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I. THE PROBLZM
 

Technical assistance involves complicated judgments
 

about the likely effects of alternative projects. Technical 

and economic aspects of projects must be considered, and in
 

addition there is increasing concern over the assessment of
 

the social, instituzional, and environmental effects of
 

development projects. 
These are all dimensions of a project's
 

success; they are also dimensions along which causal and con­

ditioning factors must be judged.
 

Various sorts of policy decisions require informed judg­

ments about these many variables. When a project is designed 

in the field or approved in the central offiCe, when Congress
 

is approached for additional funds, when regional bureaus
 

allocate f.nds across countries or across program activities,
 

when staffing decisions are made, and when new directions are
 

considered: under all these conditions, it is imprtant to
 

know what sors of activities lead to what sorts ofresults 

under what sorts of circumstances.
 

Social scientists, and policy analysts, should be able 

to help provide such nlnormation, which then can be used by 

policymakers to inform their choices. Critics of U.S. devel­

opment programs contend that the Agency 'or International
 

Development (AD)has not done agcod job inmarshallino tSO 



wisdom of tae Asncy's own ex erience. AIZ is often accused,
 

even by its own officials and its friends in Congress, of
 

lacking an "institutiona. memory." Judith Tendler argues that
 

the Agency's self-education should be placed among its mos
 

important obecties:
 

The task of development assistance, then, involves not
t y~b, nll_ "doing." An essential portion of it has to do 
with learning.....If, however, a good part of the task 
i'earrn and adapting, then a good part of the bur­
den rests on the organization and not the individual: 
he will not be better at development, no matter what 
his training, unless the ora.nization i s set up in a 
way t-hat requires learnL iq as an output. 1 

Some of AID's top policymakers have voiced a similar concern.
 

In general, then, the'problem is how to obtain and to use
 

knowledge (concepts and facts) that is relevant to AZD's many
 

sorts of policy decisions. It is not a new problem, nor is
 

it a rarrow one. In fact, as shall be described in detail
 

below, the Agency now has several mechanisms for acquiring
 

information about ongoing activities and proposed policy areas, 

ranging from evaluations of existing projects to extra-mural 

research on the development process in general. Some of this 

existing work is cuite good; some of it is not; but leading 

experts in the Agency in charge of evaluation or of research 

lament the lack of utilization of their products. Part of 

the problem is surely, as Tendler and others have argued, chat' 

insufficient incentives exisz within, the organization for 
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individuals to use what is learned. 
 But part of the problem
 
_ may also be that t.here is currently lacking a highly placed 

office whose job would be to take the best of social science
 

and policy analysis relevant to AID and give it to top policy­

makers in usable form.
 

This idea was one of the motivating forces behind the
 
plan to create a new "studies division" within the Bureau of
 
Policy and Program Coordination (PPD). High-level officials
 
approve of the new office as 
a means of learning from AZD's
 
experience-and the e.=erience of other agencies 
 and the find­

ings of social scientists. 

This report addresses several issues that face the new
 
office. How should t-he 
 office think about i's miie4p1 objcei-ies? 
How should it gauge constraints and costs, so that its activi­
ties are appropriate and economical? What ofsources information 
and expertise within AD might t-he office tap? 'hat kinds of
 
studies might be undertaken? 
How can the offic en,aurz.L_ t e 
results of its studies make a diffe =ce within the Agency? 

These are, of course, questions about which AZD officials,
/especially those connected with .he new office and with -PC. 

have thought a great deal. 
 This report does not pretend to
 
substitute for these people's considered 
 judgments. Rat-her it
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is hoped that an outside look at some of the broad issues
 
facing the new office will be a useful stimulus to the Livolved
 
personnel. 
The report stresses alternatives of a broad sort,
 
rather than attempting to make particular, narrow recommenda­
tions, which are only possible given the detailed knowledge of
 

the insider.
 



1Z. 
 THI=XNG AZOUT 0BJECTIVES 

The office's studies can be thought of as having 
severai objectives. Foremost among them is influencing 

" AID's decisions, both in Washington and in tS fd, both 
on projects and on px-€as. It is presumed that imcreased 

knowledge and information at the right times and to the 
right people will improve the actions AID takes. Studies 
may affect the estimation of parameters in particulardeci­
sions (eg, the effect of an irrigation project on ru=al 
poverty, or the importance of domestic training programs 
in projects dealing with rural health delivery systems). 
Studies may also affect the choice of parameters to be eval­
uated (eg, a study may show that the most important variable 
affecting irrigation concerns the concentration of water.on 
a few, high-yielding areas, rather than its spread over the 

x largest possible number of farmers--a variable often over-
A. 
\ 

looked; or a study may suggest t-hat the most i-portant design
consideration in a malaria eradication ef-fort is the ral 

N 

health system, a variable that is sometimes thought less impor­
tant). Studies may also have a sort of training function: 

3- those who work on studies, and those who read them, are 
in­
fluenced by the methnods and the detail as well as by the 
actual findings. Decisions may not be affected in the short
 



run by a study, but the study may nonetheless have served
 

a long-run purpose well worth its cost. (A particular
 

application of this point, the use of studies in AID's
 

formal training programs, is elaborated below.)
 

Studies have a second objective: affecting the deci­

sions of others outside AID. _n particular, Congress is
 

playing an increasingly active role Ln setting Agency policy.
 

Scmeti-mes Congress's interests and concerns are beneficial;
 

at other times, they seem to be incidental and not worth the 

cost of satisfying them. (For example, there are now more
 

than 100 Congressional concerns on which AID must report and 

which all loans must heed.) 
 Studies may perform two functions, 

in this context. First, they may satisfy Congress's parti­

cular demands for information. Second, they may educate Con­

gress in such a way that less important informational recuire­

ments are eventually given less importance. Congress may learn
 

moL-e about the aid-giving process and the problems of develop­

ment that lead it to give more 
funds to AID, or to stress dif­
ferent sorts of activities, or not to stress Cimensions of the 

problem that turn out to be incidental. 

Another potential beneficiary of studies might be offi­

cials in developing countries. Knowledge, after all, is a 

public good. Once produced, policy-relevant studies might 

be useful to present and future consumers outside the U.S. 
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government. It is said, for example, that t-he most impor­
tant beneficiaries of AID's mammoth studies of farm credit 
have been officials in LDC's--more so than AID's own offi­
cers. 
The appropriate dissemination of studies becomes
 

important, when this objective is taken seriously. 

A third objective of studies goes beyond the develop­
ment of information. Methods may also be created, testad, 
and refined. 
For example, there is increasing emphasis in
 
AID on the incorporation of social assessment into the design
 
and evaluation of development projects. Unfortunately, the
 
techniques for doing such assessments are not well understood
 
and convincing examples of.social assessment (including an > 
appraisal of its costs and benefits under various circumstances)
 
are rare. 
 An office dedicated to produ znq issue-oriented 

studies could plausibly also have an important contribution
 

to make in the area of methods--which ones to anduse how 

to use them. 

Finally, it is not inconceivable that studies would
 
faffect the decision-making within AID.process For example,. 

a study may examine, directly or Lndirectly, how AID's own 
procedures and s- t.utrl&the outcomes of develoment 

projects. 
 This knowledge mayleadtoreccmended changes in 
yi. 1.%'eoro!edures. Another example might involve changes in

.. 

9 -he way the project approval system operates, given that new 



knowledge on particular problems is *available. Thus, the 
presence of new info-ation during the decision-making pro­
cess for projects might lead to the elimination of steps,
 
the inclusion or exclusion of particular actors, the crea­
tion of incentives or constraints, or the alteration of the
 

Lnten.al balance of power within the organization. 

In summary, then, the objectives of the new office should 
be considered broadly: 
 affecting decisions within AZD (Li
 
Washington and in the field, at the project and the program 
level), rqyidng relevant knowledge to Congress and to host
 
countries, developing 
 and exemplifying techniues of social 
impact analysis, and affecting the process by which decisions
 

are made within-AID,
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Il. TENXI.IG ABOUT. COSTS AND CONS--AZ:;TS 

The new office as tentatively planned faces important con­
straints. The most important ones involve time and moneY. 
Others include information and techniques. 

A first consideration is time. The new office plans to 
rely on some staff members brought in for two or.hree year 
terms. 
 These people will provide fresh insights and energy, but
 

A ,their relatively short tenures inIlv 7 AZID muts a short _ Lse on 
the office's studies. 
 Furthermore, pressures for decentralization 

and decreasing the proportion of AID staff in the central office 
will lead to hard looks at the activities of Washington-based
 
staff. Short-r.n activities may look better than those with a 

//lonertie-hazizon. 
Social science studies frequently involve
 

number of years to comnlete. There is likely, therefore, to be

tension between the short time-frame imposed by AID's needs and 

o te r e -f ah im o e 
bv AZ I n es'some of the staf.s short tenure in the Agency, on the one hand, 
and the longer time-frame usually associated with social science 
research. In plann.Lng the office's activities, it will be of 
crucial importance to keep this possible tension in clear view.
 

(The implications of this and other costs and constraints 
on particular strategies open to 
the new office will be dis­
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cussed below.)
 

A second constaLlit concerns the. ds available to 
the new office. Tentatively, cartain figures have already
 
been Proposed and may be considered as upper bounds on the
 

resources the office will have at its disposal: five or
 
six professionals and about SI'million-annual!v in


\funds for external research and tavel. 
These are enough
 

resources to accomplish much of great value. 
 However, if 
one takes the perspective of the number and difficulty of 
AID policy problems that the office might tackle, clearly
 
the funds and manpower look inadequate. It is obvious that
 

Y q-importantchoies will need to be made concerning the
 
comparative advantage newof the office. Evidently, too, 

no massive, all-encommassing project is li:kelZ to make sense.
 
(For example, it would be easy to eat up five Professionals
 
and a million dollars a year on a detailed -eld studv Cf one
 
important development issue; but this course would not seei
 
wise for a new office located within PPC.) Plans for the
 
new office must also take account of the time lags inherent.
 
in hiring new staff of the desired quality. Probably it is
 
not incorrect to assume that the officewill not be fully
 
staffed util the 
summer of 1978; and some meriod a-er that 
time must be allowed for staff members to acclimatize them­
selves. Here the constraints of time and resources merge.
 



A third cansrainw involves information. 
As will be
 
discussed in detail below, there are already numerous acti­
vities within the Agency that will be good sources of infor­
mation 
 for the new office. But, in many ways, the informa­
tion will turn out to be a 
limitation. 
True, there is an
 
evaluation system in place for AzD's 1600 projects; but by
 
the admission of the evaluation office, the quality of the 
data in the eva!uations--as well as 
the quality of the actual
 
use of 
 the A:D'a -theoretica!!v sound system of evaluation--leaves 
much to be desired. :n short, the new office cannot count on
 
1600 existing case studies to use as 
its data base. in many
 

cases, existing evaluations will be useful, as will studies
 
done by other 
donors and by academics. But the office may 
discover all too often that it needs to develop its own new
 
information relevant to its problems. Because of the con­
straints cn resources to develop new infor_2ation, the choice
 
of topics to study may be constrained in many cases 
to areas
 
.where information is already relatively plentiful.
 

Finally, there are limitations in the readily available
 
techniqcres for evaluation, especiilly in the area ofsccial 
assessment. 
 rfessor Mark homsn provides a fascinating
 
review of relevant evaluative methods in 
a companion piece to 
this report. Regarding social assessment, a detailed review 
falls outside the scope of this paper, but several remarks 
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may be advanced. 
Recent effor-ts 
to do social assessment
 
and international comparisons have not proved promising.
 
For example, we reviewed the recent 
OECD volume, Policies 
for-Innovation in the Service Sector--Identification and
 
Structure of Relevant Factors (Paris, 1977, 235 pages).
 
Six years ago, OECD commissioned this massive research
 
effort to locate "what was known about innovation 1i general, 
how the characteristics of the service sector influeance in­
novaticon 
 therein... [and] significant gaps in current know­
ledge about innovation 
 in the service sector" (p. 8). The
 
book admits its failure to come 
 up with many guidelines for
 
understanding the 
social and institutional factors that
 
affect innovation:
 

The inability to carry, out as full and thoroughan examination of innovation as was originallyintended will no doubt leave some readers with
unfulfilled expectations. Another [problem with
.the research] is the dilution of focus through
abso--t-ion in detail... [lanovation becomes so
complex as 
to cause confusion and where socio­cultural differences make comparison of exper­ience difficult if not impossible. (p. 10) 

Despite 35 
case studies and the contributions of eminent
 
social scientists, the book concludes with a lengthy chap­
ter of perfect11 obziu (and unhelpful) maxims about 
change. (For example, "Innovation is dependent on flexi­
bility;" "Uncertainty of consequences and assumption of 
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risk are im=PCrtat determinants of innovation; " "Many 
innovations appear to be incremental in nature " 
"==o­
vation requires personal incentives;" and so forth.)
 

This is not an isolated failur. of the assessment
 
of the social and institutional components of success­
ful projects. Several. other examples may be adduced from
 

recent literature: 

It was recognized early in the design delibera­tions that fi.nding the relationshio between health
and poverty, or more precisely, medical care deli­vezy and soical functioning was just not feasible
within the current methodology. 
(The problems of social assessment include] setting
objectives, developing measures of these objectives,designing methodological approaches to collecting
needed data and providing evaluation within a secure
 
placein he policy-making process. 
No easy and
readily avaijable answers were possible in any of
these cases.
 

Comparative policy analysis.. (has]a nurn.er of prac­tical as well as 
theoretical problems which cast
some doubt, not on the utility of comParative policy
analysis but on its feasibility. 
 [These problems
include] 
too many variables, intranational diversity,
measuring national government comitment--ratios of
responsibility, value biases, [and] 
data reliability.4
 

In other wordsf,<there are met-hodological limitations 
to the study of the social and institutional dimensions 
and causes oi "success" of projects. These limitations
 

mean that the new cfj.ice has the opportunity to provide a
 
signal se_-7-ice if it can deve2.cp the tools to do such
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social assessments and evaluations. 
 But it also means
 

that considerable care must be taken, since the task is
 
not simply to apply well-known tools.
 

In summa-y., 
the new office must carefully consider
 
the constrained situation in which it will be operating.
 
Studies must be timely, perhaps even quick; they must
 
also be relatively inexpensive. 
 Existing information 

must be used whenever possible, which may not turn out 
to be as often as one would have hoped. Finally, the 
sorts of studies that an office of socio-economic impact
 
assessment, or issue-oriented studies, might do are not
 
easy, methodologically speaking. 
These costs and constra.ts 
are not prohibitive, but they deserve considerable empha­

sis in the planning of the office's activities.
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ZV. ISSUE-OatZ T!D STt3DI S IN AID
 

There are many kinds of studies that the new office will
 

not be interested in undertaking. For example, the office will.
 

not wish to spend all its time evaluating individual projects,
 

nor desire to monitor exmenditures of various kinds across
 

bureaus. 
 Instead, the office hopes to do issie-criented
 

. studies using the techniques of social science and policy 

\ analysis. To this author, "issues" are broader than projects 

but narrower than sector studies or studies of AID policy towards 

particular sectors. One can crudely conceptualize issue­

oriented studies using the following matrix:
 

Functional
 
Project Country Region or Tech Area Sector
 

Inputs
 

Outputs 
 .
 

Purposes
 

Goals /
 
SWudies above the project leval,but below the sector level,
 

might attempt to derive generalizations that hold across
 

projects, with regard to inputs, outputs, purposes, and/or
 

goals and the linkages between.them. For example, one might
 

choose as a functional or technical area "irrigation systems,"
 

and one might examine the A.D record 
over .mny mrojects, 



countries, and regions to find cut what combinaticns of in-

Puts seem to work best to produce certain outputs. A study
 

CVof 
 this kind might plausibly look beyond AID's own exper­
ience to examine the record of other donors and to obtain 
guidance from academic literature on the subject. 

Given t-his sort of rough defini tion of "issue- riented 
studies," what efforts are various parts of .- Dalreadyma­

ing Ln this area? What resources are available for the new
 
ofice to draw upon? What are the lessons of experience in 
doing such studies, using different approaches, time frames,
 
and amounts of resourCes? When are such studies most likely 
to make a difference to Agency policymaking? 

Omeraticns Annraisal Groum 

In the Adjutant General's office is OAS, a seven-Cerson 
AW-> group of senior AID officials who carry out special studies
 

at the behest of the Administrator, the Deputy Admi-nistrator, 

and other high officials. OAS conceives of itself as provid­
ing "oversight studies, which OAS chief Donald Finexq dis­
t-inguishes 
from audits and from evaluations. 
The idea is to
 
provide an independent l8ok at programs, country programs,
 
and occasionally individual projects.. 
Six to eight studies
 
are done er vear; most are examinations of particular missions
 

and t'heir pr-.5ras 

Others of these studies, however, lock muchve-- like 



(17)
 

(issue-orented tudies. We estimate about a sixth-of OAS's
 
activities to fall in 
 this category. A recent example is a 
proposed study of the Housing Investment Guarantee Program, 
which will attempt to derive lessons from AID's world-wide 
experience and to suggest what should now be done. 
 OAS is
 
also considering a World Bank-style review of a cross section
 
of AID projects, which would be done on an annual basis. 

GAS's st-rong suit analytically is the rich experience 

its staff, .of whommost of are forer mission directors. 
Two qualified economists serve on its staff. 
The office
 
is able to use the tools of management science and the lessons
 
of first-hand managerial experience to provide studies for
 
the direct use of the Administrator and his office, 
 It is
 
not inconceivable the the new 'studies division" within ?PC
 
might profi'tably do joint studies with 
AS. For example, on
 
GAS's study of the Housing investment Guarantee Program, 
at the same time that OAS would study the administrative 
and managerial aspects of the program, the new office in PPC 
could examine the distributional effects, which would no 
doubt require the inputs of social scientists. 

TA/RD
 

In the uncertain climate of t-he current AID reorganiza­
tion, we write without the knowledge of whether TA/RD still 
exists as such. 'Nonetheless, it is assum.ed that its fuInc­
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and its personnel are beto found somewhere, more or less
 
intact, inside the Agen-i y 
 as reorganized.
 

TA/RD does workt that is 
 very relevant to the new office. 
The office contains an amalgam of social scientists trying to 
initiate, through external funding and some internal wor~k, 
studies of rural development. 
Recent research proposals,
 
often apprcaching a million dollars, include provisions for 

//state-of-the-arz pamers on what social scientists know 
 out
 
particular issues, data collection and field research, confer­

fences and "networking" efforts, and even ex 
 evaluation of
.ost 

AID's projects in the area under study.
 

TA/RD funds so much extramural research, and 
 its staff 
is so predominately ex-academics, that it is not sur'rising
 
that its approach to rural development problems, and its
 
audience, has been seen by others in AID to be the academic
 
community, rather than the Agency itself. This is not -to
 
say that much of 
 -he research done notis of high quality 
and of potential usefulness to AID decision-.rakers. Rather, 
as TAB in general seems recently to have emphasized, TA/RD
 
neglected to build bridges to the field and to the regional 
bureau technicians--until very recently. There have been 
strong efforts to disseminate the findings of contracted 
research; this year, the R&D Committee in charge of TAB's 
research involved the regions ex-tensively, resulting in 

out 90 percent.of.TAB's 114PIDsbeing rejected or sent 
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back; and there used to be conferences involving AID 
technicians L'i sub-fields. Ncnetheless, t-here is consid­
erable consternation over TA/RfD's apparent inability to 
link its research findings into the AID decision-making 

process. 

Perhaps the new office in PPC can take advantage of 
TA/RD's research and attempt to make it more policy rele­
vant. 
One might conceive of a "brokerage" function for
 
the new PPC office: taking existing social science re­
search like that done under TA/RD auspices and "translatingv" 
it and "brokering" it to high-level decisionmakers and to 
Congress. The supply and the demand have not yet been effcc­
tivelv ecuilibrated. 
One finds, sinultanecusly, evidence 
of fine social science research on imp-ortant topics in rural 
development, along with evidence of unsatisfied demand .at the 
Assistant Administrator level, and in Congress, for similar 
sorts of research restt!ts. The new office might be the inter­
face, the conduit, or the broker--depending on which metaphor 
one prefers. (This alternative will be examined again, in
 
somewhat more detail, later in the report.)
 

Appendix, by Kathrn Hyer, provides a sumary of A.D's
 
external research and its relevance to the new office in ?PC.
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Reaicnal Bureaus
 

The regional bureaus, especially the one for Latin
 
America, have carried out a number of inter-countxy studies 
of the factors leading to success or failure of specific
 
kinds of projects. 
Of 120 special evaluations t-hat have
 
been abstracted and were made available to us, we reviewed
 
35 that looked like what we have called 'issue-oriented
 
studies." 
 (The others tended to be mid-course or end-of­
project studies of Particular projects, rather than issue­
related research involving more 
than one project.) Finally,

eight Lnter-country studies were reviewed to estimate their
 
analytical quality, focus on decisions and policy-relevant
 
questions, and eventual effects on policies and projects.
 

Most of the inter-country studies were ex cost reviews
 
of similar Projects. 
These studies were 
carried'out bvi"
 
reading files, inter7iewing officials from the Agency and from
 
the host governments during a very brief field visit, and
returning to Washington to write up a study. 
The techniques

would not be too familiar to discriminating academicians; 
rather, they seem almost journalistic. The techniques are 
designed to glean the available facts in an ex-editious man­

ner.
 

These techniues 
entail certain results. Ex =cst 



studies by and lare have ended up describinc what some 
people think happened duriag a project. There is very 
little analysis: no discussion of why something happened, 
unless the discussion is based on available lore or the 
author's personal opi.ion. This shortcoming is mot due
 
to a lack of intelligence or good will by the evaluators.
 
Rather, the limitations of existing informaion--in parti­
cular, the lack of data and the weakness of most projects'
 
logical fr-amewcrks (GPOZ)--necessarily preclude analysis of
 
the sort social scientists teach.
 

Moreover, t-he journalistic nature of the ex 2ost
 
exercises means that the evaluations are often tangential
 
to current decisions or future possibilities for AID. They 
tend rather to be 
(quick and dirty) histories. Most studies
 
do not begin with a set of questions based on policvmakers'
 
needs. There is no 
uniform format within a regional bureau
 
to describe, even roughly, how ex post evaluations should be
 
carried out: 
 what the key issues are, what the main empirical
 

questions are perceived to be, how to carry out research on
 
definable types of questions, and so forth. 
As a result,
 
each investigation proceeds on its own. 
 To some extent, 
t.his is desirable; it gives flexibility; and after all each 
issue is different. But, empirically, tIe result has too
 
often tuned out to be somewhat iiasvncrazti, non-analytical, 
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and journalistic. Studies have ended up beLing of little 

practical use: 
 because they do not penetrate deeply enough,
 

in part because of data limitations; and because they are
 
not guided enough with policy questicns and methodological
 

suggestions. 

These conclusions emerged also in a 1975 evaluation 
withi.n the Latin American bureau (by R.W. House). House 
assessed the responses of Mission heads to a cuestionnaire 

asking about t-he usefulness of the bureau's first three 
issue-orienited studies ("program evaluation studies") and
 
interviewed officials in AZD/W and in other donor agencies 
about their use of the studies. House.said it was hard to
 

find anyone who had read the studies (p.9). He also pointed 

out that t-he studies had failed to live up to their promise 
or their objectives. They had failed by and large to pro­
vide 	policy-relevant conclusions, or even believable analv­

ses. 
 Instead, there were descriptions of what had happened.
 

The desc-iptions were themselves problematic, since they were
 
based on memories and impressions, rather than on tightly
 

zeasoned and well-documented project evaluations a la the
 

GPOI 	 system. 

House's conclusions were hoceful and incremental. Most 
people he interviewed, and most Xission directors, believed 

that issue-oriented, inter-count_-; studies were o-til v 
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useful. 
 Any such studies bad2v need summaries; tr-anslations
 
of summaries, and occasionally of entire reports, are also
 
advisable. There was disagreement about the dissemindation 
of evaluative studies to host countries. 
Frequently, forth­
right evaluaticuis might embarrass the United States or out­
rage the locals, it was argued.
 

A detailed assessment of 
 one ex post, crOss-ccunt_-- evalua­
tions is 
found in Appendix B.
 

Develoment Information Service
 

The DIS was established a year and a half ago as a means
 
.of solving AID's problem of a lack of an institutional
 

memory. DIS has an ambitious crogram of summarizing and 
storing different sources of information related to develop­
ment issues. 
 It draws on past AZD projects, based on summarv
 

statements of project design ana performance; it also is
 
linked witi data banks and bihliographical services outside 
the Agency. In mrincimle, DIS's aim is to provide a fast 
and useful suma--l of past projects and current literature 
that may be relevant to a project being contemplated. It
 
will, therefore, lead desiring AZD officials, both in the
 
field and in Washington, to documents relevant to i-sues
 

under consideration.
 

DIS may to do more.
:6= 
 Rather than settling for the 
useful role of' bibliocraphical advisor, D:S may atta.m 
 to
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to enter substantively into the discussion of development
 
topics. 
 Of course, an intelligent bibliographer will enter
 
substantively in any case, through his choice of recommended
 
readings. 
DIS also screens AZD projects before entering them 
into the computer bank only projects with what are considered 
to be good quality evaluations are entered. DIS provides
 
its own suzmaries of some outside literature, which again
 
requires substantive skills. 
 However, these duties are one
 
step removed from actually taking the materials (projects,
 
journal articles, and so 
forth) and drawing substantive con­
clusions relevant to project desian or other policy decisions,
 

DIS's sumaries are good, fast, and inexrpensie. 
 We
 
were impressed by the potential utility of this service to
 
personnel in the field, technicians in the regional bureais,
 
and even ton policymakezs. As we shall describe in more detail
 
below, we believe that the new office in ?PC might dovetail
 
well with D0S's informational function. 
DIS might provide the
 
summaries and listings of relevant materials, and the new
 
office, with its social scientists, might go the next step to 
make substantive recommendations to concerned policymakers.
 
DIS now considers its most important consumers 
to be in the
 
field -- technicians interested in project design. 
 The new
 
office in ?PC might help broaden DOS's clientele.
 

A descripion of DIS and several o-her information banks 

within A-D is provided in Appendix C, by TLiothy Mc ;eill. 
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Table 1 summarizes some Pe-rtnent facts about these 
four institutional sources of issue-oriented studies in
 

A.D.
 

There are or have been other attempts to do issue­
oriented research within AID. 
One of the largest efforts
 
was the Administrator's Spring Review. 
These annual stud­
ies' were te-.-inated in the mid-1970's, because they were 
apparently felt to be too large and to expensive. (Last 

year a sort of successor to the Spring Review was undertaken, 
with considerably more modest resources.)
 

The largest of the Spring Review concerned agricul­
tural credit. 
It spanned many volumes, including field
 
studies and theoretical discussions; 
its authors included
 
some of the world's leading experts on the subject. It is
 
highly regarded among academics (Peter Ti,mmer of Harvard
 
believes the study had a significant iLnpact in academic
 
communities in the United States and abroad).
 
its impact on AID policy is controversial. Thtarviews
 
inside the Agency revealed quite different opinions abcut
 

the effect the study had on AID projects, ranging from
 
none to significant." 
 Dr. Donn Block of PPC has agreed
 

to examine this question in a study simultaneous 
to this
 
one. 
 Dr. Block will examine a series of agricultural credit
 



Name 


OAS 


TA/RD 


Regional 

Bureaus 


DIS 


Table 1
 

EXISTING SOURCES FOR
 

ISSUE-ORIENTED STUDIES IN AID
 

Focus 
 Methodology 


"Oversight" studies 
 Management science 


Academic research 
 Social science 

problems, rural de-

velopment 

Ex post reviews of 
 Field visits, exis-

projects 
 ting evaluations 


Info for project Computerized compi-

design 
 lation of abstracts
 

Consumer
 

Administrator
 

Academic com­
munity; trying
 
to get Reg. Burs.
 

Regional field
 
offices
 

Field offices
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projects before and after the Spring Review, to attempt
 
to find evidence that the Review affected project design.
 

In summarv, we find within AID a surprising amount of 
activity in the general area of international studies of
 
specific AID issues. 
 There is a considerable, if diverse,
 
body of Lnformation on which such studies may draw. 
 (We
 
have not discussed the appropriateness of existing project
 
evaluations as the baseine for cross-cutting studies, as
 
it exceeded the scope of our investigation.) There are
 
also important institutional colleagues with whom the 
new
 
stulies division in P.C should take care to interact produc­
tively. 
Each of these important actors--OAS, TA/.D or its
 
successor, the regional bureaus, and DZS--have important
 
streng-ths that should be taken advantage of. To some ex­
tent, their strengths are complementay. At the risk of 
some exaggeration, these offices have different analytical
 
foci, different methodologies, and different "consumers" 
of the work they do. On particular issues, the new office
 
in PPC will want to draw on each's comparative advantage.
 

Collaborative work, rather than work in isolation, should
 
be one of the watchwords of the new studies division. This
 
is true for bureaucratic as well as analytical reasons. 
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V. DE-INING "-7S3UJS"0R TH- NEW OFT.CZ
 

How should the studies division go about deciding
 
which issues to tackle? 
 This study does not pretend to
 

judge the specific studies that the new office should
 

undertake, although it will make some suggestions about
 
possible investigations. 
 The key actors behind the initia­

tion of the new office have already given these matters much
 
thought. Nonetheless, it may be useful to consider some
 
general points regarding mechanisms and 2itfalls in choo­

sing what to study. 

First, it is advisable to define a distinctive role for
 

the new office, one that co.r.unicates quickly how 
 the office fits 
with TA/?., or the evaluation office within PPC, or OAS, OR DS. 

Second, it should try to utilize existing information 
and expertise to the greatest extent possible. This wil1. 
involve working closely with the other offices interested 

in "issue-orientedNI international research. 

Thrd, t-he studies division should pay great attention
 
to the exmressed needs and the relevant decisions of top
 

officials inside PPC. 
Needs are relatively easy to 
assess:
 
one goes to too policy-akers and asks them which topics they
 

believe require sccial science research the most. However,
 

this question is only half of the equation. _t is eauallv 
Lm=crtant simultanecus~v to identify which decisions when 

might be affected by a piece of research. Studies of the
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utilization of research in other agencies of 6;-e U.S.
 
gc-ecrnment have 
 confirmed a widespread feeling within 
AZD: 
 at the same time as policynmakers lament the fact
 
that high quality information 
and cogent analysis are 
not available, there is an overload of irrelevant infor­
mat.ion. Zt has been found again and again that policy­
makers are receptive to 
social scientists and social science
 
knowledge, but only if it is available at the right place,

at the right ti;e, in the richtri z&Itform.for. . 5 But it has also
 
been found--inside 
 and Outside of .AZD--t-hat most studies
 
arrirve 
 at the wrong time, in the wrong form, with poor
 

or irrelevant analysis. 

The new office should undertake each new study only
after identifying a need and a decision (or a decision pro­
cess) that t-he study will serve. Personalizing the -inal 
package for the decisionmakers who will actually use the
 
results is also advisable. (This may imclude periodic 
progress reports or elaborate briefings or detailed papers.)
 

Professor Mark Thompson has dwelt on the importance of 
decision-driven investigations in his companion piece to this 
report.
 

Fourth, the new office might utilize the paper fows 
within the Agency to discover 'issues" that might not have 
jumped to everyone's att-e.ntion. example, annual budgetFor 
suhmissions (ABS) from the fiell ccntain in'eresting infor­
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mation, not about theonly budget figures for particular
 

categories of projects, but also about trends in 
 funding
 
over time. If more and move are
funds going to rural public 
works, for example, the studies division might take that as 
a cue of an important issue for investigation. But not only 
that: by looking at the pattern of i creases and. deceases 
in certain funding catecories across time and regions, the
 
new office may gain an idea 
of what aspect of the issue to
 
study. Why is interest in rural roads going up? Why now
 
and why in those particular places? 
Again, Professor Thomp­
son has written of the possible use of ABS in identifying 

issues and decisions, in his companion paper. 

Fifth, Congress is and will continue to be an important 

and somewhat neglected consumer of issue-oriented studies.
 
Congress has taken a more aggressive policy-naking role with
 
regard to foreign assistance in recent years. 
 interviews 

with Congressional staff indicate tehat this trend is not 
ephemeral. Nonetheless, AID has responded in ways parallel
 

to Congress's questions: piecemeal, ad hoc, and sudden
 
questions end up receiving similar soi:-ts of answers. 
Although 
it is tZue that Congress's incessant and often annoying re­
quests for i-nformation have been met (necessariv) by AZD 
responses, there is a widesread feeling 
-hat be-ter answers
 
might induce better cuestions. That Is 
if D officials
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ananpate the deeper ccnce-rns of Congress and perform 
interestin, relevant, and high quality studies on them,
 
Congress may react by askng fewer trivial questions. 
Fur­
thermore, AID and Congress may discover through such stud­
ies a common factual basis for improved policymaking, perhaps
 
for increased funding. 
 Zn a word, a new office in PPC charged 
with issue-criented studies should pay a great deal of atten­
tion to what Congress wants now, and might value two years 

from now.
 

Finally, our interviews with officials in AID and in
 
Congress, 
as well as with some experts in the development
 
field, have led to certain specific suggestions for-mossible
 

studies. 
 These are provided Ln Appendix E.
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V1. KNDS or ISSE-oRZLrT.z STUDMzS 

In this section, we try to put together the considera­
tions o. the previous ones. Here we look at four different
 
kinds of issue-oriented studies that the new studies divi­
sion might ''.n'dertake. They are not mutually exclusive
 
possibilities. The new office may wish to adopt primarily one 
kind of study as its preferred mode. On the other hand, it
 
may wish to have a sort of portfolio of studies. 
This report 
makes no strong recommendations about which type of study 
should be emphasized, although the reader may detect the
 
aut-hor's own judgment Ln certain places. 
 Rather, the -eport
 
considers the pros and cons of ea,7h kind of study, from the
 
point of view of 
the new office in.PPC. 
ExPost Studies of AID Projects 

The new office might choose to undertake post-project 
reviews of a number of similar projects, in an effort to
 
draw some conclusions about the factors responsible for suc­
cess. Statistically minded readers may imagine a canonical
 
correlation, with a series of decendent variables represen­
ting various dimensions of "success" and a series of indepen­
dent variables renresenting aspects of the project's design 
!
 
and implementation, as well as 
social, cultural, political,
 



(33) 

Lnstitutiona!, and other "fa --­

+ +'~-?Y 2 + 

where Y. 
 aspects of success, i = 1, Z,...., n 

X= factors leading to success, j 
= 

Xi '"weights" for each dependent variable
 

dj = "weights" reflecting the Lnortance ofeach independent variable.
 

We need not take this model too seriously (variables will
 
not likely be independent, for example); but it does con­
very the flavor of comparative studies of a large number of
 
AZD projects. Such ex 
os studies micht be rather narrow, 
as have the Latin American bureau's (for example, studies of 
land sale guaranty programs across countries). But they
might also be broad and adventuresome. For example, imagine 
a study that compared,agricultural projects of widely differ­
ent technlc3i features, but which attempted to find common 
ingredients of project success.
 

Indeed, this latter model has been widely used Ln social
 
science research outside of AID. 
 For example, recent studies
 
of "imlementation problems" in public programs6, or of
public management 7 , a,6ttempqt %-.dra=w7 usefual lessons that ap­

over a wide range of different public sector issues. 
 Business
 
schools have sim-lrly examined organiz-tional and budcec zrob­
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lems across different kinds of business environments.
 

The choice of a narrow focus versus a broad focus
 
will of course depend on the issues one wishes to study.
 
Other things equal, one would prefer the broad-gauged
 
approach when so many independent (and dependent) variables
 
are present that sample size must be large before any analy­
tical power can be obtained. 
One would prefer the more
 
specialized study if, by specializing, a great number of
 
variables were "held constant", or if one 
suspects that
 
this particular brand of project is somehow "different."
 
Custom in AID favors narrow-gauged comparative studies.
 
This tradition may be correct, but it is not obviously so
 
for the new office in PPC--at least, not for all issues of 

interest.
 

The advantages. 
There are several attractive features
 
of the new office's sticking with ex post studies of AID 
projects. 
First, such studies resemble evaluation, and
 
this identification may help to legitimate the new office
 
within the Agency. 
 The new office will probably be closely
 

lined up with DPRE, which has recently carried out such an
 
ex post study of health projects in six countries on three 
continents. Second, such studies could
 
build on the previous work of CAS, TA/RD, and DS, if the
 
topics were claverly selected. 
Third, such studies could
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be att.actve to the new staff of the studies division, 
since travel and field work would be involved. This choice
 

therefore might make the rec.uitment of top-flight staff
 

somewhat easier.
 

The disadvantaces. 
Ex cost studies have severe metho­
dological limitations. As discussed earlier in the report,
 
ex post studies tend to become journalistic and descriptive,
 
and therefore can easily end up irrelevant to current decisions
 
and useless for drawing general conclusions that might apply 
to future decsions. 
 in part, the problem is inherent in any
 
study that begins after projects are completed: 
 no base-line
 
data, no access to 
the process of Lnplementation, reliance on.
 
memories and, at times, wishful think-g. Given the imper­
fections in the actual filling out of AZD's methodologically
 

excellent system for project evaluation, ex cost studies are
 
precluded from the sort of tight, analytical reasoning of
 
which some social scientists axe fond. 
 Past ex nost studies
 
within AID have, in our opinion, been disappointing.
 

Two other disadvantages may also be noted. 
One is
 
analytical. If the new office limits toitself studying 
what has already been.tried, it precludes its analyzing
 
brave, new directions for Agency policies. 
The second i
 
bureaucratic. 
The regional bureaus, especially Latin ;.mer­
ica, may consider that ex =os: studies should mromeriy be 
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done by the regional bureaus. (There are precedents for
 
such work in ?PC, 
 so long as the focus is inter-regional.) 
Selling the new office's undertaking of ex most studies
 
to the regional bureaus should emphasize the complementarity
 

of expertise and perspective, as well as 
the prospect that
 
the final product would be useful to bureau personnel.
 

Pol.icv Studies: Looking at New Zdeas
 

Issue-oriented studies might take a more adventurous
 
orientation. 
Instead of confining their attention to 
com­
parisons of p 
 efforts, issue-oriented studies might focus
 
on new ways to do things in the future. For example, the
 
new office might consider the long-term effects of weather
 
modification, or possible experLments in 
 Japanese-style
 
management techniques, or a serious emphasis on trees in
 
development, or the implications of research in psycho­
pharmacology for education in developing countries; 
the
 
reader may substitute his or her own preferred choice of
 
future-oriented topic (and may make that choice a bit less
 
far-fetzhed). 
 The point here is to emphasize novelty,
 
rather than to confine oneself to evaluating the past.
 

The advantaces. 
 Such studies might involve a good
 
deal of intellectual excitement, a quality not frequently
 
noted in AID. 
 If a new office were set up with such stu­
dies as the centerpiece, one might imagine a beneficial 
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injection of "life" into toe organiation. (One is reminded
 

of the RAND Corporation's heydav,*coextensive with the pre­
sence of futurologists like Eerman .ahn 
in small but per­
ceptible doses.) Furthermore, such studies, if successful, 
could carry the benefit of a breakhhrouh. It may well be,
 
for example, that the "answer" to the educational problems of
 
developing countr-es will not come via voca=ional education,
 
life-long learning, non-formal education, better curricula,
 
and so forth, but rather th-rough- the pharmacological revolu­
tion, which Promises to affect attention spans, hyperactivity 
and passivity, and perhaps even memory. 
A similar statement 
may be appropriate for agriculture: improved farm management, 

irrigation systems, and fertilizer blends may be swamped in 
importance by possible advances in t-he prediction and modifi­

cation of weather. 

Furthermore, few people if anyone in AID is working on 
the broad area of policy studies for future directions. Even 
if the focus were less grandiose than indicated above--for 

example, contemplating Congress's needs and AID's two years 
hence, and doing studies accordingly--the orientation toward 

the futuxe would set the office offnew as scmething different 
and special. Such product differentiation has bureaucratic 

benefi_ s. 

The disadvan-azes. Such speculative and future-oriented 
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studies are risky. They may well produce not.ing, cr
 
produce jou--nalism, or, if producino somethinq valuable,
 
produce it at such a late date that the office's legiti­
macy would have long been gone. 
The new office has serious
 
time constraints, as discussed earlier; big think, or 
future 
thiL', while no doubt important, may not fit realistically 

into the new office's plans. 

Such studies do not look like evaluation or assessment.
 
This is an advantage in some respects, but it may also be a
 
disadvantage, particularly for an office whose title was once
 

tentatively "office of socio-economic impact assessment.'
 
Such studies are difficult. 
No ready methodologies exist
 
for carrying them out. 
Finally, there are no 
decisions in
 
t-he near term around which such future-oriented studies can
 
be built. 
Studies without attendant decisions have risks,
 
both analvticallv and bureaucratically.
 

Intellectual Translator and Broker
 

A tyhird tpe of role for the new office would be as a
 
sort of intellectual broker, an interface between the top
 
policvrmakers of PPC, on the one hand, and the evaluators and
 
academicians, on 
the other. 
 Research can make a difference
 
to policy if it is timely, relevant, well-packaged, and of
 
good quality. Unfortunately, nobdv in A-D has consistently!
 
played the intermediary role that may ensure that existing 
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needs and decisicns are coordinated with exisin informa­
tion and knowledge. The new offiLce might consider its mission 
as filling that breach. 

A severe form of this role would have the new office 
carry out no new research. 
Instead, it would bring qualified
 
and seasoned social scientists into contact with two bodies: 
a body of e-xistinq information (such as that chronicled in 
the DIS) and a body of current needs (such thoseas possessed 
by top policvaakers in A D.). it would ask these sccial scien­
tists to write policy papers and program documents to link the 
k-nowledge to the problems. 
As such, t-he 
new office would go 
beyond zIS, in that policymakers would not sLply be presented
 
wit-h suz.maries of articles but would be advised how those
 
articles 
 (and AID's previous experience) should affect current
 
policy choices. 

The advantaqes. 
Such an office could relatively easily
 
be linked to issues identified'by PPC officials and by exam­
inations of -US (for example), It could rather easily draw 
upon D.S, without threatenin- DIS; similarly, cooperation with 
TA/RD (or its successor) would be mutually advantaceous. 

The role of intellectual broker looks feasible: 
 a
 
major advantace over some of the other options. 
 7t appears 
to. be the ofsort t-hing academics ccming to AZD (or .working 
for AD) could do well. 
The record of "Reseazh Applied to 
.National Needs," an office of the N'aticnal Science Foundation, 
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is worth examining in this regard.
 

Several ather advantages may be mentioned briefly,
 
but not because they are not important. First, such studies
 
could be done quickly, if the topics were chosen with some
 
care. 
 Speed may be of the essence, as far as 
the new office
 
is concerned in its first year of operation. Second, Dr.
 
Hoben believes that social scientists possess in their heads
 
and in their books a great deal of policy-relevant knowledge,
 
which Only needs to be conveyed to policymakers in a suitable
 
or. Third,, the effzor- to pull social science into the policy 

process would, through such an office, receive a stimulating
 
and severe test. 
 In my mind, betting is still open about
 
whether the sociologists, anthropolocjsts, and historians
 
have anything really relevant to tell policvmakers that will
 
affect specific policy choices. 
 (This is, of course, not
 
their only use, but it is an important and debatable one.)
 
The new office would test the social scientists severely, by
 
making them combine (imperfect) available information with
 
(sometimes unreasonable) demands for quick knowledge. 
 The' 
test might well lead to new insights into the relationship 

between social science and policyaking.
 

The disadvantaces. 
This role for the 
new office is
 
heavily dependent on leadership, both within PPC and within
 

the office itself. 
A dynamic and entrepreneurial social
 
scientist is reCuired. Without one, the office wil 
almost
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reverxt to a quasi-academic, study-producing appendage, of
 
inconsistent value.
 

The right kind of people to staff such an office may
be. difficult to find. ?ot only must social scientists for 
this role have considerable experience and vast knowledge,
 
they must also possess a rare attitude, or commitment. The
 
policy problem, rather than a conceptual issue, must dominate
 
their attention. 
The gap between the scholar and the policy­
maker 
(which has been noted by Max Weber, Henr- Kissinger, and
 
Kenneth Boulding, among others) must be overcome 
-- not an easy
 
assignment to give new employees, although an exciting one.
 
To 
some potential hires, the task will not be att-ractive
 
to others, fewer in number, it will be an ocportunitir 
 not
 
to be passed by.
 

Finally, the role of intellectual broker may seem too
 
indirect to 
some social scientists. 
 By nature and by train­
ing, social scientsts like to do their own research. 
Tf
 
they are asked to do too much "translating" and brokering
 
of the work of others, they may resist. 
They may see them­
selves as mere popularizers, instead of recognizing the
 
dynamic and creative task of turning social science into 
2olicyanaysis. The 
(perhaps mistaken) perception of the 
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Ltellectual passivity or indirectness of thie role of a
 

broker may mauke the new office unattractive to some poten­

tial hires. 

Methodolc2ical Contribut-ions 

A fourth possible type of research for the new office 
would concentrate on technique and method, rather than con­
crete results. 
 As AD (and other donor agencies) increasingly
 

emphasize "social soundness analysis," there is a great demand
 

for tools appropriate to the task. 
As Z understand it, no
 

one quite..knows how to do social soundness analysis. 
 True,
 

there are a few excellent post hoc studies of projects where
 
a lack of appreciation of "social factors" led to disastrous
 

outcomes. 
 However, analyzing ex p 
 is easier than predicting
 

ex ante, as sportswriters and historians well know.
 

There is a great need, then, for (1) methodological 

contributions to the assessment cf social effects of public
 
activities, (2) concrete and understandable examples of the
 

use of social science in project design (and not just in
 

recriminations over the failure of projects past), 
and (3). 
technical assistance to staff in A!D/ .Tas well as the field,
 

in the area of social analysis. The new office might profit­

ably address itself to this set of tasks. 
 1t would become,
 

in a word, truly an office of socio-economic i-mpact assess­

ment.
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The advantaces. The new office, if it adopted this 
role, would tackle an issue of central importance to t-he
 

Agency and to Congress. 
The issue is also of moment for
 
social scientists of an applied bent. 
 It is still an open
 

question, I believe, whether and how social science can
 

measure "socio-economic impact." 
 There is no need for
 
further expansion in growth indust_--_the of calls for such
 
analysis; it is now time to get on 
with the task. An office 
with a methodological focus would accept the challenge straight­

away.
 

Other advantages include the probable appeal of such
 
an office to potential hires, the wide applicability of
 
met cdoloqical studies across types of projects, the pros­
pect of service to 
the field offices, and possible links to
 

t-aining in DSP and ID1. 

The disadvantaces. My fundamental misqiving with this 
type of research is that I fear it will be fruitless, both
 
analytically and bureaucratically. 
From the existing evi­
dence, my bet is that there is no generally applicable metho­
dology to assess social impact. Nor do I believe it is likely 
that 7ie will be developed in such an office.
 

On a more practical basis, the new office needs to pro­
duce practical results for PPC polic'makers in a relatively
 

short time. The words "practical, ?PC, and short" all cut 
aqainst the idea of doing primarily methodological studies. 
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Sch reseazcj 'would mexhams beter be pursued outside the 
Agency, for example at Universities. Leave methodology to
 
the professional methodoiogists, the argument would run, and
 
bring into PPC people who can merge social science and policy
 

decisions.
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Issues to Study, issues to Avoid
 
1. Focus on decisions at the ton. 
Periodically, issue­

oriented studies within AID axe carried out with the field offices
 
as the primary potential Theconsumer. results of reports, it is 
hoped, will influence field personnel as 
they desiqn and implement

projects. 
The influence will be indirect--via an educational func­
tion that takes place before projects are designed--or direct--as
 
when the central office approves or changes projects being submitted
 
from the field. According to this orientation for issue-oriented 
studies, the project is the decision being focussed upon and the
 
field the decision-maki. g locus.
 

For several reasons, the new studies division should not
 
adopt this orientation.
 

First, there is little evidence of past studies affecting

decisions in the field. It is a fair judgement that this lack
 
of Utilization 
reflects both a lack of demand in the field (because
of weak incentives) and a lack of quality in the studies (because

of t-heir concentration 
on ex 2ost evaluations or their use of the 
incomplete project evaluations produced by the GPO 
 system). A 
more controversial judgement, but one this report is willing to
 
argue, is that neither the new studies division nor ?PC itself 
can expect to influence either the incentives or the qua7is
 

.!. studies, in the 
 short- to mediu-ran. 
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Second, other offices within AID already concentrate on this
 
sort of issue orienta.tion. TA/RD (as reorganized), DIS, and the 
evaluation people within PPC all take this approach in much of 
what they do. The Latin American Bureau may also be cited. 
Thus,
 
there is little reason for the new studies division to enter an 

already well-populated market.
 

Third, many of t-he key "issues" facing AID today concern a 
different set of consumers and a different level of decision.
 
For example, when the State Depart-
ment asks for justifications
 
of count-y-by-count= allocations; when the 
President asks for 
arguments for a doubling of aid commitments; when Congress re­
quests information and analysis of the impact of AID programs on
 
different groups; and when the Administrator wishes to examine
 
the relationship of AID's programs to those of other donors:
 

these are questions that are simultaneously
 

- relatively unstudied
 

-- arguably -he province of PPC 

-- ext-remely important 

susceptible to careful analysis by
 

social scientists and policy analysts. 
The ccmlbination of these factors of the productivity of 

diferent orientations, the existence of other suppliers of
 
analysis, and need, strongly indicate that the 
new studies
 

division should focus not on decisions in the field but deci­
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sions at the top. 

2. Choose issues for which other offices can provide infor­
mation and expertise. Given the new division's relatively small
 
size as well as 
its newness, both analytical and buxreaucratic
 
prudence urge that as much as possible be done with exiting izfor­
matlon and competence. In particular, it would be unwise for the 
new division to spend a majority of its time ca-iing out original 

research in the field. 

3. 
Issues may be selected throuch meetincs cf top officials, 
and study Plans may be formulated via intensive seminars with 
AID policymakers and outside experts. Both this report and Prof­
essor Thompson's have stressed the importance of linking the issues 
to be studied with policy decisions, not just intellectual needs
 
or academically interesting questions. 
The brisk pace of AZD 's
 
reorganization has made it impossible to track down the decision­
making processes that bear on key policy questions; and despite
 
the tcpics listed in Appendix D, the specific items of most concern 

to AID are themselves in flux. 

One way to identify key issues would be through intensive, 
half-day meetings of top officials in PPC and perhaps elsewhere 
in AZD. Once six to eight topics had thereby been specified,
 
along with the timing and location of policy decisions relevant 
to them, it would be advisable for the new division to call in 
outside ex:erzts for additional intensive sessions. These latter
 
meetings would not follow the format of the usual assemblage of 
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scholars discussing what is __known and how new and e:cpensive
 
research might be designed 
 to remedy that situation. Rather,
 
exp.erts inside and outside AzD 
 would try to merge (1) the facts 
and analyses most crucial to the pending decisions or argments 
with 
(2) what is already known, with varying degrees of certainty,
 

about those cuestions. 

The outcome of this second intensive session would then be­
come a work agenda for the new studies division's staff: the
 
task of pulling toget-her, synthesizing, and making relevant the
 
key findings af social scientists and ATD officials.
 

Given the problems of timing noted earlier in the report,
 
one of the new division's first activities should probably be the
 
convening of numerous such working parties--first internally to
 
specify key issues and the decisions related to them, then with
 
outside help to structure what is known and what is unknown into 
a fz-aitful study plan for the studies division.
 

How to Car_-.Cut the Proposed Studies
 

Our review of the information currently available through
 
the evaluation system and through ex 2ost studies leads us 
to
 
be pessimistic about the prospects of "learning frcm A:D's own
 
experience" in these orthodox ways. As discussed in Section VT,
 
t-here 
are telling disadvantages to proceeding inductively in 
culling generalizations from AID's experience. Zndeed, the
 
primary task is not empirical, in the 
sense of providing para­
meter values in a well-vp :dried model that is clearly relevant
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to well-specified policy decisions. 
The primary intellectual
 
enterprise cf the new studies division should arguably be to
 
make models and policy options clearer.
 

One way to speak of 
 this difference is to compare evalua­
tion, with policy analysis. Evaluat-ion refers to the discovery 
of an empirical result about the effectiveness of a particular 
program; evaluative research is primarily empirical. 
Policy
 
analysis, on the other hand, considers the specification of 
policy options, decision points, and strategy as part of the
 
problem. An evaluative study of the effects of rural 
roads,
 
for example, might focus on the economic and social impact of
 
past efforts. 
A Policy analysis would look more broadly: 
 what
 
decisions will be affected by a more complete understanding of
 
the effects of r-al roads? 
what is known about related activi­
ties that would enable one to build an appropriate analytical
 
framework for considering the costs and benefits of rural roads?
 
how do rural roads 
 fit in more broadly with AZD's strategy, with 
Congressional interests, with major upcoming decisions? 
can what
 
is known and the key aspects of what is unknown be compressed into
 
a crisp and useful form for top decisiormakers?
 

In particular, the focus of policy analysis defines an
 
effective study not in terms of academic precision but in terms
 
of the utility of both a framework and empirical results to
 
program and policy decisions. Bluntly put, it is often pre­
mature to look for "Parameter values." 
 What is frequently more
 



immpcrtan--and intellectually challenginq!--is to maka clear 
the dimensions of the issue at hand and to provide a framework 
for carefal thought. 

This notion is surely behind the studies division's plan
to involve social scientists as staff members. Iso-Far as
 
social scientists are useful to policymakers, it is often as 
framers of interesting issues, organizers of the problem accord­
ing to models and theories that have received careful thought

and, one hopes, testing in the disciplines, and providers of
 
a broad and systematic perspective. 
It is true that experienced
 
social scientists will also be able to 
supplement their analyti­
cal contributions with estimates of "parameter values," drawn
 
from their knowledge of previous empirical work, much or most of
 
which was not obtained in the context of development projects.

Social scientists do have valuable knowledge relevant to evalua­
tive questions, as defined above; but their comparative advantage
 
in AZD most likely lies in their ability to analyze, structux.
 
and illuminate messy policy issues.
 

These remarks have important implications for the new divi­
sion's staffing decisions. 
The emphasis should probably not be
 
on methodologists of evaluation, statisticians, or experts on
 
foreign aid per Se. Indeed, some care 
should be taken that the
social scientists selected are not of that robust and prevalent
 
breed for whom tools drive the problem, rather than vice versa.
 



Instead, Prospective staff members should ideally have
 
a dCminati.nq commitent to policy. 
Their previous research
 
should indicate a propensity to apply the frameworks of their 
disciplines, not to idealized issues, but to difficult, messy,
 
real problems. It would be helpful if, in addition to their
 
academic or analytical talents, staff members 
 had experience
 
with and respect for the and
needs potential of public organiza­
tions like A.D. The predcminant tasks are not careful and well­
defined empirical evaluations of a narrow question, nor high­
faluting analytical frameworks done for their own sake: 
 rather,
 
the enterprise is to take needs, link them to decisions and to
 
processes within AZD, str-ucture what is known and unknown in
 
accordance with what is 
 needed to be kncwn, and provide a con­
cise and understandable piece of analysis.
 

Where are such analysts to be found? 
 The issue may not
 
as much to find them asbe to create them. In recruiting i-nd 

socializing new staff members, the nature of their role should
 
be made clear. 
 It is indeed an exciting role, but it is also
 
an unorthodox one for many academics. Office heads and others 
in PPC should encourage and reward the studies division for
 
social science analysis relevant to 
their needs, and not for
 
the more orthodox activities of sporadic evaluators or academic­
ians performning basic research.
 

The studies division has already specified an excitin-
 and
 
fully appropriate mix of discipiines that itas prospective staff 

http:dCminati.nq
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shoulld possess. "The only amendation might be to 
add a person,
 

perhaps within AID, wit.h 
proven interest and competence iz the
 
Agency's decision-making process. 
More important t-han the par­

ticular disciplines represented, however, is 
to ensure that the
 
division's personnel conceive of their task as 
policy analysis
 

rather than evaluative research.
 

Makinq Analysis "Stick"
 

This report has emphasized throughout that, in the context
 
of the new division, analysis is only important if it "sticks"-­
4- it makes a difference to PPC and tc AID's policy decisions.
 

As indicated in Section II, studies can make a difference in
 
several ways: affecting decisions within AID, providing analysis
 
to Congress and to host countries, developing and exemplifying
 
techniques of social impact analysis, and changing the decision
 

process itself.
 

Before the studies division can make a difference, i-must
 
become established, and this will occur in 
a constrained environ­
ment. Various factors--discussed in Section Ill--together imply
 
that the new division must provide results quickly, must coordinate
 
carefully with existing offices and bureaus, and must avoid certain
 
approaches that appear to be dead-ends 
(or time-consuming or
 
expensive). Importantly, it is recommended that the division
 
focus its attention on high-level policy decisions, rather than
 

on project-oriented decisions in the field.
 

In this context, te key ingredient to making studies stick 
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will be a close connection wit5.-
 PC's key decisionmakers.
 
They must be involved as much as possible in defining not
 
only the "intellectual issue" (for example, the effects of 
rural electrif.cation projects, or the pros and cons of 
various range management strategies) but also the timing
 
and ty.:e of policy decisions related to those issues. 
These
 
decisionmakers should be involved in the first attempts to 
define the analytical framework for attacking the issue,
 
and the final 
product of the division's labors should be
 
written and packaged with these 
decisiorniakers exp.licitly in 

mind.
 

In two important senses, then, the question of making
 
studies stick will be personal and bureaucratic, and. not 
just academic in 'he sense of producing a competent piece
 
of analysis. 
 First, the new office must link productively
 
wit.h other offices in AID that are presently undertaking
 
international studies of AD issues. 
 Conflicts and overlaps
 
must be minimized, and existing resources must be utilized to
 
the fullest. 
Second, every step of the study process must
 
have the intended audience (and its decisions) clearly in
 
mind. 
For these reasons, among the most challenging and
 
rewarding tasks facing the new division are in the area of
 
social relations rather than social science.
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Appendix A: 

Centrallv Funded Rescarc" Within AD
 

Kathryn Hyer
 

From 1974 to 
1978, Congress more than doubled funds for-research and field
 

assistance within AID to over 
$100 million. Over 95 percent of that budget
 

for research and tachnical assistance is controlled by 
 ?wih
PC and DIHA
 
PAith
 

sharing the other 5 percent. Six kinds of research are funded:
 

o research: basic research, mostly done in 
areas of agriculture
 

(crop experimentation) and health
 

o adaotation and aoolication: 
programs developed to apply discoveries
 

o field services: technical assistance to missions
 

o Proeram develooment: assistance to regions and missions
 

o institutionsworkine withtdc's: 
 international research centers,
 

mostly in agriculture, receive about i/3 of budget (1978)'
 

o 211d erants: grants to U.S. institutions to build programs 
in spectfic
 

subject a:eas
 

The first two categories, research and adaptation and application, re­

ceived half of the Congressional appropriations. TA3 awards virtually all
 

of the money to unsolicited research proposals submitted by U.S 
 universities.
 

foundations, and consultin- firm-s. 
 TA indicates AID's resea:ch areas of
 

interest by publishing a pamphlet describing the cvntract process and list­

ing the areas 
that Congress and the bureaus feel need further investigation.
 

A number of categories listed in this document such as 
"economic 4evel.:­

ment and distribution problems" or "insti:utional and social aspects of 

development" are closely related to the interests of the new office in ?pC : 



Incernally TAB establishes research priorities through meetings
 

with representatives of each region and bureau. 
Apparenl.-r this group
 

reaches 
some kind of consensus about what projects or issues should re­
ceive funding. The consensus 
is generic rather than specific, and the
 

regions are supposed to present 
the needs of the 
field. 
 Dr. Hoben should 

try to have an input at this level, either through the right to attend,
 
or by establishing such good. links with the 
group members that they feel 

obl~gated to present his views. 

Ai.3ther g-roup Dr. Hoben should understand is the Research Advisory
 
Committee (RAC), an external committee composed of leading scholars who
 

evaluate research proposals. 
Although the committee initially evaluated
 
basic research in science,: it has considered more apolied projects in re­
cent years. 
 About 40 percent of the projects before the group are "soft"
 
social science and even 
those chat are "hard" science are required to 
assess
 

the social,and environmental impact of the project. 
 The committee seems
 
sensitive to issues confronting AID, and they may be another source of
 
support for the new office in PPC. 
 Their help is limited, though,br~cause
 

they meet only four times 
a years for two-day meetings. As long as the
 

project has a reasonable methodological compouent, 
the committee will con­
sider it. Referring a pr3ject to 
the committee delays action on 
ic since
 

they meet quarterly. A thorough review would also open :he project 
to
 

ma~r revisions which would have implemeneri 5-eforeco be _he )rojec: was 

enaced. 

There is said to be a continual strungle with 7A 
 *et-,;een fo.rces wantinc
 
centralization and those wantrng decentralization. 2urEaucraticall, 
an-.
 

new office in PPC might anticioate scme concern 
frcm missLns and bureaus
 



which zay view it as a possible threat and nuisance. With missions the
 

fnewoffice may face two resentmants: I) more paperwork; 2) bias against
 

social scieatists in a bureaucracy founded on technocratic skills.
 

TAB may perceive the new office in PPC as 
gettin3 some of the 
re­

.sources which properly belong to them. 
The new office can work with 
TB
 

by using their infcration and getting research done in complementary areas.
 

Since ZAB has an informatibn utilization office, the new ??C office should
 

be on their mailing list to keep abreast of new breakthroughs. 
 I found
 

the staff of. the information utilization office to be helpful and anxious
 

to cooperate with any group that 
can make research results better known.
 

Use of research results is 
not systematic. Although a bulletin with
 

new discoveries has been'initiated this year, unless an erfort is made to
 

implement discoveries by some interest *group, the results are simpl: 
left
 

in the lab. 
 The reasons are complex but basically fall into t=o categories:
 

I) results are too complicated to implement because of extra resources needed
 

or, 2) effect of program is seen as helping the middle 
or upoer classes 

(as in the caie of research on vampire bats). 

The new office in PPC should utilize existing rasearch results as 

much as possible The office should keep informed and ask for copies of 

reports it finds relevant. Eventually, the new office might incorporace
 

its own research results into the newsletter that TAB issues. 

As Table A-l ill'szrates, the concern of AID centers on agriculture 

and autriticn. The new ?7C office might .ant to ex:plore what food aid Pro­

grams work and why. T1,is cculd be an interestin; int.2rr';ional tooic. 

-3­



WORL.I-u11. '1T.cif [ICAl. ASS IISTANCE Ati) R11;EA11CII 
OIn llIthIIsalIU of dollar13)_ 

1974 1975 1976 1971PROBLEM AREAS 1971; 
AMt. 7. A. % A.nt 7. At 7. Amt 

rbOl) AND NLITRITION 24,605 62 32,900 68 40,717 67 68,415 71 71,(82 

POPULATION PLANNING Ati) iEAL'TlH 5,295 13 5,900 12 
 6,220 10 6,326 
 7 Pill) 30O 

EiICATION ning 8,472AND HUMAN RESOURCES 3,254 8 2,300 5 5,173 9 5,339 6 6,470
 

SEIEI.IC'TI.'ED DEVEIOPREDT ACTIVITIES 
 6,494 16 
 7,200 
 15 8,332 14 16,310 
 17 19,624 

TO'AL. 

39 648 100 
 48o300 100 042 100 96,890 100 106 450 

SOURCE: INTERREGIONA1, TECHNICAL ASSISTANCE AND.RESEARCH, SUMMARY OF PitOCRAM BY 
 APPROPRIATION TABLE 1 
id
In Interregional ResearchBudget Presentation toCongress 
la, p. 12 anid: 

Fiscal Year 1976 and Fiscal Year 1978 



Appendix 2:
 

Computerized Inf-ormation in AID
 

Timothy !ceil
 

"he Development Information Service (DIS) was established within PPC
 

a year and a half ago as a means to solve the problem of AID's "lack of in­

sCitutional memory." The function of the DIS is to assess, distill, and
 

deliver to ogerating personnel two sorts of material: (1) lessons learned
 

from AID's experiences with particular tyrpes of projects, and 2) technical
 

inforzation on the state-of-the-art of whatever task be ac hand. This in­

cludes AID--enerated material:, information on similar projects, past
 

studies, technical materials,:feasibility studies, end-of-tour reports
 

by AID personnel, information on relevant research and literature, and lists
 

of accessible persons and inst!tucicns with expertise in -_heoarticular
 

field. The primary c'nsideration for inclusion into the DIS databank is
 

.described as: 'relevance and accessibility."
 

-The DIS.is storing information abitracted from the ?roiict'-Palers of
 

two thousand AID projects from 1974 through the present. 'In January a
 

decision will be iade whether to retrieve projects prior to 1974.) The
 

DIS is proceeding sector by .sector through nutrition, rural development,
 

health, and is now working on education. For each project it formulates a
 

750-word su='ar of the problem which the project addresses, the straceg.
 

used, a description of the specific project, and the ?ro-ect's togical
 

framework elements. 
 Each project is keyed to twenty words 'e.g. ":'omen,". 

'"p.lants," "horticulture," 'environmentai impact") and the projec: number. 



In addition, each level of the GPO! logical frame-ork has an identifyin­

number. The input, outpuc, purpose and goal of each project have. a code 

number, so t'.ac it is possible to call up pro'eccs which have "rice"
 

as a purpose, rather than say, 
 as an outaut.
 

Follow-up information and evajuacions are also included; however, the
 

e:cperience of the DIS has been that Project Appraisal Reports (PFAR) 
are so 

-eneral and of such pcor qualicy that their informational value is negligible. 

Therefore. al:aoug, many evaluacijas -xist, ver-, few have been abstracted
 

and s:ored in the computer. The DIS staff is concerned about the relevance
 

and utilit: of the =aterial they prcvide 
to their cLients.
 

Other material in the data-bank includes the 
150 ad hoc reviews done by
 

AID and the Administrator's Spring Reviews., 
In addition, the DIS is Link-ed
 

with the Orbit and Dialog computer systems.' These are computer banks 
con­

taining abstracts of materials from more than 30 technical areas.. The
 
DES conducts literature searches using these two systems i 
addition to
 

their own Reference Center (ARC) and Technical Assistance Bureau (TAB)
 

libraries.
 

Dissemination
 

Dissemination of materials is stimulated in three ways, referred 
to as 
"ad hoc," "semi-automatic" and "automatic." Ad hoc, as he name imolies, 

enables one 
to seek the services of the DES whenever a need arises. 
 The 

semi-autcrmatic refers to the fact that whe, a Project Identification, Docu­

ment 
(prD) is received in Washington,. the DIS sends out a computer re-dout 

sheet with an illustrative samoie of available relevant -7aterials whi:h t-e 
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line personnel might find useful. 
 Upon recejot of a request from the field
 

the DIS puts together a response package of similar projects and other
 

useful material.
 

. .The third type of response, the automatic, closely resembles what we 

hiv termed the."decison-stru'cured,, identification of issues. 
 If the
 

DIS receives several PFIDs of similar projects or identifies a salient
 

functional aea or- concern. from review ofa the Annual Budgetary Sub-


Missiors' (ABS), it determines, whether the demand enough
.rea
is zo warrant 

oarearation of a special package of materials addressing what they have
 

Identified as 
the implicit "i:ssue." Included"in the package are abstrac­

tions of.documents from similar projects, relevant oublications, and lists of
 

institutions,and individuals with pertinent dxoertise. 
 In other words, all
 

the accessible infor-acicn which might be brought to bear on 
the 'issue" is
 

assembled, including an analytical paper on 
the current state of knowledge
 

about the particular "issue" drawrn up by the staff of the DES.. 
 o far, t'o
 

of these..pac!=ges have been produced. One is on appr-riate rural cechnolo--:
 

and the other on rural development. T!hse packages are 
 ,, i-sent
 

to all missions and appropriate bureaus.
 

; Although the liS has not completed its task of reviewing and absc:act­

ing all AD pr6jects in the several se ctors, it has been ooerational and
 

responding to requests for about six months. 
 To date, a!most a h:ndred
 

initial responses to P!Ds 
(of which there are appro:i-atel, 250 a year) have
 

been sent out. The inicial response is an MLustrai',.,e sa-.ple of what
 

materials the DIS has 
to offer. It incLudes short s:..aries o; :i;iLar
 



Projects. 
 Of these hundred, about fifrten follow-up requests 
re­

sulted in complete response packages being produced. The major cost
 

incurred, since time on the underutilied A-D computer is not 

charged for. is for salaries.:' The average amount of time. soent on 

he packages is about three weeksiat a cost of approximatily $1500. 
 The DIS
 

has a staff of .five oresentl', producing responses to reauests for information 

They are basicallv generalists with research and analytical skills. 
 The
 

cost of producing the two general papers has not been determined, as most
 

of the initial work was done for other purposes and later incorporated into
 

-the "automat.it" 
response pac.ages. 
 Half of the DIS total budget of $900,000
 

is used for the: Aid Reference• Center (ARC) which is 
a part of the DIS system.
 

Efforts are being m'ade 
to evaluate the effecciveneso of the DIS. 
 A
 
cablegram was recentl- distributed to users seeking answers to
 
questions "nich *ill elp the DIS to idcntify "the costs and benefi.rs of the 

of t:ie service" and "the optimum approach to providing i.formation, from 

the user's pcint cf view." 

Limitat icns
 

It should bL notad that the informatiin from US A-D e::nerience with 

projects is.culled fram the Project Paper, which is the finalized version of 

a proposed projeca. Although the PP contains explicit infor.ation about the
 

projected course of a project 
 the actual experience of imolementacion is 

not captured. It is hoped that the new Project Evaluation Suar:, (?ES) 

f orz will orovide more useful infor--ntaion than the PR.s have in ch= past. 
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'However, it doesn't aooear chat the shortcomings of :he evaluation of
 

devcomenc projec:s 
have been overcome, namely, the very limitad capacity.
 

to assess the socioeconomic impact of projects *(the p 
to G level of the
 

logical framework) and the tendency of evaluations to be little more-'than
 

exercises in advocacy.
 

Another limitation o the DIS system is that the infoiaion is *send
 

out to 
the missions after the PID has been received (i.e., 
after the,.decision­

has been made.) Rather than supplyin.g the inform.acion early enough t.o help 

in identifying the best means.of tackling a problem, it is sent to 
the mtssion
 

after the fact when, although it is possible to rework a pro;ect design, i 

is often used merely to reinforce or verify a fait accompli.
 

The DLS recignizez this deficiency and is contemplating methods, of 

antic4ating che informacicn aeeds of the line personnel. They are under­

taking a publicity camoaign to educate their constituency aboat their ser'i'.es. 

:t is hoped that the benefits of having relevant information at hand.when 

identifying and designing projects wiil be recognized, but it is often said 

that there are few incentives for AID personnel. to use suIch irformation.. 

However, a pattern of use of the DIS is emerging which may prove to be gn in­

centive, albeit a negative one, fir missions ta produce optimal plans of accin. 

It seems that staff members in the geographical bureaus and central bureaus, 

such as ?PC, who are respbnsible for project review and approval, lae, by their 

own Laitiative, using the services of DIS to determine whether the.proj ¢c: 

under consideration has been well conceived. They review what has been done
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in the past in the particular country and also similar projects done else­

where, to assess the appropriateness in the historical context. 
 In order to
 

defend its proposal, the mission is thus pressured into at least familiarizin
 

itself with the relevant materials offered by the DIS, 
if not actually
 

utilizing them. in decision-making. 
The cost and time involved in conducting
 

such a materials search in the past prevented very thorough appraisal of
 

project proposals. Now it is'becoming part of the routine procedure.
 

The lines of communication between the missions and AID/. have never
 

been clearly drawn. If information was needed in the field it 
was first of
 

all unclear who should be contacted, and secondly, the missions were dis­

inclined to seek help from Washington, especially in the event of a problem,­

lest a request for information be read as deficiency in 
some form. Materials
 

can be obtained through the DIS without 
fear of reproach. It represents a 

non-threatening, non-judgmental source of information. -he head of the 

DIS has expressed concern that his office remain autonomous and not be 
in­

corporated into the evaluation operation for fear that the DIS be percei-ved
 

as a critical adversary. Tt is unfortunate, but telling, 
Chat the evalua­

tion group is looked upon in such unfavorable li-h*.
 

Another group of DIS patrons consists of staff people responsible for
 

formulating AID policy. Maury Brown, the acting chief of the DES, named 

several people from ?PC bureau involved in policy formulation, who haye 

utilized the DIS. Desk officers are requesting the response 7ach;ages 
from 

the DIS to keep themselves informed theiron countr.es. The'. also jer-:e az 

a conduit relaying information requests from the field to -the DIE. 7he 

system provides valuable informa:ion to those rasconsible for pr:duc1ng :he 

http:countr.es


Congressiona! -resentation.: 
Faving historical data on AID's experience in
 
different areas, and analyses of trends and patterns in development avail­
able q4ickiy and economically insures consistency and accuracy in res­
ponding to inquiries from outside interest groups such as Congressional
 

Comittees.
 

" 
Another aspect: of the DIS which in effect circumscribes its capability
 
Ls the lack of information about AID as an institution or awareness 
if or­
ganizatiorn! 
 factors of development. 
The system is keyed primarily to
 
respond to functional, technical subjects and not to 
procedural or 
in­
stitutional issues centered either on the Agency itself or or host countries.
 
Thus, for example, the DIS cannot help in dealing w-~th issues such as 
the
 
effects 
3f uncertainties or fluctuations in funding on hose country willinagnes 
to support projects, or the dangers inherent in superseding traditional in­
stitutijns with exotic structures dependent on external suoport. 
 Although
 
such considerations can be crucial to successful perfor=ance (particularly
 
in the long run), 
there isn't an inatitutionalized mechanism, such as 
che2?P
 

for chronicling project activity, by which the DIS 
can accumnulate and 
7reserze
 
such 	experience.
 

The information system can only respond to 
 issue-shifts over time with 
Sreat difficulty. Once abstracted and stored in the computer, the cost of 
updating in response to current developrent vogues would be prohibitive.
 
For example, if the Congress should identify a new ;roup that foreign aid
 
must 	 be directed helpto much like :he re-cenc initiati,e to focus on w.a.qn 
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...
in development, 
it would be a herculean task to reexamine and aporooriately
 

key materials already stored in the computer which address the next i1sun. 

ESDB 

The Economic and Social Data Bank is a computerized system for the 

storage, analysis and dissemination of "macro" and "micro" socio-economic 

data relevant to AID activities. A report prepared in February 1977 des­

cribed the ESDB as having two main components: the file system and the tape 

library. The file system contains the Agency's official "macro" data file; 

the Agency's historical loans and grants file and four files of data aggregated 

to the country level. Each of f),= country data files will cover 140 

countries over One file will contain30-year periods. data elements re­

lating to national accounts and certain socio-economic indicators, which 

provide a basic country profile. In addition,' each country will have three 

files corresponding to functional sectors as delineated by Foreign Assistance
 

Act: Agriculture; Health and Nutritiou and Education and Human Resources.
 

The tape library will be an archive of "micro" data sets generated by
 

research and other individual studies in LDCs. Each data set will be on
 

computer tape. Retrieval of the data is facilitated by an index of key words 

for each set.
 

The data elements in the ESDB must be managed and analyzed carefully
 

to verify the quality and relevance prior to utilization, since they are
 

culled from a variety of sources external to AID. Initial examinacions have
 

indicated wide variation in the reliabilicy of the data, confirming in general
 

the findings of other investigators as to the inadequacies of LDC statistics.
 



-Most of the 'macro" data (approximately 63 percent comes from the World Bank, 

the 11F or the USDA, the rest from AID sources on private institutions.
 

"Micro" data is less readily available. At present a contractor with
 

AID is gathering existent data from universities and other sources in the
 

U.S. and Canada, as well as from previous AID projects which had a data
 

gathering component... Amother source of data has been the U.S. Census
 

Bureau.
 

After assessing existing LDC "micro" data sets, the Agency will be able 

to identify data gaps with respect to geographic location, timelines, re­

levance and to recommend strategies for addressing the gaps. H. Patrick 

Peterson, the current chief of the ESDB, estimates from examining budget sub­

missions for 1979 that $68 million of AID project money is slated for data 

gathering of varied sorts. In the past, much.of this data gathered for 

project-specific use has been lost or filed away in individual researchers' 

records essentially inactivated. It is hoped that in the future it will be 

mandated that all such "micro" data generated by AID operations be routinely 

sent to the ESDB. In addition, the ESDB would like to be able to review 

all projects with a data gathering component so tl:at efforts aren't repeated 

(i.e., data isn't generated which already exist in the ESDB or some other 

accessible source), and that data which the ESDB deems necessary be gathered 

concomitantly with project-specific data so that the bank be augmented. 

It is projected that, once the ESDB is fully operational, the demand!
 

for its services uill be considerable. About five different groups of
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potential users have been identified; AID/W staff, mission and field suppoct
 

staff in Washington, other development assistance donors and U.S. depart­

ments and agencies; the academic community, and the LDCs. 

The AID/W people have need of the ESDB for policy planning and coordina 

tionthe working up of the Congressional presentation and budget prepara­

tion for t:he OMB. It falls to the ESDB to provide consistent, reliable 

data which AID can draw upon to explain and defend its programs. Ideally 

the ESDB will supply data in a processed form showing economic trends and 

cross-country comparisons in a graphic, easily digestable form. Currently, 

there is an Economics Ph.D. and a Math/Stat Ph.D. analyzing the available 

data for such presentations. 

The Regional bureaus anid missions have need of the ESDB services for 

developing the comprehensive Development Assistance Plan (DAP) for each 

recipient country. A task of the ESDB is to insure consistency of data by 

supplying the "official" data to missions for inclusion in their annual 

budget submissions (ABS). Once contextual data in sufficient quantity and
 

quality is available the missions will be able to draw on it for use a3 one
 

of the tools necessary for developing more effective and significant (in 

terms of development impact) programs and projects. This contextual data is 

of the sort needed for accurate assessment of the socio-economic impact of
 

projects over time. 

Presently up-to-data and reliable data on such measures of well-being 

as changes in infant mortality, real-family income, employment, agricultural 

productivity and population growth are deficient in most LDCs. 
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According to the current head of the ESDB the resources of the bank
 

will be accessible to others outside of AID. 
Other development assistance 

donors, and U.S. departments and agencies in need of this kind of data will 

be allowed access to it. Also individuals and institutions engaged in
 

research will have access to the services of the ESDB. 
The ESDB is en­

visioned as being the prime depository for "micro" and "macro" 
 daca on LDCs..
 

A keynote of this collection and utilization of data is the collabora­

tion of the developing nations. 
 There is a general recognition of the
 

rights of access of LDCs to the information in the data bank. Having this
 

data on hand should contribute greatly to devising sensible development
 

strategies. 
 Presently there are few systematic assessments of development
 

performance, and therefore data, 
 to help the developing countries themselves 

identify constraints and to pinpoint desirable changes in policies, programs
 

and projects.
 

Evaluation of the system, whose trial run occurred in August, 1977 is
 

premature. Presently, the ESDB is 
a modest operation consisting of a staff
 

of four with an operating budget of approximately $50,000. When asked how
 

he might utilize an increase in his budget, the current head of the division
 

pointed out that money ws not a major constraint right now, that primarily
 

he could use some administrative assistants to attend meetings, etc. 
so
 

that his professionals could get on with collecting, verifying and analyziig
 

the data. He is concerned about what he senses is 
a weak commitmenc from
 

"higher levels" of management concerning the future of the ESDB. 
 His budget
 

now is primarily personnel salary. 
The AID computer is under utilized and
 



the SDB is not charged for its use.
 

A major task 
at present for the ZSDB is educating its cOusituency. 
First of all they want to create awareness of their exiscence, and then to 
provide training in data retrieval. This entails sending out memoranda,
 
holding seminars for Washingtou staff and 
regional bureau people and 
disseminating toLaformation the missions. Unlike che DIS staff who prefer 
to interpret "essy," individually composed requests for infor=ation, the 
ESDE 6roup prefers a clean, properly coded request which can be prog-rared 
as is. A year is the envisioned time horizon for getting the system fully 
operational and for educating potential users of its capabilities. 

Peterson would like to see a closer union with the Country Program Data 
Bank (CPDB) which contains all the country pr.ogram information. The CPDB con­
tains information on the number of projects, and the funding level of the 

AID program and its composition in each country. The rationalizinj of AID
 
programs, a 
 func:ion partly performed by these twdo information sources,
 
would be enhanced 
 by their more complete integration. The ESDB would present 
the picture of the recipient country, and the CPDB would show AID's part in
 

the overall scene.
 

The budget officer for the PPC had a figure of $120,OGC and a workforce 
of 30 for ihe Program Information and Analysis System (PLS). This Is the 
blanket unit comprised of the ESED and CPDB.
 

Much is made of the functional differences between the DIS and ESDB
 
and too 
little of their similar objective (i.e., 
effective development
 
performance). 
 Not enough effort is being made to 
identify ways these ser­
vices might cooperate and to dovetail their operations. The servicus of
 



the ESDB and DIS are complementary and the consequences of their being
 

institutionally remote from one another might adversely affect their roles.
 

The functional statement from the budget office points up the DIS's project­

specific function of retrieving "evaluative, technical, sociological, 

economic and political data to be utilized by AID personnel in project 

design, implementation and evaluation." The statement for the ESDB system 

shows a program-specific function of preparing "analyses and recommenda­

tions for program directions and other key program issues based on sophis­

ticated probing of data, regression, and other advanced statistical and
 

social measurement techniques, analyses, socio-economic quantitative
 

tachniques, and interpretation of national and sectoral information and
 

data on target populations." 

The optimal information package for the missions should be a mix of
 

the technical DIS materials and the contextual information of the ESDB. 

If the information consume: is wise enough to.cnow, first of all, what is
 

needed, and secondly, where to get it, the present system is like ordering
 

the rough-cut pieces of a jigsaw puzzle from various companies. The object
 

is to draw together data from a variety of sources 
to construct a composite
 

picture of the LDC into which a variable, the project, will be injected,
 

then watching over time for change and, hopefully, evaluating the outcome.
 

It is a formidable task which demands that the mission be supplied with a
 

totally Integrated, analyzed data package drawn from the various resources
 

available, if success is to be expected.
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The New PC Division
 

The studies division's contribution might be conceived 
as growing 

from the interface of these information services of AID. Avoiding re­

dundancy, the aew office could integrate the services and help advance
 

them from their present seminal state by helping them to identify in-, 

formation gaps which need filling as they seek to anticipate users' needs.
 

Because information services are not designed to handle these types of
 

issues, his office might give attention 
 Co the ways that the structure,
 

staffing and procedures 
 of both AID and the host countries, as well as 

program and project design, affect the impact of development activities
 

on intended beneficiaries. 
The information services (particularly the
 

DIS) are both invaluable 
 sources of information and indispensable vehicles 
for disseminating the office's findings. This'office would draw available 

information from the banks, show how it might be absorbed and utilized, 

and then insert the findings into the information network for circulation.
 

The new PPC office must be careful to keep informed of studies being 

done elsewhere in AID to avoid charges of duplication of functions. In
 

addition to extramural research, a couple of examples of "issue-orenrted" 

looking studies done in AID come to mind. 
One is an ESDB analysis of data
 

which seemed to show that patriarchal societies in Africa readily adopt
 

innovations which have cash crops as an output. 
 Conversely, matriarchal
 

societies are more amenable to adopting changes which result in 
food crop
 

production.
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Another source of studies is the environmental impact office in TAB. 

Along with the PID the missions must submit an Initial Environmental
 

ZEamlnation (IZE) 
 for each new project. If the administrator determines
 

that a project (or group of projects) 
 will have significant environmental
 

impact, he can commission a major study which 
 will generate an Envirornental 

Impact Statement (EIS). One $200,000 prograrmatic study was completed on
 
pesticides which resulted in a change of policy. 
 No longer can foreign
 

aid funds be used to provide pesticides to LDCa. 
 They can only be expended
 

for the ofprovision technical training or infrastructure building related
 

to the use of pesticides. 
Two more btudies may be undertaken on the en­
vironmental effects of irrigation and integrated rural development. Even 

though the "issue" here is narrowly defined (i.e., environmental impact), it 

behooves the new office to be aware of other hunters in the woods. 

The new office might achieve some immediate credibility by taking com­
pleted studies and proving that studies, per se, are worthwhile. kefore 

embarking on a time-consuming primary study, it might be wise to cake an 

already completed study and show how it can be absorbed and utilized.
 

Demonstrating the learning dimension or intrinsic value of studies would
 

be a significant first step for the new division.
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