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EXECUTIVE SUMMARY
 

A.I.D. needs better information--and it needs to make better 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.I.D.'s offorts.
 

You and your staff already spend a major part of your time
 
obtaining, analy::ing 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.I.D.'s other resources today than in the past. In 1909, A.1.D. had
 
about 19,000 employees. 
 Twenty years later your total worldwide staff 
numbers less than 4,500. Tbhis is fewer personnel tlhan the U.S. Navy
has on boa1rd just one aircraft: carrier. Carrying out your entire 
global development effor - with this small staff means that each 
employee must be able to shape , implement and monitor effective
 
programs qul3cl-]v. To do this, they must obtain and process key
 
information verv efficiently . Your top management support for major

improvement in the irfo rmat on environment of the Africa Bureau is
 
central to achieving this necessary leve1 of efficiency. 

Providing iNfcrmation on the successful performance of Africa 
Bureau programs is increasingly worth a premium. Congress and the 
public want to know the results of your efforts and intend to use these 
results as the basis for additional 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 information system is inadequate. Many
important data needs are unmet; some are met very inefficiently. For
 
e:.:ample, 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 sytem remain unanswered. No organizational focal
 
point--such as an information unit or administrator--for information
 
system enhancement o::ists. 
 Staff are not supported adequately in
 
developing 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 effectively into the information 
age will be a complex undertaking. The Afric- 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 eac-h majo: function and process. Most of these 
requirements are coumnon to more than one office in the Bureau and to 
more than one important Bureau function. Each user of this "common" 
information may have identical, similar or unique information 
requirements. These varying needs determine the characteristics common 
information must possess to satisfy users applying it in different ways 
or for speci,'ili:zed purposes. 

As top managers in the Bureau, some of your specific
 
infc'rmation needs, including 
 the form and volume of data needed, have 
nor been identified sufficiently or made clear to staff. Many of your 
information requirements are different from those of other A.I.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 you to understand and use it more 
quickly and effecti-vely. Sometimes you do not receive the information 
you need. 

Thirteen clustors of common information are used curfrentv bv the 
Bureau: (1) project obligations and ex'penditures; (2) allocations 
(OYB) includint PL-480; (3) Bureau program review and approval; (4)
sector/special interests; (5) economic; (6) direct hire personnel; (7) 
Mission program management; (8) private sector; (9) contractor 
resources; (10) other donor programs; (11) operating expense budget; 
(12) Agency/Congressional policy; (13) local currency. 

The Bureau's key sources of information are 78 important
 
documents or types of dccuments (e.g., PPs) and 127 elecuronic
 
databases. These sources and the information system supporting them
 
meet many of the information needs of Bureau staff. Africa Bureau
 
personnel -id, however, identify over 
 200 specific unmet information 
needs. The reasons for these unmet needs 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 aggregat'pd, too detailed, unsuitably defined, untimely, 
or hard to access; oi the information consisted of controlled/sensitive 
data that could not be accessed when needed. Accessibility to 
existin' information was identified by vour staff as the most freauent 
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 depend-nt on specific incdividuals. Five 
information clusters have highi unmet needs because the Bureau must get 
its data f.rom outside sources--e.g. , other Bureaus or the World Bank. 

In category (2) above, important data was not available in some 
areas. The key "information raps" identified in the Africa Bureau 
are:
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o 	 Country and legion performance and trend data (e.g., social,
 
economic, political, environmental);
 

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

o 	 Aggregate program by sector data;
 

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

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

o 	 Sector/-,pecial interest performance data (e.g., AIDS, 
small 
busineys) by country and region; 

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 obta n this information will pay large

dividends. It will 
 enable the Bureau to guide program implementation
 
more precisely and assess program perfo'mance with more confidence.
 

The purpose of the Africa Bureau Working Committee on Data
 
Systems was to manage an informatior needs assessment 
 as a 	 first phase 
in the developmcnt of an Integrated, consistent and timely information
 
system for the Bur:eau. The results Df this assessment validate the 
Committee's concern. It shows there is major tieed and great potential 
to build u.pon the Bureau's existing informaticn system. 

A higher cquality, better managed information system is essential
 
for the Africa Bureau. It ill increasingly be at the center of the
 
Bureau's efforts to mobilize 
scarce public sector resources for
 
development and to use them more efficiently and effectively than ever 
before. Your support, as too mana~pement, for major improvement in the 
information environment of the Africa Bureau is an essential 
inFredi ent. 

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 define and achieve A.I.D.'s development goals; the institutional 
organization necessary co develop and manage the Bureau's information; 
the technolo.;Ical approach to be used in providing for information 
development, management and use; development and use of common 
gaidelines 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
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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 
inoformation s a resource in the Africa Bureau. 

Vev recommendattions for improving the Africa Bureau's information 
system are:
 

" 
 Top management should treat information as a key resource
 
vQhin the Bureau and direct at the
once substant:ial
 
additional development of its information system.
 

o 	 An informa tion stLrate:gy should be prepared by the Bureau as 
the next step i e incing its information system. 

o 
 A detailed des ig;n for improvements in the existing 
informationuvs.tem should be undlertaken by the Bureau after 
its strategy is agreed upon. 

o 	 Top managemet sh(ould staff infiormation activities in the 
Bureau with specific individuals whose roles are built into 
their jobs (e.r., the suggest,d staffing in IRM's Five Year 
Strate, F in'-h- ' i rn sources naiemnent). 

o 	 Standar ; an d guidelines for information producers and users 
within te 1fica Buroau and in other A.I.D. Bureaus shculd 
be estab I id by de.ignted staff to improve the 
productivity ond efficiency of the information system. 

o 	 The Bureau siould concentrate fi rst on filling the high 
priori, unlm t needs identified in this assessment. 

o 	 Staff training and practice in information production and use 
should be increased. Training should include use of 
advanced technologies (e.g., computer hardware/software and
 
facsimile machines) and of the library, CDIE, and other
 
informat in resources. 

o Bureau stafi should participate in developing other A.I.D. 
databases and information systems of concern to the Africa
 
Bureau.
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I. INTRODUCTION
 

k. 	 Purpose of the Assessment 

The purpose of this study is to conduct an information needs
 
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 Anne: 
1.
 

B. 	 Methodo]v('1:0( in thbe Assessment 

In carrying out this assessment Devres used interviews,
 
questionnairbs, document and data set review and observacion,
 
principally wit hin the Africa Bureau. We also depended upon the
 
collabocration and "ln'oivemunu 
of the Africa Bureau Working Committee on 
Data .Ss a part of our methodological approach to thisvtsems'as 

assignmenO'
 

We conduc d our work in steps, some overlapping. The Working 
Committee, or members of it , were actively involved in or reviewed the 
results of each step. First, we formulated a work plan and 
questionnaire. The questionnaire was pretested and then distributed 
widely within the Burwau. Second, we prepared a detailed list of 
persons to be interviewed and began a continuous round of interviews 
with them. Third, we obtained documents, electronic data sets and 
other secondary forms and sources of information from Africa Bureau and 
other A.I.D. employees. The materials were identified and collected 
systematically; to ensure reasonable completeness, we consistently
 
requested such materials from all interviewees and as a part of our 
questionnaire p:-ocedure. Fourth, we observed persons use, creation 
and distribution of information in the course of their work as i part 
of familiarizing ouiselves with the information environment in A.I.D. 
and the Africa Bureau. Fifth, we developed an inventory of documents 
and an annotated inventory of key electronic databases containing 
information used by Africa Bureau personnel. 

Sixth, based on our initial interviews, questionnaire returns, 
document -eview 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 
framewcrk developed involved the following steps and processes: 

" 	 Specification of the key functions carried out by the 
Africa Bureau in accomplishing its development 
objectives; 

o 	 Determination of the important decisions and supporting 
processes within each key function; 
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" 	 Identification of the important 
information requirements of
 
each Africa Bureau Office in carry'.ng out the key functions;
 

o Specificationl of areas of information required in common by 
more 	than onie office and function. We t:henu i viewed this 
commonlY used informatio and aggregated it into
 

.
"informa:; o c liters." The central chara(teristics of 
the se Clutess U rSw three: (1) the informati on within them 
was used by more tQan one office to meet more than one 
purpose; (2) Mie infor-ma tion within them was usually applied
 
to more thaE one of 
the Africa Bureau's imprtant 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 sources (documents 
and elect-ronic databases) for each info:mrm,'ion cluster; 

" 	 Identification of unmet information needs for each
 
information cluster;
 

o 	 Assessment of the unmet information needs in each
 
information cluster. 
 Our analysis briefly described each
 
information cluster and noted the 
sources of information and
 
unmet needs for each cluster. We then examined and
 
claracte rized the unmet needs of each cluster as to type,
 
determined the reasons 
for key utnmet needs, special problems
 
created by Lhcm, and special training and other implications 
associated with resolving the 
unmet needs. 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, user or information creates an unmet 
need 	related
 
t:o the data. Specific reasons for unmet needs included user
 
was unaware of the data; infcrmation was out of date,
 
incomplete, inaccurate, too aggregateA, too detailed,
 
unsuitably defined, untimely, or hard 
to access; or the
 
information consisted of controlled/sensitive data that could
 
not be accessed when needed.
 

o 	 Preparation of an outlinn of an information system for the 
Africa bureau which presented major data sub-systems needed,
 
described possible relationships 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 se; out next steps for the Africa Bureau to
 
consider 
in bettr meeting its information requirements. 

Seventh, using the above analytical 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.
 

6 

http:carry'.ng


II. AN OVERVIEW OF THE INFORMATION ENVIRONMENT
 
OUTSIDE AND INSIDE A.I.D.
 

A. Information as a Re5ource' 

The generation and use of information has increased dramatically
in recent years for Lwo reasons" first, the sheer quantity of 
informaLion has Leen expandi.ng as never before; second, the development
of even more powerful computer/telecommunications systems makes it 
possible to .;,Lnre and access pirtinent information almost immediately.
The US has become an "information economy". The average executive in 
an organli:atic spv.nds the majority of his/her time in processing and 
communicat ing nformarin. More than half of the US work force have
 
jobs that primarily invulve information processing, i.e., documents,
 
reports, plans, .inalv.es etc. Indeed, the provision 
of information
 
has itself become a major business.
 

Information is now considered by many organizations to be an
 
economic rt 0 ource-- 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 information can improve the 
quality and value of output very substantially. For private companies
this can resul n much 1arger sales and better profit margins. For
 
public organi:ationq it can mean the production cf better projects 
 and 
programs mo re quickly and at lower costs. 

Information can be defined as data which has been processed to
 
make it more 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 aA input, like
 
labor and 
 capital, that helps produce outputs. For example, American
 
Airlines extracts information on its frequent flyers from its
 
computerized reservation system (Advantage). It directs
then specific

marketing promotions to these individuals. Now widely copied by

others, this 
effort gave American Airlines significant competitive

advantage during the initial phases of airline deregulation in the 

Ilnformation in this chapter draws not only on our current work 
Tor the 
Africa Bureau, but upon assignments Devres has carried out for
 
other clients, especially for PPC/CDIE, the Belize Ministry of 
Agriculture, the AUPHA, and the White House. 
 See, in particular,

Devres, Inc., 
Development Information in AID, Contract No. PDC-0085-I
00-6095-00, Work Order No. 8, November 16, 1987. 

2 The information business includes computer and software 
manufacturers, telecommunications companies, information processing and
 
publishing companies, office equipment and systems firms, programming

services, related consulting firms, and the like. 
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3
U.S. 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 
statu.s of each of their appliances.4 Major medical organizations like 
Suburban Hospital in Bethesda, Maryland use information systems tospeed 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 
delineatod. The first category assists in the internal control and
 
management of an organization. It consists of such items as budgets,
 
technological support systems, materials inventories, the status of
 
contracts, personnel ranks and assignments. This type of information 
is essential to day-to-day organizational operations. The data needed 
is primalrily within and under the control of the organization and thus 
fairlv ea yv to capture and retain, It includes most of the routine 
qu ntiranive activities called EDP (electronic data processing) in many 
firms. Th is administrative information is well developed and widelv 
used in m - ]arge organiat ions today, fHowevre, as noted th oughout 
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 secon3 broad category, includes items
 
such as technological developments, 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.I.D.) is usually more difficult to organize and keep 
current than administrative information. Ia 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 jt relates to the 
very existence of crSanizations. in the case of profit-oriented 

'Jackson, Ian, Corporate Information Management (US: Prentice 
Hall, 1986), p. 6. 

4 Jackson, Corporate Information Management, p.6. 
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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 absence of such information may make
 
their programs less productive and more costly than appropriate or
 
acceptable.
 

Any resource must be wel managed to be most useful. Maj or 
corporationsr ,ind organizations that recognize information as a
 
significant 
r;ource have taken specific policy and organizational
 
steps to effectively manage it. Some major corporations, such as
 
Mobil, American Airlines, American Home Products, FMC Corporation,
Reuters, Japanese financial and trading firms, etc., concentrate very 
hard on managing tieir information resources. The top management of 
such companies is primarily concerned with gettcing necessary and useful 
informat:ion to the right place in the organization at the right time to 
assist in maIking assessments and decisions. The'y are nnt pirticularly 
concerned wi technical matters such as how comput-ers e1ela 
al though t'h do win to keep up with technological ,dnc(:; that make 
information aquis itio and Elow more efficient. 

These cnreY,,-j" s invariably have an overall plan or strntec, 
rea dii, t e iig lnL of information. This plan comes from the top
-it is di;cussedand approved by the Board of Directors, the Executive 
Commi-ee, o: theL esident or Chief Executive Officer (CEO). Thus all 
elements of Lo corporation are aware that top management fu liv
 
recognizes the key importance of the information resource and is
 
committed to eff~ctive management of it.
 

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

" 
 Integration of information with all other organizational
 
resources and use of information to help formulate and attain
 
strategic objectives 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 nanagement services' responsibilities within the 
firm; and 

o 	 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 participating entities (nodes).
 

In man,, 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, or 
Senior Vice President for Informatiorn. He or she frequently runs an 
organizatio--.Q unit reporting directly to the CEO or his/her Deputy.
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In heavily centralized comFanies, 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 those 
mentioned above contain many databases which operate autonomously, but
-and this is the key point- -substantial effort is piven to devel olinci 
common standards, 1,unidlelines, and procedures reqardin the fnformntion 
resource. These standards are typically set down by the senior
 
information 
 executive . S/he integrates and coordin:,tes the various
 
databases (some companies 
 have more than 50 major on as, many minor ones 
and access to many more outside) through common policies, standards,
 
controls, 
 and compatible equipment. All units must participate in the 
system and share in it--all are both contributors and users. Audits
 
and evaluations are conducted 
 by the senior information executive
 
periodically to check performance and assure 
 that all units are
performin, under the approved policies and standards. H is/her office 
also provides; assistance, training, and technical services to all
 
units, keeps current on new k:nowledge and expertise, and usually is
 
responsibe for the corporation's central database(s).
 

B. Mana r,-men t -ndi fw'v.ORTI~:e _ fo-mr ion in A.I.D. 

A.I.1). K< in udat'd(I n 1.h es[I; ui;s zratie and program

("deveiopmen t") i lor
i on. J. is eerv' ere--in every office in 
A. I D./Vas;hin ton and i" U.S.A.I.) c"pseas . it is provided and used 
by A.I.D. 's , loa-i.,". co ::ractoys, and consul-tanrs at all levels, by
developing count ces, by many differ-ent rganizations and by almost
 
every person invclved in developmenc activities.
 

Administrative information has been particularly critical to 
A.I.D. because of shifting foreign assistance policies and objectives
and the excensive personnel and management problems inherent in a

worldwide program. As A.I.D.'s potential or 
available resources shrink 
in real terms or relative to development needs, management informa-ion 
will become even more important as a means to increase the efficiency
of adminitering development assistance. Such information includes 
organizational and personnel data, inventories, budgets, obligations

and other financial flows, contracts, etc., and is maintained in such
 
computerized 
 systems as RAMPS (for personnel), COORs (contracts), and 
others. Some version of these important systems have been established 
for a longer time than related development information systems
(although they do not yet meet everyone's expectations or needs, as 
pointed out later). The information they generate is widely
disseminated and used by the Ageny. The absolute necessity for this 
type of data is not questioned. 

Developrent information foundis in the forms of personal 
experience, video tapes , oral histories, speeches, maps, proj.3ct papers
and program reports, evaluations, feasibility studies, technical 
studies and report.s, cvaluations, development strategy statements, and 
a myriad of electronic databases. This information can be obtained 
from individuals, private corporations, governments, A.I.D., the World 
Bank, UN agencies, the OECD, universities and a variety of other 
organizations. It is in constant demand. 
It is used by A.I.D. as a 
resource to be consulted because A.I.D. deals with groat 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. 

Administ rative and development information is a resource of 
considerable importance that is increasingly and continuously being 
tapped in tbMe p rvpLaraLion and imnpl'mentation of Agency plans, programs, 
and projpcrts. It needs to be available constantly in a systematic,
 
timely fashion, loweere, this degree of access to important
 
informlation has not been achieved fully, in the past or tod.-v. In most
 
organizations, including A.I.D., timely access by all personnel to the 
specific information needed to do their jobs well is a sought after,
 
but never completely attained, goal. Optimum achievement of this
 
target depends on a mix of factors--the value of he information to
 
A.I.D., the cost of accessing it at the time and in the form most
 
needed, etc.
 

For many vears there were no well developed formal systems in USforeign aid agencies to acquire, keep, and utilize such important
 

administrative and development information. Documents were filed
 
haphazardly in office or personal files in Washington ind abroad, or
 
left with contractors and consultants. Valuable knowledge often 'as 
available only directiv from ex:erts 

radualiv, awar-eness of the value of better administritive and 
development information grew within some units of A.I.D. and systems 
were established to have it available for consultation. Specialized 
databases ..ere developed to organize, manipulate and make more 
accessible :ev administrative data. Development information became 
better or-aniu'c too. During the late 1960's and 1970's, A.I.D. 
undertook efforts to manage its deve]opment information more 
svstematicalv. A ov. soup was taken in 1975 .ith the approval of the 
"Information as a Tool in Develiopment" project. This effort unified 
several ongoing informion collection and dissemination prog<r.ams 
within the c.ntra tecinical bureau. Another significant step was 
taken in 1980 wioh the reoation of the Center for Development 
information and EvaluatonP wi -hin PPC (FPC/CDIE). 

There is some evidence that A.I.D. is not managing administrative 
and development informatcon as systematically as manv other companies 
and agencies. A.I.D. does not -ppear to be as far aloig in developing
 
an overall system or network that enables useful 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, advnntages by directly increasing tne productivity, 
flexibi Itv, and responsiveness of individuals, wcrk groups and entire 
organizations. At the center of this concept is a new era of software
 
applications h-avilv networked, highly intelligent and operated by
 
individual uisers. The technical foundation of this concept is found in
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present corporate information networks 5 that already combine voice,
 
text, image and data at the work places of each relevant employee
 
(e.g., the Nomora Securities network in Tokyo),
 

Also, the preponderance of A.I.I). 's administrative and development 
information functions serve technical professional staff. More 
advanced sv stems cons t-antiv ]link top management with critical 
information that helps enable increased productivity, bet ter management 
control and improved decision making at all levels of the organization 
in carrying out overa]l1 strategy. 

Managers are usunliv interested in results and in enhancing their
 
knowledge level to deal more successfully with their environment. The
 
information top organization managers need includes:.6 

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

" 	 Internal operations information--operating, financial,
 
strategic, control and structural data;
 

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

o 	 Progress information--data about levels of achievement or 
excellenco in meeting goals, needs of clients or 
beneficiarie;, or concerns of sponsors or supporters; 

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

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

o 	 Early warninn, iniformation--trigger or alerting data about
 
problems or issues; and
 

o 	 Dec ision making information- - indicators of the factors 
su:port!K and not supporting changes in the situation being 
re-,ie'wd and pros or cons of the :iecis ion being considered. 

Administrative Wao:r a on is usual!y, but not exclusively, found in 
categories 1, 2, and E. Development information falls largely in the 
last five cton-n.l:s. Some deveiopmrnt data is tra:nsitory and hard to 

. "The Pi 

Infos'sy t:M, -;,!iu:s,1(IF7 p.22. 

-:rnti d o1 F,1,ir. so o the Information Veapon,"
 

6jackson, Corporate Information Mana.ement, p. 17 citing "Tools
 
for Building an US," EDP Analyzer, vol. 17, No. 12 (Aug. 1979).
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provide effectively with computer technology (which tends to emphasize
 
formal information sources and formats). Thus, information systems
 
aimed at top management have to systematically integrate formal and
 
informal information sources into one network design (which
 
increasingly includes telecommunications and computer technologies).
 

A.I.D.'s present informat:ion system i, not as efficient as it
 
coul da10 :lould h, inl providing in~formation to its decision makers
 
world-wioe when they need it, including top management in 
Washington 
and in the U.S.A.. s. Some A.1.D. administrative effoirts, projects 
and programs are more difficult to undertake effectiv.v as N resul t 
because personnel of Lon ire unaware of pertinent informat-ion, or c.i 
of it is not a'.'ailaIhle in the right place at the right time in the 
right pIc ag:.e, o rhe' are not required to or choose not to consult it. 
Certainly suchi d fficulties are overcome by A.I.). staff on a daily 
basis, Cho I d thle time and energy necessary t otain 
inform ti(1 OclIn idered essential to their work. towever, if g tI lng 
information ,coIs too d fficult or time consuming, A.I.i). personnel

ch~oose, to, ;'.: b . is ava.';ilable.
Wi, h w.:hat 


I:: :; ce nt-'''' of nlformTrioli a.;a critical resource within 
the Agency will ,,"ercome some of itso difficul ties, and this 
informatii 15t i ,. is Iiportant 1-ir-st: step by the African' ain 

Bureau 111 t hi df11 
 ", ,n overo ] plan or st ritegy that focuses ol 
administrgrive and tevelnp:,iwt inf rmation as a resource ailid assigns 
responsibiliti, obligations', and duties for managing 
it to all parts
 
of the Agency will lead toward the improved management focus needed.
 

Acutre awareness by A. I D. ' top manart-m-nt of the value of
 
informa.tvion in its own rifnht 
 and as a means to increase the value of 
AI .D. 's o iesources achi evi 1qE dCVe 1 opment impact is vi tal inrhei in 
this era Cf declining budgetary resources. Timely use of more of the
 
rignt info.rmarin and better handling of information will enable more 
developmentt I achieved with each dollar of foreign assistance.
 
Sanyo Securities Corm.v in Tol-yo, for ex.ample, uses ani integrated
 
information sys-em, including artificial intelligence structures, to 
forecast market r-ids, pr'oject e:change rate fluctuations and generate 
investment a d vice, !L communications/computer system has reduced back 
office suppft requir,'ements to '-;s than one person per sales 
representative when most firms re.qpire two people to ;upport each sales 

representative.
 

Information systems in organizations evolve in complexity as
 
increasing numbers of users 
are preparei to access data and information
 
directly. This and 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 responsibility
 

7 Chorafas, Dimitris, "Is the Competition Ahead! Then Leapfrog
 
5 7
Them," Computer World, July 20, 1987, p. .
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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 ap lications have important
departmental or interdepartmental uses and need to be disciplined by 
guidelines establishing appropriate languages, protocols,
 
documentation, control procedures and support of suchI efforts, Many 
of these end userr also want to be involved in tho hushanding and
 
management of the information relevant to their functions. These are
 
healthy tendencies, They are reinforced by the dispersal of'
 
information t(chno1ogy in terms of personal computers and 
communicatlo; s. 

CmpuLerinr1 dirita] PBXs can intarconiect telephones, micro
computers, 'oic, mail ald other equipment around the world. !-,ANs can 
intermall link. omrpuu.r,, grapics de vices, fax machines and even PBXs 
into integrated services networks, resul.tin; in distributed information 
systems in whicl rapid user-to-user information transmission in voice, 
data, g'ra phic aid written form is po;sible. lowever, these tendencies 
toward the dspeTrsal of informaLvion and functions throuchout 
organi'"atioi usually puts a strain on e::isting information development 
and control strucouyr ;. rganizations normall]v cope, .: :zi th-is problem 
1y adopting plans, policies, and iuniap.mepw structurs'( that emphasize 
lateral relationships, such as coordinaLioa, nevwc-cinp, techni.cal 
interchange, liaiscn, etc., that fully support developmient of a 
discIplined and widely distributed information svstem that is highly 
responsive to the needs of information users, including top decision 
makers. 

A.T.D.'s acdministrative and program related information system is 
evolving in -his manner. There is ever increasing interest in, and use 
of, databases and computers (especially as younger persocnel who are 
more "computer li-erate" join and rise in the Agency). As within USiS 
and as planned with the State Department's FAIS, end use ccmputi'io and 

-clecommunicavions are being more closely linked within A.I.D. as tnev 
already are in many corporate envirornents. The potential is great for 
building upon these and related circumstances to substantially increase
 
the impact of all kinds of information on A.I.D.'s overall effort.
 

8 Whereas traditional centralized data center or time 
sharing
 
environments in corporations usually continue their growth, the end
 
user shared environment has been growing explosively in some. In one 
oil company, for example, end user computer growth reached 12 percent 
per mont:h while- traditional environments were growing at only 15 

"r.
percent p 'c.r See Jackson, Corporate Information ,inapaeunan , p. 10. 

9See, for example, Spishak. Paul, "Program Decisions in AID: Using 
Automatiorn for Management, Foreign Service Journal, Vol. 60, No. 3 
(March 1987), pp. 22-23. 
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III. INFORMATION IN THE AFRICA BUREAU: WLAr IS NEEDED,
 
WHAT EXISTS AND NEEDS THAT ARE UNHET 

Three key features of the information envi roT1, eUt in the Africa 
Bureau are identified in this Chapr.er. First, by cffice and function, 
we identify and describe the inform.-tion requireeiir.ts of the Bureau. 
This anavysis, pa cip,-ited in fully by many A.l.D. personnel in the 
Bureat,, port ray,,s wl it T:he Africa threau'ay pCr:!;ne1 they ac tua11y 

ideutify the 
impo rant sour e!. a f iviforllatill (docnihllen tS and el(-CLI-o ic da tabases) 
l.;d oI p,,ss;s;s;ed b hle Afirica bureau to support Jts worhk. TI i is 
ana 

need in tie way of iridl oration. .econd, we I :I describe 

1-1 , a11jyIi p -iCi 1 ted in h\' many Bureau staff, ildic'ats what 
ehe yt' .il ' cIiiio!l i tath t-le Af ica bureau all eid I s s , or 

aCcce() S Th rd , , i ia:fy aid describe the uiitMC t i n lor1iiatio1 needs 
of the ' f' i V 'Iflis aiinalysis highlights ai( as "here key 
info riliat: i : u i i-,;llkc1n arc lot being aet fully irt the Africa Bureau 
b)' i lforiill;, i oil i] r-,t id"- 'iviii 1 ':1l t or no iexistent. 

A. Framev(, - - hv fort iUn Needs 

Too ... reiii:i 1 of the Africa Bureau in a
 
svst na <..,,, we orLai:-rd the oper-' ional work cL the Bureau into
 
functional re . ti. furlcsins ,ere identified and 
 agreed to
 
jointly I)"- :tI(, 1 ). Vorking Commitctee i-d tha Devres Team iftrer
 
difterei t CwteF ion:; were considered. The ne.'; gna ted functions
 
generally follow I.h- work flow o the Bui.raa. As a result, some
 
cate(torie,: reprk,; n ciear-cut and di.crete ar0as of work, which are 
easily separable (Projec /IPA Design and Impleinentation; Management and 
Administration), ,:hi I others do not offer clear bo.indaries or overlap 
with other areas ( oni at.oing and Evaluation). 

A series of processes or actions undertaken by the Bureau were
 
identified for each func tion. Ultinately, these processes were
 
gene-alized for alI funct.ios as: Initiate; review; approve; monitor;
 
evaluate ; report:. 

For cI function aid process, A.I.D. staff and Devres team 
members coliaboratively identified key informaition :eeds to carry out 
that process and function. In defining inforaation needs, an effort 
was made to be as practical as possible. We sought to specify the real 
information needed 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 IDP - sOfa - PD - TR/MDI - MGT - CONT. 

Geographic offi ,!; weree considered together, since -hey perform 
parallel functions for a different grouping of countries and therefore
 
have similar information needs. Many of the specific information needs
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were identified from the que.;tionna res and individual interviews
 
conducted by the team. To 
the extent practical, entries representing

information needs were 
cleared with the offices carrying out the
 
functions listed in tne first column of Jable 
1.
 

This dli.screet identification of Bureau information needs or
 
requirements, by function and office, resul ted 
in a series of matrices
 
which are prese nted in 
Annex 2. An example, of the content; of one of 
the matrices is shown in Table 1. In assembling thiese matrices the
 
primary information needs 
of each office of the Bureau and of the 
Bureau i elf were ietermined Later in this chiptr, we aiayze these 
requirementsto identify key information areas 
used by many offices
 
and/or ,upporTi ii man'' functions.
 

B. I)esr riprion of Functional Areas and Kev Proce.sses 

Followiin' is a sumna rv of each functional category and the major
activities iIkuded uindo r it. These functions, and their associated
 
processs,, are 
 th major deve lopment activities of the Africa Bureau
 
that iee d to he supported bv in forman on. Carrying 
 out these functions 
requires at lea.t L mininnm amount of ipForation, and carrving thoem
 
out efficipimt and with 
 xi.mui dv :opneiin t effect requiies timely,

high quait , cirtful l Lailored information. Tlhs. ahy provide a
 
framework for de:terminn g the key infornmaticn icutu.iements Df the
 
Bureau and, utimately, for designing an hiiprovcd 
information svstem
 
that directly support 
 the overall development rnto ',of A.I.D..
 

Cate rv No- 1P. licv nd Proram P] anir-L ,c. opavses a variety 
of broad activities ia the fields of policy and strategy planning at
 
the bureau, sector and countrv levels. Activities cover the 1) Bureau
 
Strategy process, 2) country strategies (CDSS), 3) Country Action Plans
 
and A) sector strategies, including Marketing and Investment and PVO
 
strategies.
 

Cat,-ITy\'\>. 
2 _Prorram Budgeting covers all aspects the budgeting
 

and resource al1ocation process for the Bureau except for the OE
 
budget, which comes 
under the Management and Administration category.

Activities include 
1) Bureau and country allocations and such processes
 
as the AAPL planning excrcise, the OMB submission, preparation of the
 
OYB and the Congressional Presentation; 2) implementation of the OYB;
 
and 3) monitoring of local currency.
 

Cateporv No. 3 covers the desin 
 i plementation and evaluation 
asp~ects of _jgjt and non-pRro ject a-sistance (1PA). NPA includes 
sector pr-ogram grants, commodity import programs, economic policy
refo-rm programs, and cash transfers. Activities involve 1) a range of 
design action ficnm scheduling through PID/PATP approvals, 2)
development K 
 cujdance for project and NPA design/"implementation, 3) 
arrangien: , i'.'PP./.D dos.pn and approvals and 4) implementation 
backs topp i:, 

Cat,c.orv No. 4. .ronitoring and Evaluation, 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 is becoming less 
formal and the timing more flexible, as a continuous process of ongoing 
monitoring is now being emphas ized, with regular reporting through the 
semi -annual. Project. Iupl omenta tj on Repo-ts (PRs). The atoatire to 
making M&E a sepa rate category was to integrate it into each of the 
other ca rogories b, adding monitoring and evaluation elements where\,er 
appropriate throughout. Several committee members felt that the M&E
 
function would tend to lose i.ts identity if t-hi.s 
 were done, and it was 
decided to retain Monitoring and Evaluation as a separate category. 

Caterory No 5. Management and Administra t ion. comprises the major 
elements of Bureau administration directed by the :'anagement Office and 
AFR Centrol ler. These include: 1) the formulation, review and approval 
of t-he OE budget and travel budget for the Africa Bureau and its field 
missions; 2) the ass igoment of personnel to positions in Washington and 
the field; 3) the Bureau's PAR/EER process; 4) management of the 
Bureau's information syster, including equipment acquisition, data 
managemnit and staff training; and 5) oversight of Bureau audit 
reports.
 

Categorr No. 6, E-:ternal Relat:ion- covers 1) Congressional 
relations and the legislative process; 2) coordination with the NCO/PVO 
community ; and 3) coordination with international agencies (World Bank, 
U.N., etc.) and other donors, including a mutual exchange of 
information on assistaace programs. 

C. Commolt, TIfoirmation Needs of the Bureau 

M,ny of the information requirements identified in Annex 2 are 
common to :,ore 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 OYB
 
implementation and benchmark achievement for strategic objectives in 
the Bureau's action plan (used by DP and DD to 
review/monitor target 
performance). Each user of such common information may have a 
identical, similar or unique needs, depending on his or her role in the 
procf-sses for which The information is being used. These varying
 
requiremer-s determine the characteristics common information must 
possess to satisfy users who ace applying it in different ways or for 
specialized purposes. It is principally because information used in 
common does not have the characteristics to meet all users' needs-
e.g., timeliness, accuracy, level of aggregation or disaggregarion, 
ease o accCss -- that unmet needs exist and problems arise, 

Groupiilg commonlyv used information helps determine the relativ, 
importance of each 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 aggregated, organized, collected, labeled and disseminated to meet
 
the needs of the Bureau. The significance of accessibility to the 
i.nformation b), users other than the producer of the data can he 
determined more clearly when the users and purposes of the information 
are known. Th10e mix of users may even affect which office is selected 
to produce and mairnta in the data. 

Determining the commonality of infomation requ irements, while 
helpful, is not sufficient to guide all information assessment or the 
design of a management information system. Identifying the perceived 
or actual importance of the information needed is also essential. For 
example, higher level information items, such as country economic data, 
will generally be used by numerous offices and for several functions. 
On the other hand, some very specifi,, units of information, such as the 
date of a CN submission for a certain pr:oiect, 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, 
commonality needs to be combined with judgement as to the significance 
or importa:ce of the information requirement to specific processes or
 
tle overall work of the Bureau.
 

D. Development of Clusters of Information Requirements 

The next step ii our analysis ',as 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 
important, an enhanced 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 requir ements. 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 onc or more functions. 

The information clusters developed are shown in Table 2. For 
presentation 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 
not synonymous. 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.
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Table 2: 	 Clusters of information Needs in the Africa Bureau
 
of AID
 

External /Bac-kround 

1. Economic 
2. Sector/special interests 
3. Privere S: cror 
4. Other 	 donor aid 

Financial 	 re.sources 

5. Alloca:ions (OYB) 
6. Preject Obligations and Expenditures 
7. Local 	 currency 
8. Operating Expense Budget 

Personnel 	 res")U rces 

9. Direct hire personnel 
10. Contract Personnel
 

Strategy, 	 policy and program management 

11. Agency and Congressional policy
 
12. Bureau review and approvals
 
13. Mission program management 
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Table 3: Sample information cluster
 
Project Obligations and Expenditures
 

Office 
Information Need Needed For Needed Bv 
Country Pipeline Status OYB imolementation Process DP GO 
Country Obligation Status OYB Implementation Process PD TR 
Proj pipeline/mortgage st:-tus Address Imple. Problems DP 

Undertake Cntry PIR Reviews DP GO 
Sel. Incr. Funding Levels DP GO PD 
Project Level Mission Evals DP GO 
Country Action Plan AA DP GO 

Budget allowance status OYB Implementation Process DP GO 
Brooke Amendment status OYB Implementation Process DP GO PD TR 
CN/TN submission status OYB Implementation Process DP GO PD TR 
Deob/Reob status OYB Implementation Process DP GO 

Address Imple. Problems DP 

Mission's pipeline record Review,appro\al of PID/?AIP PD 
Negotiate ProAg with HG PD 

Mortgage data Authorization of PP/PAAD DP 
Expenditure by project OYB implementation Process DP GO PD TR 
Proj pipeline/mortgage status OYB Implementation Process DP GO PD 

Dates of field authorizations Authorization of PP/PAAD PD 
Timing info on field auths Negotiaze ProAg with HG PD 
Timely field obligation cable Negotiate ProAg with HG AA DP GO 
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E. Information Sources (What Exists)
 

The information requirements of the Africa bureau are being
 
supported by manv different 
sources and kinds of information. These
 
include documents, electrolic databases, maps, oral histories, video
 
tapes and personal experience. One of the most important sources of
 
information for Bureau 
 mp1oynes is personal knowledge passed along
 
orally by colleagues.
 

As part of th is 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 oresen ed 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 Lhe Bureau to specific documents such as "Minisis in 
U.S.A.I.D.-- ow and FutVure." In many cases, documents are produced 
from eleco:ropic da-ahnnes. Where this was obviously the case, we have
 
included the 
elec ronic database as the source of the information
 
rather than the doculmnTlt(s) produced from the database. Of the
 
documents ]is ed '4 percent are produced within the Africa Bureau,
 
either in Wasilngton or by U.S.A.I.D.s. A.I.D. itself produced all the
 
documents on the A;t. Key docur. ncts produced outside A.I.D. include
 
the Foreign Assista,-e Act, OMB's budget guidance, State Department 
policy papers and spoeches and various documents from oher donors and 
developing countr ies. 

The el.ectronic 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 databases with an asterisk
 
are major one containing a larger volume of information. All key,
 
frequently used, databases brought to the attention of the Devres Team
 
are i.cluded. Numerous exterral databases sometimes used by the Africa 
Bureau via CDIE are not listed in Table 5. 
 These external commercial
 
databases are available to 
Bureau staff but are seldom accessed by them 
directly. Data sheets 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 a:n actual example of the output of each database is
 
available in a 
large notebook included in the working files supporting
 
this report.
 

A substantial majority (69 percent) of the electronic databases
 
used by the Africa Bureau are produced by it as well. These databases 
are used primarily by Africa Bureau personnel. Of the databases 
produced outside the Africa Bureau, most are products of other Bureaus
 
in A.I.D.. Fo example, the African Bureau uses numerous key A.I.D.
wide databases such 
as COORS, RAMPS and PAIS. In addition, some A.I.D. 
offices Iha.., V contract ed with institutions to manage datasets for them. 
The l)eve lopmEnt- Information System, which accesses bibliographic 
information on A. I.B. project documents, evaluations and technical
 
reports is an example. Other examples include the population databases
 
maintained by John Snow, inc. for S&T/POP.
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TABLE 4
 

Key List of Documents and Reports by Producer
 

Name 


Project Control Register 


Briefing Book 

Annual Budget Submission F xx 

Congressional Presentation FYxx 

PL480 Title I/Ill Country Justifications 

Approved AssisLance Planning Levels (AAPL) 

FYxx Deob]igatuon/Reohigation Requirements 

Obligation Schedule Cable 

Request for Budge t Allowance 


Executive Contact List for PVOs 

Introducing HDI 

Manual for Action in the Pr.ivate Sector 

Private Sector Strategies 

Regional Trade & Economic Cooperation in S.Af. 

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

CIS Equipment Office Location List 

Action Plan 


Annual Budget Submission (ABS) 

Concept Paper 


Country Development Strategy Statement 
FYxx P! ivate Sector Rehabilitation PAAD 
Auction Program Support - PAAD Amendment 
Mission Reporting OE Obligations cable 
PFAR Cable Report 


Program Assistance Approva] Document (P1A1AD) 

Project Identification Document Facesheet (PID) 

Project Implementation Report 

Project Paper 


Small Country Strategy Statement 


A.I.D. Automat [ion Review List 
Automated 1n'. entory Management System 
How to update CONDOR Files 
Main Frame Systen, 

Action M(-morandunii for the AA/AFR 
PIR Summaries 


Dnclimnt Trac6<i 'L Rcort 

Source
 

ANE
 

DP/PAB
 

DP/PAB
 

DP/PAB
 

DP/PAB
 

DP/PAB
 

DP/PAB
 

DP/PAB
 

DP/PAB
 

FVA/PVC/IPS
 

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.l
 
M/SER/IRM
 

PD
 

PD/EAP
 

PD/IPS
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Summary of [regional] P]Rs 

FIR Reporting 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.I.D. Dev. Info. Center Manual 

COM Indexes: A.I.D. Project Reports 

COM Indexes: A.I.D. TechNi:cal Reports 


Development Experience Abstracts 

Directory of I)ev. Info. Network 

Evaluation Occasional Pape -s 

Evaluation Report Acquisitions List 

FY87 PPC/CDle ]iformation Service Stats 


Management An ;.eit PPC/CDIE 

Minisin in USAID -- Now and Future 

PPC/CD1E Briefing Portfolio 

Program Eva uat ion Discuss ion Paper 

Program Evaluation Report 


Project impact Evaluation Reports 

Research and Reference Services 

Research and Reference Service Monthly Report 

Special Bibiograpi ies 

Technical Report Acluisitions List 


Doc. and Info. Handling Facility monthly report 

A.I.D. 'Ihesaurus 

Evaluation Special Study 
Program Design and Evaluation Methodology Report 

F.x:.: Approved Assistance Planning Levels cable 

Policy Paeers 

Policy I: wrminativns 


Briefing Paper 

Country Fact Sheet 


ARD Operating Procedures 
FEWS Coun:ry Report 
Indicators for Tracking AFR Bureau's Progress 
Plan for supporting Ag Research... in Africa 

Ag. & Rural Dem. Functional Review FY80-89 

Projects whichm eonrib. to 
the Ag. Prod Strateg 


HPN Happenings 
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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. EXISTINC ELECTRONIC DATABASES BY PRODUCER 

Name of ;hstab.e 'or Pepor ti Ac'ronym 

Population In fo rmation Program POPLINE 

OE iOonthlv Ohig-ations 

Budge t Ar lsis ABSREV 

Operating E:pe1nqU Summary 

Africa n Bureau TravelI 

Monthly'.' tpa-i: -f OE '1 YE bud 

ABS Compr - o: 


AFR -- : i Shisi ; 1i 1 


Obliaion Plan F;i':. 

Cl' 'vs (L CimparI son Table 

DA/ESF Couni'.v Allocations 

Dev Asnist. Coum.trv Allo, 

ESF Obli , ; ( .ot'v' 

Al D§.'A! , '(
nw "v001 
Econ SuppruiFnd Apporti onment ESF Appor 
Non-ProjSector-,ssr for SSAFR 
FYxx Sect:or i1,,1ton 
Obligan1(, Pr'o iti e,'.':lowance 
AFR Reioal"] Projects 
Non-pro. Asstoi 1)DFA 
A1O2AF (W' 
ESF NPA bv Sectors 
Deob/Reo Stntu'- Report 

Annual Budc; Sublmission (Table 4) ABS 
Pipeline Reports 

Local Currency E:penditures 
Est. Avail Funds by Appropr & BPC 
East Afrca Program & Project Info 
Foreign E:.chan,: Syste 
Congressionn!ITN Lo;, 
CN/Raductio, in Funding 

AFR Legisiv. Update
i 
AFR L:oisltiLon 99A-h Congress 

SSA/DA/EAC Count-ry Allocations 

Summary of Active and Proposed Projects (CP) 


Country Basic Data CBDATA 

Country Master File CMFILE 

Indicators of Econ. Policy Perform. 

Total Debt Service to USG-Sub-Sahar AFRDEBT 

Total Debt Svc to USG-Sub Sahara TDEBT 

Debt svc to USG by Indiv SubSaharan DEBT 

Country Status File CAT3 


Producer
 

Census
 

CONT
 

CONT
 

CONT
 

CONT
 
CONT
 

CONT
 

CONT
 

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

DP/PAB
 
DP/PAB
 

DP/PAB
 
DP/PAB
 
DP/PAB
 

DP/PAB
 

DP/PAB
 
DP/PAL
 
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
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Name of Database (or Re2ort) - Acronym 

ODA Commitments (DAC bilat & multi) 

Dun & Pradstreet Credit Service D&B 

FVA Program Support Summary 
PVO R tilsrry 


Int. l)ev. Research Ctr Database IDRC 

Wor]d Bank dtobse WB 

World IDvelopmarnt Indicators 


Sector A: iw pr- Sy:; (proposed)SARS 

On- onrd ,ta & space report 

Mission Accounting Cont:-o 
Proj Implementation Rpt 
Food for Paci. Activities 

Sys term MACS 
PIR 

Programmed nvB; Unobligated Balance 
Progr im.ed UY,; -implementarion Plan 
Contract info M. Svstum (designed) CIMS 
Contrac :in, On line ReportingSys 
Boss Darn Ease 

Consultan: Registry info Sys 
Gray Amendment Analysis 


Proj Imple Repor Tracking System 
Gray A.enlmen Lt acring FYxxGon 


AFR Project Tracking System 

Proj Data inventory 


Obligations Acrivity Report 


Auth. Activity Report 

Mortgage Report: Proj & Non-Proj 

Project and NPA Pipeline ExpenditureAFTRAK 
Document Tracking System DTS 
P1O/C and PJO/T by fiscal year 
New Proj in Progress for AID/W auth. 
Source Waiver Totals SOWUR 
FYxx Ammendments, New Starts and Shelf Items 
Project Implementation Reviews PIRS 

PfR Summaries 


Allotment Flash W-208 
 FLASH 

Project Accounting Information Sys PAIS 

Financial Accounting Control Sys FACS 

Appropriation Allotment Rpt FACS 

Completed Proj Assist & Activ FACS 

Country Financial Report FACS 


Producer
 

DP/PPE
 

Dun & Bradstreet
 

YVA/FFP
 

FVA/PVC
 

IDRC
 

IBRD
 

IBRD
 

MDI
 

MGT/HR.M
 

Mission
 

Mission
 

Mission
 

M/SER/IRM
 

M/SER/IRui 
M/SER/OP
 

M/SER/OP
 

M/SER/OP
 

OSDBU
 

OSDBU
 

PD
 
PD 

PD/IPS
 

PD/IPS
 

PD/IPS
 

PD/IPS
 

PD/IPS
 

PD/IPS
 

PD/IPS
 

PD/IPS
 

PD/IPS
 

PD/IPS
 

PD/IPS
 

PD/IPS
 

PD/SAP
 

PFM/FM
 

PFM/FM
 

PFM/FM
 

PFM/FM
 

PFM/FM
 

PFM/FM
 

COORS 


BOSS 


ACRIS 


PIRTS 


AFTRAK 


AFTRA}K 


AFTRA, 


AFTRAK 


AFTRAK 
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Name of Database (or Report) Acronym Producer 

Rev Auto Manpower & Pers Sys RAMPS PFM/PM 
Foreign Assignment System RAMPS PFM/PM 
AID Alpha Employee List RAMPS PFM/PM 
Staffing Pat tern RAMPS PFM/Pf. 
Position AOSG List RAMPS PFM/PM 
FS List by backstop, degrees RAMPS I-FM!PM 
Locator Report RAMPS PFM/PM 

Categorization of ESF-OBL (estimates) PPC 
OYB PPC 
STOYB PPC
 
PAIS PPC
 
Flash PPC 
RAMPS PPC 
COORS PPC
 
ACCT PPC 
TAB 4 PPC
 
TAB 8 PPC 
TAB 9 PPC
 
TAB X PPC
 
AVD PPC
 
DBI PPC
 

Development Inf,:,rmation System DIS PPC/CD1E 
Projects Datnbasie DIS PROJECTS PPC/CDIE 
Documenn Da"abas,,! DIS DOCUMENT PPC/CDIE 
Project :.utbhrity File DB DIS PROJAUTH PPC/CI)IE 
Special Proj on AFR AGR REs DIS SPAAR PPC/CI)1E 
Women in Development Database DIS WII) PPC/CDIE 
Catalog PPC/CDIE 
AFRBRD PPC/CDIE 
Asia and Africa Dev Bank DB DIS BANK PPC/CDIE 
Microcomputer-based Dev Info Sys MICRODIS PPC/CDIE 
Economic & Social Dtabase ESDB PPC/CDIE 

Approved A'swstance Plarning Levels SA 
OYB FYxx SA 
Oaliga -_ion Sca he dule SA 
AFR/SA Ob1iations SA 
Actual & Eist "'Wiigations in SADCC SA 

Attributed Cost Pop CAs by FY CACOST ST/POP 
Tracker for IPPF Projects IPPF ST/POP 
Tracker for In-coun.f pop act PPD ST/POP 
Tracker for UNFPA projects UNFPA ST/POP 
Country demographic variables WDS88 ST/POP 

Sahel F:'Y..: OYB tracking schedule SWA 
On-board Staff - Space SWA 
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NAme of Database (or Reapor) 

Worldwide Exp/Obl & Pipeline Info 

FY89 CP data 

FEWS: Fam ine Ear-v Warning Sys;tem 

Travelt Fun(sIs ;ring
o Sys t em 
PL4 8 () Rocipiur.::z 190-86 

Project data from mainuframe 


ANR Obligo tion; from DA 

Management Iunorati on Svs tern 


Functi.onal1 Iefor-ior Ssten, 

Consul tan os to r 


AIDS Ropor:ted Cases,,s to WHO 
AIBSA & AIISB 
AIDSDAT 
Cereal Production in MT 
AFR loalth Peo cr Data 

Midvy.,ar Populat:ion Ests. 1969-86 
Demogr. & Health Indicators 

Working Budget by HPN project 

Personel Database 

PIR System 

Obligation Perforwance Report 


Acronym Producer 

TR 
CP89 TR 

TR 
TR 

PL480 TR 
MFDTA TR 

TR/ANR 

TR/ANR 

FIS TR/ANR/PA 
TR/ANR/PA 

AIDS TR/HPN 
TR'IPN 
TR/HIPN 

CEREALS TR/HPN 
HPD TR/ttPN 

AFRPOP TR/HPN 
AFTRENDS TR/HPN 
ABS TR/HPN 
PERSONNEL TR/HPN 

TR/HPN 
TR/PRO 
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Figure 1: Sample Data Sheet for Electronic Databases 

EXISTING DATABASES 

Data Base Name; ProducinE Office; IF.
 

Operating Expeise Summary (1-'890E); AFR/CONT; 3
 

Descri pti on:
 

Data 	 Contained: 

Control 

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

Hardw'a:Te Software: Accessibil tv 

Source Qocumvnt," Reno":1, :_'ccencv 	 Issuing Office: 

1. 	 Monthly Obligation Cables: Field Missions 

•Usage/Report i n.cap,' Di.tyr: ution: 

1. 	 Mission Allo'ance Cables Quarter'!y; All Field Missions. 
2. 	 Advice of Budgew Allowance Quarterly; FM/CAD-AFR/CONT prepares 

them and FM / A, aiuthorizes and issues. 

'Related Data Bases'; Producinj offi ce: 

1. 	 PY Budget Analysis; yearly; AFR/CONT 

lipda to Scledule Achieyed'
 

Quarterly
 

Comments:
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A relatively few databases used by the Bureau are produced
 
entirely outside A. .D.. These include the World Bank database (V.,)
 
Dunn and Bradstreet Credit Service (D&B), the Population Informat: 
on 
Program (POPLINE) and var ous databases from Canada' s International 
Developumen. Remeal-ch Center ( GDRC)CDIE, working on behalf of Africa 
Bureau Fer.-onn,], frequently top into these and a wide variety of 
additionl;] cowmerc AM, bib]iographic, business and (lire c .:.ry databases 
external to A.T.). to Mbtain needed information. Some i:idviduals in 
the Africa Bureaiu also access certain of these same databases. 

Mantiv of tieA eectronic data :;ets identified in this assignment
 
reprodur - sper.fi c tnhls ronxie sting Agency or outside documents.
 
For examp1e, 7 pero wc, keep aln electronic vers ion of a specific
u 

table c ,ii: -Iinhioin ARS submission, The "databa;e" is used to -:t,p 
urvc" of modi .i i.on in numer1ic data as tihe pcgrammwin year7 evolves. 
The ma.io-itv of the Africa u'emiu's info-nal da a sot; i' kept oi 
LOI-ln. 1.0ot-; ,rr create d h) rho, ; it ]li it liM data i 'orpe rif N 
puirpose. ,sptc 0n mo tor aild i; ] ' or iitioLlumeric. (i :v.A lOSt 
a].wavs , th} , iii 'wy I di i ses arei shared ind conta i11 (1,at, iore up
tLo-dd tc tha t in ot~i~c a agency datanases. "ruquen:i v ,ts
 
infoirml i :;OS priseit in foriationi ini a diffierent WaV than ::he 
official Aincv databases. 

In dtiti on to tie numeric data contained in databases produced or 
used by the Africa Bureau, some users keep textual material.. For 
Cxample, lists of firmns which meet certain criteria, such as Grc'' 
Amerdmei: 'a-us, ar topt. Lotus spreadsheets may also contain some 
textual nforminpi . Project ccnplerion dates or comments on specific 
numeric "a ,re exmiplos. 

F. Unllhe- 1Ifor i- oil N!cads 

The ul timae ieLasur of good informa.ion is its value to 
individual users in fulfilling a particular purpose. To be useful, 
informaion must be timely, accurate, complete, and specific to the 
fu-cuion. I must also be available and easily accessible. From al 
efficiecy perspective, it should be non-duplicative. These traits are 
interpreted b he user. °Th usefulness of information diminishes to 
thue i.en in -i iinot meet the user's definition of these 
cha cteri.s;. Informatioi can be less useful because tiie sources 
themselves a'e poor, tie me thodology for collecting the information is 
incomplete, or the needs of the users are dissimilar. 

fo idntif y possible inadequacies in the Africa Bureau's 
information environmient, we asked a substantial number of Bureau staff 
to identify areas where tiheir important informaLion needs were not 
being met fu]lv. These unmet inforration needs were collected from 
four 	sources: 

" 	 Responses to the questionnaires, which posed the question of 
unmet needs: 

o 	 Team intarviews with more than 40 Bureau staff members; 
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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 

" '7ervationsof the Devres team of information needs of
 
"' ican Bureau staff persons.
 

Personnel within the AfricanIBurtoeau indicated tna t a wide variety 
of unmet information needs e:ist' Over 200 specific unmet needs were 
reported to the Deve- TeaI. Thse are listed, by information cluster, 
in Anr x 5. A svyop.;i1,; of the most important of these unmet needs is 
presented in Chapter I1V wheire they are analyzed. A sample of these 
unmet needs, as reported by Africa Bureau personne1, is sho4:n in Table 
6 for one inFormation cluster, Needs listed as unmet are often based 
on informtLion which cl el exists and which should, at: first glance, 
be availatble to ue'rs.tHowever, the high degree of frustration 
expressed bv users in obtai:ning routine data to perform standard, high 
prio-itv wort indicates tat tie o fficacy of iniformaLio1 souCPs cannot 
be taken for g; nd.C 

There is no i le re:i;n why a parti-cu1.a information need might 
be viewed as noeLtt it is area tlat the inforilmation simply does not 
exist, al1though in .,,: cases great efort would be necessary to obtain 
and analyze it. iowevel, tilere are numerous cases in which information 
is simpl.y nut available, tlhreby leaving an information "gap". 

Generally, however, an unmlelt: need arises from an information 
requirement w''ich has been only partially met, This partial meeting of 
needs can arise in many ways. For example, the producer of informatioin
 
is usually the pLimar, user of the inforlation also. Such a 
producer/usar wil.l find the p rticular information produced useful, 
while othcI's uts;ig the inft 'm1t1o see it as inadequate. This 
inadequacy may result when scos ar users seek to apply the 
information to another, slightlv different, purpose. They may require
 
more 	accuracy, time.i.ness, or detail than the producer/primary user. 
As another e.ample, a diffe renc' in training o init:iative nay enable 
one uset ctan TIet is o7 her inifotITI, ion need01s and1( anothcr cannot. 

In mnlin his analysis; we characterized unme infoirmation needs 
as (1) data e::ists, but some characteristic of the producer, user or 
information creates an unmet need related to the data, and (2) data was 
not availaible. Specific reasons for unmet: needs in Category (1) 
included: User was unawarto of tie data; information was out of date, 
incomp lete , ilaccucat , %oo aggregated, too detailed, unsuitably 
defined, untimely, or ihard to accetOss or the information con.sisted of 
controlled/";ens;i ive data that could lot be ccessed wlen Ieedd. 

Reviewing the totality of unlet nees(reported by Bureat staff at
 
both the oppratir and executive levels indicates that accessbiiitv to 
existic 1 1:0111'ma1011 1s tlhe ,reatost ns'rsaint. Put ill its most 
simple form, people know or believe the information the)' needs exists, 
but it is not organized or made available to them in a form which makes 
it easilynccessible and most useful. Most Africa Bureau staff are
 
busy and frequently under explicit and severe time deadlines. These
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Table 6: 	 Key unmet information needs
 
Project Obligations and Expenditures
 

KEY UNMET 	NEEDS
 

Pipeline analysis including liquidity rates
 
PAIS not current enough
 
Non Project Assistance not in PAIS
 
Obligation status not current
 
Sector breakdowns of portfolio not complete
 

Expenditure data not current 
FLASH: zoo aggregated
 
Project authorization dates and amounts out of date
 
Accurate, updated W-214
 
LOP not in PAIS
 
PACD often not current
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circumstances do not always permit extensive searches for specific 
pieces of information. Many people noted they work around this problem 
by doing the best they can with the information at hand or easily 
accessible from regular sources. The result, they claim, is that they 
frequently use data which they know is out of date, incomplete, 
inaccurate, tco aggregated or too detailed for the purpose at hand, or
 
not grouped properly.
 

This 	 " acce.ss;ibi i" category of unmet information needs is very 
large, as the data in Alnex 5 show. Considered from the vantage point 
of information as a incresingly important resource, the exist:ing 
informat iiu enviironmie is somewhat comparable to a personnel system 
that 	fills various Bureau positions with staff whose skills are out of 
date, incomplcte, too refined, or otherwise inadequate. The Agency has 
tried hard Lo make certajn this does not happen in the personnel area 
by seek;ini to match the correct direct hire or consultant with each 
job. 

informaLntion (rivin: ::a :On and inagtement in the Bureau, already an
 
ongoing L 'eccci, c,. he haci ,( in the sae; wa as can 
 personnel or
 
financial mhn'oo. iu to improve tlt i'pact of the information resource
 
on achieving Agency Oectives. ( hiven e(-tit nature of the
the anid 
unmet needs in ais br oad cmagor: of accu ;sibi].irv, re i.s hoth need 
and pot i,- to iLiwho7 LW intorIat ion envitonmient within the Bureau 

h improvem tand, r'tlo A;isc 	 ' o br ingibout g-reater proiuctivitv of 
already avai lable Bureau resources. 

Africa Bureau staff also pointed to some important information
 
Ips-areas whon-d.daa needed or desired 
by them were not avail.able-

which creato 1mlOrytO unmet -Information needs. Key gaps ci ted
 
included:
 

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

o 	 U.S.A.I.D. program effectiveness and 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.,
 
drought, locusts, etc.);
 

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

o 	 Qualit:a t iv.e inaformat ion on other donor assistance. 

While the number of gaps cited in Annex 5 are not as extensive as 
those noted 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.1.D.'s total
 
resources. To close these gaps will require a clear understanding of 
what is needed, rosource all, caLion--especially at the Mission level-
toward ob t aiining the information, an d enhancement of the existing 
information s vs tem to org,.SnS and make the information available to
 
Bureau and other A.1). staff an(d executive officers.
 

G. AnalIvt ical t:' imeork for Analy':: In Unmet Needs 

An appropria-t anal vical framework for assessing unmet 
informat io;. needs is to view n formation throuqh the prism of purposes, 
users, producers and sources (s;ee Figure 2). These four basic 
elements form a tiered framework with purpose being the overall driving
forcL. followed by users and producers, TIe source of the information
 
provios a base foi the frame.orK, in a single user systm,
 
information 
 i s produced from defined sources, for a particular
 
function, for a specified user. The and
user producer are often the 
same. Relationships are well-defined and the quality of the 
information n dependent primarilv on the quality of the source and the 
producer, Thorn' is only one user perspective. Vihn a system becomes 
multi-u , pl.avion.sh ips become more complex, and the quality of the 

tinformaion , ,owes much more dependent en the perspective of the 
various u..q . 

In Chnser IV, which follows, key unmet information needs of each 
information cluster identified in this Chapter are analyzed to 
determine the nature of the unmeL need, the reasons for it and the 
implications of the unmet need for Bureau performance and improved 
managemenn information systems design. This analysis of unmet needs is 
undertaken in Lie context of the overall information requirements of 
the Bureu as sot out in Annex 2. That is, the functions, processes,
Bureau offices and information requirements for each information 
cluster provide the backdrop for the analysis of unmet needs for that 
cluster. The analytical framework of purposes, users, producers and 
sources noted above is used in analyzing unmet neads for each cluster. 
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IV. ANALYSIS OF INFORMATION CLUSTERS 

A. Overview of Clusters 

In the analysis of the thirteen clusters, six clusters emerged as 
Ibeing.. hZJi_ pri ority because they had high levels of unmot needs. (See
Figure 3.) Other information clusters are important to the overall 
functioning of the Bureau but, apparently, people have less trouble 
getting information in those clusters. 

Of the six priority areas, five are a problem because the Bureau 

must get information from outsiders--from other Bureaus within A.I.D. 
or from organizations such as the World Bank. interviewers claimed 
there arc few prob lens gett-ing information from the 
he easier" to rat it.Formtion f romr Swaziland than it 

Missions. 
is to get 

It 
it 

may 
from 

Rosslvn. Tie SiX:ch priorir-y cluster focuses on the Bureau itself. 
This is information both generated and used within thie Bureau for the 
review :nd approval process. 

At alh(11 of t05s section, the seven information clusters with 
low unmet In.t, are discussed, though i.n less detail than the high 
priority clusters. A complete list of all i,formarion needs, the 
functions the information services Within the Bureau , current 
informcation sou rce s (databases and report s) 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 design. 

B. Analysis of Clusters with Major Unmet Needs 

1. Cluster: Projoct Ohliationq and Expenditures 

a. 1escript ion and Sources 

This cluster of information enables the Bureau to 
monitor the financial status of Missions, programs and projects. It 
includes information on project pipelines, mortgages, and funds which 
have been moved from one project to another (deob/reob). Current and 
accurate obliCamion and expenditure data are very important in making 
the best use of limited budget resources. Poor information in this 
area can result in lost opportunities to reobligare money for Agency 
priorities. This information is used primarily to implement the OYB 
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 info1a1:-ion in thi:; cluster comes from numerous sources--the 
AFR Project iracking System, the Project Account Information System, 
the Ob.iqna i on Performance Report and others noted in Figure 6. Over 
twenty e::isLKII dt:aboases are maintained by various offices within the 
Bureau, but primarily P) /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). 
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The primary source of information is the Missions. It comes to 
A.I.D./Washington by cable and, quarterly by U1OI reports to FM. In 
particular the PAIS report relies on UlO]s which are used by the 
Missions to report hcir expenditures. U101 forms arrive at FM in a 
cotLinuous st rm as f unds are expended but are supposed to arrive no 
late r thn:1 the fir;t K the quarter. Because FM enters the UlOis 
periodLcal Ly in haici es, the informationi is often out-of-date. The 
PAIS is printed wlen FM determines that UI1 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 early October. FM is the source of all official 
obligation and expenditure datp. 

b. Unret Needs 

ite Proiect Ob.igation and Expenditure Cluster had the 
highest number of unrel needs of the 13 anal vzod. Specific detailed 
unmet needs are reported in Annex 5; Figure 6 presents a summary of the 
most important unitet needs in the Projet Cbligations and Expenditure 
area.
 

At least 75 percent of the reported di ffticulties in this cluster 
concern reporting by FM and the PAIS report. TIhe major concern was 
that PAIS is not current enough for making Bureau budget: decisions. It 
is also incomplet e for AFR detcin;ion-making; puraposes. TIii. PACD is often 
out-of-date, and LOP informat-ion is not included. Both are important 
to interpreting the proegrss of a project. All tourtheca information 
needs in this cluster (see Figure /6), were reported by at least one 
person as being unmet. 

The PAIS report shows unexpended obligation figures for every 
project by country, however, several pecple from different offices 
reported pipe.ine information as an unmet need in interviews and 
questionnaires. Yhe reasons cited relate to completeness and 
timeliness, Low project expendiLtures 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 s;pecific implementation 
delays whic nay have caused a slow disbursiement r:te. The latter 
information is not always easy to obtain. A thoroaghly prepared PIR 
might contain it,t this report is produced only every six months and 
the pipeline si t'uation is not necessarily addressed directly or in a 
systematic manner. In many cases, reasons for slow project 
disbursement would have to be determined from a review of the project 
implementation status rnd then estimates made on likely disbursements 
over the ie't sti months from projected actiities indicat-ed in the 
PIR. Most ireau officers have neither the time nor the inclination 
for such a probe on a regular hasis. When specifics are needed quickly 
to e:.:pi N l a pipeline in a ce t:ain project to the AA, often the 
only pracaicala ol;oution is a phone call to the Project Mianager at the 
Mission. A imun:r of Bur u staff would prefer better pipeline 
reportin'; to udgprade the Bureaus' in-house ability for pipeline 
analysis. 

47
 



c. Reasons 

These information clifficul ties exist essentially because 
FM (the PATS prodlncr,/manager) does not: consider the Africa Bureau to 
be a pri mary client for its information. Therefore, FM gives low
 
priority 
 to maki ng the PAIS fit the needs of Us ers in the regional
 
burea us. Simplv put, iwn: of the in for ;,tion crit 
 ical to Bureau
 
decision--m:ik:iny, 
 i!;not- important- to FM. A contributing reason to the 
uninet neeos in t:hi," a ra i; that there exits no formal feedback 
,nechani..;1 for e i:ier <ercect inaccurate data or informing FM of user 
needs. 

Another I i mit at ion is tia the PAIS report aid most I'M reports are 
circulaued in Iard copy . Wb. osome information can he downloaded, it 
requires caonputer wkihich beyonid level of,., ,ire the riost Bureau
 
staff. Nor does FM encourage people to ac(ess it-s data.
 

d. lini ient ions; 

Beca.t!;e they canorr obtain up-to-date info rmation from 
PAIS and o ther FM rep07t:, many people have created their own databases 
which they upd Atc by phone and cables from the field. They use their 
own unofficial_ but current, fijgures for Burleau reports, and staff
 
update tLej n 1_ S a different times. The k-ey resu! t is that
 
obligatior -itid 
 rt e sf often 

and AFR report:s. 'Ul .- ci 1oc databa es re not usual]v checkhed
 
against: offiicil i are 


fi./ui i-rs aire not_ (onsi.;ten. among FH 

,I figures , or t:he sources reported along.: with
 
the fIgures .qo i11e reader c an iit:c rprter 
 them acc urate y. 

tHavis g many different obligation figures with varying degrees of
 
currency and compl.teness used in reports 
has lead to a high level of
 
frustrat:i.on with in the Bureau and complaints by 
 sefnor management. It
 
also has le ad to less thani comITIlete and current reporting to the
 
Congress, and project managers 
 may miss deob/reob opportunities for
 
lack of current informacion. The result 
 is that considorable time is
 
spent tr\,ing to get: recent ciat from missions by phone or cable
 

Any futu ii7management iifo wiat ion desi-g1must at a in iminum address
 
the developliint, of a producer/uiser interlace between the Bureau and FM.
 
Formal and i nformtl meehanisms for user feedback will need to be
 
created. The PAS to p0rt - -as a summary report:--cannot met all needs. 
Other rapo:,-s may need to be developed for more detailed information. 
This entails information standards for reporting ancd the clear 
assignment of responsibility for producing the information. 

2. C us ter All oat:ions (OYB) inc-1]idig PI,-480 

a. Des ri p i{on and Sources 

The informa-ion [n this cluster: enables the Bureau 
to distribute funds ajilong Missions and programs. It is used primarily
for the Bureau budget allocation process, the budget submission zo OMB, 
and for preparinqg the annual Congressional Presentation. It is also 
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very important in tracking Bureau performance in regard to
 
Congressional earmarks and special sectors. See Figure 7 for
 
additional information uses.
 

Almost thirtyv e:isting databases provide information to the Bureau 
in this clustor. Most of tLese are managed from within tie Bureau by
DP/PAB. Project informaion comes from the Missions. Other inputs 
pertainiing to budget alocations, OYB availabilities, and sector
 
attributions come f rom bP and the Geographic offices 
 in 
A.D.. iW'Vaahi ngton. PAB is also the main user of allocation and OYB
 
data, although 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 availability
 
but of accessibilit 'y in a relevant, comparable format. Half of the
 
identified unmet needs in this sector 
concerned the lack of relevant
 
OYB information bro]' en down by sector, special interests, and iegions.
 
(See Anne. 5 for a c ,bmplete listing of stated unmet information needs.)
Because there are many different constituents for the reports 
(Congress, Agency top management, 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 second difficulty is obtaining current CN/TN status information. 
Bureau staff express a need which is not fully met for current 
information on dates of submissions, date of expiration, information on 
whether a CN is required, and a schedule of when a prospective CN will 
be submitted. CNs are p'-pared by the respective desks, monitored by
DP/PAB and logged by LEG when transmitted to the Hill. DP/PAB produces
 
a report which tracks 
 CN/TNs. Date and status information is included.
 
However, despite this 
 current system 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 information. Agency 
strategies and policies are usually carried out at the Zission 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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INFORMATION CLUSTER 
Country historical aid levels Bureau/country/project 
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-
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Non-project assistance 
for DFA 

* OYB; Unobliga ted balance; 
FYxx obligation plan; 

INFORMATION USES 
Implementation plan 

ANR Obligations from DFA 

Bureau/Country Allocation 
Management Information System 
Development Assistance 

process Country Allocation 
Select Increment funding 
le,'els 

ESF Obligation; Apport 
AID/W Allowance;Reserve! 

Review, approval of PID/PAIP Obligation 
n OYB Implementation process SSA'DA,'EAC Country Allocations 

Congressional requirementsC r efor Non-project/Sector Assistance
SSAFR 

' FYxx Sector Attributions 

V 
UNMET NEEDS 

ESF NAP by sectors 
Estimate Available Funds 

" ~ N~~~~Capproval status 
by Approroriation & BPC 

SapstEast Africa Program &Pr j t In o a i n 

Status of OBallowancesby sector/buy-in Vol 
Project Information 

CN/TN Log; reduction 
by sctorbuy-n -in funds 

NPA Information (CIPs), AAPL 
cash transfers) 

Special interest breakdov
Regional project budgst, 

CP FY xx 
PL-40 [AI Justifications
P - 8 IIlJu tfcainRjAFR Legislative Update 
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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 rust make, ciff
 
records are created to suit the specific needs of different users. 
Problems of double at t:ribution arise in breakiing out the special 
interest inifor-m; t ion. Congressional "e-arlarks" cainclo be effectively 
monitored Wit L) t kiowiig the S;catus of an account. Not having 
reliable fi gures on remaining spending in a particular sector makes it 
difficult to leet sector targets. Significant staff time is lost in 
individuall v calculating cuts on sectors, N PA and cenltrally-funded
 
projects.
 

The lack of precise, current information on CN st atus makes it
 
difficult to monitor the authorization/obligation procp:ss. If not
 
maintained e]ectronicall y with broad access hv Desk Officers, 
 PD, TR,
 
and others, ol igati 01 lysi', can occur
 

Any informatilon n'vstem prov (ii n, i ormNation in this cluster will 
have to deal wi A cost /enefit :rode.-offs to A tormi ne at what level of 
aggregation and acing the illforma: ion will be repo-ted. In essence, 
what is tLhe Iowe-t infornational common denominator whe::'e the benefits 
derived still u:-:eed the costs of collection and maintenance.
 
Producer/user interfaces will need to be developod between FM and
 
Bureau users. 

3. Cluster: Bureau Proramn Review and Approval 

a. Descriotion and Sources 

This is the most complex cluster of information needs 
within the Bureau 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 effectiveness of those programs. A good deal of
 
qualitative information i.s required to assess the effectiveness of the
 
Bureau's program. See Figure 
6 for additional detail on information 
needs and uses in this cluster. 

Almost half of tne sources of information in this cluster 
originate outside the Bureau. Only one-fourth is generated by Bureau 
offices in Washinton. 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 Ahe Missions and are largely descriptive in nature. 
CDIE provides most of the outside reports including project 
evaluations, indexes to technical reports, and briefing portfolios. 
InterestingIy, most of the informntion is text, and a substantial 
portion in available on-line, either in full text or astract form. 
The information is generated by the Missions 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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INFORMATION 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. Cauntrv data is scattered, in some cases difticult to access, 
in others access ile, but lengthy and time consuming to digest. Almost 
half of the exprssed uimpt needs in 
tl is cluster dealt with locating 
scattered, hut N,'vila e, iofermation. (See Annex 5 for detailed 
comments from respondenLs on unmot nieeds i n thi s cluster.) 
Accessibility is; the kev concern in this cluster. Usable information 
is inaccessiile because partial information is available in various 
places, communication among users is not sufficient, or people lack the 
training to access the information. People complain that they waste a 
great deal of time trying to locate information and putting it into the 
form they need. Lateral communication (electronic, written and oral) 
within the Bureau is not enough t.o promote the smooth exchange of data. 
Informati on "s ava i lah le, but peol]1e waste time " running up and down 
the hail" or on the phone I ool:ookin, for people or reports which can help 
them. 

Evaluat:Lou is a major iiti ative within the Burcau,. Its 
importance is apparent: thre clusters onalso in Economic Data and Sector 
and Special Interests. Interviews surgrst that the need for 
information t-o monitor the impact of. rograms is already acute, 
especially with senior management and T,, and it will become more 
important to other offiices in time, This is a major information gap. 
Currently, project officers in Washington compliin that they do not 
receive on a systematic basis many evaluations performed in the field. 
They need project evaluatioi and research reports which will enable 
them improve their moniroring of projects in progress and to design new 
or follow-on activities. 

CDIE is a repository of evaluation reports, but Bureau 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 
understandin:c 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 Bureau without significant data manipulation. 

Cables are an essential source of data, yet they are not logged or 
indexed by receiving offices, other than to track action responses. 
They are retrievable only by number or date. In addition, most offices 
maintain daily files, because of the ofchron but volume cables, they 
are not retained more than a few days. Cable subject files are 
maintained unevenly and are usually centralized, making access 
inconvenient for most users. Project-related cables are microfiched 
but central maintenance discourages regular access by PDO's and others. 
Cables are not identified as an essential input form, so th;t 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 earlier cables.
 

Some mimet needs are very specific such as more s vstematic filing, 
an improved way to dl, with thlie volumu, of cableis received l the
 
Bureau, and a moons t 
 I i AII"'I'F llit programi ic. n lRA" c ni information 
where a project inumber lad not been assigned. Aninex 5 has a complete 
listing of unmet- needs re'port ed by individuals contacted. 

C . 1eaas" 0Is 

The source of many-v of the inuformation problems in this
 
area is the importance of qualitativ,, textual data in the decision
making processes of tlis cluster. 'lis kind of data 
is more difficult 
to incorporate into a transportablp a taase,. As a result Personal
 
communicalti 015 }lt,(llh.s miucihom-re
ivuls lilhe i po r iult. 

Bureau rv i'w.s of ev'.'eryt hing frolm DS5 to proje-ct papers are
 
facilitat ed v quil itaitive informai: 
i-n on te overall countr" program,

host (ovcrlinllit p iw'lice 
 and mklt i -vtr statistical data to
 
establi.h trends, M . f this; is sub.j c rvtie informa 
ion, based in
 
part 
on judgmrnI 1y ohse who report it, throumgh the CI)SS , PIRs,
various valua ti 01h, ansd ad hoc cable reporting. It is often difficult
 
to form a meoni10ful qualitat ive country overview from these multiple
 
sources, even for tUPe Bureau 
 staff working regularly with that country 
and even more difficult for o:hers further removed.
 

The Bureau currently coni 5(. text documents unsuitable for
 
electronic da :rba ses andti tcrefore 
it ins not: abstracted. Most of the
 
information for bureau reviews comes 
in as text and is reorganized into
 
other tot rports. Documents must be sorted through and information
 
extracted, o rten
retyped since te::t is usually not accompanied by 
floppy dis].s. Additio ally, 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, Bureau staff spend time 
trying to find the right
 
information.
 

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

The sheer vnlume of cables makes them difficult to manage. Since
 
there is no abstracti"g and limited logging, relevant cables 
are
 
physically difficult to find.
 

d. Im11 icati ons 

The two major implications for the efficient and effective
 
operation in this sector, are 
time spent in gathering information and
 
the reduced quality of decisions because of incomplete information.
 
Ongoing projects are monitored and future projects planned less
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effectively with a greater cost in staff time. Both of these are 
difficult o measure quantitativev, but are reflected in the 
frustrat ionis of Bureau staff trving to gather information for decisions 
and decision-makers, and recipients of the information who wonder at 
conl]ic:t ir , td icompc etLet information. (See comments under Stated 
Unmet Inf rt ion( N ed i iiA IIn ). 

" "on aId cleare ex:pectatiorns about interactions 
betw.een ifo .jatio"m producers and users will need to be established for 
implro'.ed Iri ii: i0 of information. The level and means of user 
access must Wo addre.ssed withI appropriate training, Ior exaimple if 
more in ormation is: pro'vided t-hrou h central databases, training in 
accessii' tio;e latahaanps will 1W r1 quired. The cost/'benefit of 
a mturactini' cal)Ias and rtpi ts ior circulat.ions will need to be 
wei ihed. 

4. Cl e:;tar: Sectors NAi., Sp-,ecial Inrerests 

a. Dcscript on and S urc,.CS 

Information in tWis cluster is external to A.I.D. and is
important in pianili,,p secror sr les, determining how funds will be 
alloca-.o.d, and in evaluating projects at the Miss ion and the Bureau 
level. It is taking on increasing importance as indicators of impact 
for the D'A funds are put into place. Information on health, 
popu]lation , education , political elnvironment, and country priorities is 
essential for planni n effective A.I.D. interventions. Figures on 
agricultoute p'roduction enable che Bureau to plan its P. 480 
distribution. Food aid will take on a more important role in Africa 
and the need for information in this area will increase. See Figure 7 
for additional details on information uses in this cluster. 

Much informatLion on arricultural issues including periodic 
updates, comes originally, from the Vorld Bank, FAD and USDA; Bureau 
staff access tl.s information from in-house databases. Over half of 
these databases are maintained bv TR within the African Bureau. They
contain information on population, A..S., FE',S, and PL480 recipients.
(For complete list of major databases in this area, see Annex 5.) For 
monitorin g program impact, TR needs a reliable source of data with 
comparanlo statistics across countries. The FEWS project will generate 
considerable data to enable predictions of agricultural production. 

FVA is currently the processor 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 
data base 

commodity impact. FVA 
for them but it may be 

has hired a 
a while until 

contractor to design 
the system is fully 

a 

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 FAO related to
 
country agricultural pro(ucton by crop, including multi-year figures
 
for ur-,id ,, v;i{, commlodit tr'ade figures and food consumption data. 
In part:icuilar, TR noe'q Lhis i nfonna Lion to monitor the impact of its 
programsr[l. an(d to p1an fit lot (11e programs, 

'it0 s;..Om , i the [i.bslce of a Food Aid data base. While a ne , 
position Itn,low:i created in the Bureau to handle food aid information 
and the CreaitLio n of a data base is in process, gaps currently exist. 
Timel V, cimplte in!rliation on PON/,80 ob ligotions, shipmets, 
del iverioe d p-i :d itures is a ,-rions weakness. P1Rs now require
the report iK orf food aid, but so far the consistency of the reporting 

has been ullven. 

The creotI ion of an effective food aid data base in the AFR Bureau 
is a higi poioriLv , hut its; effectiveness will depend on obtaining high 
quality dta fto, FVA. AFR staff are frequently asked for information 
on food aid hv citi: .v qtroup;, lobbies, the Congress, and the press.
 
The il]urt L1( u;u0 'V has Lo he pieced together with phone calls to
 
various (lict in F,' ii perhatps U.S.A.I.I)..M.liss ions. JTV\A is
 
supposed to produce a monthly status statement hit has been unable to
 
satisfy basic informtion needs on food aid within its present
 
reporting.
 

Despite these two information gaps, and spotty source data for all
 
sectors, it is noteworthy that the interviews and quescionnaires
 
indicated that needs in all major sectors except agriculture appear to
 
be met. A.I.D. has apparently effectively tapped external sources of
 
information for sectors such as health, population, and education to
 
the satisfaction of Bureau users. 
 1owever, it is recognized that
 
adequate data b country and region 
on recent special interests such as
 
A.I.D.S and clild 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 statistics in any case,
 
and the third world environment and infrastructure make it more
 
difficult. Because of poor sources and broad subject matter, multiple
 
sources must be used to gather the information. Problems of
 
comparability occur.
 

d . ] piations 

Both food aid and agriculture are areas of major 
importance for the Bureau. Because of the increased emphasis on 
program impact and food aid, th importance of agriculture information
 
in AFR development stratoties w, ] increase. 
 It will become increasing 
important to have solid information on which to base policy and program 
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decisions. Without good databases, time spent gathering up-to-date
 
information will increase dramatically.
 

Design implicati1ons in this sector are pressing because the design 
of a major component -- the Food Aid database--is in p:ogre.ss. Because 
FVA is outside the Buireau and responding to many ,:em-, the Bureau must 
concentr t o 0 C a nti11W1,its part icl]ior io, to T h Bureaulo 
is in a rood v:;ition Lo h;o an imlict (r thi,; critical user/producer 
interfoc:. A .c( dar 'vi mplication1 fr design in chis area, is the 
need to i(rutit i'' tV cit 1 { . ,ncd po O l Indtiiiael " a"K 5ources. 

particul r, w ( rdinutnd ic
i a co and s vsi a, effort, some of the
 
missing dait in I Vi
could he tO c , tre issio01 . 

,. i. cI~ ci ,-_ >!_'I i it'mS l c itL)hir 

lis c11:0 r i1 al1 the background information on
 
economic c o1nditions witin N cu nirtry which are essential 
for developing 
AFR Bureau policies, n well as strategies for carrying those policies 
out. It also pro1ides1 (coun1try background inforimration for A.I.'s 
planning pro( .: which in reqirccd for preparing effective development
 
strategies 
 at a 0ctr, couty ' aid Bureau l.evel. (See Figure 8 for
 
detailed informaLion needs),
 

The need for this t/pa of informnat:ton is incrersi.ng. Economic
 
indicators 
 are used nmore and more to monitor tihe effectiveness of AFR's
 
overall program. Vhile current] v the inCormation is used mostly for
 
program and project desiino, under the DFA funding legislation, funding
 
levels will be based on changcs in economic, 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 inform, tion for these databases currently comes primarily from 
the World B1ail a d IM F, mostly in hard copy though some is available on 
disl:ette, wiee A.t is ro-entered into PAR's data base. Host Bureau 
staff access this itLornntion through PAR's databases. All but one 
major internal databasc in this sector is produceO by DP/PAR. World 
Deve]opment Inlicators produced by the IBRD, is one external database 
used directly within the Bureau. PAR is working on presenting summary 
economic 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. Hiowever, interviewees do not report using it. 
CDIE's Economic anid Social database also provides information in this 
category. 

One indi'v'idual in PAR has total responsibility for the maintenance 
of economic do tahasey;. This can affect the availability of the data 
if that pe:son is unavailable. Reports are produced in hard copy cu 
request. See Anne:.: 9 for further details on the sources and 
information needs in this cluster. 
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INFORMATION CLUSTER 
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b. Unmet Needs 

Access bilitv of this information is the principal 
problem. Databases are maintained in the Bureau and elsewhere in 
A.I.D., but knowledge retgarding them is not sufficiently widespread. 
Althou 'lhAFR /DI'/PAR maina ges. databases with conntry rconom ic 
information, thie (eographic offices and PD indicate that they do not 
have access to simple one or two page summaries of the ecolnlomic 
indicators for each country or region, 'lese diata are avail.able but 
not cur reint I y k'i of summarcy form, People wi thing rouped i i, t:hi.s kinc 
the Bureaq :re ;parent]ly unaware of the availability arid content of 
these datbass and most lack the expertise t~o access these databases 
effect ive]' . 

Information il this sector is often not in tie format required by 
the userT, and needs to he managed before being usable. Bureau staff 
comments i 0ntervipws inlicat a neod fcr more c u-rren t and comparable 
information on econiomi c coldi tions5 in countries, and better, more 
direct access, into outside ciatabases. 

c . Reasons 

As illuded tLo above, Bureau staff are not sufficiently
 
aware of the information which i. available and often do not have the
 
training necessary to access it for themselves. Access to Bureau 
uatabases is too dependent on speci fic individuals. There is not an 
institutional hccy-of- knowledge sufficiently widespread. 

A second reascn for unmet needs in this area is an inherent 
limitation in gathering the information. Economic databases have their 
weaknesses with respect to completeness, timeliness and accuracy. 
Since most data is at least two and a half years old, inferences to be 
drawn by these stat istics may be overtaken by recent political or 
economic events. Significant data gaps occur in all sectors, 
especiallv infor1ati or on pr:ivate investment and the business sector 
now eme rg;ing'_ in many African countries. Gaps are som1]etimes filled in 
by estimat,; from .ovorlilen; or e.:patriate economists whose biases and 
assumptions i:ifl1e.nice tihe accuracy of the estimates. Because of these 
limitations, as; we]. as restricted access to the data which is 
produced, ,p-o-dtc) , ,re:.levant 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 efforts of DP/PAR. 

d. 1ml icat or s 

Inconpl ete data for project: planning and decision-making 
is the primary impact of unmet needs in this area on Bureau 
effectiveness aild efficiency,. Some of these iroblems are beyond the 
control of tWe Bureau. Hlowever, there are c? ar unmet needs which the 
Bureau can alleviate in future management informa ton 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. Description and Sources 

Information in tLis cluster concerns direct hire A.I.D. 
personnel and comes fromi I'I"'M/P.M Tie iniformation is used to de termine 
whether Missions are ;dequa e] y sta ffed to manage proposed ne: 
projects, to detemii ie new assignments, and to locate individuals, 
Alnost all per-1onl reports originate outside the Bureau, generally 
from the RAMPS datalbase, maintained by PFM/PM. Two pers ie l reports 
originate within the Bureau by TR/ttPN and MGT/HRM respect:ively (See
 
Annex 5 for addit, i onl details.) The main source of personnel
 
informa on .I
wit ii t:le Bureau is the AOSC and Staffing Patltern which
 
are publishe( v I'M from the RAiPs 
 data base. Access to RAMPS is
 
controllea bucau;e the Privacy Act restricts 
 its use. Wlile this
 
information 
 is tntirly withLin the Agency, it is external to the
 
Bureau. Soe I.i g.re 9 for more information on the cluster.
 

. nme t Needs 

Iack of current information is the primary unmet need in 
this cluster. Ther are numerous complaints about the RAMPS reports 
being out of dare, Exoamples of people chang bg assignments that do not 
show up in the Staffing Pattern for three months are not uncommon. The 
Staffing Palter does not indicate the "as of" date for which it is 
current, making it difficult 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. 

TR, P), a1( the Geograpbic Offices have trouble getting current 
information on staff availabilities. They need to know where people 
with specific skills are assigned and when thcy are available for 
transfer. Personnel information regarding special skills or expertise
which would help fill sector or special interest needs, such as drought 
or locust control e-:prise, is not available in any systematic way. 

Some INfotilmaion is collec vd, hut not available to Bureau staff.
 
Concerns for individual privacy prohibit full access to the RAMPS
 
database, tlowcver, evei 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.I.D./J. Although
visitor lists are sometimes circulated, they are incomplete and many 
people do not see them in time to be useful. 

C. Reaso'ls 

Information needs in availability and qualifications of 
Agency personnel are unmet because of three basic reasons. First, the 
information comes from outside the Bureau. Thie issue of finding ways 
to make other Bureaus responsive to the information needs of the AFR 
Bureau is once again raised. Second, the need for confidentiality
complicates accessibility and makes PM more guarded than might 

61 



INFORMATION CLUSTER 

OE funding avdabihhei 
Timing of a.ssia,mionts; 

t,'.iqsion stailing ,.OE 
Skills eyvelience of -

I 
anag rient P. personnel nornineos 

irniplicat;ons Current Mission itafting -

Personnl a v. lbilJ tos needs 
Bureau star , needs New proh.ct stalus 

../ Autom alion skills 

MAJOR INFORMATION 

IN FORM A T ION USES .. SOURCES.. .. ..... 
RapwPr&'rsonnel 

Approv$ perscnnel assignmentsBureau utrtegy proess 
M an a e b u r eau tre ini n g 

Syc 5m (C'AMPIS) 
Forlpn A Issonm.-tSystem RA NMPS) 
A ID tEm pl oy . . LSt 

requests 

Approve Bureau O bud et 
Bureau'Country AlIocitloi 

RANIPE'poye. lt(rAm endA onha) 

ProcessProcs, pLocater ~x rn n n 

ipprovl 1 
R'port (RA.PS) 

Or-hoard tlaff& space 

Approve Cou Otry Action Plan 
PD< P~iRreport 

Manage Bure u information System 

Bureau Equipment Needs 

SrfftorPttern 
PcS-ti. AOSC Lqt PAMPS) 

Foriqn Service Litt 
by de r ""(RAPMPS) 

On-board Stiff & ";pace 

UNMET NEEDS 
PersonnPi Datab le 
U Code Cost Repor 

PERSONNEL) 

ABS personnel tbils 
lames of technical officer. 

by acnd-mic train 

Current AOSC on line 
PIO/T on computer 
Syst em to monitor travel 

requests 

Foreign Service Bid list 
Access to current 

Post Report 
Un-to-date Staffing Pattern 

Figure 9: Cluster -- Direct Hire Personnel 



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 schedulles, especia lly if done manually and circulated in 
hard copy, pose a Iogistical problem in that they change frequently and 
often quickly. In addition, for lower level staff there is no assigned 
responsibility to produce a travel schedule. 

d. Imp icat:i ons 

Since current information on staff assignments is 
difficult to obtain, those who need the information develop separate 
databases. SWAP, SW, and TR/HTPN have created their own personnel 
databases. The time and effort involved in matching a qualified 
candidate wi h , job vacancy increases because information is not 
avail.ab.e. Efforts are often duplicated. 

Without adcquat.o information on travel schedules important 
opportunities for coitact and exchange of information with the field 
may be lost. Knowiag 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. Summarv of Seven Othe-- usters 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 sources/users, 
analysis and implications of unmet needs. Listed below are these 
additional clusters in approximate descending order of their unmet 
needs. Anne:: 5 provides more detail, and supporting information on 
these clusters. 

1. Clustr: Mission Pro ram Management 

a. Description and Sources 

This cluster is closely related to Bureau Review and 
Approvals since they both concern Bureau 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 documents 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/PAIt's, PPs/PAADs and 
PIRs receive wide and timely circulation in
 
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 1l, !Iissions, exciusion of PL480 monitoring 
information in the PI1Rs and failuire to forward Project Implementation 
Letters (PIs) systematicallv for use by PD and the desk. 

At the qualitative level, litt:le objective information is 
available on tle effectiveness of the country program as a whole or its 
long-term impact on the lost country economy. This is especially true 
of information to assess the effectiveness and inpact of non-project 
assistance. The Bureau's evaluation program is examining ways to 
address this information gap. 

c. 1,easo1ns 

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. ImpLications
 

To the extent that important mission documents are not
 
readily available in A.I.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: Prv-?te Sector 

a. Description and Sources
 

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

The sources of the data come primarily from non-A.I.D. and non
government sources, including private corporations and commercial 
banks, internat-ional 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 jeeds
 

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

Most: iov-dhd both b v MDI anld potential investors is information on 
the country i nvestiment climate, corporate 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 need to carry out its mandate.
 

c. Reasons 

Since emp!asis on domestic and foreign private

investment: 
 is relatively new, hosu 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 difficult to pull together.
 

d . imp].ications-: 

The current lack of reliable data in such basic areas 
as 
business climate and hoqt 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 Bureau 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 a.I.D. itself, and how it will be distributed.
 

3. Cluster: Contractor Resources 

a. Descripnon and Sources 

A good bit of the Agency's work is carried out by

contract personnel, either employed directly by U.S.A.I.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

individual missions, the M/SER contract office and for minority

contracting, the OSDBU. Databases include 
the COORS report and the TR
 
consultant database. Principal Bureau users 
are MGT, TR, PD and the
 
geographic offices.
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o. 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 net cover sub-contracting. Reporting from the field on numbers of 
contract emp]oees S i nconsi stent_ and unreliable (e.g. some missions 
report only PSCs, otlers U.S. institutional contractors, and some local 
national contractors) . The identification of independent consultants 
for design and eva]uation work is haphazard and often by word of mouth 
(although recently T, and PD have developed consultant databases). 
Reporting on minority contracting to meet Gray Amendment requirements 
is also reported to be incomplete and deficient. 

c. Reasons 

A primarycreason for the unmet needs above is that 
reporting contractor information is a low priority, both in Washington 
and in Missions. Oth ?r pressing activities simply force contractor 
information repor'ts to the bottom of the pile. Also, there is no 
requirement to submit adequate contractor data. lf 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 is no standardization of contractor data. Criteria for 
classifying contractors and for reporting their activities are not 
clear. Even contracting officers report similar contractor information 
under different headings. Some, for example, report women owned firms 
as 8(a) companies, while other report them as Gray Am7ndment Firms 
only. Data entry error is another reason for some of the difficulties 
with this information cluster. Finally, the scatter 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. ] ,-t i on s 

Not having an adequate system for reporting contracts 
means 
that A.I.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 contJinuPh to decline in the field. 
Incomplete reporting of minority contracting may have the effect of 
understating compliance with Gray Amendment targets; reporting of 
individuals as firms under Gray Arrendment 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.I.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 riot 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 asistance is also 
difficult to obtain, as is food aid assistance. 

c. Reaso:, 

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 
activities need resources, including the time and energy of development 
professionais, few are allocated in this direc tion. 

Another reason for these unmet information needs is that some
 
donors are reluctant to release information on personnel
 
qualifications, experience 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. Implications 

International efforts at donor coordination have
 
improved steadily over the years, but some gaps still persist, which
 
may result in occasional duplication of assiscance or in unawareness 3f
 
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 zo establish 
information sharing must first exist before designing an information
 
system in this cluster.
 

5. Manarement of Operating Expense Budget
 

Management of the OE budget is internal to the agency and 
should be treated consistently by operating bureaus. 
 All AFR offices
 
and missions need OE budget information, and it is generally available
 
on a timely basis. However, some analysts would like to see 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 databases,
 
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 QE expenditures against the original 
budget. 

6. 	 Aroncv and CUnrrp.',ionn- Policv 

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

7. 	 ILocal Currency 

All local currercy 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 geographic desks and TR for the projects it manages. Most 
other bureau staff have little use for local currency reporting, but 
some 	 of thoqe who need it have indicated that would like to see more 
detail on the sources and uses of local currency, as well as a 
breakdown by sector. 

D. 	 lmnor--nt: Information Gaps 

Several important information gaps were identified in the course 
of this analyisis. 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 togethur to highlight their 
significance.
 

1. 	 Countr: and Regional Performance and -end Dylta (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. Frequently the data that is available is 
old, making assessments of country performance difficult. 

2. 	 U.S.A.I.D. Program Effec.iveness and Impact by Country and 
Region 

Effectiveness of U.S.A.I.D. country programs refers to
 
implementation of the smoothness winn 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. Effective
 
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 have a reputation of not being good programs. flowever, these 
perceptions seldom arc supported by sound documentation. 

Anotner information gap identified is lack of country p roogram 
impact data,. U.S.A.I.D. projocts are implemented, but what overall 
effect do they have? I&hat progress are we making? This information is 
needed, e -pecially in some sectors, to assess the performance of
 
A.I.D., other donors, an(d the country itself. It is particularly
 
important: as A.1.D. moves progressively, toward a p-rformance based 
system for programming. At present, such impact inforiation is 
piecemeal or in some cases non-existent. Information about some 
aspects of NtA implementation s tatus and imp-icet also is often not 
available. A key example is information about CIPs. One often must 
call 	 the Controller of the Mission r7esponsible for the program to 
obtain up-Lo-date CIP information. This information gap is. especially 
significant because a CIP and other NPA is frequently a large portion 
of a 	 Mission's Portfolio. 

3. 	 ApTrecate Profc ram 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. 	 Aggregate Information on Food Aid and Food Needs for i-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 Da)ta on Special Eperience by Sector (e.p., drought 
or iocusts, etc. 

A.I.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/sio; cial I-nterest Performance Data (e.F.. A.I.D.S. 
small business 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. Qual itat ive informat ion on Other Donor Assistance 

An information gap exists regarding qualitative information 
about other donor assistance. Frequently such information is not 
available and cannot easily he obtained. Donors give reporting such 
information low priority; some consider certain data--such as that
 
involving re,"hnjcal assist-ance individuals--to be sensitive.
 

E. Struct- ilal Problems ResuIt ing in Unme t Information Needs 

UnderI vi ng iniiv of the unmet needs discussed above are basic 
structural is sues wh ich must he addressed in an v futue design effort. 
These i,;sues arise fromn factors oe:ternal to the inlfornation itself, 
principallv at the inter face between ptoducers nnd users and between 
sources and producers. A number of these structural problems, issues 
and questions stem ftom the recent growth in the Bureau of both the 
number ')f computers and the volume of informa tion available and needed 
to perform the Bureau's work. These factors relate t-c the practical
 
aspects of work performance and administration, rather than to the
 
content of the inlformation itself. 
 The team's observations are
 
described below.
 

1. Insufficicn- Accountabi1itv of lnformation Producers;/managers 
to Users in the Africa Bureau 

A.I.D. has an Agency-wide problem of inadequate information
 
access 
 that r,.sults principally from insufficient accountability of
 
data producers/managers to users.
data First, the puidelines for
 
producers in .eneratini- information for users are unclear or 
non
existent. Second, lack 
 of a formal feedback mechanism between
 
information producers and users, 
 clearlv supported by Agency top
 
management, prevents necessary intterchanges between user and nroducer
 
in several key areas.
 

a. Unclear ,ui del ines 

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 pe'rson
 
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 compoumded 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 diffe'ent formats. However, within the Bureau, this
 
respo:I'bil it is rarely a recognized one or part of that person's job
 
descri , io, . For busy professionals, this imeans that other user needs 
go unmet even if small changes would increase the usefulness of a 
report to othie r users. Even with technically sophisticated computer 
specialists who design and maintain Eystems, there is no mandcte to 
increase access to less sophisticated users. They are apt to ignore 
the capabilities of their colleagues and create dependency
a on
 
technical staff to access the information. Eve, within the Africa
 
Bureau, (ti bases in TR and PAR are nor fully used because they 
are
 
maintained h1 skilled computer programmer:s and otlier staff can1ot
 
access them wit hout he1p from the originator.
 

b. Lack of formal feedback wiechani sm. 

Struct:ure-d ntierchangs between producers and users of 
information also are necessarv. These interchanges could result in 
modificatio1s to reports which would satisfy information needs better
 
without iocr -1ing adcditional costs. Four of the priority clusters are
 
problematic because the Africa Bureau must depend on sources of
 
information outside the Bureau. The Bureau depends on Agency sources
 
for personnel, financial, evaluation reports and food aid inform'tion.
 

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

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

FM sees their main clients as the GAO, OMB, Treasury, and the
 
Congress, nct the regional bureaus which depend on FM reports for
 
official obligations. The PAIS, and its cousins the FLASH and the
 
W-209 and U-211, do not give people in the Africa Bureau tle
 
information they need in a timely and reliable way. Yet, there is no
 
mechanism, formal or informal, for Bureau dissatisfactions to be made
 
known to FM or to provide FM with a mandate 
to be more responsive to
 
the needs of the regional bureaus.
 

FM staff say that they receive very little feedback on their 
reports and that delays in posting are because of a sho:.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
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calls. While this information is informal or unofficial, it represents 
the level (timeliness and quality) needed to respond to inquiries and 
to particitp te in tue Bureau iecision-maki ag process. 

Mest Bureau us;ers are comput er lite rate and motivated. A.I.D.'s
 
compartmental izait ion of data a;stems, especiallv where i ° 
 results in
 
producers ot also 0iiig ustus, is il-suited to effecLively assist.
 
these users. IRM anal', s t: respoisibilties; are linited to answering
 
technical questions, divorced from content:. This ieaves tiie client
 
(the Bureau) less thivn fully sitisfied and supported. The lack of a
 
procedure for 1. to adju;t 
 ts ropor-t:s basei upon periodic monitoring
 
of the in ie ded use- of th e reports has the same effect.
 

To coUlt rnL tii s cOmIatlmentua i atiiin, tie B 'ureauhas
 
estabisied ome C m ter dati ippor-t positiOlS WitL init certa in
 
offices. Howweve, tiee speciali seO personnel differ widely in their
 
abili ty to proc.s di<a for others' use. In nost cases, tLte'. do not
 
see themselves as facilit.ators of others' data skills. As a result,
 
iany staff in tile Afica Bure:au are primarily dependent: on self-help by 
col. eague,- adii thleir own use of computer mianuals to obtain the 
infor;i t ion vltv need and io e:pnrnt th( ir computer skills. The Bureau 
needs mmre ptrsonnel asi gnedto help staff overcoem these and other 
information telted c. t-rii it.. IPRN's F'ivo -Yeat Stat e. v for
 
Inf-ormavtion eso.tctics ih'( eIenL, ]- 1993 suggpests that: such
 
resporisibilities be assigned to spe cific individuals in all Bureaus as
 
app.icable. The se individuils 
 in each Bureau would then cooperate to
 
strengthen the Agency's overall information resource management
 
capability.
 

mprovement: andatirirad2 . in Ianiulat i nr Africa Bureau Data 

As shown in Chapter TI1, there has been a proliferation of 
electronic databases in the Africa Bureau. This rapid increase of 
available information raises new problems of how to organize for 
updating importact databases, how to ensure optimum access to the 
available info-mation, 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 dir-ectlv responsible for the needed tasks of updating 
and data Tnaniptiiat_rThese responsible persons could arrange 
guidelines for ,.ipdating 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 encourage its exploitation. Other smaller ways to 
encourage beotter updating and use of Africa Bureau information would be 
to put the ia e and source oni all data sets so that the baseline for 
the informat, ior is readily known. More distributed computer power in 
the Bureau womuid contribute greatiy 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 easy to fail behind in maintaining an 
inventory of them. Placint a specific person in charge of maintaining

the inventory of exisirngdatabases is the most important step that can 
be taken. Other actions to improve maintenance of the database 
inventory would he to: 

o 	 Increase access by users to all the databases so that 
they will be used more; user interest will encourage a 
more up to date inventory effort; 

o 	 Increase awareless of the databases by publishing a 
registry of them for use by Bureau and other: A.I.D. 
staff; establish a users group to focus on existing 
databases. 

o Register all 1new databases for inclusion in the 
registry.
 

4. 	 The Biin '5; fardware Conli, uration is not Opjtimum 

A basic deci;ion in any future information design will be the 
hardware configuration, especially in terms of mainframe versus 
personal computer de',elopment. Mainframes offer more centralized data,
but are generally less accessible to users. PC's are more user 
friendly and flexible but are more decent:alized, making information 
sharing more of a concern. Currently, both mainframe terminals and PCs 
are available in the Bureau. 

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

In interviews, many 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 neeoed. 

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 second 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 OIS wired mini-computer. The others indicated 
they had difficulty finding an OIS terminal to work on when they needed 
it. 

Another reason to question the feasibility of relying primarily on 
a mainframe is one of access. Numerous bureau staff want and have 
requested access to the existing mainframe but have not been granted 
access privileges. Evenm if each access is gained, users must learn to
 
take advantage of it. 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 cases to do -;o and the mainframe contains over a hundred 
programs and dat. ,,ises which could be of use to professionals. 

A maif tdl-ai so1 uLioil c0uld 1be used. It would have to he 2::treme ly
"user friendly" and accompanied by an out:reach program to show people
 
its capabilities and how to enjoy them. Given the high staff 
 turnovr 
within thle Bureau, this outreach effort would probably need to be 
permanent. There would also have to be a formal mechanism of feedback 
and evaluatioi of the svstm to assure that it met the needs of the 
users.
 

b . lnfoi-mition Shiarii , oii Stand-alone 'Cs is Possible but 
Cumlllbe rsF nine 

PCs provide the lser with maximum flexibility in
 
manipulating data to fit a particUlar need. Software is oflen more
 
user friendly than thLt (,f a mainframe, yet powerfuL enough for the 
users needs. tHowever, informatlion sharing between stand-alone PCs is 
not as simple as when the inforation is centralized in a mainframe. 

The recent: increase in tI e number of PCs within the 'Bureau
 
intensifies the need to develop information sharing skills and
 
strategies for stand-alone systems. Currently, data is shared mostly
 
by hard copy. Those with data bases either produce regular reports to 
share with colleagues or print ad hoc a hard copy in response to phone 
or 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 thei 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 ind 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. ,hile 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 so1 ution is :o 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. wal ting a modem requested over a year ago. The size of the 
data fi les to be. shared in almost all the stated critical unmet 
information needs are s-nall and are feasible to access by telephone. 
Few users in the Africa,, Bureau are aware of this form of accessibility 
for their immediate information needs . On the questionnaire, only 
three people (10 percent) indicated that they knew how to use modems 
arid 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 bases outside the Bureau or
 
the Agency.
 

c. li iainframe aid t:he PC Stand Alone Can Both Be Usod 

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

5. Ti 0101' .,d' Doepnd Upon t-he Strategy Se] ctged 

10 01- tr11 01 [If needs in t he Bureau will depend to a large 
extent on tih(. st t ic dec ision to be made regarding the management of 
information in "i'e Bureau and with desi.gn improvements in the 
informati o i ,;v!; t (.m. 

Increasin, curr-ent 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, CI)IE, and other information sources at their 
disposal. Africa Bureau staff should also learn to use or learn about 
facsimile, Voice messaring, 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 ,f 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 from parts of existing files. About half, 44 percent,
would like t., ].earn how to incorporate numerical information into a 
text documcnt. 

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 trainin E in data bases and spread 
sheets. 

The general level of computer experience is high. About a third 
of those ccmpliting questionnaires har.e 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 e:xperienced colleagues to help them with practical 
problems. The Personnel Office reports that 65 AFR Bureau staff took 
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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 interest in
 
computers. About one thi rd of the people surveyed have a computer at
 
home. Other people learn \,iat thev ,must to do their job but are not 
particuarlv inte(rested in compuiteer per se 

Peopl r.-eport thiat thiey would use computers more if they Lad more 
time for tra ining and to practice what they learn in courses, Several 
people reported taking a class in a particular -;ofRware, but not really 
learning how to use it: ocause they did not have time to practice it or 
did not need to use it: imnediately in their work. 

Coinpur,, t:r.nin, can either he in particular software packages or 
in hasic coi ute r skills. Most trai ning focuses on a specific 
software, such as Iocus .sprcadsheetsor Vatg word prVoce ssing. Software 
packages are coiiti nualv bhIu, upgraded so tihat people have to 
continual]]v rolearn thc, and trnsfer old data to cw versions of the
 
so ftwa te.
 

Si.ce most skills are learned on the job, it: is important that
 
formal training be followed with practical applications on the job to
 
build true competence. One ospect of this follow-on is to have
 
sufficient computer capacity available to adequately support those
 
C ilding their skil s. When computers are located directly on the 
desks of professionais, for exanp]le, most use it much more frequently 
than if they 1avc to mov from their desk t:o use it. 

Another aspect of skill building is that it mar be helpful to 
identify those staff within ear'. office who have specialized skills, 
time and are willing to troubl, '.,,tfoi colleagues who are working on 
particular applications. Vhjle busy professionals do not want to be 
interrupted constantl to solve software problems for learners, it may 
be desirable to have a prolusK onal or senior secretary in each office
 
available for one-on-one training for a few hours each week durin, this 
transition period when Bureau st;aff are learning software applications 
to use with their n,17lewcom1puters.
 

6. Diffi icult Ceininun icat:ion wit:h the Field 

For the Afri ca Burea, communication with the field presents
 
more of a problem than for other regional Bureaus. Many Africa 
Missions are i.solated and telephone communication is uncertain. While 
many Missions may worry that incrcased communication will lead to 
ncreased de:nands by A.1.D./., more diversity in systems of 

communication could save Lime. The current: srsteim includes ra-lephone, 
official cables, telex, mail and, increasingly, facsimile machines. It 
does not include some curr.ntlv ava i able technologies such electronic 
mail, electronic bulletin boards, and modems for transferring long text 
Jocuments. All of these are now in use by the private sector in a 
number of African countries.
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Figure 10: Computer Courses Taken by Africa Bureau Staff
 

By Year and Course Content /I
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7. Accessing External Data 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 Bureau staff do access
 
directly Dun & Bradg:treec, 
the World Ban' and a few other external
 
databases,
 

Africa Bureau staff have some good reasons for using CDIE to 
access external information. Ffrst, when the information desired falls 
into the purview of CDIE, the AfricL Bureau person with the data 
requirement can supplement his/her own limited resources by engaging

CDIE's. Moreover, CDIE's support is free. And, 
if the Bureau staff
 
person is in a laurry and knows how to 
 access the needed data through
 
CDIE's system, le can do so directly from a nearby CDIE office.
 

Ano:.heir r.ison for using CI)IE, especially for commercial
 
-ctrLonLic data searches, is 
that its staff are specialists in
 

sea1rching for information. They can be and usually are much more
 
proficient at sarchinEj lectronic databases than a person who seldom
 
does so. Not 
only does Lis skill reduce the time necessary to obtain 
a reslt; i:: also reduces the cost of the search measurably. CDIE 
staff also use interlibrary loan and other information retrieval 
.echanisms efficiently. 

Many Atirica Bureau staff do not have direct access 
to funds to use
 
in searching commercial electronic databases. Since the process can
 
become expnsive 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 within the 
time frame desired. CDIE, however, has
 
substantial computer capacity.
 

There are reasons Bureau staff want to and sometimes do access
 
their 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 th effort several times over a lengthier period of time than
 
desiraole.
 

Givenu 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
 
searching for 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 grown substantially, it should review the role of CDIE
 
again.
 

D. Detrimental Consequences of Unmet information Needs
 

There are two main consequences of unmet information needs:
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o Excessive time is spent chasing down information;
 

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

Most of the A.I.D. professionals interviewed believe they waste a 
lot of time try in; to Find the informat ion they ned or in reorganizing 
it into a format that meets their needs. While some offices, such as
 
the geograph ic desks, are bombarded with requests for inforimation (from 
Congress, other USG agencies, private groups or citi::ens), it would be
 
hard to ant.i cipate those question.s or to pre, are standard answers, 

Ihe issue of time comes up very frequently in interviews. Bureau
 
staff has been cut drastically over the past few nears. There are very 
faw mid-to-lower leve 1 staff ton handle repetitive ndministrativ 
chores. One person charactierizted the Bureau as all chiefs and no 
indians. Wil 1e Missions now take the re s-ponsibili tv for more project 
design and implementation, the Burnau's budgetary responsibilities
 
remain high and, since thie Bureau approves most 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 to
access 

information is that professionals spend much of their time on "trivia",
 
such as making several phone calls to find one figure, which lives 
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 difficult)' in obtaining information to answer 
hard questions. This is costly to the Bureau in terms of 
lost time and
 
less effective decisions.
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V. OUTLINE OF A PROPOSED AFRICA BUREAU INFORMATION SYSTEM
 

A. Introduc t "on 

The Africa Bureau's present information system enables it to 
achieve important development purposes. However, two important trends 
will increa.;inr1 v chlo],nye the Bureau to improve the productivity of 
its informat 1on ! en. First, scarcer rovernmental financial
 
resource; willI orce A.].1), to 
 use all means to in'crease its
 
productivity. (hieff among these will be improved us;e of the
 
informati on resource. Second, 
 inc renalnc I nfornatjion flowsa qnd the
 
techno] oEy 
 guj) ort n t ien are creating new requirements and
 
opportunit ies for 
de-velopment and managpemnt information. A.I.D.'s 
present and 
future pr-og,-:s and effectiveness in meeting its key

objectives will h e nInfluenced deep] by how well it deals with these
 
two trends. 
 Tis ,l(taume a a Am at one imporTant element of 
A.I.D. 's res;ponse witl e improved tomanagnment and use of information 

increase the 
 pmo (Lc tavi rv of otlhc vail lh!e resources and of A.I.D. as 
a whole. 

In this Chapter, suggestions are made for am ,.nhanced information 
system in the Africa Bureau that will enable its staff to carry out
 
their functi ony more effectively. We also have considered 
 tme 
c':elationohips betweena subsystems in the suggested informno'on svstzm,
 
administrative aspects of the informaticn subsystems and priorities
 
among subsystems virh respect to improving the Bureau's overall
 
information system.
 

Improvement in the information system of the Africa Bureau will be 
achieved by filling unmet needs in each Eubsvs tem, by ensuring that
 
interfaces betweer subsystems enable users to access 
 information
 
efficient]v, and bv filling important 
 information gaps identified by 
Bureau personnel. Better administration of the information system will 
help achieve these improvements. Specific design activities in these
 
areas will be necessary.
 

B. Outline ofan information System Structure for the Africa 
hn', e amu 

1. Sumgested information system structure 

Figure 11 provides a suggested basic informat-ion system 
structure for the Africa Kureau. This group of information subsystems, 
or clusters, grew out of the analysis reported in Chapter III. It is 
integrally related to the Africa Bureau's actual information 
requirements in carrying out: specific functions and processes. The 
overall system accounts for common information requirements among
differen: Bureau offices and functions. The information within each 
subsystem is substantively related, frequently organized and maintained 
hv the same office or producer, and consistently used by more than one 
office for the same or very similar purposes. This cohesion within 
each subsvstem is demonstrable. It has provided the basis for 
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Figure 11: Suggested Information System Structure 
for the Africa Bureau 
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aggregating the information clusters as shown in Figure 11. Other
 
arrangements could be agreed upon and later design activities 
 may lead 
to some changes in tis uroposed structure. 

The p.ci ic lnfo rm;iion included in each subsystem is provided in 
Chapter IV and Ann:-:: 5. AgaiJn, this information ccntent is derived 
from thle of cluste.rs in Cthapter 1II. Each of the subsystems 
has already hee, descrilbed brie fly in chapt:er IV and the descriptions 
are not repeated here. Airas withbin each subsystem that need attent ion 
to ensure improved inforlnrat i on availabi1.ty or accessibility for users 
also have bL-ern discuss;ed in ChLpter IV. 

The o"ier" iniformationl subsystems shown at the bottom of the
 
Figure iticlude all non-commonlli d ta produced and used by individuais 
or 
small, groups . Thes soubsystems include personal notes, electronic 
databases, tilhles, reports and documeuts, personal libraries, pictures
and other do ta tihalt--e:ceptn i solated circumstances--are not shared 
in a signi fica t way witl other users-f;. 

2. Con.sT:antiv citan'int' 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 specific content of each will change according 
to the needs of users and iroducers, and the information sought or made 
'va'lable. 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.I.I). the content of each s ubsystem will change. This
 
organic growth of each information subsystem is to be expected and, in
 
an), event, cannot be eliminated.
 

Unmet needs, like the content of each 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 perceived or actual unmet needs among some users. 
This is especially likely to arise as A.I.D. information users relate 
to others in external environmenlts who request or demand particular 
performanct, standards in dealing 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 and
 
cuality as such organizations.
 

Thus, in planning and working toward an improved information
 
environment, user- and producer-generated information growth and new; 
unmet needs 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 a 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 iill be used to attain new objectives, to account 
for r-.w user requirements and producer inputs, and to ensure 

http:availabi1.ty
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con.istently efficient and high impact applications of information as 
a
 
direct development resource and as a means 
to enhance the productivity
 
of other A.I.D. resources.
 

3. Ry.]ationshiPs amon' subsvstens 

A priori, the suggested subsvstems in th e Africa Bureau 
information svsteim are interconnected. Over time, all information in
 
each subsystem is likely to he used in conjunction with data in one or
 
more of the other subsystemLs. However, there are different levels 
 of
 
relationship between subsystems. 
Very important interconnectedness
 
between 
 subs'; ;tens is obvious in some cases; less important
 
relationsi ips are apparent among others 
which seem to be more discrete 
in both cont ntd use. 

Where major subsystem interfaces exist or are expected to develop, 
an important ne::us or grouping of information (and related resources) 
occurs. As pointed out later, such groupings of subsystems occur 
naturally in the Africa Bureau around several central functions. This
 
natural combination of data and intelligence about it is said by some
 
to create a Strategic Information Unit (SIU).I Such a unit is 
 an
 
envirrnlne, with defined purposes, a specific 
 control structure, and a
 
related set of information resources, all connected by the common data
 
needs of core users. In manufacturing companies, for example,

manufacturing planning and 
 contrl., product and process definition and
 
general business mana gement emeorgo as ztrategic information units.
 

Interfaces between subsystems in FINCs become progrese ively
 
trpnsparent. These strategic information units tend to arise
 
proactive.V-. They frequently forecast whre the organi::ation or its
information svstem is heading in the future. Not established for a
 
specific time interval., they exist Puly 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 
nurtured, information management must account for and support them.9 

Relationships between subsystems are important for two main 
reasons. First, when incercon ete&Cness between subsystems is 
substantial, it is appropriate for the information system to 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 max:imize the impact of available information resources on 
A.i.D.'s other resources and objectives. Second, design of an improved
information system needs to account for the degree of relationship 
e.:pected between subsystems. 

1Applecon, Daniel S., "Information 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 tD which their information seems to be
 
either discrete and independent of other subsystems or more
 
interconnected. Subsvstems for which information content and use 
appears to he mo re independent include economic, bJusiness, other donor 
aid, local cu-rcy, OE budget, diirect hire personIel, and contract 
resources. Subsystems among which there is a higher degree of 
interconnectedness are sector/special interests, allocations and OYB, 
project obligations and expenditures, Agency and Congressional policy, 
Bureau review and approvals, an:I Mission program management. t$hile 
improved interfacing can bycosouglit between all subsystems, special 
attention is required by those with the higher degree of 
interconnection. 

Another way to classify the suggested subsystems is according to 
their similar content, The four major groupings--external/background.
 
financial resources, personnel resources, and strategy, policy and
 
program management-o-hown in Figure 13 constitute such a
 
classification. These categories are logical, but they do not always
 
indicate substantit connections be tween subsystems with similar
 
content. For example, special sector information may not be strongly
 
connected to business conditions or other donor aid, even though the
 
data in all these subsystems has substantial commonality.
 

Perhaps the best way to, classify subsystem relationships is in
 
terms of the activities or functions they support. This latter
 
classification is consistent with the matrices developed in Chapter
 
III. It links information requirements within subsystems with the
 
actual work of the Africa Bureau. It points out the importance of the
 
information "system" in me, 
ing significant information needs. And, it
 
highlights interfaces bety.:nn subsystems that are of prime importance
 
in achieving key Agency c- ectives. 
 In this context, relationships
 
between subsystems take 
)n practical meaning and solutions to unmet
 
information needs within and between subsystems lead to specific
 
desired outputs.
 

Figure 12 presents examples of impnrtant 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 involve 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 activities.
 

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 information and other important unmet needs.
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Activity/Function Key Information Subsystems Involved 

Obligations and allocations Sector/ Allocations Project

to Important sector concerns 
 speciat ( . Obligation -

Intor,-,& I nc. PL-480 Expenditures 

t7 - .........- ..... --.. -- --- 1
 
OE { Direct I ContractHuman resource allocations oHire Reseurces 

Policy and program linkage, Economic Congrs Breu Iio 

Eoo i 1Cnrs Review&e v ie w & Pri , Projmgt including evaluation L P c ra
 
lic-y Approval g
 

Policy and program linkage - VSector Agency & Bureau Pro! Mission 

SSpecial Congress Review Prog9ra~m 
to sector objectives and ne Pw
performance Interest Policy pproval Mgt. j 

-- -r - L~___ __4_0 

Total resources available _________-Y. ,. Bod. 

for development IN.."0 , 0,_ .. Cont 

and F-ondltu $ P- -2!. I hsOuce 

Ec'onomic/private sector situation Economic Private 
, 
 JSector 

Figure 12: Examples of information subsystems 

Involved in key Burea-u activities 
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Table 8: Information Subsystems by 
Major Unmet Information Needs 

Subsys tem Major Unmet- Needs to be Addressed 

Significant Information Needed 	 -Economic-Sector/special interests 
-Other donor aid 

Incomplete and/or Out of Date 
Information 	 -Sector/special Interest
 

-Allocations (OYB)
 
-Project Obligations and 

Expenditures
 

Sensitive or Hard to Access 
 -Private Sector
 

-Direct hire personnel
 
-Contract resources
 

Data Too Aggregated 	 -Economic
 
-Sector/special interests
 
-Private Sector
 
-Other donor aid
 

87
 



4. Administration of subsystems 

Table 9 shows the principal responsible offices in the Africa 
Bureau and A.I.D. for each suggested informaLion subsys ten. These 
offices usual v produce or otherwi ;e orgailize the informia Liotio in thje 
suhsN el1.;, priilqrilv for their own use,. Tahl-; 5 and 6 aid Anne:es 4 
and 5 provide ort. di ta on which A.I.D. offices produce spec ific 
informat- iol. 

The role of prilncipa respontsihle offices in deve op i ng and 
managing subs-;vstemis to serve Burean or othe r AI.D. users is usually 
not defillitive, for other users or tle produce,_- office(s). Thie dIegree 
of mtlatenaice :1nd further development of the Lnformation in each 
subsyst em ,,,ir'e. : ubLc;t;i ntially from oil.e to the other. Other users' 
access to ;'.t iiii n or l ;lto oil [111(t .o the resources of the responsible
ofrfice for 1,] i oli l-ii ll td uiin i uji t iip it: it; often very I imited. 
Li t Ct, cu.;t o p'ck'lj ll, of Sib t ('1 i nformil t i onl 4 !; unldertaken by 
produce of If ,: t oc) I r ust rs . P ;,Lti v( ' few resources .re 
allocait-ed di I ,, t o , .s/t , or d,'tb b e inalnagenlent on ) tlf, of 

otiAer'' s m;oL-!v c'po ieA:s off i co.; P'roblems expcrie nced hy other 
users of lliIrlh'.i: oll freque-tt ' llot cons i Aered tLo theal be 
i7espolls i lI itv ,,i 111 1 producer o I icC. 

A specitfic plan for administering subsvs'tents needs to be developed 
within the Bureau. Assignment of responsibili ties for elements of the 
overall Bureau irnfor mation system, however, should flow from the 
information strategy of the Africa Bureau. This strategy, for example,
may suggest organi::a:ional cilanges to manage information better; it 
could provide for additional positions in the Bureau dealing primarily 
with information. these similar issues are andOnce and considered 
resolved, individuals or offices can be assigned to the infcrmation 
responsibilities set out in the strategy. 

AS top manage rs in the Bureau, some of you r specific information 
needs, including the form atid volume of d.,ta needed, have not been 
identified sufficiently or made clear to staff. Many of your 
information requirements are different from those of other A.I.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 svnthes im,.ed to enable you to understand and use it more 
quickly and effectively. Sometimes you do not receive the information 

you need. 

Your.t;pc- i fic da ta needs often occut- in categories that cross-cut 
inforia ti on subs\s tetls . This includes "comfort" information, internal 
operations information, progress information, early warning and problem 
information, etc. The link between top management and this information 
is not well developed in the Africa Bureau. Administration of the 
Bureau's information systiem, including that of each subsystem, needs to 
account for these cross-cutting information needs of top manigement
 
more fully. In part, this implies that responsible offices will 
identify and meet key informaticn needs of top managers. It also 
implies an information environment where offices are proactive, pulling 
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Table 	 9 Subsystem of Information 

Subsys tems 

Eterna1/Backcround 

1. 	 Economic 
2. 	 Sector/sp(-cial interests 

3. 	 Private Sec tor 
4. 	 Other donor aid 

Finamc ia] I Reources 

5. 	 Alocatrions (0YB) 
6. 	 Project Obligations and
 

E:xpend itu-es 

7. 	 Local currency 
8. 	 OE bud,-


Personnel Resources 

9. Direct hire personnel 

10. 	Contract pers -,nel resources 


Stratecyv, PoIicv and Program
 
Manacement 

i. 	 Agency and Congressional
 
policy 


12. 	 Bureau re ,iew and 
approvals 

13. Mission program management 

Needs 	 by Principal Responsible Office 

Principal Responsible Offices 

AFR Bureau Other AID 

DP/I-AR 	 PPC/CDI E 
DP/PAR, DP/PPE, S&T, EVA 
'IR
 
MDI PRE
 

DP/PPE PPC/DC
 

DP/PAB 	 PPC/PB
 

DP/PAB FM
 
DP/PAB FM
 
CONT, MGT FM
 

MGT PFM
 
PD, GEOG OFF MISER
 

DP/PAR 	 PPC, LEG
 

PD, DP/PAB GC
 
GEOG OFF, PD
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information from ongoing data streams in each subsystem and packaging
 
it in interesting ways for the Bureau's key managers. Some of this
 
information will follow a timely consistent pattern; some will be
 
unique.
 

5. Priorities for imil~rov int iifo i at ion ;ub;vsltems 

Table 10 shows slggest. cd priori i for improv'ing each 
information subsystem in the Africa Bureau's information sys tem, The 
criteria for determining these priorities were:
 

o Large developmental payoff in the long- or short-term; 

o Major information system payoff in the long- or short-term; 

o Of major importance to top management; 

o Easy to remedy; 

o Small resource expenditure necessary to remedy; 

o Large problem; 

o Significant support of A.I.D.'s overall or sector strategies;
 

o Hi-hly complementary to A.I.D. efforts; and
 

o lspecial lv timely. 

Most critria r- self explanatory. However, the criteria of 
developmental and informniation system payoff may need explanation. By
 
developmental payoff, we mean additional productivity from existing
 
resources. Thus, if an important unmet information need 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 payoff 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.I.D. resources.
 

Unmet needs themselves were not n luded as a criterion. As shown 
in Table 10, tLhey comprise the "condiion" to be imnprovad by remedial 
action. I i s the result of this improvement in each subsystem--the 
filling of unmet: needs -that allows the criteria above to be met. 

Sevear] of the criteria above applied to each information 
subsystem, However, those conside red to be the most important were 
used to create t e priority rankings in the Table. 

Tne Lighest prioriv .suts\'stems for action have major unmet needs 
in the form of unava iilable itformation. Fil1ing these information gaps 
will require strong supiort from top management:, additional resources 
in a time f resource scarcity, and cooperation throughout :he Bureau. 
Highest priority was given to these tougher problems because of the 
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imperative the Bureau is facing to justify program investments and
 
priorities in the light of actual country and sector program
 
performanco,
 

Miss,ion program management is an exaiple f such a high priority 
subsystcm. In informational terms, tiis is the fulcrum of the Bureau°:, 
effort to get c(n:rol of the mpasurement of its overall pernormance. It
 
is at: the cut t:o edge U what Congress wants to Wow. Wi thout sound
 
data in this area, it is hard to determine where rnd how far the
 
Bureau's effort-s at, leading, And, the Bureau is subject to 
Congresso nal and A. 10 pc o m-alming and budgetary pressures. Ui th 
accurate pefor-ance di.an, the Bureu gains more contr'ol of its
 
deveioyme't agenda and can push for appropria e resource levels to 
pursue it.
 

As noted in Chapter IV and in Table 10, this subsystem has some of
 
the laygest information- gaps to fill, The key to doing so will be
 
devlopr nt of a sVs.ematic way to collect the information ne.eced. New 
methods of mm:e.suring progress may we,! he involved . Addiniona 1 
resources will be necessary. Y .itiple information producers (e.g., the 
Mission.') and users will be included in the effort and -ntorfaces 
between them nust be carefully thought out. The end result is intended 
to be an enhanced information subs s tem that helps guide A I.D. 's 
development programming based on :measurement of actual performance 
Efforts that produce few results will be pruned; those that succeed 
substantially,will ,e provided with additional resources. In this way, 
improvement in this information subsystem will directly enhane the 
prcductivitv of A.I.D. 's avtilable resources. 

Lower priority subsystems involve foulems that are easier to
 
remedy and which require smaller e:.pendtures of top management time
 
end financial resources to obtain significant improvement. Some
 
subsystems were given a low priority because few important problems
 
were associated with -hem. A low rankiig in this context, however, 
donis not reflect the relative importance of th: subsystems. 

An example of stuch a subsystem is project obligations and
 
expenditures. The c,.-ntr-l problems here are lack of current, Pccurate
 
OYB and CN/TN data. This data is very precise and frequently extremely
 
important. Sometimes the Agency emphasizes effective financial control
 
as much as effecti v, programs. So, as in accounting the first issue
 
in workinr in this sub.-vstem is to get control of the information at
 
that level deemed most appropriate. This alone will not be an easy 
task. Manv users obtain information from this subsystem, and many use 
the infor'marion differently. These multiole uses create special unmet 
needs, an ind icated in Chapter IV. However, in this subsystem there 
are so-e simple solutions (e.h. ha\'ving one person responsibl, for 
obtaining and cairrying out pipeline analysis for the Bureau). Work 
with FM is longer range. But standards can be developed to identify 
the source o5 jaca in key reports and its timeliness. Cables could be 
abstracted and placed on-line. 
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C. 	 Issues for Further Design
 

Improvements in the Africa Bureau's information system are needed,
 
appropriate and feasible. Design of 
such improvements can be
 
undertaken slowly, deal ing witlh but a little at a time. Or design
 
activities 
can nroee d morte rapidly and involve a afrger portions of
 
the Bureau' s -,tCIem. No matt:e-r the approach, taken, 
 several iiportait
 
broad issues will nec-d to be considered at the threshold of the net:t
 
design activity.
 

1. 	 Va1lue of iTfo -malion and nuanttinP f nr her os5,.ources to) be 
committed ;a irL deve].opmenP ano use 

Central amig zhese issues is the value that the Africa Bureau
 
will place on informa tion and the 
financial and human resources it will
 
commit to meet 
user- demand in important iaformation areas. A.I.D. and
 
the Africa Bur'e au are 7 agging behind hthar organ.zations, especially 
the private soctor, !a rcognizing and using information effectively as 
a resource. A. Y's top management rust strongly 'al.ue informattion inD. 

the Bureau's work and suppot-t its management and ure as a esource to
 
maximize ti impact o'f .'s
inforation on A.l. nroductivitv. This will 
require ming information managemeint an important part of Bureau
 
activities aud including information functions in individual job
 
descriptions, performance reviews, and financial 
incentive structures.
 
Advanced information technology will need to become 
a part of most work
 
places. Quality iniormation will need to be increasingly demanded by
 
management and applied in all Bureau functions.
 

Top management will have to provide the resources required 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 involve 
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
 
throughout the bureau. However, as also indicated in Figure 5, the
 
implications of no; filling these central 
unmec needs include a Lower
 
level of Bureau performance and further time 
 lags in using infcrmapion
 
to enhance the productivity of other available resources.
 

2. 	 Der,ee of cntralization and 
c randards and ruidelines 

The degree of centralization 
ir.the Africa Bureau's information
 
system is another issue to be resolved at the 
th-eshid of additional 
design activity. The decision about cen~ral.ization Purns on the degree 
of authority to be exercised by any designated supervisor of a 
mainframe or of standards and guidelines for producers and users in tha
 
irformacion svstem.. A centralized mainframe computer need not imply
 
significant: centraiization. Such a machine can be "ser.,er"
a in
 
support of m-in'y" inodi''idual work stations, upholding networkino 
and
 
maintaining important common data for all 
information users. Or, it
 
can play a pivotal role in creating a more centralized information
 
management model.
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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. 
 In A.I.D. and elsewhere, 
The trend in the information environment is accelerating
 
decentralization. This circumstance does not lend itself strong
to 

ccntralization, c;pecially in 
the ar-na of informationi. However, even 
in a central izced i nform at ion model, there is subs tant iali need and room 
for the imposition of common standards and controls' :1i cih will
 
facilitate inf,,rmation development and flow. An information supervisor 
who is able to manage networks; of users, including their comIiunication 
systems and pol.icies, is likely to serve the Africa Bureau's future
 
needs best. Such a supervisor will play an increasi ng ro.e in
 
facilitarino; interfaces between users and informat 
 00 subsystems
 
without imposi'g
 
centralized control 
 For example, s/he could manage an electronic
 
database register in the Africa Bureau and provide 
 protocols to ensure 
maximum compatibiityN between users and the databases. The supervisor
should, as is he cas;e in most major organizations today, give
attention to the development of common guidelines and procedures to 
facilitate the usefulness of A.].D.'s information resource. 

3. Ense of access 

The ease with which users access information is another issue 
to be considered bh:,re major design efforts are undertaken. Users may 
access and manipulate their own data, never depending on centralized 
information staff to prepare analyses or reports. 
 Or, as is sometimes
 
the case in A.I.D. now, special information staff can produce reports
 
or databases for 
 others. Todny these reports are frequently issued in
 
hard copy, providing no opportunity for the user to obtain or change

the original data to better suit 
his or her needs. Ease of access can 
be strongly encouraged bh,provision of LiA_,s, 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 extrenely rapid information retrieval and distribution. Given the 
quantum vhanges likely to occur in access in even the near future,
 
there is small chance to curb it successfully and little reason to try
 
to do so.
 

Communication with Missions, now rather difficult 
in some Africa
 
countries, 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 more 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 
substantial lv.
 

4. Trainin, imolications 

Training is another threshold issue to be considered prior to
 
launching major design activities. There already is importantan 
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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 may arise from 
additionl] design of the Bureau's information system. Even in that 
event, import-ant quan titi es of computer traiinig will need to be 
undertaken in the Bureau over time. 

The tr,iini ng necessary for increased information management and 
use was found to be des irable by Bureau staff. Staff fembers have 
learned to (leal with electronic information; they are willing to learn 
more. Civ') the progre;s made already, it is unlikely -hjit any
affordable e nhaihced informat1ioll system will overt a:.:tIe c a pac ity of1 
Bureau staff absorb effectivelvto the trainingcomputer required. 
Even 
over 

the extra 
in hiihcir 

e:.:penso, incurred 
proctuctivity and 

will probably be paid 
lower cost more relevat 

for many times 
information. 

5. Mana-rement and ortan .atJon imrlicat-ions 

The e:tent to which A.I.D. is prepared to manage and organize 
information as a resource needs to he determnined prior to further 
design efforts. If information is to be considered a full resource in 
its own right (see the discussion in Chapter II) and rapid development 
of the Bureau's information system is envisioned, additional 
information administration will be needed. If t'me strategy is to be 
slow improvement of the Bureau's information environment, less 
intensive administrative development will be necessary. In either 
event, t!e Bureau needs to strengther. .ts information administration to 
help manage it its information system. In particular, data 
administrators need to be given specific and well understood 
responsibility for information management. 

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

D. Supyested Next Steps 

Following this information needs assessment, we suppest that the 
next step he the development of an Africa Bureau information stratepyI. 
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 relationship to its development requirements and 
determine -he means for achieving them. 1t will identify and resolve 
information related issues: The relative value of information, 



including its integration with other resources 
to help define and
 
achieve A.I.I). '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 tile information resource; the degree to which
 
available financial 
 a d perqonnel re s ources will 	 be devoted to 
information activities. Creation of the strategy will support well
 
planned development 
 of the Bureanl'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 rosource in the Africa Bureau. 

The second step--detailed design of improvemenits in the ex::istin g
information svstem--will include several parts Is intimated in the
 
scope of " r- Vin nssssienL in Annex . It in 
 hnin with ver'
 
small or quite substantial 
 nesign offorts, depending oi ind and the
 
resources to be comnitted 
 to the effort, For exai,,pl I, ! low budget,
slow progress approaich were adopted in the above sor i', thie first
 
design step migh be o dav.lop a ci.aileud trainingi' pl a for Bu-~u
 
personnel. This plan could 
help create additional inoformation skills
 
and uiderstandiigs that would 
 pay high dividends inih:1e daily operation
of the Bureau. Or, a larger effort could focus directly on filling

priority unmet needs in key subsystems identified earlier 
 in this
 
Chapter V.
 

In part, the activities to be pursued in this second step will
 
stem from devxelopment 
 of the Bureau's information strateg , if such a 
step is undertaken. 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 specific design priorities, resources i ,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. 	 Recommendations
 

" 	 Top management should teat information as a key resource 
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 s-;tam. 

o 	 A detailed design for improvements in the existing
 
information 
 system should be undertaken by the Bureau after 
its strategy is agreed upon. 
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o 	 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
 
Strategy for Informtion Resources Mananement). 

o Standards and guidelines for information producers and users 
within the Afirica Burmeau and in other A. I.). Burmeaus should 
be established by designated staff to improve the 
productivity and efficiency of the information system. 

o 	 The Bureau should concentrate first on filling the high 
priority unmet needs identified in this assessment. 

o 	 Staff tr-arnining and practice in in! rmation production and use 
should be increased. Training should include use of advanced 
technologies (e.g., computer hardware/software and facsimile 
machines) and of the library, CDIU, and other 
information
 

resources.
 

o 	 Bureau staff should participate in developing other A.I.D. 
databases and information systems of concern to the Africa
 
Bureau.
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AFRICA BUREAU INFORMATION SYSTEM 
SCOPE OF WORK
 

A. The Problem 

Some offices in the Africa Bureau have spontaneously developed 
their own data sets to 
compile and analyze information specifically
 
needed by 
that office. Other offices have not developed their own data 
sets to sui t heir own purposes, nor do they find existing data sets 
readily available. addition, are widelyIn there no accessible
 
definitive 
 data bases covering core elements of the information needed 
to minimize the proliferation of data sets that are often overlapping 
and duplicative.'The result is an inconsistency in the k-ind, quality 
and availability of information available across the Bureau. 

Althoug .' isving data sets are useful theto users of the
 
information the d.v Iopment of office specific data sets is uneven
 
throughout the Bureau 
 and there still exists a need for definitive
 
databases containing, core information 
needed by most offices in the 
Bureau. Until more coherence and organization are brought to bear, the 
Bureau wi]] continue to seek information in an unssotematic,
 
unreliable, and inefficient manner which handicaps our ability to
 
report and make good management decisions. 

En order to carry out its mandate more effectively, the Africa
 
Bureau naeds: 1) more timely, accurate information for management and
 
operational analysis, decision-making, and reporting purposes, and 2)
 
an easily accessible information system for now and the future which
 
includes a historical record and a systematic "context" 
for our
 
efforts. 

B. Banc -ound 

As complexity builds and workloads and reporting requirements
 
increase, the Africa Bureau 
must focus on its information management 
capacity and explore options to facilitate the attainment of the above 
ends. We need to thoroughly inventory and assess what capability 
presently exists, determine what is needed in addition to the existing 
system, and then build from what existscurrently to meet our 
information needs throughout the Bureau. This is particularly needed in 
the collection and dissemination of core information.
 

Currentl', the Agency has plans 
to install a mainframe for the
 
Africa Bureau in the basement of the State Department. Once installed, 
it vill be possible for all computers in the Bureau to be hooked up to 
tihe mainframe, and provide the capability to network among Bureau
 
officcs, 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; however,
 
acquisition is delayed by a restriction on operating expense 
funds.
 
Staff, therefoce, continue to experience a severe shortage of terminals
 
and work sttuions. The ratio of staff to word processors and computers 
varies greatly within the Bureau and among divisions within some 
offices. There is a need, therefore, to better assess and prioritize 
the dist huzion ind o cation of t:erminals and work stations. 

In addi tion, the level of training in com1puter and word processor 
"know how" is verev erratic leading to inefficiencies in tiheir use and 
under productivity of personnel. There is a need to conduc a training 
assessment to o ii traiilning needs by hardware and so ftwa re
 
availabili'., 
 office information ne eds , and personnel respon,,ibilities.
 

Al though0 uncertain, we do expect to eventuallv have the automation 
required to support an informiation system. We dnot , however, have a 
clear idea or concept of a coherent information system for the Bureau. 
We need to thin: now about an efficient system of information for the 
Bureau that will be supported by the already planned automation system. 

We need to also think ahead about eventually linking up to field 
missions electronically. The software and protocols for networking need 
to be thought out with input and ideas form the field. The concern at
 
the moment is to think of information systems development within the
 
Bureau with provisions for eventually linking up with the 
field, when
 
the funds and technologv make this possible.
 

We wouli like to plan design and implementation of an information
 
system in stages, pinning with assessment of
er. an informaticn needs.
 
That would be foiow,d by a preliminarv esign for a system chat is
 
acceptable to all she offices in the Bureau. Such 
a design, once
 
completed, would then be folloed by an internal svstem design,
 
automation information and, finally, applications development. An
 
internal systems design will produce 
a thorough description of the data 
files, programs analtical requirements and other internal specifics 
of the system to a ievc], where they can serve as a guide to actually 
programming and developing the data base(s) . Application development 
will be a continuation of the internal systems design by 
the actual
 
custom development of the information system.
 

C. Oblectives of the Study
 

This contract is limited to only the first phase -- an information
 
needs asse.sment. The objective of this phase, therefore, is to conduct
 
a Bureau information needs assessment as a first phase in 
the
 
development of an integrated, consistent, and timely information system
 
within the Africa Bureau to facilitate exchanges and use of data
 
betwen Bureau offices, other Agency offices, and field missions.
 

1-2 



The components of this phase will include the following tasks:
 

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

B. 	 Inventory and A:qess Existing InforMaLion Sources 
- Prepare an inventorV of source documents and reports 
-Prpare an inventor of existing data sets 

C. 	 Inventorv ,id A;sess Bureau Staff Expertise in Managing 
Automated nforiiation 

D. 	 Idenifv Need by Officenet 	information ,,; 

E. 	 Prioritize Bureau Information Needs; Vis-a-Vis lanning, Program 
Operational Management Decisions, and R:'eporting Needs 

F. 	 Outline A Proposed Inforirat ion Svm em and Identify and List 
Functions of the Proposed Stem. Define the Implications of 
Information Needs in lerms of a Systu;;. 

G. 	 Identify Training Requirements Implied by a Proposed
 
Information System
 

D. 	 Scope 0, work 

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

* identify key management 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
existinpc dtsets in new ways to meet information need requirements. 

* Idenify problems in conducting analysis, making decisions, and 
reporting ,:" s'in from a lack of adequate information support, and 
develop specific recowmendazions fr steps to resolve those problems. 

* IdenZ ia mo- data sets required to support decisionmaking and 
polic'.'/managemn:n analysis. 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 Bureau. 
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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 efficient means for accessing external data
 

sources, i.e. through CDIE or through Bureau capabiility.
 

* Recommend a basic information syste; structure that would be 
fleshed out or develop(d during the detail]ld ssterm design phase of the 
project. This would include a desc iption of the major sub- systems 
that need to 1,e developed, the relationships among sub- systems, and 
any spec:ici dEa hand1 ng requirements that max be needed. Also 
specify th. prioritv of various components of the system !;o that
 
deve1opme nt c an occur-I an o-do ri v , sequential Cashion.
 

Contract or r ccurie :ida:1ens lould also address staff training
 
needs vis- a-vis a propose sv.tei, a brief outline of the means for
 
updating and manipulating data once the svstem is in place, and means
 
of naintain ng an inve nptorv of existing data sets.
 

1n conducting the interviews, the contractor will be gathering
 
inforat C:: on C:: in daa sets; therefore, the contractor is
 
requested to, atZ e s time, collect sufficient
: standardized
 
information to enable nm to prepare an inventory of existing data
 
sets. The co .aeorn l d include those data sets in the Africa 
Bureau and the rest o tie Agenc-y that are key and frequently used. The 
inventory shall include, but not be limited to, the following: 

; A brief narrative description in laymen's terms of the functions 
the data systems perform, sources of the data, and frequency of use; 

* Suggested 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 description of the format and an example; 

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

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

measure;
 

" A sample report with associated queries;
 

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

* The office in which the data set is located and who manages the 
system ( include location and telephone number) ; and 
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* 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 infnymnnin:, system structure, but also 
an inventory of
 
existing data setls.
 

Methodo] o r'." 

This s,Lnv will assess information needs and recommend an outline of an 
information system for the Bureau. Some of the contractor's
 
recommendations mar be controversial, 
or require major commitments of
 
resources 
(time, staff, budgets) on the part of the Bureau. Therefore, 
successful eventuai implementatSon will depend on a participatory 
process in conducting the preliminary information needs assessment as 
well as in the design of the sys em, so that the firal design reflects
 
the major-it\ of saneion gement thinki ,.
 

Because 
there are varied, competig and overlapping interest within the 
Bureau, a great deaI of discussion and negotiation wi]l be required to 
bring the various offices to a consensus on the prio:ity of information 
needs anC a proposed ou.line of an information system. Therefore, 
at
 
key decision points, the contractor should facilitate dscussions
 
amongst Bureau senior managers as to what will be included in the
 
information system and how the system should be outlined to 
best serve 
the information needs of the Bureau. The final reort 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 system process;

centralization versus decentralization of the main data base; 
the
 
priority of various elements of the information system (including a
 
recommendation of which subsystems should be developed first) and
 
possible organizational changes required to develop and manage the
 
sys tern. 

Contractor Oualifications 

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

- Management Annlysis with catanizational behavior and
 
facilitation skills. This analysis will play 
a strong role in
 
defining the objectives, or ani ational structure, and functions
 
of the n:frica Bureau and the various offices within the Bureau, 
their rloated information nueds, and the interrelated information 
requirements among Bureau Offices. 

- Social Science Anniy;t with eperience in data base design and 
a managament. This analvst will pay particular attention to 
assisting staff define and classify required information needs.
 

1-5 



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 :
 

Consultat ion si til other ]iarge bureaucracies to assesf;s information
needs, and desigin and organize management ifora ti () n tes 

Denonst::-at 1 ab ility to idcntifv critical decisions and explicitly 
model ths decif-ions. prior to desig-n of a MlIS. 

Demons tr~t. cd b. I v to dcs i En a !-'IS thia': encoura ,es cross 
functional coop(eratniw among the offices of a large adiinistrative 
unit 

Iemonst ratedD abilii tyto dies Jge sub- s',stems. w'ithin rsv'stows to 
accommodate managerial -I well as analytical data needs; and 

Demonstrated abi Iirv t-o a IC14tate consensus among competing 
interest teowards acceptance of a final product. 

The Report-

The final report shall contain: 

1). A summary of the functions, czitical analysis, decision making and 
reporting requirements of each office made by Bureau offices and staff 
that require informational support. identify and link information 
require:ments with the office or offices wi:hin the Bureau that require
 
the inf'liateon for d-cisionmaIing and repnrting.
 

2) 1hn assessment and inventory of existing data sets used by the Africa 
Bureau and currently availble elsew:here in the Agency. The inventory
shall icnlude kev, freqent!) used data systems andprograms belonging 
to other Agency offices which are relevant and available for use by
Bureau saff. Indicate where the data sets are located, whomanages 
them, and how frequentl ae)" are updated.
 

3) identification and asscssment of the need for currently unavailable 
information critical to reporting and decision making within the
 
Bureau. IJcluded recommendations for dusign of new data sets or classes 
and ibndicate their priority. 

4) Assessment of staff expertise regarding use of automated information 
and recommendations for training implied by a proposed information 
syste.
 

5) Outline of an information system for the Bureau based on the 
assessments requested above that will allow for minimal duplication of 
data, easy access to information, and an ability to report and make
 
critical management decisions more effectively.
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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 S\s toiin with u timaveP responsibility residing with AFR/Dl'/PAB. One 
week f rom the date of contract signing, the contractor will meen with 
the A:frica Bureau's Vorhny Committ:ee on Data Svstwims to prose t for 
approv] a pr-liminr olesKor(nnalre that i.s to lie administered to 
Bureau staff. The offices and staff to be interviewed will have been
 
idenvifi.d in c(oper-ation with the Committee. In addition, the
 
contractor will1 furnish a worplan of how they plan to meet the
 
contract oc e.s, an outline of the final report. The workplan
h ind 

should indicate a nei-,ve schdule of meetings with senior Bureau
 
mona.-rs.'ine weeks from the 
dae of contract signing, a draft copy of 
thIe final report: all be submitted to the Commi.ttee Chairperson. Upon 
receipt of Africa Bureau coinitts on the dr ft final, report, the 
cont-,co01 will have one week to produce a final cop' f the report and 
invc corv'o (Se i'.ventor'Y shall be presented in a ioo;e af notebook 
format, o nn Lo allof easy and timely updating.)
 

Twenty fiv\ copies off he report Licd twenty five copies of the 
inventorv shall be submitted to tSe Chairperson no later than close of
 
business 
on the last day of the weekfol lowing receipt of Bureau comments.
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ANNEX 2 

informazion Reouirements by Functional Cateaories
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ANNEX 3
 

Key List of Documents and Reports by Producer
 

Name 
 Source
 

Project Control Register ANE
 

Briefing Book 
 DP/PAB

Annual Budget Submission FY:-x 
 DP/PAB

Congressional Presentation FYxx DP/PAB

PL480 Title 1/]1] Country Justifications DP/PAB

Approved .' N11inning (AAPL)
-';:;istancu Levels DP/PAB

FYx×: Deob i~ 1(1 1 01)1] it ion Requiremen ts 
 DP/PAB

Obligation V;chtdule( Ile 
 DP/PAB

Request for I'udi 'I1lowiunce
.t DP/PAB 

Execut: ivye Cont act t for PtVOs FVA/PVC/IPS
 

introducing '.II MDI
 
Manual for Action in the Private Sector MDI
 
Private Sector Strategies 
 MDI
 
Regional Trade & Economic Cooperation in S.Af. MDI
 
Country Invest. Climate Assess. & Priv. Sect. Survey MDI
 

O1S Equlpmfont Office Location List NOT 

Action Plani Mission
 
Annual Budget Submission (ABS) Mission
 
Concept Paper Mission
 
Countr"v De'e1opmelit Strategy Statement Mission
 
FY;::.: Private Sector Rehibdilitation PAD 
 Mission
 
Auction Pogram Support PAAD Amendment 
 Mission
 
Mission Repor-ing OF O14i rations cable Mission
 
PFAR Cable Report Mission
 
Program Assis tance Approvail Document (PAAD) Mission
 
Project Identification Document lcacesheet (PID) Mission
 
Proj ect ImplementatIon4 poInn Mission
 
Project Paper Mission
 
Small Country St*r;-(ttv Statement Mission
 

A. 1. D. Aut:omp tion Review List M/SER/IPM
Automa t:od ]c n or':" >:in. ement Svs t-er /'SER/IPI
How to upda.e CNDCP Files N/SER/IR[U
Main Frase S,.;cemi1s N/SER/ItRiL 

Action Memorandui tfor the AA/AFR PD
 
PIR Summaries 
 PD/EAP

Ducumi,; Track.,gheportl. 
 PD/IPS 

3-1
 



Summary of [regional I PIRs PD/SAP
PIR Reporting Cable PD/SAP
Project Authorization PD/SAP
PAAD (PP) Reporting Cable PD/SAP
PAIP (PID) Reporting Cable PD/SAP
Program Assis;tance Approval Documen (PAAD) PD/SAP 

Issues Paper PD/SWAP 

A.I.D. Res and Dev Abstracts PPC/CDIL
A.I.D. Dev. Info. Cent-er Manual PPC/CDIE
COM Indexes: A.I.D. Project Reports PPC/CDIE
COM Indexes: :.I.D. TJechn ical Reports PPC/CDIF 

Developmen: 1K:':' 1p ri Ahs;t:racts PPC/CIDIE
Director'-v of I,'.' Intfo. N'etw.ork PPC/CDIE 
Evaluat i on cc-is; ion.l 1u;ipers PPC/CI)lE
Evaluation ,.po r, Acqupmi:sition; List PPC/CDIE 
FY87 PI'CCE I . InmFormati; ion Service Stats PPC/CDIE 

!s;ani n .;. nem 1'(,,/CID E PPC/CDIE
Mini.ci.s in USAII) -- Now and Future PPC/CDIE 
PPC/CDIE Briefing Portfolio PPC/CDIE
Program Evaluation Discussion Paper PPC/CDIE
Program Evaluation Report PPC/GDIE 

Project I;mpact Evaluation Reports PPC/CDIE
Research and Ref-rcnce Services PPC/CDIE
Research and Reference Service Monthly Report PPC/CDIE
Special bib1iogi.apiies PPC/CDIE
Technical Report Acquisitions List PPC/CDIE 

Doc. od info. Iandlingp Facility monthly report PPC/CDIE
A.1.D. "Ihes :us PPC/CDIE 
Evaluation Special Study PPC/CDIE
Program D:uW.n anid Evaluat on Methodology Report PPC/CDIE 

FYx: A.. Ao. ssi tance Planning Levels cable PPC/PB

Policy p',p' 
 PPC/PDPR
Policy n .- rinavinns PPC/PDPR 

Briefi-ng ipw r SWA
 
Country Fact Stheet 
 SWA 

ARD Ope.'i;nt i Pr oce(dures TR/ANR
FEWS Cou n Reprv t TR/ANR 
Indicator, for Tracking AFR Bureau's Progress TR/ANR 
Plan for upps ing Ag Research... i Africa TR/ANR
Ag. & Rar;l I,-. Functional Review FY80-89 TR/ANR
Projects hich contrib. to the Ag. Prod Strateg TR/ANR 

HPN HappeniAgs TR/HPN 


