. In making this
analysis we characterized the unmet needs as (1) data are not
available and (2) data exists, but some characteristic of the
producer, us2r or information creates an unmet need related
to the data. Specific reasons for ummet needs included user
was unaware of the data; infcrmation was out of date,
incomplete, iraccurate, too aggregatecd, too detailed,
unsuitably defined. untimely, or hard to sccess: or the
information consisted of controlled/sensitive data that could
not be accessced when needed.

o Freparation of an outline of an information system for the
Africa Bureau which presented major data sub-systems needed,
describec possible rclationships among subsystems, made
suggestions for data handling and administration within the
proposed subsystem, identified issues to be dealt with in
further developing the
svstem, and set out next steps for the Africa Bureau to
consider in betizr meeting its information requirements.

Seventh, using the above analvtical framework as a guide, we completed
the activities within it to produce this final information needs assessment.
The findings, conclusions and recommendations in this assessment stem from
the analysis carried out in completing each element of the analytical
framework above.
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IT. AN OVERVIEW OF THE INFORMATION ENVIRONMENT
OUTSIDE AND INSIDE A.I1.D.

1

A. Information as a Resource

The gunorﬁt]on and use of information has increased dramatically
in vecent yecars for two reasons: first, the sheer quantity of
information has been expanding as never before: second, the development
of e¢ven more powerful computer/telecommunications systems makes it
possible to store and access pertinent information almost immediately,
The US has become an "information economy”. The average executive in
an organizaticn spends the majoricy of his/her time in processing and
communicating information. More than half of the US work force Lave

jobs that primarily involve information processing, i.e., documents,
reports, plans, inalvses, etc. Indoed the provision of information
has itsclf become a major busines 2

Information is now considered by many organizations to be an
cconomic resource--a factor of production as important as the
traditional {actors of land, labor, capital, and management. This is
because the possession and timely use of infermation can improve the
quality and value of output very substantially. For private companies
this can result in aach larger sales and better profit margins. For
public orpanizations it can mean the production cf better projects and
programs more guickly and at lower costs.

Information can be defined as data which has been processed to
make it move valuable to the organization. Data itself is raw
material--it can be manipulated and prccessed to create new knowledge

useful to the organization, i.e.. a resource. It is au input, like
labor and capital, that helps produce outputs. For ewxample, American
Alrlines extracts infermation on its frequent flyers from its
computerized reservation system (Advantage). It then directs specific
marketing promotions to these individuals Now widely copied by

others, this effort gave American A]lllnPS significant competitive
advanuagc during the initial phases of airline deregulation in the

1In101mat10n in this chapter draws not only on our current work
‘or the Africa Bureau, but upon assignments Devres has carried out for
other clients, espec1ally for PPC/CDIE, the Belize Ministry of
Agriculture, the AUPHA, and the White House. Sce, In particular,
Devres, Inc., Development Information in AID, Contract No. PDC-0085-1-
00-6095-00, Vork Order No. 8, November 16, 1987.

2The information business includes computer and software
manufacturers, telecommunications companies, information processing and
publishing companies, office equipment and systems firms, programning
services, related consulting firms, and the like.
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U.s.3 a large book publisher computerizes and puts "on-line” its tax
services materials to its legal and accounting clients, making its
service much more timely and valuable than those of its competitors
which continue to mail the traditional loose-leaf books to clients.
Sears Roebuck uses information in numerous ways to increase its
performance and extend its markets. For example, it monitors appliance
purchases made by each customer together with service plans and
maintenance calls carried out, thereby tracking for customers the
status of cach of their applizmces./J Major medical organizations like
Suburban Hospital in Bethesda, Maryland use information systems to
specd the entrance of patients and document patient activity during
each visit.

There are several categories of information. For purposes of this
report two broad categories--administrative and program information are
delineated. The first category assists in the internal control and
management of an organizacion. It consists ol such items as budgets,
technolopical support svstems, materials inventories, the status of
contracts, personnel vranks and assignments. This type of information
is essential to day-to-day organizational operations. The data needed
is primarily within and under the control of the organization and thus
fairly easy to capture and retain. It includes most of the routine
quantitative activities called EDP (electronic data processing) in manv
firms. This administrative information is well developed and widely
used in most large organizations todav. However, as noted throughout
this assessment, the advent of widely distributed computer power and
telecommunications in such organizations raises both new potential and
new problems in this information arena.

Program information, the secona broad category, includes items
such as technolcgical developuments, new project ideas, market
conditions, activities of competitors, reactions of customers and
clients, and use of evaluations to help design new programs and
projects. This program information (often called "development
information” in A.1.D.) is usually more difficult to organize and keep
current than administrative information. It invariably lags behind and
receives less attention by managers than administrative information.
This is mostly because it is less easily acquired or controlled. For
example, some of it is transitory and much of it is external to the
entire organization or to units within the organization. Those who
have such information, even within the same organization, often hold it

closely and do not make it easily available to others. Second,
sometimes this information is subjective, not easily quantified, and
applicable to overlapping purposes. It is not always possible or cost

effective to organize and keep current such information unless there is
an imperative demand for it by the organization. Yet in many ways this
development information is very important because it relates to the
very existence of organizations. In the case of profit-oriented

i
“Jaclkson, Ian, Corporate Information Management (US: Prentice
Hall, 1986), p. 6.

Z‘Jackson, Corporate Information Management, p.6.




companies, if they cannot relate successfully to their outside
environments they may ultimately collapse. In the case of non-profit
or public sector entities, the abseuce of such informaticn may make
their programs less productive and more costly than appropriate or

acceptable.

Any resource must be well managed to be most useful. Major
corporations und ovganizations that recognize information as a
significant resource have taken specific pelicy and organizational
steps to effectively manage it. Some mzjor corporations, such as
Mobil, American Airlines, American Home Products, FMC corporation,
Reuters, Japanese financial and trading firms, etc., concentrate very
hiard on managing their information resources. The top management of
such companies is primarily concerned with getcing necessary and useful
information to the vight place in the organization at the right time to
assist in making assessments and decisions. They are not particularly
concerncd with technical matters such as how computers operate,
although they do want to keep up with technological advances that make
information acquisition and flow more efficient.

These corperations Invariably have an overall plan or strategy
reparding the nonagement of information. This plan comes from the top-
-1t is discusscd and approved by the Board of Directors, the Executive
Committce, or the President or Chief Exccutive Officer (CED). Thus all
elements ol the corporation are aware that top management fully
recognizes the key importance of the information resource and is
committed to effective management of it.

The key objectives and concerns of such information resource
management cstrategies include the following:

o Integration of information with all other organizational
resources and use of information to help formulate and attain
strategic cbjectives such as expanded markets, greater
resource productivity, a higher quality of decision making,

better program formulation and implementation, a more
positive corporate image, etc.;

o} Enhancement of the organization's productivity and efficiency
in all its information handling activities, including
improving the integration of all human resources with the
information management services' responsibilities within the
firm; and

0 Integration of various forms of information (data, text,
image, and voice) and the media (carriers) of both analog and
digital information (paper. film, electronic, optical) and of
all parvicipating entities (nodes).

In many organizations, a senior manager or corporate officer is
usually given responsibility for the overall management of information.
This officer may have a title like Information Resource Director, ov
Senior Vice President for Information. He or she frequently runs an
organizational unit reporting directly to the CEO or his/her Deputy.

£
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In heavily centralized companies, most entities in the corporation that
collect and process information work for this executive. But such is
not the normal pattern. Large, worldwide corporations such as thosc
mentioned above contain many databases which operate autonomouslv, but-
-and this is the key point--substantial effort is riven to developing
common standards, yuidelines, and procedures regardineg the information
resource. These standards are typically set down by the senior
Information executive. S/he integrates and coordinites the various
databases (some companies have more than 50 major oncs, many minor oncés
and access to many more outside) through common policics, standards,
controls, and compatible equipment. All units must participate in the
system and shave in it--all are both contributors and users. Auditcs
and evaluations are conducted by the senior information executive
periodically to check performance and assure that all units are
perfoirmiry under the approved policies and standards. His/her office
also provides assistance, training, and technical services to all
units, keeps curvent on new knowledpe and expertise, and usually is

responsible for the corporation’s central database(s) .

B. Management and Developmens Informscion in A 1.D.

N.I.D. fs inundated with both administrative and program

( elopment”) information. To is cvervvhere--in every office in
/'d shington and in U.S. A 1.D.s overseas. 1t is provided and used

bv .1.D."s emplouvess, contractors, and consulicants ac all levels, by

dev eloping countries, by many different crganizations and by almost

every person 1nvc1v0d in development activities.

Administrative information has been particularly critical co
A.1.D. because of shifting foreign assistance policies and objectives
and the excensive personnel and management problems inherent in a
worldwide program. As A.1.DI.'s potential or available resources shrink
in real terms or relative to development neceds, management informazion
will become even more important as a means to incresse the eftficiency
of administtering development assistance. Such information includes
organizational and personnel data, inventories, budgets, obligations
and other financial flows, contracts, etc., and is maintained in such
computerized svstems as RAMPS (for personnel), COORs (contracts), and
otheirs. Some version of these impovtant systems have been established
for a longer time than related development information svstems
(although they do not vet meet everycne's expectations or needs, as
pointed out latcr). The information they generate is widely
disseminated and used by the Agency. The absolute necessity for this
tvpe of data is not questioned.

Development information is found in the forms of personal
experience, video tapes, oral histories, speeches. maps, proj-ct papers
and program reports, cvaluations, feasibility studies. technical
studies and reports, cvaluations, development strategv statements, and
a myriad of clectronic databascs. This information can be obtaincd
from individuals, private corporations, governments, A.1.D., the %orld
Bank, UN zgencies, the OECD, universities and a variety of other
organizations. It is in constant demand. It is used by A.1.D. as a
resource to be consulted because A.1.D. deals with great chunks of
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human knowledge and activities--e.g., agriculture, education, health
industry, transportation, business, banking and finance, trade,
national planning and policies

Administrative and development information is a resource of
considerable importance that is increasingly and concinuously being
tapped in the preparation and implementation of Agency plans, programs,
and projects. It needs to be available cons stantly in a systematic,
timely fashion. However, this degree of access to important
information has not been achieved fully, in the past or todov. 1In most
organizations, including A.1.D., timely access by all personnel to the
specific information necded to do their jobs well is a sought after,
but never completely attained, goal. Optimum achicvement of this

target depends on a mix of factors——rhe value of the information to
A.1.D., the cost of accessing it at the time and in thc form most

needed, etc.

For many vears there were no well developed formal svstems in US
foreign aid agencies to acquire, keep, and utilize such important
administrative and development information. Documents were fiied
haphazardly in office or personal fiies in Washington and abroad, or
left with contractors and consultants. Valuable knowledge often was
available only divectly from experts
v, awareness of the value of better administrative and
dCVJIOthﬂu information grew within some units of A.1.D. and systems
were established to have it available for consultation. Specialized
databascs were developed to organize, manipulate and make more

accessible kev administrative data. Development information beca
better organ Tcd too. During the late 1960's and 197G's, A.1.D.

i at
undercoolt ¢fforts to manage its development information more
systematicallv. 4 kev step was taken in 1975 with the approval of the
"Information as a Toal in Development” project. This effort unified
several ongoing information collection and dissemination programs
within the central technical bureau. Another significant step was
taken in 1984 with the creation of the Center for Development
Inrormation and Evaluation within PPC (PPC/CDIE).

2
[

There is some evidence that A.1.D. is not managing adminiscrative
and development information as systematically as manv other companies
and agencies. A.1.D. does not _.ppear to be as far along in developing
ar. overall system or network that enables usceful or critically needed
management and development information <o be at the right place at the
right time for decision makers. Montgomery Securities of San
Francisco, for example, talks of "information weapons”. Such weapons
are advanced information svstems that provide companies with strategic
competitive advantages by divectly increasing the productivity,
flexibilitv. and responsivencss of individuals, werk froups and entire

organizations. At the center of this concept is a new era of software
applications heavily networked, highlv intelligent and operated by
individual users. The technical foundation of this concept is found in
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present corporate information networks® thet already combine voice.
text, image and data at the work places of each relevant employee
(e.g., the Nomora Securities network in Tokvo).

Also, the preponderance of A.1.D.'s administrative and development
information functions serve technical professional staff. More
advanced syvstems constantly link top management with critvical
information that helps enable increased productivity, better management
centrol and improved decisien making at all levels of the organization
in carrying out overall strategy,

Managers are usually interested in results and in enhancing their
knowledse level to deal more successfully with their environment. The
information top organization managers need includes:

o Comfort information--a few daily notes on the existing state
of the oryanization;

o Internal operavions information--operating, financial,
strategic, control and structural data:

o Outside dissemination information--a report or speech to be
provided by a jwey subordinate;

o} Progress information--data about levels of achievement or
excellence in meeting goals, needs of clients or
beneficiaries, or concerns of sponsors or supporters:

o Problem information--about a crisis or important issue that
descrves actention and is of interest until the problem
fades:

o External iatelligence--type and level of progress of others,
technological break-through, changes in external political or
economic ractors, demand shifts for products or services, new
project ideas, vnropaganda by octhers;

o Early warning information--trigger or alerting data about
problems oy issues: and

o Decicion making information--indicators of the factors
supporting and not supporting changes in the situation being
reviewed and pros or cons of the decision being considered.

categorics 1. . and 8. Development information falls larpelv in the
last five catepories.  Some development data is transitory and havd to

Administrative inlermation is usually, but not exclusively, found in
1

AL

“Arnnid L Eeller, “The Rise of the Information Weapon, "

Infosvatens, Jupe 1487, p.20.

6Jackson, Corporate Information Management, p. 17 citing “Tools
for Building an EIS,” EDP Analvzer, vol. 17, No. 12 (Aug. 1979).




provide effectively with computer technology (which tends to emphasize
formal information sources and formats). Thus, information systems
aimed at top management have to svstematically integrate formal and
informal information sources into one network design (which
increasinglv includes telecommunications and computer technologies).

A.L.D."s present information system is not as cfficient as [t
could and hould bLe in providing information to its decision makers
world-wiae when they need it, including top management in Washington
and in the U.S.A.1T.D.s.  Some A.1.D. administrative cfforts. projects
and programs arve move difficult to undertake effectively as & resule
because personnel often are unaware of pertinent information, or muich
of it is not available in the right place at the right time in the
vight package. or thev arc not required to or choose not to consult it.
Certainly such  difficultics are overcome by A.1.D. staff on a dailv
basis.  Thev do spend the time and energy necessary o obtain

» o

information considered essential to their work, lowever, if g
information becomes too difficult or time consuming, A.1.D. personn

gotting
el

choogse to poet by wich what is available.
Enhanoed woopement of information as a crivical resource within

the Apency will Lelp overcome some of these difficulties, and this

information needs dssesament is an important first step by the aAfrica

4

Burcau in that direetion. o overall plan or stvatepy that focuses on
administrative and developrent infermation as a resource and asslgns
responsibilities, obligations, and duties for managing it to all parts
of the Agency will lead toward the improved management focus needed.

Adcute awareness by A T.D.'s top manarement of the value of

information in its own right and _as a means to increase the value of
£.1.D."s ather resources in achieviar development impact is vital in
this era of declining budgetary resources. Timely use of more of the
right information and better handling of information will enable more
development to be achieved with cach dollar of foreign assistance.
Sanyo Securities Comvany in Tokyo, for example, uses an integrated
information svstem, including artificial intelligence structures, to
forecast market trends. project exchange rate fluctuations and generate

iavestment advice. Itz communications/computer svstem has reduced back
office support requircemen to l2ss than one person per sales

ts
representative when most firms require two people to support each sales

representative.’

Information svstems in organizations evolve in complexity as
increasing numbers of users are preparcd to access data and information
directly. This end user "computing' is rapidly developing in
organizations--resuiting in a shared environment in which end users
program their own systems, enter and share data and have responsibilicy

'

7Chorafas, Dimitris, "Is the Competition Ahead! Then Leapfrog
Them,"” Computer World, July 20, 1987, p.57.




for their own applications.8 Such activities are carried out mostly by
staff who perform program duties independently of anv main data
processing group; yet many of their applications have important
departmental or interdepartmental uses” and need to be disciplined by
guidelines establishing appropriate languages, protocels,
documentation, control procedures and support of such cfforts. Many
of these end users also want to ve involved in the husbanding and
managemert ol the infermation relevant to their functions. These are
healthy tendencies. They are reinforced by the dispersal of
information technology in terms of personal computers and
communications.

Computcerized digital PBXs can interconnect telephiones, micro-
computers, volce mail and other equipment around the world. LANs can
internally link computers, graphics devices, fax machines and even PBXs
into integrated scrvices networks, resulting in distributed information
systems In which rapid user-to-user information transmission in voice,
data, graphic and written form is possible. However, these tendencies
toward the dispersal of information and functions throughout
orpanizations usually puts a strain on existing information development
and control structuares.  Organizations normally cope with this problem
by adopting plans, policles, and management structurcs that emphasize
lateral velationships. such as coordination, netwerking, technical
Interchange, liaiscn, ete., that fullv support development of a
disciplined and widely distributed information svstem that is highly

responsive to the needs of information users, including top decision

makers.

A.1.D."s administrative and program related information svstem is
evolving in .his manner. There is ever increasing interest in, and uce
of, databascs and computers (especially as younger persorncl who are
more “computer liverate” join and rise in the Agency). As within USIS
and as planpned with the State Department's FAIS, end use computing and
tclecommunications are being more closely linked within A.1.D. as they
aiready are in many corporate environments. The potential is great for
building upon thcse and related circumstances to substantially increase
the impact of all kinds of information on A.I.D.’'s overall effort.

8yhereas traditional centralized data center or time sharing
environments in corporations usually contiaue their growth, the end
user shared environment has been growing explosively in some. 1In one
oil company, for example, end user computer growth reached 12 percent
per month while traditional enviromments were growing at only 15
percent pey vear.  See Jackson, Jorvporate [nformation Monapemant, p. 10.

G o . .. . .
“See, for example, Spishak. Paul, "Program Decisions in aID: Using
Automation for Management,” Foreipn Service Journal, Vol. 64, No. 3

(March 1987), pp. 22-23.
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ITI. 1INFORMATION IN THE AFRICA BUREAU: WLAT IS NEEDED,
WHAT EXISTS AND NEEDS THAT ARE UNMET

Three key features of the infermation enviromment in the Africa
Bureau are identified in this Chaprer. First, by cffice and function,
we identify and describe the information requiremerts of the Bureau,
This analysis, parvicipated in fully by many A.1.D, personnel in the
Jureav, portravs what the Africa Burcau personncl cav they actually
need in the way ol information. Seccond, we identify and describe the
important sources of information (documents and clectronic databases)
used ov pessessed by the Africa bureau to support its work. This
analvsis, again participated in by many Burcau staif, indicaces what
the key Intormation is that the africa Bureau already possesses or
accesses.  Thirvd, we identify and describe the unmet information needs
of the Africa Bureau. Tnis analysis highlights arvcas where key
information requirements ave not being met fully in the Africa Bureau
by inforuwation alveady available or nonexistent.

AL Frameworlk for fdentif-ine Information Needs

To asscss information reguivements of the Africa Bureau in a
systematic way, we organized the opervational work c¢f the Bureau into
functional arcas. These funciions were identified and agreed to
jointly by the A 1. U, Working Committce and the Devres Team after
different combinations were considered. The designated functions
generally follow the work flow of the Burcau, As a result, some
categovies represent clear-cut and discrete arcas of work, which are
easily separable (Project/INPA DPesipgn and Implementazion: Management and
Administration), while others do not offer clear boindaries or overlap
with other areas (Monitoring and Evaluation).

A series of processes or actions undertaken by the Bureau were
identified for cach function. Ultimately, these processes were
generalized for all functions as: Initiate; review, approve: monitor:
evaluate; report,

For cach function and process, 4.1.D. staff and Devres team
members collaboratively identified key information needs to carry out
that process and function. In defining inforamation needs, an effort
was made to be as practical as possible. We scught to specify the real
information nreeded to carry out bureau's operational responsibilities.
Needs which were either so general as to be meaningless or so specific
as to be trivial were avoided.

The information needs for each function and process were developed
bv office. The office list used was:

AA - DP - Geop, Off - PD - TR/MDI - MGT - CONT.
Geographic offices were considered together, since they perform

parallel functions for a different grouping of countries and therefore
have similar information needs. Many of the specific information needs


http:requireeiir.ts
http:Chapr.er

were identified from the questionnairves and indivicdual intervicws
conducted by the team. To the extent practical, entries representing
information needs were cleared with the offices carrying out the
functions listed in the first column of Table 1.

This discreet ifdentification of Burcau information needs or
requirements, by function and office, resulted in a serics of matrices
which are presented iu annex 2. An example of the content of one of
the matrices is shown in Table 1. 1In assembling these matrices the
primary information nceds of ecach office of the Burcau and of the
Bureau itself were determined. Later in this chapter, we analyze these
requirements to identify key information areas used by many offices
and/or supporting many functions.

B. Descriprion of Functional Arcas and Kev Processes

Following is & summary of cach functional catepgory and the major
activities included under it. These functions, and their associated
processes. are the major development activities of the Africa Bureau
that need to he supported by information. Carrying out these functions
requires at least & minimum amount of information, and carrving them
out efficiently and with maximum development effect regquites timely,
high qualizy, carciully tailored information. Thus. they provide a
framework for determining the key informaticn reguivements af the
Bureau and, ultimatel, {or designing an improved information svstem
that directly supports the overall development etrate;y of A.1.D..

Catepary No, 1 Policv and Propram Planning, encompassee a variety
of broad activities ia the fields of policy and strategy planning at
the bureau, sector and country levels. Activities cover the 1) Bureau
Strategy process, 2) country strategies (CDSS), 3) Country Action Plans
and &) sector strategies, including Marketing and Investment and PVO

Pe

strategics.

Category Ne. 2. Program Budgeting covers all aspects the budgeting
and resource allocation process for the Bureau except for the OE
budget, which comes undev the Management and Administration category.
Activities include 1) Bureau and country allocations and such processes
as the AAPL planning cxercise, the OMB submission, preparation of the
OYB and the Congressional Frescntation; 2) implementation of the OYE;
and 3) monitoring ot local currency.

Categorv No. 3 covers the design, implementation and evaluation
aspects of project and non-project assistance (NPA). NPA includes
sector program grants, commodity import programs, economic policy
reforum programs and cash tvansfers. Activities involve 1) a range of
design action from scheduling through PID/PATP approvals, 2)
development of cuidance for project and NPa design/implementation, 3)
arrvangemencs for PPARAAD desipn and approvals and 4) lmplementation
backstopping,.

¢
1
{

Categorv Ho. 4 Moniterine and bFyvaluation, presented the most
difficult organizational problem, in that monitoring by definition
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tends to occur throughout any process. While evaluations, especially
project evaluations, traditionally come at prescribed points (e.g.
project mid-term and final evaluations), this process i¢ becoming less
formal and the timing more flexible, as a continuous process of ongoing,
monitoring is now being emphasized, with regular reporting through the
semi-annual Project Implementation Reports (PIRs). The alternative to
making M&E & separare catepory was to integrate it into each of the
other categories by adding monitoring and evaluation clements wherever
appropriate throughout. Several committec members felt that the M&E
function would tend to lose its identity if this were done, and it was
decided to retain Monitoring and Evaluation as a separate category.

Cateporyv No. 5. Management and Administration, comprises the major
elements of Burcau administration directed by the "'anagement Office and
AFR Controller. These include: 1) the formulation, review and approval
of the OE budget and travel budget for the Africa Burcau and its field
missions; 2) the assignment of personnel to positions in Washington and
the field; 3) the Burcau's PAR/EER process; 4) management of the
Bureau's information system, including equipment acquisition, data
management and staff training; and 5) oversight of Bureau audit
reports.

Category No. 6. Fxternal Relatjons covers 1) Congressional
relations and the legislacive process; 2) coordination with the NGO/PVO
commnunity; and 3) coordination with international agencies (World Bank,
U.N., etc.) and other donors, including a mutual exchange of
information on assistance programs.

C. Common Information Needs of the Dureau

Many of the information requirements identified in Annex 2 are
common to more than one office and/or function. That is, identical or
similar information is needed by more than one office for the same
function or is used by one or more offices in carrying out different
functions.

Examples of these common information needs are: deob/reob status
(used by DP CEOG Offices, P.D. and TR/MDI) to initiate OYR
implementation and benchmark achievement for strategic ohjectives in
the Bureau's action plan (used by DP and DD to review/monitor ta rget
performance). Each user of such common information may have a
identical, similar or unique needs, depending on his or her role in the
processes for which (he information is being used. These varying
requiremer.'s determine the characteristics common information must
possess to satisfy users vho are applying it in different ways or for
specialized purposcs It is principally because information used in
common does not hHVU the characteristics to meet all users’ needs- -
e.g., timeliness, accuracy, level of aggregation or disaggregation,
ease ol access--that unmet needs exist and problems arise,

Grouping commonly used information helps determine the relative
importance of cach information unit by identifying the frequency of its
use in carrying out the Africa Bureau's principal functions. The key
characteristics required of the information in that unit can be defined
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better when the purposes and users of the information are known. This
definition will help in determining how the data in the unit can best
be agpregated, organized, collected, labeled and disseminated to meet
the needs of the Bureau. The significance of accessibility to the
information by users other than the producer of the data can be
determined more clearly when the users and purposes of the information
are known. The mix of users may even affect which office is selected
to produce and maintain the data.

Determining the commonality of information requirements, while
helpful, is not sufficient to guide all information assessment or the
design of a management information system. ldentifying the perceived
or actual importance of the information needed is also essential. For
example, hipher level information items, such as country ecconomic data,
will generally be used by numerous offices and for several functions.
On the other hand, some very specific units of information, such zs the
date of a CN submission for a certain project, are of interest to the
Mission and several Bureau offices, since the project cannot be
authorized or obligated until the CN waiting period has expired. Thus,
comnonality neccds to be combined with judgement as to the significance
or importance of the information requirement to specific processes or
the overall work of the Bureau.

D, Development of Clusters of Information Requirements

The next step in our analysis was to group the many information
requirements of the Africa Bureau into clusters. We developed these
clusters for two reasons. First, the individual information
requirements of the Africa Bureau are legion and too numerous to
analyze individually in this assignment. Some logical and useful
aggregation of the requirements was necessary. Second, and much more
imporcant, an ecnhanced management information system in the Africa
Bureau will be developed around blocks of related information which
will enable improved information management and use.

Three basic criteria were used in determining information
clusters. The most important was the logical cohesion of the
information requivements. Economic data, allocations (OYB) and the
other clusters contain information of similar or like kind.

Frequently, but not always, the information is produced by or comes
from the same or similar sources. Logically, the information in the
cluster would be used for similar, although not identical, purposes.
Second, our clusters included information requirements which served one
or more offices. Third, the clusters frequently, but not always,
included information needs common to one or more functions.

The information clusters developed are shown in Table 2. For
pPresentation purposes, the clusters were grouped into four main
headings--external/background, financial, personnel, and strategy,
policy and program management. These headings are similar to the key
functions the Bureau undertakes in doing its work. However, they are
nct synonvmous. They are based on actual information uses as defined
by users, not on the functional organization of the Africa Bureau. A
sample information cluster is shown in Table 3.



Table 2: (Clusters of Information Needs in the Africa Bureau
of AID

External /Backsground

Economic

Sector/special interests
Privete Szctor

Other donor aid

5w~

Financial resources

Allocations (OYB)

Frecject Obligations and Expenditures
Local currency

Operating LExpense Budget

o~ O LN

Personnel res»ources

9. Direct hire personncl
10. Contreact Personncl

Strategy, policy and program management

11. Agency and Congressional policy
12. Bureau review and approvals
13. Mission program management



Table 3: Sample information cluster
Project Obligations and Expenditures

Office

Information Need Needed For Needed By
Country Pipeline Status OYB Implementation Frocess DP GO
Country Obligation Status OYB Implementation Process PD TR
Proj pipeline/mortgage status Address Imple. Problems bp

Undertake Cntry PIR Reviews DP GO

Sel. Imcr. Funding Levels DP GO ID

Project Level Mission Evals DP GO

Country Action Plan AA DF GO
Budget allowance status OYE Implementation Process DP GO
Brooke Amendment status OYB Implementation Process bP GO PD TR
CN/TN submission status OYB Twplementation Process DP GO PD TR
Deob/Reob status OYB Implementation Process DP GO

Address Imple. Problems DP
Mission’'s pipeline record Review,approval of PID/PATP PD

Negotiate ProaAp with HG PD
Mortpage data Authorization of PP/PAAD DP
Expenditure by project 0YB Implementation Process DP GO PD TR
Proj pipeline,/mortgage statuvs OYB Implementation Process DP GO PD
Dates of field authorizations Authorization of PP/PAAD PD
Timing info on field auths Nepotiate ProAg with HG PD
Timely field obligation cable Negotiate ProAg with HG AA DP GO



k. Information Sources (What Exists)

The information requirements of the Africa Bureau are being
supported by manv different sources and kinds of informaticn. These
include documents, electronic databases, maps, oral histories, video
tapes and personal experience. One of the most important sources of
information for Burcau cmployees is personal knowledge passed along
orally by colleagues.

As part of this assignment, the Devres Team inventoried the key
documents and electronic databases depended upon by Africa Bureau
personnel for their important information needs. A list of the
documents identified is vresented in Table 4. The documents list
contains 78 sources of information. These range from generic documents
such as CDSSs, Action Plans, ABSs and FPs which are used in every
country program in the Bureau to specific documents such as "Minisis in
U.S.A.T.D.--Now and Future.” In manv cases, documents arc produced
from electronic darabases. Where this was obviously the case, we have
included the c¢lectronie database as the source of the information
rather than the document(s) produced from the database. Of the
documents listed, 41 percent are produced within the Africa Bureau,
either in Washington or by U.S.A.I.D.s. A.I.D. itself produced all the

documents on the list. Kev docunents produced outside A.1.D. include
the Foreign Assistance Act, OMB's budget guidance, State Department
policy papers and spreches and various documents from ocher donors and

developing countries.

The elcctronic databases currently being used to support Bureau
activities are presented in Table 5 and in detail in Annex 4. The list
includes 127 electronic databases. Those databascs with en asterisk
are major one containing a larger volume of information. All key,
frequently used, databasecs brought to the attention of the Devres Team
are ircluded. Numerous cuterra) dxstabases sometimes used by the Africa
Bureau via CDIE are not listed in Table 5. These external commercial
databascs ave available to Bureau staff but are seldom accessed by them
directly. Data shects describing each database were prepared by the
Devres Team. A completed example of one of these data sheets is shown
in Figure 1. Annex 4 includes a data sheet for each database. All the
data sheets plus aun actual example of the output of each database is
available in a4 largpe notebook included in the working files supporting
this repore.

A substantial majority (39 percent) of the electronic databases
used by the Africa Bureau are produced by it as well. These databases
are used primarily bv Africa Pureau personnel. Of the databases
produced outsiae the Africa Bureau, moss are products of other Bureaus
in A.1.D.. For example, the African Bureau uscs numerous key A.I.D.-
wide databasecs such as COORS, RAMPS and PAIS. In addition, some A.I1.D.
offices have contracted with institutions to manage datasets for them.
The Development Information Svstem, which accesses bibliographic
information on A.I.D. projcct documents, evaluations and technical
reports is an example. Gther examples include the population databases
maintzined by John Snow, Inc. for S&T/POP.



TABLE 4

Key List of Documents and Reports by Producer

Name

Project Control Register

Briefing Book

Annual Budpet Submission FYxx
Congressional Presentation FYxx

PL4BO Title 1/11I Country Justifications
Approved Assistance Planning Levels (AAPL)
FYxx Deobligation/Reobligation Requirements

Obligation Schedule Cable
Request for Budget aAllowance

Executive Contact List for PVOs

Introducing MD1

Manual for Action in the Private Scctor
Private Sector Strategies

Regional Trade & Economic Cooperation in S.Af.

Country Invest. Climate Assess. & Priv. Sect. Survey

OIS Equipment Office location List

Action Plan

Annual Budget Submission (ABS)

Concept Paper

Country Development Strategy Statement
FYxx Private Sector Rehabilitation PAAD
Auction Program Support - PAAD Amendment
Mission Reporting OE Obligations cable

PFAR Cable Report

Program Assistance Approval Document (PAAD)
Project ldentification Document Facesheet (PID)
Project Implementation Report

Project Paper

Small Country Strategy Statement

A.1.D. Automation Review List
Automated I[nventory Management Syste
How to update CONDOR Files

Main Frame Svstems

Action Mecmorandum for the AA/AFR
PIR Summaries
NDocument Tracking Verport

Source

ANE

DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB

FVA/PVC/1PS

MDI
MDI
MDI
MDI
MDI

MGT

Mission
Mission
Mission
Mission
Mission
Mission
Mission
Mission
Mission
Mission
Mission
Mission
Mission

M/SER/IRM
M/SER/IRM
M/SER/IRA
M/SER/IRM

PD
PD/EAP
PD/IPS



Summary of [regional] PIRs

FIR Reporcting Cable

Project Authorization

PAAD (PP) Reporting Cable

PAIP (PID) Reporting Cable

Program Assistance Approval Documen (PAAD)

Issues Paper

A.I.D. Res and Dev Abstracts

A.I1.D. Dev. Info. Center Manual

COM Indexes: A.I.D. Project Reports
COM Indexes: A.1.D. Technlical Reports

Development Experience sbstracts
Directory of Dev. Info. Ketwork
Evaluation Occasional Papers

Fvaluation Report Acquisitions List
Y87 PPC/CDle Tnformation Service Stats

Management Asscescment: PPC/CDIE
Hinisis in USAID -- Now and Future
PPC/CDIE Bricfing Porcfolio
Program kEvaluation Discussion Paper
Program Evaluation Report

Project Impact Evaluation Reports

Research and Reference Services

Rescarch and Reference Service Monthly Report
Special Bibliograpiiies

Technical Report Acquisitions List

Doc. and Info. Handling Facility monthly report
A.1.D. Thesaurus

Evaluation Special Studvy

Program Design and Evaluation Methodology Report

FY:x Approved Assistance Planning Levels cable
Policy Papers
Policy DLeierminations

Briefing Paper
Country Fact Sheet

ARD Operating Procedures

FEWS Countrv Report

Indicators for Tracking AFR Bureau's Progress
Plan for supporting Ag Research...in Africa

Ag. & Rural Dew. Functional Review FY30-89
Projects which contrib. to the Ag. Prod Strateg

HPN Happenings

PD/SAP
PD/SAP
PD/SAP
PD/SAP
PD/SAP
PD/SAP

PD/SWAP

PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE

PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE

PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE

PPC/CDIE.
PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE

PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE

PPC/PB
PPC/PDPR
PPC/PDPR

SWA
SWA

TR/ANR
TR/ANR
TR/ANR
TR/ANR
TR/ANR
TR/ANR

TR /HPN



Table 5. EXIST'NG ELECTRONIC DATABASES
Name of Database (or Report) Acronvm
Population Information Program POPLINE

OE tfonthlv Oblipations

Budpet Analyeis ABSREV
Cperating Expense Summary

African Burcau Travel

Morithly Temparigen of 08 obl vz bud

ABS Comparison

AFR FYws Aps Submiission

Oblipation Mlan Py

CI'" vs OYL Tomparison Table

DA/ESF Countrv Allocations

Dev Assist. Country alloo

ESF Obligs by Category

AID/W Allew Koaovrv/Oblig

Econt Support Fund apportionment ESF Appor
Non-Proj, Sector ssst Lor SGAFR

FYxx Scctor Atuributions

Obligation Priorities/sllowance

AFR Regional Projects

Non-proi ~ssst for DFA

A102AF (OB

ESF NPA bv Scctors

Deob/Reob Status Report

Annual Budget Submission (Table 4) ABS
Pipeline Reports

Local Currency Expenditures

Est. Avail Funds by Appropr & BPC

East Africa Program & Preject Info
Forcign Exchange Svstem
Congressional “Ti Log

CN/Reduction in Funding

AFR Legislacive Update

AFR Lzgislation 9%9th Congress
SSA/DA/EAC Country Allocations

summary of Active and Proposed Projects (CP)

Country Basic Data CBDATA
Country Master File CMFILE

Indicators of Fcon. Policy Perform.

Thrtal Debt Service to USG-Sub-Sahar AFRDEBT
Total Debt Sve to USG-Sub Sahara TDEBT
Debt sve to USC by Indiv SubSaharan DEBT
Country Status File CAT3
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BY

PRODUCER
Producer
Census

CONT
CONT
CONT
CONT

T athls
eI

CONT
CONT

DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAR
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/P4L
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB
DP/PAB

DP/PAR
DP/PAR
DP/PAR
DP/PAR
DP/PAR
DP/PAR
DP/PAR



Name of Database (or Report) AcCronvin

ODA Commitments (DAC bilat & mulei)
bun & Pradstreet Credit Service D&B

FVA Program Support Summary
PVO Regiscry

Int. Dev. Rescarch Cur Database IDRC
World Bank databhase WB
World Development Indicators

Sector Assist. Fepert Svas (proposed)SARS
On-hoard stafi & space repore

Mission Accounting Control Systenm MACS
Proj Tmplementation Rpt PIR
Food for Peace Activities

Programmed OYHE; Unobligated Balance

Programmed OVB: Implementation Plan

Contract Info Myt Svstem {(designed) CIMS
N - (o)

Contracting On-Line ReportingSys CCORS
Boss Data Basc BOSS
Cunsultant Repistry Info Sys ACRIS

Gray Amcndment Analysis

Proj Imple Repor: Tracking System  PIRTS
Gray Amendment Contracting FYxx

AFR Project Tracking Svstem AFTRAK
Prej Data Inventory AFTRAK
Obligations Activity Report AFTRAK
Auth. Activity Report AFTRAK
Movrtgage Report: Proj & Nou-Proj AFTRAK
Project and NPA Pipeline ExpenditureAFTRAK
Document Tracking Svstem DTS

P10/C and PIO/T by fiscal vear
New Proj in Progress for AID/W auth.

Source Waiver Totals SOWUR
FYxx Ammendments, New Starts and Shelf Items
Project Implementation Reviews PIRS

PIR Summaries

Allotment Flash W-208 FLASH
Project Accounting Information Sys PAIS
Financial Accounting Control Sys FACS
Appropriation Allotment Rpt FACS
Completed Proj Assicc & Activ FACS
Country Financial Report FACS
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Piroducer
DP/PPE
Dun & Bradstreet

FVA/FFP
FVA/PVC

IDRC
IBRD
IBRD

MDI
MGT /HRM

Mission
Mission
Mission

M/SER/IRM
M/3ER/IRM
M/SER/OP
M/SEK/OP
M/SER/OP

0SDBU
OSDBU

PD
PD

PD/1PS
PD/IPS
PD/IPS
PD/IPS
PD/IPS
PD/IPS
PD/IPS
PD/IDS
PD/IPS
PD/IPS
PD/IPS
PD/IPS

PD/SAP

PFM/FM
PFM/FM
PFM/FM
PFM/FM
PFM/FM
PFM/FM



Name _of Database (or Report) Acronym
Rev Auto Manpower & Pers Sys RAMPS
Foreign Assignment System RAMPS
A1D Alpha Emplovee List RAMPS
Staffing Pattern RAMPS
Position AOSC List RAMPS
FS List by backstop, degrees RAMPS
Locator Report RAMPS

Categoriczation of ESF-OBL (estimates)

OYB
STOYB
PAIS
Flash
RAMPS
COORS
ACCT
TAB
TAR
TAB
TAD
AVD
DB1

O o

Develepment Infarmation System
Projects Databhase

Documents Database

Project suthovrity File DB
Special Proj on AFR AGR REs
Women in Development Database
Catalog

AFRBRD

Asia and Afvica Dev Bank DB

Microcomputer-based Dev Info Sys

Economic & Social Database

Approved Assistance Plomming Levels

OYE Fy=x
Ooligation Szhedule
AFR,/SA Oblipations

Actual & Lst Obligations in SADCC

Attributed Cost Pop CAs by FY
Tracler for IPPF Projects
Tracker for Iln-country pop act
Tracker for UNFPA projects
Countrv demopyvaphic variables

Sahel Fyxx OYB tracking schedule

On-board Staff -+ Space

DIS

DIS PROJECTS
DIS DOCUMENT
D1S PROJAUTH
DIS SPAAR
DIS WID

DIS BANK
MICRODIS
ESDB

CACOST
IPPF
PPD
UNFPA
wDs88
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Producer

PFM/PM
PFM/PM
PFM/PM
PFM/ Pt
PFM/PM
FFM/PM
PFM/PM

PPC
PPC
PPC
PPC
PPC
PPC
PPC
PPC
PPC
PPC
PPC
PPC
PPC
PPC

PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE
PPC/CDIE

SA
SA
SA
SA
SA

ST/POP
ST/POP
ST/POP
ST/POP
ST/POP

SwWA
SWA



Name of Database (or Report) Acronym Producer

Worldwide Exp/Obl & Pipeline Info TR
FY89 CP data CP89 TR
FEWS: Famine Earlv Warning System TR
Travel Funds Mo toring Svstenm TR
PLABO Recipierts 14909-86 PL48BO TR
Project data from mainframe MFDTA TR

ANR Obligations from DFA TR/ANR
Management Information Svstem TR/ANR
Functional Informatior Svsten FIS TR/ANR /PA
Consultants Roster TR/ANR/PA
AIDS Reported Cases to WHO AIDS TR/HPN
AIDSA & ALIDSE TR/HPN
AIDSDAT TR/HPN
Cereal Production in MT CEREALS TR/HPN
AFR Health Project Data HPD TR/HPN
Midyv=ar Population Ests. 1969-86 AFRPOP TR/HPN
Demopr. & Health Indicators AFTRENDS TR/HPN
Worring Budget by HPN project ABS TR/HPN
Personel Database PERSONNEL TR/HPN
PIR System TR/HPN
Obligation Performance Report TR/PRO
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Figure 1: Sample Data Sheet for Electronic Databases

EXISTING DATABASES

Data Base Name:; Producing Office: 1D:

Opevating Expense Summary (FY8Y0E); AFR/CONT; 3

Descriprion:

Data Contained:

Control:

Manager: Michael Rogal, AFR/CONT, phone 647-8365
Developer: !Michael Rogal, AFR/CONT, phone 647-8365

ardware; Sofitware: Accessibility:

Source Documents: Reporting Frequengy: Issuing Office:

1. Monthly Gbligation Cables:; Tield Missions

Usage/Reporting: Frequencv: Distribution:

1. Mission Allowance Cables Quarterly; All Field Missions.
2. Advice of Budpet Allowance Quartcrly; FM/GCAD-AFR/CONT prepares
them and FM/C28 authorizes and issues.

Related Data Bases: Producine 0f{fice:

1. FY Budget Analysis; vearly; AFR/CONT

Update Schedule Achieved:

Quarterly

Comments:
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A relatively few databases used by the Bureau are produced
entirely outside A.1.D.. These inciude the World Bank database (WB).
Dunn and Bradstreet Credit Service (D&B), the Population Information
Program (POPLINE) and varjious databases from Canada's International
Developuent Research Center (IDRCY.  CDIE, working on behalf of Africa
Bureau pervsonnel, frequently tap iuto these and a wide variety of
additionnl cemmercial, bibliographic, business and d]l((t“vy databases
external to A.T.D. to obtain needed information. Some iadividuals in
the Africa Burecan also access certain of these same databases

Manyv of the electronic data sets identified in this assipgnment
reproduce specific tables from existing Agency or outside documents.
For example. o person mav keep an electronic version of a specific
table tfrom & Mission ABS submission. The “davabase” is uscd to keop
cract of modifications in numeric data as the programming vear evolves,
The majority of the Africa Purcav’s informal dats sets is kept on
Lotus . Most are creatoed by rhose requiri ne the data tor specific
purposcs, especially to monitor and casily report numeric data. Almost
alwavs, these infermal datvabasces are shared and contain adata wore up-
to-date thon that In official agency databascs.  Frequently, these
informal data sets present information in a different way than the

©

~fficial Ancncy databases

In addition to the numeric data contained in databases preduced or
used by the Africa Bureau, some users kecp textual material. For
example, lists of firms whlch meet certain criteria, such as Grav
Amerdment Status, ave kept,  Lotus spreadshects may also contain some
textual inform:tion., Projeect cempletion dates or comments on specific
numeric data are cxanples.

S

F.oo o Umer Informartion Needs

The ultimate measure of good informanion is its value to
individual wusers in fulfilling a particular purpose. To be useful,
information must be timely, accurate, complete, and specific to the
furction. t must also be available and easily accessible. From an
efficiency perspective, it should be non-duplicative., These traits are
interpreted by the uscer.  The usefulness of information diminishes to
s definition of these

-t

the entent it docs not meet the user
characteristics.  Information can be less useful because the sources
themselves are poor, the methodology for collecting the information is
incomplete, or the needs of the users are dissimilar.

To identify possible inadequacics in the Africa Burcau's
information environment, we asked a substantial number of Bureau staff
to identify drcas where their important information needs were not
being met fullv. These unmet inforration neceds were collected from
four sources:

o} Responses to the questionnaires, which posed the question of
unme t needs;

o Team intorviews with more than 40 Bureau staff members

L2
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o Memos directed to the team by those who wished to emphasize
special problems with obtaining certain kinds of information;
and

o) T servations of the Devres team of information needs of
' ican Bureau staff persons.

Personnel within the African Durcau indicated tnat & wide variety
of unmet information needs exist. Over 200 specific unmet necds were
reported to the Devres Team. These ave listed, by information cluster,
in Anr.x 5. A syaopsis of the most lmportant of these unmet needs is
presented In Chapter TV where they are analyced. A sample of these
unmet necds, as reported by Afvica Bureau personnel, is showsn in Table
6 for one information cluster. Needs listed as unmet are often based
on information which clearly cexists and which should, at first glance,
be available to uvsers. However, the high degree of frustration
expressed by users in obtaining routine data to perform standard, high
priocity work indicates that the cfficacy of information souvces cannot
be taken for granted.

There is no single reason why a parcicular information need might
be viewed as unmet. Lt is rare that the information simply does not
exist, although in sowe cascs crcat effort would be necessary to obtain
and analvze 1t. However, there are pumerous cases in wnich information

~ Tt

is simply nct available, thereby leaving an information “gap

Generally, however, an ummet need arises from an information
requirement which has been only partially met. This parcial meeting of
needs can arise in many wavs. Fov example, the producer of information
is usually the primary user of the information also. Such a
producer/user will find the pervticular information produced useful,
while others using the infermation see it as inadequate. This
inadequacy may result when secondary users seek to apply the
information to another, slightly different, purpose. They may require
more accuracy, timeliness, or detall than the producer/primary user.
ample, a difference in training or initiative may enable

As another o
one uscl can mect his or hev information needs and another cannot.

In maling this analvsis we chavacterized vnmet infoimation needs
as (1) data existe, but some charvacteristic of the producer, uscr or
information creates an unmet need related to the data, and (2) data was
not available. Specific reasons for ummet needs in Category (1)
inciuded: User was unaware of the data: information was out of date,
incomplete, jnaccurate, too agpregated, too detailed, unsuitably
defined, untimely, or hard to access; or the information consisted of
controlled/sensicive data that could not be accessed when necded,

Reviewing the totality of ummet needs reported by Burecau staff at
both the operating and executive levels indicates that accessibility to

existing information is the preatest constraint, Put in its most
simple form, pcople know or believe the information they nceds exists,
but it is not organized or made available to them in a form which makes
it casily accessible and most useful. Most Africa Bureau staffl are
busy and frequently under explicit and severe time deadlines. These




Table 6: Key unmet informaticn needs
Project Obligations and Expenditures

KEY UNMET NEEDS

Pipeline analysis including liquidity rates
PATS not current enough

Non Project Assistance not in PAIS
Obligation status not current

Sector breakdowns of portfolio not complete

Expenditure data not current

FLASH: oo appgregated

Project authoriration dates and amounts out of date
Accurate, updated W-214

LOP not in PATS

PACD often not current
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circumstances do not always permit extensive searches for specific
pieces of informaticn. Many people noted they work around this problem
by doing the best they can with the information at hand or ecasily
accessible from regular sources. The result, they claim, is that they
frequently use data which they know is out of date, incomplete,
inaccurate, tco apgregated or too detailed for the purpose at hand, or
not grouped properly.

This "accessibilicv” category of unmet information nceds is very
large, as the data In Annex 5 show. Considered from the vantage point
of information as a increasingly important resource, the existing
information enviromment is somewhat comparable to a personnel systeim
that fills various Burecau positions with staff whose skills are out of
date, incomplete, too refined, or otherwise inadequate. The Apency has
tried hard to make certain this does not happen in the personnel area
by sceking to match the correct direct hire or consultant with ecach

£
job.

Information orpanization and wanagement in the Bureau, already an
ongoing «xevcise, can be enhanced in the same way as can perszonnel or
financial management to improve the impact of the information resource
on achieving ayency objectives. Given the extent and nature of the
unmet needs in this broad category of accessibility, there is both need
and potential to lwprove the information envivonment within the Burcau
ourh such improvement, to bving about preater productivity of

and, uvhr
already available Burcau resources.

Africa Bureau staff also pointed to some important information
gaps--areas where data needed or desired by them were not available--

which create imporrant wnmer information needs. FKev gaps cited

included:

0 Country and regional performance and trend data (e.g.,
social, economic, political, environmental);

o U.5.A.I.D. program effectiveness ard impact by country and
region;

o Aggregate program by sector data;

o Aggregate information on food-aid and food needs for

planning;

o Personnel data on special experience by sector (e.g.,
drougnt, locusts, etc.);

o] Sector/special interest performance data (e.g., A.I.D.S.,
small business by country and region; and

o Qualitative information on other donor assistance.

While the number of gaps cited in Annex 5 are not as extensive as
those ncted in the accessibility category above, they are of pivotal
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importance to the Bureau. They go to the heart of trends in Congress
and the Agency to document country-wide, regional, and sectoral
development progress and to improve management of A.I.D.’'s total
resources. To close these gaps will require a clear understanding of
what is necded, vesource allocation--especially at the Mission level--
toward obtaining the information. and enhancement of the existing
information svstem to organicze and make the information available to
Bureau and ather AT D, staflf and cxecutive officers.

G. Anailvtical Framework for Analvsing Unmet Needs

An appropriate analveical framework for assessing unmet
informatic: needs is to view information through the prism of purposes,
users, procuccers, and sources (sce Figure 2).  These four basic
clements form a ciered framework with purpose being the overall driving
force. followed by users and producers. The source of the information
provices a base for the framework., In a single user svstom,
inforamation is produced from defined sources, for a particular
function, for a specified user. The user and producer arc often the
same. Relationships are well-defined and the quality of the
information iv dependent primarily on the quality of the source and the
produccr. There is only one user perspective.  When a system becomes
multi-user, relationships become more coamplex, and the quality of the
information bocowes much more dependent en the perspective of the

various usors.

In Chaprer IV, which follows, key unmet information needs of each
information cluster identified in this Chapter are analyzed to
determine the nature of the unmet need, the reasons for it and the
implications of the unmet need for Bureau performance and improved
management information systems design. This analysis of unmet needs is
undertaken in the cortext of the overall information requirements of
the Bureau as set out in Annex 2. That is, the functions, processes,
Burcau offices and information requirements fov each information
cluster provide the backdrop for the analysis of nnmet needs for that
cluster, The analvtical framework of purposcs, users, producers and
sources noted above is uscd in analyzing unmet needs for each cluster.
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Producer

Structural
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Figure 2:

Information System Interfaces
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IV, ANALYSIS OF INFORMATION CLUSTERS

A, Overviaw of Clusters

In the analysis of the thirteen clusters, siy clusters emerged as
being high priority because they had high levels of unmet needs. (Sce
Figure 3.) Other information clusters are important to the overall
functioning of the Bureau burt, apnarently, people have less trouble
getting information in those clusters.

Of the six priority arcas, five are a problem because the Bureau
must get information from outsiders--from other Burcaus within A.I.D.
or from organizations such as the World Bank. Interviewers claimed
there arce few problems petting information from the Missions. It may
be easicr to pet irformation fror Swaziland than it is to get it from
Rosslyn.  The sivih priority cluster fucuses on the Burcau itself.
Thiz is information both generated and used within the Bureau for the
review znd approval process.
At the end of this section, the seven information clusters with
low unmet needs are discussed, though in less detail than the high
priority clusters., A complete list of all information needs, the
functions the information services within the Bureau, current
information sources (databases and reports) and unmet needs is given in
Annex 5. Table 7 provides an overview of unmet needs by clusters,
reasons, and implications for efficiency, effectiveness, and decign.

B. Analvsis of Clusters with Major Unmc' Needs
1. Cluster: Project Oblipations_and Expenditures
a. Descripntinn_and Sources

This cluster of information enables the Bureau to
monitor the financial status of Missions, programs and projiects. It
includes i1nformation on project pipelines, mortgages, and funds which
have been moved from one project to another (deob/reob). Current and
accuratce oblipation and expenditure data are very important in making
the best use of liwited budget resources. Poor information in this
arca can vesult in lost opportunities to reoblipate money for Agency
priorities. This information is used primarily to implement the QYB
and as an indicator that Mission activities are proceeding on schedule.
Further detail on specific information in this cluster is presented in
Figure 6.

The informavion in this cluster comes from numerous sources--the
AFR Project Tracking Svstem, the Project Account Information System,
the Cbligation I'erformance Report and others noted in Figure 6. Over
twenty cxisting databases arve maintained by varicus offices within the
Bureau, but primarily PD/IPS and DP/PAB. The PAIS and the FACS, both
produced by FM, are the major reports produced outside the Bureau in
this cluster. (See Annex 5 for specific databases).

44



08

1a1sn|o AQ spaau uonrWIOJUL }OWLN PBIEYS T 31nBjy

‘pajJodes spaeu jowun oN L/

lsqunN

0§ ov og 0c ol

191sn|) AQ spasN uoewWIO U} JaWIUN palels

18UjQ ® DSd i2enuo)

LRI REL 1L

196png esuedx3 ‘sedp

L, A>ueuiny |esd07

sainjipuedx3, 61190

(8AQ) suoneso|y

slouoq 19Y4lQo

L/ 401325 ojerlld

}1seJojujeldedg

dlwouos3

Ao0d "Bucy/KoueSy

16y weiboid uois s

aaciddy metaey

45



9%

INFORMATION USES

Aiddress Implementsation
Problems

Review, approvatof PiD/PAIP
Authorlzntion of FP/PAAD
OYB Implementaticn Process
Hegotlate ProAg with HG
Undertake Country ZIR Reviews
SeiectIncrement Funding
Leveis

Project Level Liisaion
Evaluations

Counlry Aclion Plan
Authorizntion of PP/PAAD

—

i
|
(: Country Strategies
. l PL-480 Leveis
i
|
!
|

Proaram Budge! Strateqy

Budget Aliowance Statux
Counfry Plpeline Status
Country Obligntion Status
Project plpeline/mortgage
atntus

Brooke Amendmant status

INFORMATION CLUSTER

CH/TH submiscion status
Deob/Reoh Status ‘

Iisslon's pipeline racerd
Expenditiira by project
Dates of f1ald
agthorizaticns

Timing infrrination on
Held authorizations

A

PAIS not current eriough
NPA not in PAIS

Obligation slalus not current
FLASH: too agyregaled

UNMET NEEDS

k Pipaline analysis including
liquidity rates

LOP notin PAIS

PACD often not current

Deoh/Rerh Status
Project authorization
dates & amounts

Accurate, updated W-214 a .

Figure 4: Cluster -- Project Obligations

and Expenditures

f
i

MAJOR INFORMATION
. SOURCES

AFR Project Track System
(AFTRAK)

Froject Datalnverntary
(AFTRAK)

Obligation Activity Report
(AFTRAK)

Authorization Activity
Heport {AFTRAK)

Project and HPA Pire
Expetience (AFTRAK)

Ailotment Fissh W-208 (FLASH)
Obligation Perfsrmance Report
Project Account Information
Sysism {PA!S)

Wotridwide Exp/Ob! & Pipe
Information

Financial Account Control
System (FACS)

AFR/SA Obligations

Snhel FYxx OYB track schedule
Activity and Estimate
okligntiona in SADCC
Appropriation Allotment
Report (FACS)
Comp.Project Astistance
and Activity (FACS)
Country Financiai Report
(FACS)

Working Budget by HPN
Froject (ABS)

Deob/Reob Status Report
Pipeline Reports



http:P.ob!n.ob

The primary source of information is the Missions. It comes to
A.T.D./Washington by cable and, quarterly by U101l reports to FM. In
particular the PAIS veport velies on UlOls which are used by the
Missions to report their expenditures. UlOl forms arrive at FM in a
continuous stream as funds are expended but are supposcd to arrive no
later than the first of the quarter. Because FM enters the UlOls
periodically in batctes, the information is often out-of-date. The
PAIS is printed when FM determines that ULOLl reporting from Missions is
almost complete, sometimes substantially after the end of the reporting
period. The PAIS for the period ending June 30, 1988 was reportedly
received in AFR in caxly Qctober. FM is the source of all official
obligation and expenditure data,

b. Unmet Neoeds

The Project Obliration and Expenditure Cluster had the
highest number of wnmet needs of the 12 analvzed. Specific detailed
unmet needs are reported in Annex 9; Figure 6 presents a summary of the
most important unmet needs in the Projest Cbligations and Expenditure

area.

At least 75 percent of the reported difficulties in this cluster
concern reporting by FM and the PAIS report. The major concern was
that PAIS is not curvent enough {or making Bureau budget decisions. It
is alefo incomplete for AFR decision-making purposes.  Tha PACD is often
out-of-date, and LOP inforwation ig not included. Poth are important
to interpreting the pregress of a project. All fourceen information
needs in this cluster (see Figure 4), were reported by at least one
person as being unmet.

O

The PALS report shows unexpended obligation fipuves for every
project by country. however, scveral pecple from difierent offices
reported pipeline information as an unmet nced in interviews and
questionnaires. The reasons cited vrnlate to completeness and
timeliness. Low project expenditures and high balances in themselves
do not necessarily denote a problem project. The age of the pipeline
may provide an answer, or an explanations of specific implementation
delavs which may have caused a slow disbursement rate. The latter
information is not always casy to obtain. A thoroughly prepared PIR
might contain it, but this report is produced only every six months and
the pipeline situation is not necessarily addressed directly or in a
systematic menner. In many cases, reasons for slow project
disbursement would have to be determined from a review of the project
implementation status snd then estimates made on likely disbursements
over the next six months from projected activities indicated in the
PIR. Most Pureau officers have ncither the time nor the inclination
for such a probe on a regular basis. When specifics are necded quickly
to explain o Jarge pipeline in a certain project to the AA, often the
only praciical solution is a phone call to the Project Manager at the
Mission. A number of Burzau staff would prefer better pipeline
rveporting to upgrade the Burcaus’ in-house ability for pipeline
analvysis,
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C. Reasons

These information difficulties exist essentially because
FM (the PATS producer/manager) does not consider the Africa Bureau to
be a primary client for its information. Therefore, M gives low
priority to making the PAIS it the neceds of users in the regional
bureaus, Staply put, wmuch of the information critical to Bureau
decision-making is not important to FM. A contributing reason to the
unmet necds in thic area is that there exits no formal feedback
mechanism for cicher ~orrecting inaccurate data or informing ¥ of user
needs,

Another limitation is that the PAIS report and most FM reports are
circulatved in hard copy. Whils seme information can ke downloaded, it
requires computer skills which are bevond the level of most Bureau
staff. Nor does FM encourage people to access its data.

d. Implications

‘ecause they cannot obtain up-to-date information from
PAIS and other FM reports, many people have created their own databases
which they update by plione and cables from the field. They ase their
own unofficial, but current, figures for Burecau reports, and staff
update their cwn files at different times. The ey result is that
obligation and cupenditure figures often are not consistent among, FM
and AFR reports. Burcau ad hoc databases are not usually checked
against official ¥ figures. nor are the sources reported alony with
the figures so the reader can interpret them accurately,

Having many different obligation figures with varying degrees of
currency and completeness used in reports has lead to a high level of
frustration within the Bureau and complaints by senior management. It
also has lead to less than complete and curient reporting to the
Congress, and project managers may miss deob/reob opportunities for
lack of current informaction. The result is that considerable cime is
spent trying to get recent datc from missions by phone or cable.

Any future management information design must at a minimum «ddress
the development of a producer/user interiace between the Bureau and FM,
Formal and informal mechanisms for user fecdback will need to be
created. The PAIS report--as a summary report--cannot met all needs,
Other reports may nced to be developed for more detailed information.
This entails information standards for reporting and the clear
assignment of responsibility for producing the information.

2. Ciluster: Allocations (OYER) including PL.-480

a. NDescription and Sources

The information in chis cluster enables the Bureau
to distribute fuads among Missions and programs. It is used primarily
for the Bureau budget allocation process, the budget submission co OMB,
and for preparing the annual Congressional Presentation. It is also
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very important in tracking Bureau performance in regard to
Congressional ecarmarks and special sectors. See Figure 7 for
additional information uses.

Almost thirty existing databases provide information to the Bureau
in this cluster. Most of these are managed from within the Bureau by
DP/PAE.  Project information comes from the Missions. Other inputs
pertaining to budget allocations, OYB availabilities, and sector
attributions come f[rom LP and the Geographic offices in
A.T.D./Washington. PAB 1s also the main user of allocation and OYB
data, althouph it is also used by geographic offices, TR, and PD. A
summary of information needs, sources and unmet needs is shown in
Figure 5.

b. Unmet Needs

The problem in this cluster is not one of availabilicy
but of accessibility in a relevant, comparable format. Half of the
identified unmet needs in this sector concerned the lack of relevant
OYB information brol¢n down by sector, special interests, and tegions.,
(See Annex 5 for a complete listing of stated unmet information needs . )
Because there are many different constituents for the reports
(Congress, Agency top manapement, special sector monitors) the basic
information is viewed through various prisms. However, it is accounted
for on a strict financial basis without regard to special needs.

A seccond difficulty is obtaining current CN/TN status information.
Burcau staff cupress g need which is not fully met for current
information on dates of submissions, date of expiration, iaformation on
whether a CN is required, and a schedulce of when a prospective CN will

be submittced. CNs are prepared by the respective desks, monitored by
DP/PAD and logged by LEG vhen transmitted to the Hill. DP/PAB produces
a report which tracks CN/TNs. Date and status information is included.

However, despite this current svstem for tracking CN status, staff
report practical difficulties in obtaining up-to-date CN status,

c. Reasons

One of the main reasons for unmet information needs in
this area is the multiple uses and users of the informa~ion. Agency
strategies and policies are usually carried out at the *ission level,
but some projects receive central bureau funding for special sectors.
Some special sectors overlap, a project may benefit more than one
sector.

A second reason is that much of the pure accounting data comes
from FM. As with Project Obligations and Expenditures, FM has its own
agenda and is not particularly concerned with the various information
cuts required by Bureau staff. Again, there is no formal feedback
mechanism to convey information requirements and limitations between FM
and the Bureau.
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d. Implications

Since OYB data are not presented in formats that are
suitable for all types of decisions which AFR staff wust make, cuff
records are created to suit the specific needs of different users.
Problems of double attribution arise in breaking out the special
interest inform: tion. Conpressional "carmarks” camotr be cffectively
monitored without knowing the scatus of an account. Mot having
reliable figures on remaining spending in a particular sector makes it
difficult to meet scctor targets. Significant staff time is lost in
individually calculating cuts on sectors, NPA and centrally-funded
projects.

The lack of precise, currert information on CN status makes it
difficult to moritor the authorization/obligation procsss. If not
maintained electionically with broad access by Desk Officers, D, TR,
and others, ohligation delavs can ocecur

Any Informiation svstem providing nformation in this cluster will
have to deal with cost/benefit srade-offs to determine at what level of
aggregation and tapging the information will be reported. 1In essence,
what is the lowest informational common denominator where the benefits
derived still euxcecd the costs of collection and maintenance.
Producer/user interfaces will necd to be developsd between FM and
Bureau users.

3. Cluster; Bureau {ropram Review and Approval

a. Descrivtion and Sources

This is the most complex cluster of information needs
within the Burcau and involves the plans (Action Plans, strategy
documents, Project Papers, and evaluations) which the Bureau and
Missions prepare and approve for planning and implementing programs and
for monitoring the c¢ffectiveness of those programs. 4 good deal of
qualitative information is required to assess the effectiveness of the
Burcau's program. See Fipgure 6 for additional detail on information
needs and uses in this cluster.

Almost half or the sources of information in this cluster
originate outside the Bureau. Only one-fourth is generated by Bureau
offices in Washinpton. The remaining fourth comes from the Missions.
Almost all the sources of information are heavily qualitative and
difficult to quantify. Strategy papers, project papers, and evaluation
reports come from the Missions and ave largely descriptive in nature,
CDIE provides most of the outside reports including project
evaluations, indexes to technical reports, and briefing portfelions.
Interestingly, mest of the information is text, and a substantial
portion in available on-line, either in full text or abistract form.

The information is generated by the Missiens and by the Bureau itself.
It is used by all Bureau Offices. Annex 5 provides considerable detail
on specific sources of information in this cluster.
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b. Unmet. Needs

Timeliness and accessibility are major issues in this
cluster. Bureau staff have trouble locating current cvaluation
reports. Country data is scattered, in some cases difficult to access,

in others accessible, but lengthy and time consuming to dipgest. Almost
half of the expressed unmet needs in this cluster dealt with locating
scattered, but avalilable, information. (Sce Annex 5 for derailed

comments from respondents on unmet necds in this cluster.)
Accessibility is the kev concern in this cluster. Usable information
is iraccessible because partial information is available in various
places, communication among uscrs is not sufficicent, or people lack the

training to access the information. People complain that they waste a
great deal of time tvving to locate information and putting it into the
form they need.  Lateral communication (electronic, written and oral)

within the Burcau is not enough to promote the smooth exchange of data.
Information Is available, but people waste time " running up and down

the hall” or on the phone looking for people or reports which can help
them,

ivaluation is a major initiative within the Burcav. Its
importance is also apparent in the clusters on Economic Data and Sector
and Special Interests. Interviews suppest that the need for
information to monitor the impact of rrograms is already acute,
especially with senior management and TR, and it will become more
important to other ofifices in time. This is a major information gap.
Currently, project officers in Washington complain that they do not
receive on a svstematic basis many evaluations performed in the Ffield.
They need project evaluation and rescarch reports which will enable
them improve their monitoring of projects in progress and to design new
or follow-on activitics.

CDIE is a repository of evaluation reports, but Burecau staff do
not take full advantage of it. The complaint is heard that much of the
CDIE material is not directly relevant to current evaluation needs
because it comes from projects which have been ccmpleted and that it is
harder to obtain information on current projects, which are often more
germane to new project issues. Some Bureau staff note that because of
its structure, CDIE is reactive and responds mainly to phone calls and
requests. This comment, however. reflects a less than full
understanding of the services CDIE offers. It is also said that the
manner in which CDIE files are set up often does not fit the specific
needs of the Burecau without significant data manipulation.

Cables are an essential source of data, yet they are not logged or
indexed by recciving offices, other than to track action responses.
They are retrievable only by number or date. In addition, most offices
maintain daily chron files, but because of the volume of cables, they
are not retained more than a few days. Cable subject files are
maintained unevenly and are usuallv centralized, making access
inconvenicent for most users. Project-related cables are microfiched
but central maintenance discourages regular access by PDC's and others.
Cables are not identified as an essential input form, so that FM cannot
use them to input data. Since project cables often contain much
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qualitative information, desk officers and PDOs often act on them
directly, but because they are not logged, tracking is difficult and
time is lost searching for carlier cables.

Some unmet needs are very specific such as more systematic filing,
an improved wav to deal with the volume of cables received by the
Burcau, and a means to include in AFTRAF country program information
where a project number had not been assipned.  Annex 5 has a complete
listing of unmet nceds reported by individuals contacted.

C. Redsons

The source of many of the information problems in this
area is the importance of qualitative, textual data in the decision-
making processes of this cluster. This kind of datva is more difficult
to incorporate into o transporvable database. As a result personal
communications becomes much more important.

Burcau reviews of evervihing from CDSSs to project papers are
facilitated by qualitative informatisn on the overall country program,
host yoveriment performance and mult L-vedr statistical dava to
establish tvends.  Most of this is subjective informavion, based in
part en judgments by those who report it throupgh the CDSS, PIRs,
various valuations, and ad hoc cable veporting. It is often difficult
to form a meaningful qualivative country overview from these multiple
sources, even for the Burcau staff working regularly with that country
and even move difficult for others further removed.

The Burcau cwrrencly considers text documents unsuitable for
electronic datshases and thercefore it is not abstracted. Most of the
information for burecau reviews comes in as text and is reorganized into
other text reports.  Documents must be sorted through and information
extracted, oiten retvped since text is usually not accompanied by
floppy disks. Additionally, it is difficult to know all the people who
need to see a particular report. Since the information is not on-line,
or in a central place, Burcau staff spend time trying to find the right
information,

Burcau staff often do not take advantage of available data because
they have little free time to become acquainted with existing databases
and learn what others are creating. There are no users groups, brown
bag lunches, or data basc registries to help users learn what is
availablc and how to access it.

The shece volume of cables makes them difficult to manage. Since
there is no abstracting and limited logging, relevant cables are

physicallv difficult to find.

d. Tmplications

The two major implications for the efficient and effective
operation in this scctor, are time spent in gathering information and
the reduced quality of decisions because of incomplete information,
Ongoing projects are monitored and future projects planuned less
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effectively with a greater cost in staff time. Both of these are
difficult to measure quantitatively, but are reflected in the
frustrations of Burcau staflf trving to gather information for decisions
and decision-makers, and recipients of the information who wonder at
conflicting and incomplete information. (See comments under Stated

Unmet Information Need in Annes 5) .

dove cpliesic on and elearer expectations about interactions
hetween inforeation producers and users will need to be established for
improved distyibntion of information. The level and means of user
access must be addressed with appropriate training.  For example if
more information is provided through central diatabases, training in
accessing those databases will be required. The cost/benefit of
abstracting cables and reports for cireulations will need to be

we i phed.

4. Cluster: Sectors and Special Interests

a. Deseription and Scurces

Information in this cluster is external to A.1.D. and is
Important in planning scctor stratepics, determining hov funds will be
allocaz~d, and iu evaluating projects at the Mission and the Bureau
level. It is taking on increasing importance as indicatvors of impact
for the DFA funde are put into place. Information on health,
population, ecducation, political environment, and country priorities is
essential for planning e¢ffective 4.1.D. interventions. Figures on
agriculture production enable the Bureau to plan ics PL 480
distribution. Food aid will take on a more important role in Africa
and the need for information in this arca will increase. See Figure 7
for additional details on information uses in this cluster.

Much information on agricultural issues including periodic
updates, comes originally from the World Bank, FAO and USDA; Bureau
staff access this information from in-house databascs. Over half of
these databases are maintained by TR within che African Bureau. They

contain information on population, A.1.D.S, FEWS, and PL48O recipients,
(For complete list of maior databases in this area, see Annex 5, For
J

1 program impact, TR needs a reliable source of data with
comparable statistics across countries. The FEWS project will pgenerate
considerable data to enable predictions of agricultural production.

monitoring

FVA is currently the procecssor of all information on food aid.
They get their information from a variety of sources such as USDA on
the availability of commodities, contractors on costs of shipping and
dates of shipping and expected arrival, and from Missions on projected
needs and commodity impact. FVA has hired a contractor to design a
data base for them but it may be a while until the system is fully
functioning.

b. Unmet Needs

In all areas socio-economic data on Africa tends to be
spotty, incomplete and at least two years old. Some of it represents
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estimates by Host Government or expatriate experts. However, it is the
best data currently available and is used as such. Two main
information gaps were reported in this information cluster. The first
concerns agricultural data from the World Bank and FAQ related to
country agricultural production by crop, including multi-vear figures
for vrend analvsis, commodity trade {igures and food consumption data.
In particular, TR nceds this information te monitor the impact of its
programs and to plan for futwe programs.

The second, is the absence of 4 Food Ald data base. While a new
position has been ereatved in the Burcau to handle food aid information
and the creation of a data base is in process, paps curren:zly exist.
Timely, complete information on PLASO obligations, shipments,
deliverics and cxpenditures is a cerious weakness. PIRs now require
the reporting of food aid, but so far the consistency of the reporting

has been unevern,

The creation of an effective food aid data base in the AFR Bureau
is a high priority, but its effectiveness will depend on obtaining high
quality data from FVA.  AFR staff are frequently asked for information
on food aid by citizens aroups, lobbies, the Congress, and the press.,
The information usually has to be picced together with phone calls to
various offices in FVa and perhaps U.S,A.T.D. Missions., FVA is
supposed to produce a monthly status statement buat has been unable to
satisfy basic Information needs on food aid within its present
reporting.

Despite these two information gaps, and spotty source data for all
sectors, 1t is noteworthy that the interviews and quescionnaires
indicated that needs in all major sectors except agriculture appear to
be met. A.I1.D. has apparently effectively tapped external sources nof
information for scectors such as health, population, and education to
the satisfaction of Bureau users. However, it is recognized that
adequate data by country and region on recent special interests such as
A.T.D.S and child survival is not yet available and must be considered
an unmet need.

c. Reasons

Source data in this area is often spotty under good
conditions. It is difficult to gather accurate statisties in any case,
and the third world environment and infrastructure make it more
difficult. Because of poor sources and broad subject matter, multirple
sources must be usced to gather the information. Problems of
comparability occur,

d. liplications

both food aid and agriculture are areas of major
importance for the Bureau. Because of the increasec emphasis on
program impact snd food aid, the importance of agriculture information
in AFR development strategies w.ll increase. It will become increasing
important to have solid information on which to base policy and program



decisions. Without pgood databases, time spent gathering up-to-date

information will increase dramatically.

Design implications in this sector are pressing because the design
of a major component--the Food Aid database--is in propress. Because
FVA is outside the Bureqdu and vesponding to many users, the Purcau must
concentrate on communicating its particular needs to FVA,  The Burcau
is in a pood pesition to have an impasct on this eritical uscr/producer
interface. A sccondary dmpijication for design in chis arca, is the
need to identily kev data requirements and potential sources. TIn

particular, with a coordingied and svaetematic effort, some of the

missing data could be collected by the Missions.

5. Clunter:  Leonomic Tuformatrion

cription and Sources

This cluster includes all the background information on
economic conditions within « country which are essential for developing
AFR Burcau policics, as well as strategies for carrying those policies
out. It also provides country background information for A.1.D.'s
planning process which is required for preparing offective development
strategivs at a sector, country and Burcau level. (Sce Figure 8 for
detalled information necds).

The neca for this cype of information is incrers ing. Economic
indicators are uscd more and more to monitor the effectiveness of AFR's
overall program. While currentlv the information is used mostly for
program and project desipn, under the DFA funding legislation, funding
levels will be based on chanpes in cconomic, social and other
performance indicators. As the DFA monitoring system is put in place,
it will form a central part of the Bureau's monitoring system,

The information for these databases currently comes primarily from
the World Bank and IMF, mostly in hard cop, though some is available on
diskette, where it is re-entered into PAR's data base. Most Bureau
staff access this information through PAR's databases. All but one
major internal database in this sector is produced by DP/PAR. World
Development In'licators produced by the IBRD, is one external database
used directly within the Bureau. PAR is working on presenting summary
cconomic data in the most useful format for Bureau users. CDIE
currently also has a data base on Social and Economic Indicators which
is updated monthly, quarterly, semi-annually and annually depending on
the source of the data. However, interviewees do not report using it,
CDIE's Fconomic and Social database also provides information in this
catepory.

One individual in PAR has total responsiviiity for the maintenance
of economic databases, This can affcct the availability of the data
1f that person is unavailable. Reports are produced in hard copy cu
request, See anncex 5 Tor further details on -he sources and
information needs in this cluscer.
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b. Unimet Needs

Accessibility of this information is the principal
problem. Databascs are maintained in the Bureau and elsewvhere in
A.1.D., but koowledge vegarding them is not sufficiently widespread.
Althouphi AFR/DP/PAR manapes databases with country economic
information, the Geographic offices and PD indicate that they do not
have access to simple one or two papge summaries of the economic
indicators for cach country or region. These data are available but
not currently grouped in this kind of summary form. People within
the Burear are appavently unaware of the availability and countent of
these databases and most Tack the expertise to dccess these databases
effectively.

Information in this sector is often not in the format required by
the user, and needs to be managed before being usable.  Bureau staff
comments in interviews indicate a need for more current and comparable
information on cconomic conditions in countries, and better, more
direct access, into ocutside datahases.

c. Reasons

As alluded to above, Burcau staff are not sufficiently
aware of the infoirmation which is available and often do not have the
training necessary to access it for themselves. Access to Burcau
uatabases is too dependent on specific individuals. There is not an
institutional body-of-knowledge sufficiently widespread.,

A second reascn for unmet needs in this area is an inherent
limitation in pathering the iaformation. Economic databases have their
weaknesses with respect to completeness, timeliness and accuracy.

Since most data is at least two and a half vears old, inferences to be
drawn by these statistics may be overtaken by recent political or
economlc events.  Significant data gaps occur in all scctors,
especially information on private investment and the business sector

i, in o many African countries. Gaps are sometimes filled in
by estimat.s from govermnment or expatriate economists whose biases and
assumptions iaflucnce the accuracy of the estimates. Because of these
limitations, as well as restricted access to the data which is
produced, wup-to-date, relevant country economic data is still reported
as a not fully met need, but the availability of basic data in a useful
format is improving, largely through the e¢fforts of DP/PAR.

now cmevsing

R =l

d. Implicatiors

Incomplete data for project planning and decision-making
is the primary impact of unmet needs in this area on Bureau
effectiveness and cofficiency. Some of these nroblems are beyond the
control of the Burcau. However, there are ¢! ar unmet needs which the
Burcau can alleviate in future management information designs by paying
careful attention to user training and outreach mechanisms and to
identification of key data needed and potential sources in the field.
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6. Cluster: Direct Hire Personnel

a. Deszcription and Sourcues

Information in this cluster concerns direct hire A.I1.D.
personnel and comes {rom PFM/PM. The information is used to determine
whether Missions are adequately stalfed to manape proposed new
projects, to determine new assignments, and to locate individuals.
Almost all personnel reports oripinate outside the Bureau, penerally
from the RAMPS databasce, maintained by PFM/PM.  Twoe personnel reports
originate within the Bureau by TR/ZHPN and MGT/HRM respectively (See
Ammex 5 for additional details.) The main source of personnel
information within the Burcau is the AOSC and Staffing Pattern which

are published by M from the RAMPs data hase. Access Lo RAMPS is
controllca because the Privacy Act restricts its use. While this
information is ¢ntirely within the Agency, it is cxternal to the
Bureau. Sue Figare 9 for more information on the cluster.

b, Unmet Needs

Lack of current information is the primary unmet need in
this cluster. There ave numerous complaints about the RAMPS reports
being out of datce. Examples of people changing assignments that do not
show up in the Staffing Pattern for three months arc not uncommon. The
Staffing Patter does not indicate the "as of” date for which it is
current, making it difficuit to judge the relevancy of the information.
There were several requests amorg those interviewed to know planned
changes as well as actual changes in assignment.

Th, PD. and the Geegraphic Offices have trouble getting current
information on staff availabilities. Thev nead to know where people
with specific skills are assigned and when they are available for
transfer. Personncl information regarding special skills or expertise
which would help fill sector or special inverest needs, such as drought
or locust connrol expertise, is not available in any systematic way,

Some information is collected, but not available to Bureau staff.
Concerns for individual »nrivacy prohibit full access to the RAMPS
database. lowever, even non-confidential information such as staff
assignments and availability is not accessible on-line by Bureau staff.

Another problem is information about the travel schedule of Bureau
staff, as well as when Mission staff will be in A.T.D./W. Although
visitor lists are sometimes circulated, they are incomplete and mary
people do not see them in time to be useful.

c. Reasons

Information needs in availability and qualifications of
Agency personncl are unmet because of three basic reasons. First, the
information comes from outside the Bureau. The issue of finding ways
to make othev Durcaus responsive to the information needs of the AFR
Bureau is once again vaised. Second, the need for confidentiality
complicates accessibility and makes PM more guarded than mright
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otherwise be the case. Finally, PM updates the database in a batch
mode so staff changes are not available on a continuous basis. The
effect is that the posting of individual changes (perhaps very
important to certain users) can be delayed pending batch updating.

Travel schedules, especially if done manually and circulated in
hard copy, posc a logistical problem in that they change frequently and
often quickly. 1In addition, for lower level staff there is no assigned
responsibility te produce a travel schedule.

d. Implications

Since current information on staff assignments is
difficult to obtain, those who need the information develop separate

databases. SWaP, SW, and TR/HPN have created their own personnel
databases. The time and effort involved in matching a qualified
candidate with o job wvacancy increases because information is not
available. Efforts are often duplicated.

Without adequats information on travel schedules important
opportunitics for coatact and exchange of information with the field
may be lost. Knowiap travel schedules would enable people in
Washington to take advantage of visits from field staff to quickly and
effectively while they are in town. Much time is taken up trying to
plan meetings or schedule activities when personnel travel frequently.

C. Summary_of Seven Other Clusters with Fewer Unmet Needs

In contrast to the six priority clusters with major unmet needs
analyzed abov:, seven other clusters with significantly fewer unmet
needs are summarized briefly, covering the main areas of cources/users,
analysis and implications of unmet needs. Listed below are these
additional clusters in approximate descending order of their unmet
needs. Annex 5 provides more detail and supporting information on
these clusters.

1. Cluster: Mission Prorram Management

a. Description and Sources

This cluster is closelv related to Bureau Review and
Approvals since they both concern Burcau programming. However, Mission
Program Management is on a more micro level and relates mainly to
information generated by the mission in connection with program
planning cocuments and project design and implementation documents. The
Mission is the primary source of information, although much of the form
the information is received in is a result of Bureau and Agency wide
policies.

The main users are Bureau offices including DP, PD, TR and the
geographic desks.
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b. Unmet: Needs

While most major documents, including the CDSS, ABS,
PIDs/PAIPs, PPs/PAADs and PIRs receive wide and timely circulation 1n
AFR/W, some deficiencies are reported. These include the lack of, or
an inadequate CDSS synopsis, non-receipt of quite a few project
evaluations undertaken by Missions, exciusion of PL4SO monitoring
information in the PIRs and failure to forward Projeat lmplementation
Letters (PILs) systematically for use by PD and the desk.

At the qualitative level, little objective information is
available on the cffectiveness of the country program as a whole or its
long-term impact on the host country cconomy. This is especially true
of information to assess the effectiveness and impact of non-project
assistance. The Burcau’s evaluation program is examining ways to
address this information gap.

(o Reasons
Since all of this information exists in suitable form at
the Mission, the problem is one of access and should be correctable by

improved dialogue between the mission and its desk in the Bureau and PD
backstop.

d. Inplications

To the extent that important mission documents are not
readily available in A.1.D./W, additional time and effort must be made
by Bureau support staff to keep up to date with program and project
status in the missions. Towards this end, one senior Bureau officer
suggested the creation of a combined database presenting a synopsis of
essential program data contained in the CDSS, ABS, Action Plan for
emphasis countries and eventually all countries.

2. Cluster:. Private Sector

a. Description and Sources

This cluster is an emerging information need in A.I.D..
Recent emphasis on the private sector, including privatization, hac
increased the demand for information on business conditions in
developing countries. Typical of the kinds of information found in
this cluster are the rolc of host country government in industry, laws
regarding foreign invescment including profit remi-tance, laws
governing competiticn, licensing, taxation, labor supply and relations,
and foreign trade. In short, this is the information any business
person would scek prior to investing in a developing countrv.

The sources of the data come primarily from non-A.1.D. and non-
government sources, including private corporations and commercial
banks, international organizations such as the World Bank and IFC, and
host country institutions promoting investment. Dun and Bradstreet is
one example of an outside database.
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b. Unmet ! eeds

MDI is currently the prime user of this information, but
as initiatives develop, other offices like TR, PD and the geographic
desks will increasingly need this type of information.

Most necded both by MDI and potential investors is information on
the country investment climate, corperate and personal taxes,
incentives, labor resources and laws, protit remittances, price
controls and foreign exchange controls. Much of this information
exists in outside databases. However, as a relatively new office, MDI
is in the process of targeting the kind of private sector information
it will nced to carry out its mandate.

c. Reasons

Since emphasis on domestic and foreign private
investmenc is relatively new, host country institutions for developing
this information are only in the formative phase in most African
countries. Information pertinent to countries in Africa is often
scattered and dirficult to pull together.

d. Implications

The current lack of reliable data in such basic areas as
business climate and host government policies on investment impose a
constraint on the attracting private investment. Increasing
development through private investment will require that investors have
a reliable source of business information.

The Burcau is in the process of refining its information needs and
access methods in this area. Any future information systems design
will not only need to call heavily on outside databases, but will also
have to define clearly the data required, when it needs to be collected
by #.1.D. itself, and how it will be distributed.

3. Cluster: Contractor Resources

a. DescriniLion and Sources

A good bit of the Agency’'s work is carried out by
cuntract personnel, either employed directly by U.S.A.1.D. as private
service contractors or through consulting firms. Information on
contractor performance, technical capabilities, and means of access
through IQCs is contained in this cluster.

Information on agency contract personnel is maintained by
individuzl missions, the M/SER contract office and for minority
contracting, the OSDBU. Databases include the COORS repcrt and the TR
consultant database. Principal Bureau users are MGT, TR, PD and the
geographic offices,
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D. Unmet Needs

Contractor information is reported to be inadequate at
all levels. The central COORS report is not complete or up to date and
does nct cover sub-contracting. Reporting from the field on numbers of
contract emplovees is inconsictent and unreliable (e.pg. some missions
report only PSCs, others U.S. institutional contractors, and some local
national contractors). The identification of independent consultants
for design and evaluation work is hapharzard and often by word of mouth
(although recently TR and PD have developed consultant databases).
Reporting »n minority contracting to meet Gray Amendment requirements
is also reported to be incomplete and deficient.

c. Reasons

A primary reason for the unmet needs above is that
reporting contractor information is a low priority, both in Washington
and in Missions. Other pressing activities simply force contractor
information reports to the bottom of the pile. Also, there is no
requirement to submit adequate contractor data. 1f it is not done
there is no grave consequence. Even the information itself seems not
to be very important. Another reason for the unmet needs cited in that
there 1s no standardization of contractor data. Criteria for
clagsifying contractors and for reporting their activities are not
clear. Even contracting offjcers report similar contractor information
under different headings. Some, for example, report women owned firms
as 8(a) companies, while other report them as Gray Amandment Firms
only. Data entry error is another reason for some of the difficulties
with this information cluster. Finally, the scattev of contract
information all over the world makes it difficult to array contractor
data so that information is timely and categories of data are reported
appropriately by all Missions.

d. Implications

Not having an adequate system for reporting contracts
means that A.1.D./W does not know the total number of contractors
financed; country comparisons are invalid because of different
standards of reporting. Vagueness in the reporting of contractors
gives rise to what several people have called "shadow staffing”,
especially as direct hire ceilings continue to decline in the field.
Incomplete reporting of minority contracting may have the effect of
understating compliance with Gray Amendmert targets; reporting of
individuals as firms under Gray Arzndment targets may have the opposite
effect.

4, Other Donor Programs

a. Description_and Sources

Most information on what other donors are doing in
Africa comes from a combination of the annual OECD/DAC publication on
Technical Cooperation and its donor-by-country tables, the UNDP's
Development Cooperation Reports (DCPs), and bilateral contacts between
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A.1.D. and the other donor. Main users are the missions, DP/PPE, the
geographic desks and PD. Qualitative data on other donor programs is
seldom available at all and not in any systematic or comparative way.

b. Unmet Needs

The principal complaint Is that reporting is out of date
and incomplete. Specific data on technical assistance is particularly
hard to come by. Information on general development a-sistance is also
difficult to obtain, as is food aid assistance.

c. Reasony

A principal reason for the unmet needs above is the low
priority given by all donors to carefully reporting their assistance
activities to each other. If this need was filled, the benefits are
difficult for some to perceive. Since many more important development
acrivities neced resources, including the time and encergy of development
professionals, few are allocated in this direction.

Another recason for these wmet information needs is that some
donors are reluctant to release information on personnel
qualifications, cxperience levels and salaries. This makes it
difficult to obtain technical assistance information from them.

Some of the difficulties experienced in acquiring food aid
information (in addition to its being a low priority activity for most
donors) arise because most food aid activity is not included in
standard development assistance information flows and organizations.
Funds other than typical development assistance and entities besides
central development agencies are frequently involved.

d. ITmplications

International efferts at donor coordination have
improved stzadily over the years, but some gaps still pers:st, which
may result in occasional duplication of assiscance or in unawareness of
useful research and technical studies undertaken by others,

Good information in this area is dependent on the presence of
solid, cooperative relationships among donors. Mechanisms to establish
information sharing must first exist before designing an information
system in this cluster.

5. Manapement of Operatinpg Expense Budget

Management of the OE budget is internal to the agency and
should be treated consistently by operating bureaus. Aall AFR offices
and missions nead OE budget information, and it is generally available
on a timely basis. However, some analysts would like to sec more
detail, such as unit costs, or a different cut, such as merged data on
country program figures, OE budget and mission staffing on a single
table. While not everyone would need such a breakdown, with the
increased flexibility provided by the creation of automated datahases,
users will be able to manipulate data to provide this kind of
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combination. Perhaps the main user of OE data, the Bureau Controller,
noted that there is no pipeline reporting for the OE budget since it is
one-year money which is quickly disbursed. It would be useful to have
a better system for analyzing NE expenditures againct the original
budget.

6. Aroncy and Congressional Policy
aArency And.

Current legiclative information, Congressional action on
special interests, as well as agency policy guidance in the program,
personnel and budpet arcas are part of this cluster. Some
questionnaires indicated that this kind of information is hard to
obtain on & timely basis, giving rise to suggestions for the creation
of a databasec on legislative actions which affect the agency.

7. l.ocal Currency

All local currerecy reporting comes from the Missions and is
published in hard copy by FM quarterly. DP, which maintains its own
database on local currency, is the main user of this information, along
with the peopgraphic desks and TR for the projects it manages. Most
other bureau staff have little use for local currency reporting, but
some of those who need it have indicated that wownld like to sce more
detail on the sources and uses of local currency, as well as a
breakdown by sector.

D. Imwportant. Information Gaps

Several important information gaps were identified in the course
of this analysis. Each of these gaps were treated as an unmet need in
the discussion of the information clusters above. In this section, we
briefly review all these information gaps together te highlight their
significance.

1. Country and Regional Pevformance and Trend Data (e.g.,
social, economic, political, environmental)

Country and regional performance and trend data comprise
another information gap. How healthy is the economy? What are trade,
budget and production trends? What is the trend in infant mortality?
What is the performance of Government with respect to certain policy
reforms? Substantial pieces of this type of information are frequently
not available for individual countries. Nor is it available for
comparisons across countries. Frequentlv the data that is available is
cld, making assessments of country performance difficult.

2. U.S.A.T.D. Program Effecziveness and Twcact bv Country and
Regicn

Effectiveness of U.S.A.I.D. country programs refers to
implementation of the cmoothness wi.n which planned projects and
programs are carried out. The nuts and bolts of expensive rates, CIP
disbursement, personnel arrivals, contractor activities and other
actions undertaken by U.S.A.I.D. in the development program of the
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country make up the measurable data in this area. Effcctive
implementation of this totality of activities is difficult to measure;
it is very subjective. Also, there is little overall evaluation data
on effectiveness of country program implementation. One result is that
Mission programs tend to get a "reputation.” Some are good programs.
Others nave a reputation of not being good programs. However, these
perceptions seldom are supported by sound documentation.

Another information gap identified is lack of country program
impact data. U.S.A.I.D. projects are implemented, but what overall
effect do they have? What progress are we making? This information is
needed, especially in some sectors, to assess the performance of
A.I.D., other donors, and the country itself. It is particularly
important as A.1.D. moves progressively, toward a performance based
system for programming. At present, such impact inforumation is

piecemeal or in some cases non-existent. Information about some
aspects of NPA implementation status and impact also is often not
available. A key example is information about CIPs. One often must

call the Controller of the Mission responsible for the program to
obtain up-to-datce GIP information. This information gap is especially
significant because a CIP and other NPA is frequently a large portion
of a Mission's portfolio.

3. Apprerate Program bv Sector Data

Program data by sector is frequently an information gap.
This is especially true in agriculture where multi-year, country and
regional data by crop is not available. Project by project data
usually exists, but overall sector information often does not. This
makes it difficult to look at sector progress as a whole.

4, Agprepgate Information on Food Aid _and Food Needs for y¢lanning

Although substantial food aid information exists, a gap
remains in the aggregate information on food aid and food needs for
planning. A.I.D. is developing a food aid database which it is
anticipated will help close this gap.

5. Personnel Data on_Special Fxperience by Sector (e.p.. drought
or locusts, etc.)

A.1.D.'s personnel system does not enable identification of
individuals with special expertise needed elsewhere in the Agency.
This information gap precludes matching personnel resources with
critical needs as in times of crisis.

6. sector/svecial Interest Performance Data (e.g.. A.I.D.S.
small husiness by Country and Region

Sector performance measurement and comparison data is
difficult to obtain for more than one country. Thus, an information
gap frequently occurs when attempting to assess the performance of many
sector/special interest activities.
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7. Qualitative Information on Other Donor Assistance

An information gap exists regarding qualitative information
about other donor assistance. Frequently such information is not
available and cannot easily be obtained. Donors give reporting such
information low priority; some consider certain data--such as that
involving technical assistance individuals--to be scensitive.

E. Structural P'roblems Resulting in Unmet Information Needs

Underlying many of the unmet needs discussed above are basic
structural issucs which must be addressed in any future desipn «ffort.
These issues arise from factors external to the information itself,
principally at the interface between producers and usecrs and between
sources and producers. A number of these structural problems, issues
and questions stem from the recent growth in the Bureau of both the
number »f computers and the volume of information available and needed
to perform the Burcau’'s work. These factors relate te the practical
aspects of work performance and administration, rather than to the
content of the information itself. The team’s observations are
described below.

1. Insufficicnt Accountability of Information Producers/manasers
to Users in the Africa Bureau

A.1.D. has an Agency-wide problem of inadequate information
access that results principally from insufficient accountability of

data producers/managers to data users. First, the guidelines for
producers in jenerating information for users are unclear or non-
existent. Second, lack of a formal feedback mechanism between

information producecrs and users., clearly supported by Agencv top
management, prevencts necessaryv interchanges between user and producer

in several kev areas.

a. Unclear guidelines

Reports and information in A.I.D. and the Africa Bureau are
often developed by one user/producer and distributed to others. This
inevitably entails the need to take other user requirements into
consideration when gathering and developing the information. However,
the Bureau is not sufficiently organized and staffed to provide
standards and guidelines to support this process. If each person
creates his or her own data base, it will be designed in exactly the
format and level of detail that person needs. When a second user taps
into that data base, it is likely the format or level of detail needed
will be slightly different from that of the first user. Since the
Creator uses the data, s/he has a special interest in entering data
quickly and accurately. S/he may take less interest in making program
changes for other users, especially when busy professionals are
involved. The problem is compounded when those who create and maintain
data bases are noc users of the information at all, as is the case with
FM. The timely entering of data is of much lower priority and creating
imaginative ways of displaying the data may have no priority at all.
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The person who produces or maintains a data base may need to take
on the responsibility of adding dimensions to the array or presenting
it in slightly diffevent formats. However, within the Burcau, this
responsibility is rarely a recognized one or part of that person’s job

descriycion. For busy professionals, this means that other user needs
go unmet even if small chanpes would increase the usefulness of a
report to other users. FEven with technically sophisticated computer
specialists who design and maintain systems, there is no mandecte t©n
increase access to less sophisticated users. They are apt to ignore
the capabilities of their colleapues and create a dependency on
technical staff to access the information. Even within the Africa

Burcau, data bases in TR and PAR are not fully used because they are
maintained by skilled computer programmers and other stat® cannot
access them without help from the originator,

b. Lack of formal feedback wmechanisms

Structured interchang: s between producers and users of
information also are necessary.  These interchanges could result in
modifications to reports which would satisfy information needs better
without incurring additional costs. Four of the priority clusters are
probiematic because the Africa Purcau must depend on sources of
information outside the Burcau. The Burcau depends on Agency sourcas
for personnel, financial, evaluation reports and food aid inform:tion.

The Bureaus which produce this information are gencrally not eager
to share their databases with others for a variety of reasons. The
Personnel Office worries about complying with the Privacy Act. =M does
not consider the regional bureaus to be principal clients and does not
even use some of its own reports, such as PAIS. FVa is reportedly
designing a system for its own needs but has not taken into
consideration others who may also neced the information.

One of the most maligned reports in the agency is the Project
Accounting Information System (PAIS) report from FM. 1Its contents are
critical to project monitoring and routine decision making about
budgets and project status. The details of complaints about the PATIS
report are discussed elsewhere, but the problems with the PAIS report
highlight an imnortant issue of data base management and
accountability,

M sces their main clients &s the GAD, OMB, Treasury, and the
Congress, nct the regional bureaus which depend on FM reports for
cfficial obligations. The PAIS, and its cousins the FLASH and the
W-209 and ¥-211, do not give people in the Africa Bureau the
informatior thev need in a timely and reliable way. Yet, there is no
wmechanism, formal or informal, for Bureau dissatisfactions to be made
known to FM or to provide FM with a wandate to be more responsive to
the needs of the regional burcaus.

FM staff say that they receive very little feedback on their
reports and that delays in posting are because of a shor.age of staff
to enter data. Yet, people within the Bureau are able to maintain
their own databases with more timely information from cables and phone



calls. While this information is informal or unofficial, it represents
the level (timeliness and quality) needed to respond to inquiries and
to participate in the Burcau decision-making process.

Mest Burcau users are computer literate and motivated. A.I.D.'s
compartmentalization of data systems, cspecially where i results in
producers not also being users, Is ill-suited to effectively assist
these uscrs. IRM analyst responsibilities are limited to answering
technical questions, divoreced {rom content. This leaves the client
(the Bureau) Tess than fully satisfied and supported. The lack of a
procedure fov M to adjust its reports based upon periodic monitoring
of the intended users of the reports has the same ef{fect.

To counteract this compartmentalization, the Burcau has
established some computer data support positions within certain
offices.  However, these specialized personnel differ widely in their
ability to process data for others’ use. In most cascs, they do not
see themselves as {acilitators of others' data skills. As a result,
many staff in the Africa Bureau are primarily dependent on self-help by
colleagucs and their own use of computer manuals to obtain the
information they need and to expand their computer skills. The Bureau
needs more personnel assipned to help staff overcome these and other
information related constraints.,  1RM's Five Year Stratcery for
Information Resources Management, 1989-19973 sugpests that such
responsibilitics be assigned to specific individuals in all Burcaus as
applicable. These individuals in each Bureau would then cooperate to
strengthen the Agency's overall information resource management
capability.

2 Improvement_in Updating and HManipulating Africa Bureau Data

As shown in Chapter TII, there has been a prolifcration of
electronic databases in the Afvica Bureau. This rapid increase of
available information raises new problems of how to organize for
updating important databases, how to ensure optimum access tc the
available information, and how to manage the manipulation and use of
the data becoming available.

A solution to updating and manipulating the Africa Bureau's
growing information base will involve several parts. It is important
to make someone directly responsible for the needed tasks of updating
and manipulating data. These responsible persons could arrange
gpuidelines for updating existing and new data sets, could work to
create additional access to data to encourage its updating and use, and
could seek to make access more efficient (perhaps by arranging for low
cost updating) to cncourage its exploitation. Other smeller ways to
encourage better updating and use of Africa Burcau information would be
to put the date and source on all data sets so that the baseline for
the information is readily known. More distributed computer power in
the Burcau wouid contribute greatly to improving the updating and use
of available Bureau information. Finally, a contractor could be
retained to assist the Bureau in updating and manipulating data where
funds were available.
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3, Inadequate Maintenance of an Inventory of Existing Data Sets

With additional electronic data sets being created every day
in the Africa Bureau, it is casy to fall behind in mzintaining an
inventory of them. Placing a specific person in charge of maintaining
the inventory of ewisting databases is the most important step that can
be taken. Other actions ro improve maintenance of the database
inventory would be to:

) Increase access by users to all the databases so that
they will be used more; user interest will ¢ncourage a
more up to rdate inventory effort;

o Increase awarcness of the databases by publishing a
registry of them for use by Burcau and other A.I.D.
staff; establish a users group to focus on existing
databascs,

o Register all new databases for inclusion in the
registry.

4, The Bureau’'s Hardware Gonfisuration is not Optimum

A basic decision in any future information design will be the
hardware configuration, especiallvy in terms of wainframe versus
personal computer development. Mainframes offer more centralized data,
but are pencrally less accessible to users. PC's are more user
friendly and flexible but are more decentvalized, making information
sharing more of a concern. Currently, both mainframe terminals and PCs
are available in the Burcau.

a. Information Maintenance on a Mainframe is not Ideal for
Evervone

In interviews, manv people indicated that the solution
to most of their problems would be to have access to a mainframe
computer where all Bureau data would be stored and could be retrieved
by each individual as needed.

One disadvantage of a mainframe is that it usually results in many
files being maintained by people other than the users, as discussed
above. A sccond is the limited number of computers in the Bureau which
are currently linked into a mainframe. Of 28 people surveyed, 11 had
unlimited access to an 0IS wired mini-computer. The others indicated
they had difficulty finding an OIS terminal to work orn when they needed
1C.

Ancther reason to question the feasibility of relyving primarily on
a mainframe is one of access. Numerous hureau staff want and have
requested access to the existing mainframe but have not been granted
access privileges. Even if cach access is gained, users must learn to
take advantage of ic. One of the most widespread unmet needs relates
to the ability to obtain information not at the uscr’s workstation
which requires effort to access. Some of this information could be put
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to access that information. While it is true that people are not
encouraged to tap in o the mainframe data bases, it is already possible
in some cascs to do 0 and the mainframe contains over a hundred
programs and dat. Lases which could be of use to professionals.

A mainframe solution could be used. It would have to be axtremely
"user friendly” and accompanied by an outreach program to show people
its capabilities and how to enjoy them. Given the high staff turnover
within the Burcau, this outreach effort would probably need to be
permanent. There would also have to be a formal mechanism of feedback
and evaluation of the svstem to assure that it met the needs of the
users.

b. Information Sharing on Stand-alone PCs is Poassible but

Cumbersome

PCs provide the user with maximum flexibility in

manipulating data to fit a particular need. Software is often more
user friendly than that of a4 mainframe, yet powerful enough for the
users necds. However, information sharing between stand-alone PCs is

not as simple as when the inforration is centralized in a mainframe.

The recent increase in tle number of PCs within the Bureau
intensities the need to develep information sharing skills and
strategies for stand-alone systems. Currencly, data is shared mostly

by hard copy. Those with data bases either produce regular reports to
share with colleagues or print ad hoc a havd copy in response to phone
0r personal requests. Most users who require data maintained outside

their office insisted on a way of getting a copy of what they needed in
a form that they could then manipulate with familiar software tools
such as LOTUS 123 and dBase.

Creating a hardwire connection of PCs through a network in New
State appears to be costly, technically infeasible, and time consuming.
One solution to the problem is to share diskettes although people need
to be trained in mechanisms for transferring information and protecting
data meant to be read but not manipulated. One office (AFR/DP) did
share critical data during a fiscal year rush period by exchanging
diskettes. While tedious compared with what the users prefer, they
will probably employ the same method of sharing data again unless truly
better alternatives, from their perspective, are found.

Another solution is co use telephone modems to communicate between
computers. However, modems are not readily accessible because of
limited availability or lack of knowledge in how they are used. AFR/DP
is still waiting a modem requested over a year ago. The size of the
data files to be shared in almost all the stated critical unmet
information nceds arc small and are feasible to access by telephone.
Few users in the Africa. Burcau are aware of this form of accessibility
for thezir immediate information nceds. On the questionnaire, orily
three pceople (10 percent) indicated that they knew how to use modems
and only eight others (27 percent) expressed any desire to learn how.
Greater use of modems could alleviate some of the main complaints about
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the present computer setup in the Bureau: the inability of stand-alone
PCs to network. The use of telephone modems might also lead to the use
of electronic mail and tapping into data hases outside the Bureau or
the Agency.

C. The Mainframe and the PC Stand Alone Can Both Be Used

As noted above, both PCs and mainframes have their
advantages and disadvantages. Any information strategy developed by
the Bureau will need to capitalize on each svstems strengths and
address the weaknesses.

5. Training Needs Depend Upon the Stratepy Selected

Furure training needs in the Bureau will depend to a large
extent on the strategic decision to be made regarding the management of
information in the Bureauw and with design improvements in the
information svstem,

Increasing current levels of computer literacy can improve the
accessibility of some information. But, training should not be focused

entirely on computer based information tactics. Staff should also be
prepared to use library, CDIE, and other information sources at their
disposal. Africa Bureau staff should also learn to use or learn about
facsimile, voice messaging, graphics, optical storage and retrieval and
digital imaging. Some self-help training should be encouraged- -brown

bag user’s groups could promote lateral communication about databases,
computer skills and all other aspects of the information system,

Most people in the Bureau know basic word processing. In our
survey of 39 people, 93 percent of the respondents knew the basics of
document creating and manipulation and nearly as many could create a
new document [rom parts of existing files. About half, 44 percent,
would like to learn how to incorporate numerical information into a
text document,

The arrival of many new PCs in the Bureau has created a demand for
skills in using data bases and spread sheets. People are reasonably
competent in database management. In our study, 48 percent of the
respondents could create a database and maintain it. Lotus, often used
for word processing, and dBase are the most widely known spreadsheet
and database systems. The survey indicates that 41 percent of those
surveyed would like additional training in data bases and spread
sheets,

The general level of computer experience is high. About a third
of those cempleting questionnaires have computers at home. Databases
are not used to their full potential, with little querying of the data
to make calculations or answer questions. Also, the database aspects
of Lotus are under-used.

Most people learn their computer skills on the job by practice and
asking more experienced colleagues to help them with practical
problems. The Personnel Gffice reports that 65 AFR Bureau staff took



108 formal computer courses during 1987 and 1988 to date. The
accompanying Figure 10 shows courses taken by AFR Bureau staff and the
types of courses they have taken since 1982. Some people are eager to
improve their computer skills because of a personal intervest in
computers. About ene third of the people surveved have a computer at
home. Other people lTearn what they must to do their job but are not
particularly interested in computers per sc,

People veport that they would use computers more if they had more
time for training and to practice what they learn in courses. sSeveral
people veported taking a class in a particular sofcware, but not really
learning how to usc it because they did not have time to practice it or
did not necd to use it jmmediately in their work,

Comput.r truining can either be in particular softwave packages or
in basic computer skills. Most training focuses on a specific
sing. Software

software, such as Lotus spreadsheets or Wang word proce:
packages are continually being upgraded so that people have to
continually relearn thean and transfer old data to new versions of the

software.

Since most skills are learned on the job, it is important that
formal training be followed with practical applications on the job to
build true compectence. One aspect of this follow-on is to have
safficient computer capacity available to adequately support thosa
vallding their skilis.  When computers are located dircctly on the
desks of professionals, for example, most use it much more frequently
than il they have to mov- from their desk to use it.

Another aspcct of skill building is that it mav be helpful to
identify those staff within cacli office whe have specizlized skills,
time and ave willing to troubl. sicot for colleagues who are working on
particular applications. While busy professionals do not want to be
interrupted constantl, to solve software problems for learners, it mav
be desirable to have a profuescional or senior secretary in cach office
available for onc-on-one training for a few hours cach week during this
transition period when Bureau svaff ave learning software applications
to use with their new computers.

6. Difficult Communication with the Ficeld

For the a&frica Burcan, communication with the field presents
more of a problem than for other regional Bureaus. Many Africa
Missions are isolated and telephone communication is uncertain. While
many Missions may worryv that increased communication will lead to
increased demands by A.1.D./W, more civersity in systems of
communication could save time. The current system includes telephone,
official cables, telex, mail and, increasingly, facsimile machines. It
does not include some currencly available technologies such electronic
mail, electronic bulletin boards, and modems for transferring long text
documents. All of these are now in use by the private sector in a
number of African countries.
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Computer Courses Taken by Africa Bureau Staff

Figure 10
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7. Accessing External Dats Sources

Bureau personnel access most external data, at least
electronically, through CDIE. External databases are mestly accessed
by CDIE on behalf of the Bureau, although some Burcau staff do access
directly Dun & Bradstreec, the World Bank and a few other external
databases.,

Africa Bureau staf{ have some good reasons for using CDIE to
access external information. First, when the information desired falls
into the purview of CDIE, the Africa Bureau person with the data
requirement can supplement his/her own limited resources by c¢ngaging
CDIE’s. Morcover, CDIE's support is free. And, if the Burcau staff
person is in a hurrv and knows how to access the needed data through
CDIE's system, he can do so directly from a nearby CDIE office.

Another reqason for using CDIE, especially for commercial
cl=ctronic data seavches, is that its staff are speclalists in
searching for information. They can be and usually are much more
proficient at scarching lectronic databascs than a person who seldom
does so. Mot only doec :is skill reduce the time necessary to obtain
a resvlt; it also reduces the cost of the search measurably. CDIE
staff also use interlibrary loan and other information retrieval
rechanisms cefficiently.

Many “trica Burcau staff do not have direct access to funds to use
In scarching commercial elertronic databases. Since the process can
become expansive quickly, the funding tap for electronic database
searching in the Bureau is seldom turned on very wide. Also, staff
sometimes cannot access a computer within the Bureau for outside
searching easily or wvithin the time frame desired, CDIE, however, has

substantial computer capacity.

There are reasons Bureau staff want to and sometimes do access
theis own external electronic data sources. CDIE is in Rosslyn and can
be slow in responding to client needs. Because CDIE is not the user,
its work product is sometimes well off the mark. The user may have to
iterate the offort several times over a lengthier period of time than
desiraonle.

Given the above situation at present, it is logical for CDIE to
continue to provide Bureau staff with access to outside data sources.
In certain cases, however, the Bureau should be prepared to do its own
searchirg fer outside information. And, to facilitate this, the Bureau
needs a designated person to provide support to staff in accessing
outside information via computer. This external information "support”
role is one of several the Bureau should amplify in future improvement
of its information system when the Bureau's distributed computer
capacity has pgrown substantially, it should review the role of CDIE
again.

D. etrimental Conseqguences of Unmet information Needs

There are two main consequences of unmet information needs:



o Excessive time is spent chasing down information;

o People are orten forced to make critical policy or
program decisions on the basis of incomplete
information.

Most of the A.1.D. professionals interviewed believe they waste a
lot of time trying to find the information they need or in reocganizing
it into a format that meets their needs. While some offices, such as
the geographic desks, are bombarded with requests for information (from
Congress, other USG apencies, private groups or citizens), it would be
hard to anticipate those questions or to pre are standard answers.

The issuc of time comes up very frequently in interviews. Bureau
staff has been cut drastically over the past few vears. There are very
few mid-to-lower level staff to handle repetitive administrative
chores. One persen chavacterized the Buveau as all chiefs and no
indians. While Missions now take the responsibility for more project
design and implementation, the Burcau's budpetary responsibilities
remain high and, since the Bureau approves nost PTDs and many larger
projects, it is important that the decision process be based on the
best information available.

A fair portion of the work of most people (and offices) is
routine. Time could be saved if they had access to the information
they need in database form and if they had the skills to manipulate
that data into the form best suited to their needs.

A related consequence of limited time and lack of access to
information is that professionals spend much of their time on "trivia”,
such as making scveral phone calls to find one figure, which leaves
them with less time left to deal with higher order issues. People
complain that they must attend project or program review without the
time to analyze problems thoroughly, partly because of the difficulty
in obtaining the data they need. While the tas: is accomplished in the
end, people express dissatisfaction at having to cut corners because of
time pressures and the difficulty in obtaining information to answer
hard questions. This is costly to the Bureau in terms of lost time and
less effective decisions.



V. OUTLINE OF A PROPOSED AFRICA BUREAU INFORMATION SYSTEM

A, Introduction

The Africa Burecau's present information system enables it to
achieve important development purposes. However, two important trends
will increasingly challenpe the Bureau to improve the productivity of

its information svetem. First, scarcer povernmental [inancial
resources wiil force A.1.D. to use all means to increasc its
productivity. Chicf among these will be improved use of the
information resource.  Sccond, increasine information flows and the

technolopy supporting them are creating new requirements and
opportunitics for development and manapement information. A.1.D.'s
present and futuve progress and effectiveness in meeting its key
objectives will be influenced deeply bv haw well it deals with these
two trends.  This assessment assumes that one imporcant element of
A.L.D."s response will be improved management and use of information to
increase the productiviry of othcr aviilable resources and of A.1.D. as
a whole.

In thie Chapter, supgestions are made for an ~nhanced information
system in the Africa Burecau that will enable its staff to carry out
their functione more effectively. We also have considered the
relationships between subsystems in the suggested informntion svstan,
administrative aspeccs of the informaticn subsystems and pricrities
among subsystems vith respect to improving the Burcau's overall
information svstem.

Tmprovement in the information system of the Africa Bureau will be
achieved by filling wmet needs in each cubsystem, by ensuring that
interfaces between subsvstems enable users to access information
efficiently, and by filling important information gaps identified by
Bureau personnel.  Better administration of the information system will
help achicve these improvements. Specific design activities in these
areas will be necessary.

B. Outline of an Information System Structure for the Africa
Pureau
1. Surgested information svstem structure

Figure 11 provides a suggested basic information system
structure for the Africa bureau. This group of information subsystems,
or clusters, grew out of the analysis reported in Chapter III. It is
integrally reclated to the Africa Bureau's actual information
requirements in carrving out specific functions and processes. The
overall svstem accounts for common information requirements among
differert Burcau offices and functions. The information within each
subsystoen is substantively related, frequently organized and maintained
by the same office or producer, and consistently used by more than one
office for the same or very similar purposes. This cohesicn within
each subsystem 1s demonstrable. It hus provided the basis for
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aggrepating the information clusters as shown in Figure 11. Other
arrangements could be agreed upon and later design activities may lead
Lo some changes in this vroposed structure.

The specific information included in each subsystem is provided in
Chapter IV and Annex 5. Again, this information coentent is derived
from the analysis of clusters in Chapter 111.  Each of the subsystems
has already been descrited briefly in Chapter IV and the descriptions
are not repeated here.  Areas within each subsystem that need attention
to ensure improved information availability or accessibility for users
also hove been discussed in Chapter IV,

The "other” information subsystems shown at the bottom of the
Figure include all non-common data produced and used by individuals or
small groups. These subsystems include personal notes, electronic

b
databases, tables, reports and documents, personal libraries, pictures
and other data that--cxcept in isolated circumstances--are not shared
in a significant way with other users.

2. Constantlyv chanring subsvstems

The general content of each information subsystem will,
over time. remain comparable to that already described in Chapter IV
and Annex 5. But, the gpecific content of each will change according
to the neceds of users and producers, and the information sought or made
available. As users increasingly access and manipulate the data in
each subsystem directly, additional "information” will become a part of
the subsystems. As new information becomes available from within or
outside A.1.D., the contert of each subsystem will change. This
organic prowth of ecach information subsystem is to be expected and, in
any event, cannot be eliminated.

Unmet needs, like the content of cach information subsystem, also
will constantly vary somewhat. As users face different information
demands, or perceive new possibilities for using data, unmet needs will
change. As A.I.D. objectives cr priorities shift, new information gaps
may appear. New methods of obtaining or handling data will continually
emerge, creating pervceived or actual unmet needs among some users.

Thkis is especially likely to avise as A.1.D. information users relate
to others in external cenvironments who request or demand particular
performance standards in dealiny with information. For example, MDI,
as it relates to private sector financial and corporate entities, will
be "expected” to handle information with the same efficiency ard
cuality as such organizations.

Thus, in planning and working toward an improved irnformation
environment, user- and producer-generated information growth and new
unmet necds that arise must be taken into account. This means that, in
"improving” the Bureau's information system, there will be no one-time
solution, but & constant series of solutions. This reiteration of
improvement(s), if done effectively, will enable continual re-use of
the Bureau's information resources to address new development issues.
Existing information will be used to attain new objectives, to account
for r-w user requirements and producer inputs, and t» ensure
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consistently efficient and high impact applications of information as a
direct development resource and as a means to enhance the productivity
of other A.I1.D. resources.

3. Relationships among subsvstems

A priori, the sugpested subsystems in the Africa Bureau
information system are interconnected. Over time, all information in
each subsystem is likely to be used in conjunction with data in one or
more of the other subsystems. However, there are different levels of
relationship between subsystems. Very important interconnectedness
between subsystems is obvious in some cases; less important
relationships are apparent among others which scem to be more discrete
in both content and use.

Where major subsystem interfaces exist or are expected to develop,
an important nexus or grouping of information (and related resources)
cccurs. As pointed out later, such groupings of subsystems occur
naturally in the Africa Bureau around several central functions. Thisg
natural combination of data and intelligence about it is said by some
to create a Strategic Information Unit (SIU).1 Such a unit is an
environment with defined purposes, a specific control structure, and a
related set of information resources, all connected by the common data
necds of core users. In manufacturing companies, for example,
manufacturing planning and certrol. product and process definition and
general business management ewmerpe as atrategic information unics.

Interfaces between subsvstems in S1Us become progrescively

trensparenc.  These strategic information uniis tend to arise
proactively.  Tney frequencly forccast where the organization or its
information svstem is heading in the future. Not established for a
specific time interval, theyv exist culy for as long as they meet user
needs. Their specific benefits are primarily reduced information costs
and increased information responsiveness in meeting changing user
requirements. If these organically integrated units are to be

— . 2
nurtured. information management must account for aund support them.?

Pelationships between subsystems are important for twe main
reasons. First, when incerconnertecness between subsystemz isg
substantial, it is appropriate for the information SYSTem Lo support
data accessibility and comparability between those subsystems to a high
degree. Such support enables information needs that draw upon several
subsystems seriatim or simultaneously to be met more efficiently and
helps mazimize the impact of available information resources on
A.1.D."s other resources and objectives. Second, dz2sign of an improved
information system neceds to account for the degree of relationship

£

m
expected between subsystems.

lAppleton, Daniel S., "Infermation Asset Management,” Datamation,
February 1, 1986, p. 74. '

2Appleton, pp. 74ff.
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Subsystems suggested for the Bureau's overall information system
can be classified by the degree tos which their information seems to be
either discrete and independent of other subsystems or more
interconnected. Subsystems for which information content and use
appears to be more independent include cconomic, business, other donor
aid, local currency, OE budget, direct hire personnel, and contract
resources. Subsystems among which there is a higher degree of
interconnectedness are sector/special interests, allocations and OYB,
project oblipgations and cxpenditures, Agency and Congressional policy,
Bureau review and approvals, and Mission program management. While
improved interfacing can be sought between all subsystems, special
attention is required by those with the higher degree of
interconnection.

Another way to classify the suggested subsy
their similar content. The four major grouping --external/background,
financial resources, persennel vesources, and strategy, policy and

vstems is according to
s

program management--shown in Fipgure 13 constitute such a
classification. These categories ave logical, but they do not always
indicate substantis]l connecticns between subsystems with similar
content. For example, special sector information may not be strongly
comected to businecs conditions or other donor aid, even though the
data in all these subsystems has substantial commonality,

Perhaps the best way to classify subsystem relatinonships is in
terms of the activities or functions they support. This latter
classification is consistent with the matrices developed in Chapter

ITII. It links information requirements within subsystems with the
actual work of the Africa Bureau. It points out the importance of che
information "system” in me- ting significant information needs. And, it

highlights interfaces bet'-un subsystems that are of prime importance
in achieving key Agencv ¢~ ectives. 1In this context, relationships
between subsystems take »m rractical meaning and solutions to unmet
information needs within and between subsystems lead to specific
desired outputs.

Figure 12 presents examples of important Africa Bureau activities
and the major information subsystem support required by them. Each of
the functions shown illustrate that key concerns, including new
emphases, of the Africa Bureau usually invelve information from more
than one subsystem. Dealing effectively and efficiently with these
functions requires not orly effective management of individual
subsystems. The interfaces between information subsystems also must be
understood and managed to reduce unmet information needs, including
information gaps, and improve information support for high priority
Bureau objectives and accivities.

A supplementary means of classifying subsystems is by the
prin al kind of information problems exhibited by each. This
classification helps focus future design activities on key problems
affecting relationships between the subsystems. Table 8 shows the
subsystems that share significant information gaps, incomplete and out
of date informatien and other important unmet needs.



Activity/Function

Obligations and aliocations

to Important sector concerns

Human resource allocations

Policy and program linkage,
including evaluation

Policy and program linkage
to sector objectives and
performance

Total resources available
for development

Ecynomic/private sector situation

Figure 12: Examples of information subsystems
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Table 8: Information Subsystems by
Major llnmet Information Needs

Subsystem

Significant Information Needed

Incomplete and/or Out of Date
Information

Sensitive or Hard to Access

Data Too Aggregated

(o]

~1

Major Unmet Needs to be Addressed

-Economic-Sectur/special interests
-Other donor aid

-Sector/special Interest

-Allocations (OYB)

-Project Obligations and
Expenditures

-Private Sector
-Direct hire personnel
-Contract resources

-Economic

-Sector/special interests
-Private Sector

-Other donor aid



4, Administration of subsvstems

Table 9 shows the principal responsible offices in the Africa
Bureau and A.1.D. for each suggested information subsystem. These
offices usually produce or otherwisce organize the information in the
subsystems, primarily for their own use. Tables 5 and 6 and Annexcs 4
€

and 5 provide more data on which A.1.D. offices produce specific
information,

The role of principal responsible offices in developing and
managing subsvstems to scrve Bureau or other A.I1.D. users is usually
not definitive, for other users or the producer office(s). The degree
of maintenance and further development of the information in cach
subsystom var: substantially from one to the other. ther users'
access to subsvstem information and o the resources of the responsible
office for help in obtaining and manipulating It is often very limited,
Little custom packaging of subsvstem information is undertaken by
for other users. Relatively few resources are

producer offices
allocated diveetly to subsystem or database management on benalf of
"other” uscrs by responsible offices.  Problems experienced by other
users of Information frequently are not considered to be the
responsibility of the producer office.

A specitic plan for administering subsystems needs to be developed
within the Burcau. Assignment of responsibilities for elements of the
overall Burcau information system, however, should flow from the
information strategy of the Africa Bureau. This strategy, for example,
may supgest organinational changes to manage information better; it
could provide for additional positions in the Burcau dealing primarily
with information. Once these and similar issues are considered and
resolved, individuals or offices can be assigned to the infermation
responsibilities set out in the strategy.

A5 top managers in the Bureau, some of vour specific information
needs, including the form and volume of data needed, have not been
identified sufficiently or made clear to staff. Many of your
information requirements are different from those of other A.I1.D.
personnel and numerous of these are not now being met routinely.
Frequently, you receive too much informaticn. You want more of it to
be analyzed or svnthesized to enable vou to understand and use it more
quickly and effectively. Sometimes you do not receive the information
you need,

Your specific data needs often occur in categorics that cross-cut
information subsvstems. This includes "comfort” information, internal
operations information, progress information, early warning and problem
information, ete. The link between top management and this information
is not well developed in the Africa Bureau. Administration of the
Burcau's information system, including that of each subsystem, needs to
account for these cross-cutting informaticn needs of top management
more fully. 1In part, this implies that responsible offices will
identify and meet key informaticn needs of top managevrs. It also
implies an information environment where offices are proactive, pulling
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Table 9:

Subsystem of Information Needs by Principal Responsible Office

Subsvstems

External /Backeround

1.

2

Economic
Sector/special interests

Private Secctor
Other donor aid

Financial Resources

r

[e9]

J.

6.

Allocations (OYB)
Project Obligations and
Expenditures

Local currency

OE budgert

Personnel Resources

9.
10,

Direct hire personnel
Contract perscnel resources

Stratepy, Policv and Prosram

Manarement

Agency and Congressional
policy

Bureau review and
approvals .

Mission program management

Principal Responsible Offices

AFR Bureau Other AID

DP/FaR PPC/CDIE

DP/PAR, DP/PPE, S&T, FVA

TR

MDI PRE
DP/PPE PPC/DC

DP/PAB PPC/PB

DP/PAB FM

DP/PAB FM

CONT, MGT FM

UGT PFM

PD, GEOG OFF M/SER

DP/PAR PPC, LEG

PD, DP/PAB GC

GEOG OFF, PD



information Ifrom ongoing data streams in each subsystem and packaging
it in interesting ways for the Burecau's key managers. Some of this
information will follow a timely consistent pattern; some will be
unique.

5. Priorities for improving information subsvstems

Table 10 shows suppested priorities {or improving each
&5 !

information subsysten in the Africa Bureau's information system. The

criteria for determining these priovities were:

o Large developmental payoff in the long- or short-term;
o Major information system pavoff in the long- or short-term;
o Of major importance to top management;
o Easy to remedy;
o Small resource expendijture necessary to remedy;
o Large problem;
o} Significant support of A.I.D.’'s overall or sector strategies;
o Highly complementary to A.I1.D. efforts; and
o Lspecially timely.
Most criteria are self ewplanatory. However, the criteria of

developmental and information system payoff may need explanation. By
developmental payoff, we mean additional produccivity from exisuing
resources. Thus, if an important unmet information necd can be filled
and filling it is likely to increase the effectiveness of A.I.D.'s
resources in development terms, the criteria of developmental payoff
would be met. The information system pavoff criterion means that the
filling of an unmet need will increase the effectiveness of the
Bureau's information system, either in efficiency or in increased
impact of information on the productivity of other A.1.D. resources.

Unmet needs themscelves were not weluded as a critevion. As shown
in Table 10, they comprise the "condition” to be improvead by remedial
action. It is the result of this improvement in each subsystem- - the
filling of urmet needs -that allows the criteria above to be met.

several of the criteria above applied to each information
subsvstem.  However, thosce considerced to be the most important were
used to create the priority rankings in the Table.

Tne highest priority subsvstems for action have major unmet needs
in the form of unavailable information. Filling these information gaps
, additional resources
in a time cof resource scarcity, and cooperation throughout the Bureau.
Highest priority was given to thesc tougher problems becavse of the

will require strong support from top management
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imperative the Bureau is facing to justify program investments and
priorities in the light of actual counury and sector program
performance.,

Mission program management is an exawrple of such a high priority
subsystem.  1In informationsl terms, this is the filcrum of the Bureau's
effort to get control of the measurement of its overall perlormance. 1t
is at the cuttiuy edge of what Conpgress wants to kunow. Without sound
data in this arca, it is hard to determine wheve end how far the
Bureau’s cfforts ave leading. And, the Burcau is subject to
Congressional and A 1. .D. programming and budgetary pressures. Witch
accurate perforwance data, the Burcau pgains more control of its
develoyment agenda and can push for apprupriate resource levels .o
pursue it.

fis noted in Chapter IV and in Table 10, this subsystem has some of
the largest information gaps to £ill. The key to doing so will be
developm nt of a svs.ematic way to zollect the information neeced. New
methods of meosuring progress may we:el be involved. aAddicionsl
resowrces will be necessary. PMulviple information producers (e.g., the
Missions) and vsers will be included in the effort and “nterfaces
between them must be carefully though® out. The end result is incended
to be an enhanced information svbsystem thaz helps guide A 1.D.'s
development programming based on measurement of actual performance
Efforts that produce few resulvs will be pruned; those that succeced
substantially will be provided with additional resources. 1In this way,
improvement in this information subsystem will directly enhance the
preductivity of A.I1.D.'s aveilable resources.

Lower pricricy subsvstems involwve nroblems that are easier to
remedy and which require cmaller expend_tures of top management time
end financial resources to obrtain significant improvement. Some
subsystems were given a low priority because few important problems
were associated with ‘hem. A low rankiag in this context, however,
dozs not reflect the relative importance of th: subsystems.

An exanmple of such a subsystem is project obligations and
expenditures. The centrzl problems here are lack of current, ~ccurate
OYB and CN/TN data. This data is very precise and frequently extremely
important. Sometimes cthe Agency emphasizes effective financial control
as much ar elfective programs. So, as in accounting the first issue
in working in this subevstem is to get control of the information at
that level deemed most appropriate. This alone will not be an easy
tasy. Manv users obtain information from this subsystem, and many use
the information differently. Thesc multinle uses create special unmet
needs, as indicsted in Chapter IV. However, in this subsyszem there
are some simple solutions (e.g., having one person responsible for
obtaining und carrying out pipeline analysis for the Bureau). Work
with It is longer range. But standards can be developed to identify
the source of data in key reports and its timeliness. Cables could be
abstracted and placed on-line.



C. Issues for Further Desipn

Improvements in the Africa Bureau's information system are needed,
appropriate and feasible. Design of such improvements can be
undertaken slowly, dealing with but a little at a time. Or design
activities can proceed more rapidly and involve a larger portions of
the Burvaw's system. Mo matter the approach taken, several Important

broad issues will necd to be considered at the threshold of the newt
design activity,

1. Value of information and quantitv of orher ,esources to he
comnitted vro its development andg ure

Central amorg these issues is the value that the Airica Bureau
will place on infovmation and the financial and human resources it will
commit to meet user demand in important iaformation arcas. A.I1.D. and
the Africa Burcau are Tapging behind other organizations, especially
the private sccior, in recogniving and vsing infermation 2ffectively as
a resource. A, D.'s top management must strongly value information in
the Burcau's wourl and suppext its mandgenent and ure as a .esource to
maximize “he impact of information on A 1.D.'s productivity. This will
require maling information management an important part of Bureau
activities and including information functions in individual job
descriptions, performance reviews, and financial incentive structures.
Advanced information technology will need to tccome a part of most work
places. Quality ir‘ormation will need to be increasingly demanded by
management and applied in all Bureau functions.

Top management will have to provide the resources requirec to
improve the Bureau's information system to the desired level of
performance. As indicated in Figure 5 in Chapter IV, some of the
Bureau’s most important unmet needs invoive data gaps. Filling these
is a high priority. It will require additional resources for the
Bureau's information system and cooperation by Missions and many
througheut the Bureawu. However, ac alse indicated in Figure 5, the
implications of not filling these central unme: needs include 1 Lower
level of Bureau performance and further time lags in using informacion
£o enhance the productivity of other available resources.

2. Depree of centralirzation and stcandards and ecuidelines

The degree of centralirzation ir the Africa Bureau's information
system is another issue te be resolved at the threshsid of additionsl
design activity. The decision about cen:ralizartion turns »n the degree
of cuthority to be execrcised by any designated supervisor of a
mainframe or of standards and guidelinas for producers and users in the

irformscion svsten. A centralized mainframe computer need not imply
significant centralization. Such & machine can be a "server” in

support of wmanv individual work stations, upholding networkine and
maintainiag important common data for all information users. Or, it
cay play a pivotal role in creating a more centralized information
management model .



Given the rapid growth of distributed computer power in A.I.D.
(and in other organizations), substantial centralized control is
increasingly difficult and u=ually unwise. 1In A.1.D. and elsewhere,
the trend in the information environment is accelerating
decentralization. This circumstance does not jend itself to strong
centralization. cspecially in the arena of information. However, even
in a centralized information model, there is substantial need and room
for the imposition of common standards and controls which will
facilitate information development and flow. An information supervisor
who is able to manape networks of users, including their communication
systems and policies, is likely to serve the Africa Burcau's future
needs best.  Such a supervisor will play an increasing role in
facilitating interfaces between users and information subsystems
without imposing

centralized control.  For example, s/he could manage an electronic
database rvegister in the africa Burcau and provide protocols to ensure
maximum compatibility between users and the databases. The supervisor

should, as is the case in most major organizations tedav, give
attention to the development of common guidelines and procedures to
facilitate the usefulness of A.1.D.'s information resource.

3. Fase of access

The ease with which users access information is another issue
to be considered be:ore major design efforts are undertaken. Users may
access and manipulate their own data, never depending on centralized
information staffl to prepare analyses or reports. Or, as is sometimes
the case in A.1.D. now, special inrormation staff can produce reports
or databases {or others. Todav these reports are frequently issued in
hard copy, providing no opportunity for the user to obtain or change
the orig:nal data to better suit his or her needs. Ease of access can
be strongly encouraged bv provision of LANs, inter-office mail, fax
machines, copy machines and a good messenger service. Or, as is true
in the Africa Bureau today, stand-alone PC's can be provided, sharply
limiting access to centralized and distributed data. Ease of access is
rapidly becoming inexpensive and reliable. Most of all, it provides
for extremely rapid information retrieval and distribution. Given the
quantum changes likely to occur in access in even the near future,
there is small chance te curb it successfully and lit:tle reason to try
to do so

Communication with Missions, now rather 2ifficult in some Africa
countrics, will become increasingly easier. Ease of access between the
field and the Bureau in Washington needs to be encouraged. Computers,
faxes, and other devices will compete with phone and cable traffic more
and nore effectively, subject only to security concerns. As the
existing "cable” constraint diminishes, the Bureau's flow of
information between the field and Washington will increase
substantially.

4 . Traininy implications

Training is another threshold issue to be considered prior to
launching major design activities. There already is an important

\O
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critical mass of Bureau staff who have basic computer skills,
especially in word processing, but also in other software. However,
if major emphasis is placed on computer applications in managing the
information of the Bureau, training requirements will increase

accordingly. No substantial increases in training mavy arise from
additionsal design of the Bureau's information system. Even in that

event, important quantities of computer training will need to be
undertaken in the Burcau over time.

The training necessary for increased information management and
use was found to be desirable by Bureau staff. Staff mcmbers have
learned to deal with electronic information: they are willing to learn
more. Given the progress made already, it is unlikely that any
affordable e¢nhanced information system will overtas the capacity of
Bureau staff to absorb effeccively the computer training required.
Even the extra expense incurred will probably be paid for many times
over in higher productivity and lower cost more relevant information.

&

5. Management and organizcation implications

The extent to which A.I.D. is prepared to manage and organize
information as a resource needs to ke determined prior to further
design efforts. 1f information is to be considered a full resource in
its own right (sce the discussion in Chapter I1) and rapid development
of the Bureau’s information system is envisioned, additional
information administration will be needed. If tlie strategy 1s to be
slow improvement of the Bureau’'s information environment, less
intensive administrative development will be necessary. In either
event, the Burcau nceds to strengther. .ts information administration to
help manage it its information system. In particular, data
admiristrators need to be given specific and well understood
responsibility for information management.

Informetion administration will be needed at several levels--in
offices, in the Burecau. and at other levels in A.1.D.. Administrators
of information in the Africa Bureau will need to interface effectively
with those managing information in other Bureaus in 4.1.D. and
elsevhere. This information management activicty should be built into
activities, job descriptions, and Africa Bureau objectives. It should
be included, where appropriate, in staff performance evaluations.
Additional training fer administrators will be necessary and should be
made a part of each individual's training plan.

D. Suprested Next Steps

Fellowiny this information needs assessment, we supggest that the
next step be the development of an Africa Bureau information Strategyv.
A second step is more detailed design of improvements in the existing
information system.

The proposed strategy will specify the Bureau's information
objectives in reclationship to its development requirements and
determine the means for achieving them. it will identiry and resolve
information related issues: The relative value of information,



including its integration with other resources to help define and
achieve A.1.D.'s development goals; the institutional organization
necessary to develop and manage the Bureau's information: the
technological approach to be used in providing for information
development, management and use: development and use of common
guidelines regarding the information resource: the degree to which
available financial and personncl resources will be devoted to
information activities. Creation of the strategy will support wel|
planned development of the Bureau's information system and reinforce
the careful phased approach the Bureau has begun in seeking to improve
its information environment. Most importantly, taking this next step
will continue the essential process of realizing the full potential of
information as a resource in the Africa Burcau.

The second step--detvailed design of improvements in the cuisting
information svstem--will include scveral parts as intimated in the

scope of work {or this assessment in annex 1. It san bopin with very
small or quite substantial aesign offorts, depending on necd and the
resources to be committed to the effort. For example, it . low budget,

P t

slow progress approach were adopred in the above stratceev. the firse
desipgn step might be to develop a detailed training plan for Burcau

&1

persoanci. This plan could help create additional information skills
and understandings that would payv high dividends in the daily operation
of the Burcau. Or, a larper effert could focus directly on filling
priority unmet nceds in key subsystems identified earlier in this
Chapter V.

In part, the activities to be pursued in this second step will
stem from development of the Burcau's information strategy, 1f such a
step is undertvaken. However, a detailed plan for detailed design
activities also should be developed. Such a work plan could readily be
developed by the Africa Bureau Working Committee on Data Systems. It
would include specilic design priorities, resources 1 ,uired to
undertake them, a time schedule and specific check points. The planned
design steps would initially focus on filling unmet needs in priority
information subsystems. The analysis and actions required to deal with
these high priority unmet needs would soon lead to consideration of
most aspects of the total information system.

E. Recommendationsg

o Top management should tieat information as a key recource
within the Bureau and direct at once the substantial
additional development of its information system.

o An Information strategy should be prepared by the Bureau as
the next step in enhancing its information systom,

) A detailed design for improvements in the existing

information system should be undertaken by the Bureau after
its strategy is agreed upon.

96



Top management should staff information activities in the
Bureau with specific individuals whose roles are built into
their jobs (e.g., the suggested staffing in IRM’s Five Year
Stratery for Informction Resources Management) .

Standards and puidelines for information producers and uscrs
within the Africa Bureau and in other A.1.D. Burcaus should
be establiched by designated staff to improve the
productivity and cfficiency of the information system.

The Bureau should concentrate first on filling the high
z)
priority unmet nceds identified in this assessment.

Staff training and practice in in. rmation production and use
should be increased. Training should include use of advanced
technologies (e.pg., computer hardware,software and facsimile
machines) and of the library, CDIL, and other information
resources,

Bureau staff should participate in developing other A.I.D.

databases and information systems of concern to the Africa
Bureau.
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ANNEX 1

Africa Bureau Information Svstem
Scope of Work




AFRICA BUREAU INFORMATION SYSTEM
SCOPE OF WORK

A. The Problem

Some offices in the Africa Bureau have spontaneously developed
their own data scts to compile and analyze information specifically
needed by that office. Other offices have not developed their own dats
sets to sult thelr own purposes, nor do they find existing data sets
readily available. In addition, there are no widely accessible
definitive data bases covering core elements of the information nceded
to minimize the proliferation of data scts that are ofcten overlapping
and duplicatvive. The result is an inconsistency in the kind, quality
and availability of information available across the Burcau.

Although exisving data sets ave useful to the users of the
information the devolopment of office specific data sers is uneven
throughout the Burcau and there still exists a need for definitive
databases containing core information needed by most offices in the
Burcau. Until more coherence and organization are brought to bear, the
Burecau wi continue to scek Information in an unsvstematic,
vnreliable, and inefficicnt manneyr which handicaps our ability to

report and make pood management decisions,

™

[ iy to caryy out its -aandate more effectively, the Africa
‘eau needs: 1) more timely, accurate information for management and

Bur

operational analysis, decision-making, and reporting purposcs, and 2)
an easily accessible information systum for now and the future which
includes historical record and a systematic “context” for our
ciforts

B Baclcround

As complexity builds and workloads and reporting requirements

the Africa Bureau must focus on its information management

nd explore options to racili:ate the attainment of the above
eed to thoroughly inventorv and assess what capabilicy
presently exists, determine what is nceded in adcition to <the existing
system, and then build from what currently exists to meet our
information needs throughout the Bureau. This is particularly needed in
the collection and dissemination of core information.

Currently, the Agency has plans to install a mainframe for the

Africa burcau in the basement of the State Department. Once installed,
it will be possible for all computers in the bBureau to be hooked up to
Che mainirame, and provide the capability to network among Bureau
offices, with the rest of the Agency, and outside the Agency. At this

time it is unknown when the mainframe will be installed and available
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acquisition of hardware and software continues; howewv:
acquisition 1s delayed by a restriction on cperating expense funds.
Staff, thercfore, continue to experience a severe shortape of terminals
and work stations. The rartio of staff to word processors and computers
varies greatly within the Bureau and among divisions within some
offices. There 1s a necd, thercefore, to better assess and prioritice
the distribution =nd locerion of terminals and work stations.

In addition, the level of training in computer and word processor
"know how” is very errvatic leading o inefficiencices in their use and
under productivicy of personncl. There is a need to conduct a training
assessment to outline training needs by hardware and software
cvallatdilivy, office information needs, and personncl responsibilicies.

Althouph uncertain, we do cxpect to eventually have the automation
required to support an information syvstem. We do not, however, have a
clear idea or concept of a coherent information svstem for the Bureau.
We need to think now about an efficient svstem of information for the
Bureau that will be supported by the already planned automation system.

ke need to alsvo think zhead ahout eventually linking up to field
missions electronically. The softwarc and protocols for networking need
to be thought out with input and ideas form the fiecld. The concern at
the mement is to think of information systems development within the
Bureau with provisions for eventually linking up with the field, when
the funds and technology make this pogssible.

We would iike to plan design and implementation of an information

Lo

svstem in stages, baginning with an assessment of informaticn needs.
That would be followed by & preliminarv gesign for a system chat 1is
acceptable to all the offices in the Bureau. Such a design, cnce
completed, would then be followed by an internal svsiem design,
automation information and, finally, applications development. An
internal svstems design will produce a thorough description of the data
files, programs, analytical requirements and other internal specifics
of the svstem to a level where they can scerve as a guide to actually
programming and developing the data base(s). Application development

will be a continuation of the internal svstems design by the actual
custom development of the information system.

C. Objectives of the Studv
This contract is limited to only the first phase -- an information
needs assessment. The objective of this phase, therefore, is to conduct
& Bureau information needs assessment as a first phase in the
development of an integrated, consisten:, and timely information system
au to facilitate exchanges and use of data

‘ithin the ffvica Bure:
betwren Bureau offices, other Agency offices, and field missions.



The components of this phase will include the following tasks:

A. Determine Information Requirements By Office
-Identify management analysis and decision making tasks
-ldentify and prioritize information needs for analysis and
program management decisions and reporting

B, Inventory and Assess Existing Information Sources
-Prepare an {oventory of source documents and reports

-Prepare an inventorvy of existing data sets

C. Inventorv and Asscss Burcau Staff Expertise in Managing
Automated Information

D. Identify Unmet Information Needs by Office

E. Prioritize bureau Information Needs Vis-a-Vis rlanning, Program
Operational Management Decisions, and Renorting Needs
F. Outline A FProposed Information Svotem and Identify and List
Functions of the Proposcd %xukav. Define the Implications of

Information Keeds in Terms of a Systemn.

G. Identify Training Requirements Implied by a Proposed
Informa iox System

D, Scope of Work

* The contractor shall interview a broad sample of Africa Bureau
employees, representative of all offices in the Bureau, to ascertain
each office’'s functicn, its related major management analvsis and
decision making tasks, and its subsequent information needs to conduct
analysis and make decisions.To assess and identify specific information
requlromcn: , the contractor should be prepared to assist stafl
interviewed to articulate his/her job function, tvpe of actions and
decisions regularly reporting requirements, and information needed for
completing those task

key manigement analysis and decisions required in
planning and administering an effective development program for the
Africa Bureau. This includes a review of the specific requirements of
each office in the Bureau. Include in this process, a look at using
existing dats sets in new wavs to meet information need requirements.

¥ Identifv problems in conduct ting analvsis, making decisions, and
©stem Irom a lack of adequate information supporc, and
develop spucific recommendations f¢r steps to resolve those problems.

reporting th

* Tdenuify data scts vequired to support decisionmaking and
policv/management analvsis. These data sets form the basis for future
data file structures. In conducting this element of the contract,
research other existing data bases in the Agency that might be used or
duplicated by the Burcau.
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* Define common interests/needs that exist between offices, and
then identify the critical elements necessary to comprise core data
sets.

* Assess the most cfficient means for accessing external data
sources, i.e. through CDIE or through Bureau capability.

* Recommend a basic information system structure that would be
fleshed out or developed during the detailed svstem design phase of the
project. This would include a description of the major sub- systems
that need to be developed, the relationships amonp sub- svstems, and
any specific data handling reguirements that may be nceded. Alsa
specify the priority of wvarious components of the system so that
development can occur in an orderly, sequential Jashion.

Contractor recommendations should alse address staff training
nceds vis-a-vis a propose svstem, a brief outline of the means for

updating and manipulating data once the system is in place, and means

foe

of maintaining an inventory of existing data sets.

In conducting the Interviews, the contractor will be gathering
information on cuisting data sets; therefore, the contractor is
requested to, at the vame time, collect sufficient standardized
information to cnable tham to prepare an inventory of existing data
sets, The contractor should include those data sets in the Africa
Bureau and the rest oif the Agency that ave key and frequently used. The
inventory shall include, but not be limited to, the following:

o

1

A brief narrative description in lavmen’'s terms of the functions

the data systems perform, sources of the data, and frequency of use;

* Sugpested uses of the data set for management decision making
and reporting;

* The size of the data set(sa) i.e., the number of records it
holds; period of time covered by the data set; and frequency of data;

* A de

w0

cription of the format and an example;

* The "maintenance” schedule,i.e., how frequently the data must be
updated in order to bte useful;

* A sample record with definitions of the variable and units of
measure ;

* 4 sample veport with associated queries;

* A description of the hardware and software the data set is
maintained on;

* The oiffice in which the data set is located and who manages the
system ( include location and telephone number) ; and



* Indicate whether the data set is AID-generated or managed by
others for AID purposes.

The end product, therefore, should include not only an outline of
a proposed infcrmatiesn system structure, but also an inventory of
existing dava sets.

This study will assess information needs and recommend an outline of an
information system for the Bureau. Some of the contractor's
recommenditions may be controversial, ov require major commitments of
resources (time, staff, budgets) on the part of the Burcau. Therefore,
successful eventusl implementation will depend on a participatory
process in conducting the preliminary information necds assessment as
well as in the design of the svsiem, so that the final design refleces
the majoricy of senior manarement thinking.

Because there are varied, competing and overlapping intevest within the
Bureau, a great dezl of discussion and negotiation will be re ‘quired to
bring chc various oifices to a consensus on the priority of information

needs and a propescd outline of an information svstem. Thercfore, at

kev decision points, the contractor should facilitace discussions
amongst Bureau senier managers as to what will be included in the
information svstem and how the svstem should be outlined to best serve
the information neceds of the Bureau. The final report should reflect a
consensus within the Bureau.

The information system assessment must address such issues as the roles
of various Offices and Divisions in the information Svstem process,
centralization versus decentralization of the main data base: the
priority of various elements of the informacion svstem (including a
recommendation ol which subsystems should be developed first) and
ational changes required to develop and manage the

3
o
0

possible orga
system.

Contractor Qualifications

Three consultants will be required to design an information system for
the Africa Bureau. These consultants will have expertise in information
systems annilysis and in structuring information systems. The expertise
soug.:t will include the following

- Management Anzlvysis with organizational behavior and
facilitation skills. This analvsis will pl ay a strong role in
defining the objectives, o*tunlzatlondL structure, and functions
‘rica Bureau and the various offices within the Bureau,
ated Information nceds, and the interrelated information

of the
their re
requirements among Burcau Offices.

al Science Analvst with experience in data base design and

a
anagement. This analvst will pav particular attention to
sting staif define and classify required information needs.



- Information Systems Analyst who will outline a proposed
information system drawing heavily on the work of the Management
and Social Science Analysts,

The contractor selected will also show the following abilities or

experience:

- Consultation with other large burcaucracies to asscss information
neceds, and design and organize management information svstems;

- Demonstrated ability to identify critvical decisions and explicicly
i

ci
model those decisions prior to design of a MIS.

- Demonstyated ability to design a XIS that cncourapes cross
functional coopevation among the offices of a large administrative

unizc;

- Demonstrated abilicy to desipn sub-svstems within SvsZems to
accommodate managerial s woell as analytical data needs; and

- Demonstrated abilicy to facilitate consensus amons com eting
. [eel

interest towards acceptance ol a Zinal product.

The Report
The final report shall contain:

1). A sumnary of the functions, critical analysis, decision making and
reporting requirements of each office made by Bureau offices and staff
that require informational support. identify and link information
requirements with the office or offices within the Bureau that requir
the infornation for decisionmaking and reporiing.

2) #n assessment and inventory of existing data sets used by the Africa
Burcau and currently available clsewhere in the Agency. The inventory
shall icnlude key, frequently uscd data systems andprograms belonging
to other Agency ofifices which are relevant and available for use by
Bureau staff. Indicate where the data sets are located, whomanages
them, and how frequently they are updated.

3) identification and assessment of the need for currently unavailable
infermation critical to reporting and decision making within the

Bureau. Included recommendations for dusign of new data sets or classes
and ibndicate their priority.

4) Asscssment of staff expertise regarding use of automated information
and recommnendations for training implied by a proposed information

svstem.

5) Outline of an infermation system for the Bureau based on the
assessments requested above that will allow for minimal duplication of
data, casy access to information, and an ability to report and make
critical management decisions mrre effectively.




6) Recommendations for updating the Africa Bureau’'s information system
inventory of data sets.

This contract will be managed by the Africa Bureau Working Committee on
Data Svstems with ultimate responsibility residing with AFR/DP/PAB. One
weer from the date of contract signing, the contractor will mee with

(&R

the africa Bureau's Worddng Committee on Data Svstems to prese t f{or
approvel @ preliminary guestionnaive that is to be administered to
Burcau staff. The oifices and staff to be interviewed will have been
identificd in cooperation with the Committee. In addition, the
contractors will furnish a workplan of how they plan to mect the
contract obi-ctives, and an outline of the final report. The workplan
should indicate a tentative schedule of meetings with senior Bureau
rers. vine weeks from the date of contract signing, a drafc copy of
‘inal reporc shall be submitted to the Committee Chairperson. Upon
2Ivica Bureau commentcs on the drefeo final report, the

manag

the f

receipt of rice

contractor will have one week to produce a final copy of the report and
-1

. 8
inventorv., (the inventory shall be presented in a looscleaf notebook

format, so ws to allow for casy and timely updating.)

Twenty {ive coples of the report and twenty five copiles of the

inventory shall be submitted to zhe Chai persor no latcer than close of

e ir o
business on the last dav of the weck following receipt of Bureau comments.
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Project Control Register ANE
DP/PAB
Annual Budget Submission Fyxx DP/PAB
Congressional Presentation FYxx DP/PAB
PL4BO Title 1/111 Country Justifications DP/PAB
Approved Assistance Planning Levels (AAPL) DP/PAD
FYset Deobligation/Reoblipgation Requirements DP/PaR
Obligation Schiedule Cable DP/PAR
Request for Budget allowance DP/PAB

Contact List for PVOsg FVA/PVC/IPS

MDI
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