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LNDRODUCT:CcT A, "L.-AT'. 

This report addresses the problem posed the Studies Divisiou "irthin 
the new Office of mrogram Evaluat;on and Impact Assessment in A=: how 
to perform issue-oriented studies. ZZ is based on limitad cocsu!a.ion 

with AID ia -he lata si=er of 1977 Perfo-med i conjunc:_.an ";ihpa:allel 
consultation by ?-ofpssor Rober-, "Ulagaad. ?rofessor Klic-aard has, in a 
tompancin .niace, described the likeal, futura roles of the S:cdsas Oi'visicn 
and its itaraccions with other units of AID and exter--al bodies. he
 
present report may be read as a 
sequel to that of ?rof.ssor K_:gaard.
 
Although coopera-±cn between the two 
 authors vas symbiotic and resul.:ant
 
consensus h i.h, the reader ";ill find 
 the two re.orts distict -'aper
spective and if
style, basically consistaen (and, at times, overlapping)
 

in content.
 

This report is organized about five sections: the fizst, an opera
ticoal surarv; 
 t'ie latter four, self-contained supporting pa.ers. The
 
four papers present 
1) thoughts on issue-oriented studies, ii) illustrative 
identificacica of issues -or study, iii) e:perience with issue--rienced 

studies in other areas of policy, and iv) an assessment of relevant 
methodologies. Much of the operational summa y derives as a selective 
distillation f-om the supporting papers. The papers elaborate on many 
points underlyizg the recom-ndaclons of :he su=mary. Further elabora
:ion is to be found in rrofessor Clitgaard's paper and ts appendices. 

http:conjunc:_.an
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TO the CosIdra:i-P-s and patiance o--ay I a mebe rs, 

*C!I-s reDort cwes Much. ?articul.ar gri:±de is due DO~ ick Aln 

Hoben, and Hezbe:: 7Trmer. 
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O'P7.ATQN"AL SL tL~y 

How to !dentif_7 Issues
 

Reccmmendaion 
 1: Seek to study issues infiuencin. decisions. 
The objec ive of the Scudies Division is to provide useful and heeded 
advice for Am_ projects based on insights of social science. The icng
term viabilit 7 Of the Division 'equizes :ha- i:s value be rapidly estab
!ished, which we take to be the near-tem goal. The salience, scien:±ic 

qual4 t7, and decision usefulness of ziia.- issue studies are essemtia. 
:o the iomediate sucaess of the Div--sion. "w-nen :he Jivsion is able to 

produce ..educ :) _So isalequickly izforma-:ion sought by the Congress, 0 3, or the .4min
ist=acor of A.= and available nowhere else, i-:s stock "willscar. -M.is 
may be achieved by hzving completed a pert-nen study in anticipa-ion of 
its need or by having rapid study ca.abilit 7 . Either case reqie 
an ear to the ground. WT-iie Suppcr-ing ?aner 3 i=dacates 7es 


what researc&-l-le issues !urk in 
 annual budget submissions, such mec.hds 
of issue identification are too ponderous and inexact to be operational. 
Experience in other areas of gover=men indicates the need for good 
bureaucratic iatalgence gatherig (what i=minent events will produce 
what informa=Lon needs?; on what researchable points ill decisions 
=urn?) t ,pered by judgent (what issues eZ!. evapo7ate?; which are =o 
sensitivel7 bound to value judmenrs =o i study?). Goals flucuate 

over time and vary frm observer to observer ( ace, GOZ) nor do quamti
fled criteria for :heir achievement re=ain zonstant. :n .=, as in do
mestic social progra.s, it will be more useful to sense :he current 



rorites of de--43-4o
.. nakers :han o --eard e-anentl7 ccdified goa 
sC=---cMres 
(eve n _ arduous 7 bult f:- igis:a:ve .anguage). 
the termino.lc7 of Sumpor:i. g Paper A, "ell--hosen decision-stzactured 
issues promise greater rcur-a than Pro9- -s=--uc=.ard 
issues.) 

Recomendat:on 2: . eard the diff-encal feasibilit- of issues. 
Some issues can.or '-,researched Lcce.t at prohibi.ive cost, others at 
whamever cost will aoc lead to clear results, stll! ochers will run
 
athwart immok-ile values. 
 A.ll should be avoided-which rrill take fore

sight: and judgent. 

Recc"menda--on 3: Set :ieces may be zood the(es-ecia!.Iv 4n 

beginni=). .Achieving highest decision relevance, as urged thein first 
reccenda-.,on is aoc trivial. A reasonable a-':e--aive strateg_-_per
haps simultaneously pursued-is to undertake suadies 
whose ourcomes can 
be confidenc17 a.nticiated and that rill -uide practical improvements. 
As initial foci, such studies have low risk and undeniable gaia. Con
cen=_at.on In car-,rimg them cut can be on =aini_g Division personnel 
and on setting woith7 precedents for sclentific qualit7. The Division 
head can identfj such issues by asking himse-f "what improvements in 
project design and implamentation can be irrefutabl
7 shown by l.imited
 
application of social science methods?"
 

Recomendacion 
 4: ixternal jublicacion ay enhance restig .e 
A further faliback t7pe of study may be one designed co demonstrate 
scieneific competence and relevance i±f not to influence decisions
 
direct!7. E ternal publication will achiave salience and "-/± a:
test to quality-. The Division must, however, ensure that such publications 

http:cen=_at.on
http:es-ecia!.Iv


serve the goals of its owrn vi'-abil~t7 and do not becce overi7 acad -. : 
ears in themsel.ves. A Li-_1ted e-Vala of such a study =igh: be i-vest±
garion of prog-m afects on :.he raral poor (perhaps a tightly edited 
book vith coatlrbutrioms by many leadi= minds in the fZeld). Such ex
term-al indicators of aivtsion success could help Co establish it -ithin 

AM.
 

7ow to Sedy issues
 

Raec=enda:ion 5: 
 S=tive for clarity based on smnle and ogical 
orzamizacion of fac:ts. Th:s is argued in Supporting ?aper D. 

Reccmmendation 5: Avoid epensive and uw-iealdy =ethodoic~ies. 
This is corollar-T to the fiffh recommendation. The additiona! ex.ense 
of ideal eaxerieacai desigm, iz=nrcare regression techniques, foal 
planned "rariation, and large-scale modeling i rare!7 jusCif:ed b7 more 
accurate Informatic for decisions (a.:hcugh, as'iadicated ha Supporting 
Paue: D, there are exceptions). To these, quasi-expertental desig 
(wit-h due ac:aez:!. Co its l/m.itatious) is preferable. 7anylarge and 
sophisticated studies have bombed-a risk Chat a Zledgling office ought 
cot to run. This recommendation does nor i=Dl7 ha: scan t=.fC sophist±
cat:ou should be whol abandoned.7 Requisize data should be gathered 
and digested through appropriate statistical cachniques. The goal is to 
achieve (within resource const=aiats) maxliall7 convinc±_g documencation 

of obsemred el-ffec:s. 

Rec-cendarlon 7: Scroune. hs recc=endaion of 7orld Bank 
personnel is corollar 7 to the siXth. It -willgenerally be better to make 
best inferences from whatever evidence and data can be readily obtained 
than to i--voke a migh7 =ehcdolog7 daMandzig vast iata-gathering efforts. 
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Racc-endation 8: Methodolozi4a! develovme-t has div.idads and 
dangers. 
 -c__erience in i=arnat.ona! developmenc and Other .oc~ic7areas
 
indiczces :hat existin =echodology laaves nuch to be desired. The 
ana~7tic cerrai= tantat:ive!7 assigned c:he Division is Ironc:er "eriOr7. 
The best researchers w-hin or consulted by the office v-ill inevitably 
develop the4 
 own methodolcgies 
as they proceed. 
 These can be useful
 
sPiDoffs sacring ex:er=al pres-ige. The dangers in Pursui-nmechod
olcgical advances d-ec:.7 are cheir- too acadamic aacure and the high 
freauenc7 cf failure i= such efforts.
 

Rac-amendation 
 9: !eh-hodoloq4cal v=ejrlD,-,seeMS Most rmaLSn" 
ini) fashionin.g ore sensi:i7e tools and concedts for social scien:ific
 
e-viloration. ii) incorooraging subective otini-on or e-.erzise. and
 
iii)mcdifvinganalysisto aid cc=uicatiori, recnciaia:Lon. andcol
lectivedecsion =akni. 
 The first caacegr 7 ccpmmrises improved question
aairas, survey merhods, =odes of ax. lanac-lon, and 
the like. 
 The second
 
includes and should build on 
the subJect-ve =ethodolcgias =ent.Loned in
 
Supporting Paper D. The third is an m=censio- of che second and repre
sents a novel area of unknown potential. Not onl7 does it recogn.ize 
that better ccamum±:acion can improve analysis but :hat study processes 
themselves can foster better cmmunication. One nighu, for excample, 
engage in simple interactive modeaLiig or gaming based on contemplated 
development projec=s and involving spokesmen for differat interests. 

-Leaders ia this f:eld
Columbia and are C.S. ollllg of :he Univ°rs-7 of 3ritishJose Vila.edgas of Unesco (orerly, 
Of Cornell). 
 Comutational
support may be L-imited co desk-con or hand-held machines. 



As the spokesmen see how :heir concerns are :eflec-ed by the models 
(often by hel.--g :"o .bu.:he models), how these _fect ocher groups, 
and how ocher iztarescs Mpinge :hem,on t-hey may bec-_ar reconcile t!em
selves 
to Outczas. 
Involvement of social scientists and decision
 
makers cm host nations iz ongoing scudies seems a wor-:hy and in 
±nse.Lf. 

.ecca=endatian 10: 
Pe=i-4: diver'ent analyses. 
 he best of anal7sts 
do 
=oc agree on appropriate models, suitable data soures, nodes of
 
reasoning, the weights of competing inferences, let alone conclusions. 
To seek :o force i=maculate objectivity on analysis is to play Procrustes. 
:=stead, the advocator7 mature of analysis should be admitted. 
 One might 
reasonably present two sides of 
a policy question and argue for one, but 
concede that alternate logic or values could reverse :he position.This 
is likely to be the most c=mfortable and meaniag-ful pose for the office 
to adopt. On grounds of basic scienific probity, one should make avail
able sufficient evidence that reanalyses based on com.eting premises
 
may ;roceed. Me greater gain from 
 such policy -willaccr.e not t.rogh
 
adversarial battling through 
 to consensus (which indeed may never be
 
achieved) 
 but through the higher standards scient-isms impose on them

selves when anticipating shar.-eyed critiques.
 

Recommendation !L: Strike adelicatebalance be-een formaz-.7e and
 
sun-a:±reevaluations. 
 ideally, the Division should be seen by missions 
as a convenient and hel.ful sourze of guidance for .ro.ec-s-se.-z.rg -he
 
fo-atve goal of impr-vi:g them. 
 There will, however, have to be in
cen-ives -beyond 
 :.he ergaging .acures 
of Division personnel-.o request
 

http:formaz-.7e


i= heip. There - be sanc:ors vhen-Ef.- a suat:_ve stan._doiL-._ 
=rojec: dasi-.ers and :inLmeme.ters f-lagrant17 -- out anthropological 

o social ecoloical. :ci les. To advise oi:-curoverbearing, to 
effect a mode of =tua! coopera,-Ion wich .inimal use of sanc.iows (barh 
sides have sanctions) "-ii require delic-acy. Tact "ill be priZed in 

:e-±- Divison 

ecc en-dation .2: Use :raineeL.. Tra'zm-ng programs 

ig zersoae.. 

are excelIenc 
scurces of chear labor. The Division shoul cooueata with hem, and, 

7ie-'.-o in, --.i s !a-i them. Further advantages are seen in Rec

cmmendation 15 belww.
 

ecciendati-on 
 13: Coooerate With the DIS vihou duo1icac-m i:s 
functions. ?,rofessor K-izgaard has elaborated this point. The DIS
 
can s=ezgthen contact 
 bec-wjeen the Division and the Missions (consc±
rting an imortanc mode of access :o the Division and its work), and 
viUl prcv-.de research aid. .h.e Divi-sion should handle for DIS all acn
rcutie responses involv-ig social science-.4heher by referring on, 
brokaring, c--amisioni.g, or researchlrg. The d:iinct:on seems cleir
 

enough to =fnimize 
 turf battles.
 

Zeccamenda-on
2.: 3e caoable of soeed. This is onbased az.eri

ence in ocher policy areas. Decision-strucured 
 issues arise without 
warn.ng and require rapid investigation. Haviag the capabili-y to produce 
a respec:able s-jd7 wIhin a zourth of :he issue's emergence Will ehance 
the value of the Division Co polic7 decision =akers. Such szudies vill 
usefu17 season lcanger-tar- undertaking.s although an excess of -ira

:ighti=g is beto avoided. 

http:prcv-.de


:12w to 17c5a Utizatin 

R~eedati= 
.. r'Oster demand. Th.e Di-.risn m'a:
:: 

buy tin~e with!--.orzancbooks or methodological developments but it W il not be secure 
un.il its product is needed. ?resemt demand, to be blunt, is poor.
 
Neither Congress, 
 . Ttashjagton, the Bureaus, nor the --ssions are
 
c/.=oring 
 for issue-orientad studias, i5 the Congress cared, the others 
"otuld Ihave to but Congressional incentives lie !where. There is ao
 
zeal constituency 
 for development aid. Specific rec-zendacions below 
address modes of fostarizg demand for issue-ori-natd studias.
 

Recomendation .16: 
 .Anstc:. An i ast.--u- of social scientific 
sensitivit7 is vital to the success of the Division. 1f an en-lghtened
 
CongressOna! 
 Cc tlt-ae were suddenly to stress the sociological intuact
 
of A, programs, 
 the lack of grounding in social science wi hin the
 
Agenc7 night prevent effective compliance. 
 Sensitization is necessary.
 
initial doctmens prcduced 
 by the Division should (perhaps exp l-ci l)
 
be desiged to 
 teach decision makers what social scientific modes of
 
iavestrgatiou are'i.ortant 
and how they might guide poLicy. This is a
 
fur.her reason 
why didactic set pieces (see Reccme:dation 3) are good
 
initial foci. 
 Znteractjon with training programs- (bo h the DSP and
 
the MI) whether in 
 classiroom presentations or in field vork-wll. con
=ibute 
 to greater awareness within the Agency for the concerns of issue

oriented studies. 2
 

A more general area of needed sensitization :hroughouc the faderalbureaucrac7 is in the area of decision maki-Lg under uncertai-ntyareas addressed by issue-oriencad studias rare17 
The poL

Cometing iafarerzes boast definitivebased "esolucio-s.on inc-'Mplece iformatIonLear'ing :) are of:an the onlymake best decisions in guides.such situacions,uncer:aincles !--volved (but not 
givig due weigh: :o :*ebeing daunted:ask of inst--tction e-cceeds the 

by :hem) is essenciaL. T1hiscapaci4-7 of "he Studias Division. 
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Rec-cmmenda-ion 17: resan: fid-. s car1.: and succin:-iv in 
the language of iaended users. A )rtmarv fai-:119 of past issup-Orie-tad 
s"dles 'as been :heir opaqueness. ?otanc4al users aad to i-vest coo 
zuch effor: to ,t=acz valuable lessons. Congressmen, :heir sarfs, 

personnel, Assisrianc .dim isr-ators, and Xission members are busy 
people. They should a-so be the users of issue-oriencod studies. The 
Di'visizn w-iI succeed nrec .sely if these pecle deem it 'orch their 
hiiile to !tsread scudies. 7n ".he begianing, it may be well to err on 

the side of SmPLici;7 ia presentation (Owth more cachnical back-up 
available to Chose ,ho wish it). As the Division gradually de-eloos 

an audience attaned to soph-lstcated social science, the technical level 

of presentation may rise. 3
 

Reccmmendation 13: 
 ?.etan lear1ng. -TMac A.= lacka an institutional 
memor7 is often aoced. iZdividuals do nor lear- the insighrs of Chrs ±n 
distanr but si-ailar si:ua:Lons; they forger :heix own leariag or leave 
-th it to take new assig?,enrs. Mhe Divtsion should mainrain a catalogue 

of What it has done and has learned. ?eriodic state-of-he-ar- reviews 
should formulate ccmpaccl.y the important lessons of social science disci
plines for development projects. These should be addressed to non-cechnical 
potential consumers of issue-oriented studies as part of the continuj:g 
sensii±zation of the Agenc7 (as per Raccmmendation 16). 

3"We be!eave the oft-mentioned
evaluations Problem of inadequate disseminationto be chi-ericai. ofUsers do notimpenetrable read evaluative reoor-sstlia or irrelevant content renders :hem 

because 
reports pi-hil7 "wri:enfind unhelpful. ?arzinencreaders-even
sem-ination systems as 

"z:hout such -*ell-onceived dische -:s.issue stdiies disCributednot read, by the :)S aretheir own defects "will, most Likely, be to blame. 



Suvvorting ?aver A 

7MMfNOLOG7. AIMD 3ASIC 

THOUGHTS FOR :SStU-GR:-_-.17 SST,--DIZS 

Firs t Def i.t .io. 

Issue-oriecued stdies na7 be structured by programs or by decisions.?rogrm-s=ruc.ured issues spr 4 anacrall7 frO program andforulacron 

pose standard evaluative questions: "Are Miven programs achievi,.g speci
fied cu=u: levels or goal achiev~enc norms?"; "%Thar is the sociologi
cal impact cf rural elactri..carLon"; "Which prograns work best ain given 
ccuant7?" The Logical Framework used in current IZ evaluations can be 
exerded in a regular -wa7 to ideni-'7 autcmaticall 7 .rora=c-st-icturad 
issues. This extension would adjoin i-uact ensios-aot goals to be 
achieved but (possibi7 diffuse) e~fects to be monicored--to the GOI 
(goal-pur)os e-ounut-input) hierarchy.
 

A decision-strucrared 
 issue is characterized by its role in de
cisious and is defined as a consideracion -r fulcr on which a decision 
may .uzru. Depemding on alternative resolutions or judgments of such an 
issue, different decision outcomes occur.
 

To ident!17 decision-s-ctured 
 issues, one begins wich a notion of 
the decision faced. Such a decision might, for instance, der raisilg 
or !oweriag the support for farmer cooperatives in a given ci:7. Scru
tiaizig the par"-4cipancs in the decision may reveal chat their actions 
are contin nc on the answers to a series of questions:
 

i) Does aid to farmer cooperatIves 
 signi.ficantL7 ctrbute 

to ru1ral health? 

http:SStU-GR:-_-.17


) TWha: .o.ulation groups benefi: =ost f-. aid :to 

,armer cooperat:uves 7 
3) What are :he social. -ffc:s of aid :o faxmer cocperacives? 

Dif!arent dec~sion makers may base Cheir actions on any one of these 
questrons or ochers.on Any question that can eLicit diferenc res.o=ses 
affecnmg orog--a= or PoliC7 decisions, may be ccnsidered a decision
s accured issue. Not all such issues 'ill, however, ad=it :o cost
affecti',e z.eaus of izvesi:gat:on or evaluation. Those that do are
 

Cemed evaluable issues. 4
 

Further T-o.01 o
 

ssues may be 
 expic;it!7 formulated for decisions-ei-her "ith a 
small :uber of alternative actions in or=ind choosing fr= a large 

number:
 

The biar--a!ernaive decision-for aed issue: Should argiaal 
program momies go to uans.or:a:-4on or to electriXcation? 
The -- inav-a±ltrnativedecLsion-formulaed issue: Which threeof 
sugges:ed strategies for encourag g land reform oughr :o be pursued? 

The =ulli-a ernative decision-formulaled issue: 'What is the 
besc wa7 of ex:ding credit smallto farms (given Chat one has 
decided to extend such credit)?; How should one :romote an indig
enous capacit7 for ag-icultual. research in developiag nations? 

Such -or=u.acions presume hat the =espondenc can consider all viable 
al-erna-.ies and 'Maws the value s=ac-tures of involved decision =akers 

4Te-m=nolog7 iacroduced bv J.S. "holey Ce al.; "_valuaCio.,
-9-93.
t R.ea!17 Needed?"; Evaluation; 2:2/1973, op. 

en !s 

5-Answers here should recog.tize the impotance of contx- and,cordinglr, ident_:. ache iits -he oof or validit7. 



e.lencugh -0 ecrrine 7nCimal ac:ions. Rarely is zhis the case. Xore 
of,',, :he evaluator is called on to evaluate one -al-ar'atve:horough!7. 
Such ral.uations termed stmar:ve 5are and may result , on-of , scaled, 

or =u!ti-at=Tiute assessments: 

The cn-off s1=Mative issue (to be Insered affirmative7 or aega
tively): Are pooula:±on proga s achieving a oredeermi=ned 

threshold level of acceptance?
 

The scaled st-=!at--e issue (to be answered "with a sin-l.e number 
indicating the overall att--act-veness of the alernative) How 
much value is derived from disaster relief programs?
 

The meil:i-tlribute 
s--a ive issue (to be answered by providing 
imformation on a range of effects): What theare consequences along 
many dimensions of inaerest of programs designed to create and to 
stengthen intermediate credit institutions?
 

It is increasingly realized that decision makers 
 do not have modes of
 
vaJu.ing alternatives are
that readily quantified by evaluator, or conan 

sisten 
 from one decision maker to the next, or eve.i constant over time.
 
As a resu-lt, analysts 
 often find it preferable to describe spectra of
 
effeccs-al.lowing decision makers to value those effects in their personal, 

idiosncratic ways.
 

Issues formulated 
 as requests for information on certain consequences 
of a choice or program "ithout valuing those consequences term-ed conare 

-ibu tr-7. As 
 "ith summatlve '-ssues, distinction nay be made among on-off, 

6Terminolcgy inr-.cduced
uaton"; b7 Y--:-hael S,:riven; "The Mle-hodology of Eval-PP. !.3-136 in Carol Weiss3ostcn: (ed.); va1uating Action r7::rams;A!!Vm and 3acon; 1972. 
 The term i, at times, erroneousl7 taken toimpl7 ax oos evaluations. 

73enez:it-cost and cos-e-F-activeness ratios are examples. 
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scaled, and =ul:i-at -ibut o n:=ibu:r issues. An exale of an on
off coMcributor 7 issue: "Have rural development programs in a cuntry 
hel ed to slow migration to the cinles?" Contiburor7 issues are tared 
factual when resolvable b7 discovering an indisputable fact; and de
scr±iDtie -if resolved by detailed accounts of programs, processes, con
texts, policies, or outcmes. While the simacive issue ccmprises all 
important aspec:s of a decision al-eriat:ive, conzributor 7 issues conce-r 
pieces of incrmation that must be ccbined -ith others and appropriatel7 
valued to achieve a sum-ative assessment (which in turn =ust be ccmbined 
with other sinmative assessments for decision resolution). 

Su=atve evaluations have been usefu!7 conrradist-iugu 4shed from 

"evaluatoms:the former tells zhe overall -orth of a program 
or alterzative; t-he latter tells the best way of imp lementing programa or 
alarmative. Parallel t7.ology =a 7 be extended to issues -- differen tiated 
by the type of evaluation the7 entail. Too much ought not, however, to be 
made of this distinction. Each type of evaluation depends on rht. other: 
summative evalua:ti± presumes that formative evaluation has identi._ied the 
best version of a program for comparison "ith other programs; formati-e 
evaluation requires summative techniques to determine the values of altar
aative program strategies. In effective terms, summative evaluations tei/ 
to anger program personnel who resent being judged; formative evaluations 
avoid this emotional impasse by focusing on tohow improve programs (urith
cut threacaning jobs or program fundi=g). 

8 Scriven, op. cit. 



3oth su=a-_ve and O-a"tive evalua-"ns =ay take -r-os-ec-,7-e or 
.rosneci-.ve pos-:ions. Ret"soec:ive suacive evaluation attempts to 
gauge how well a Program or strategy has fared in past.the ?rospective 
sumative evaluatioa asks how well a progam cr alternative may be expected 
to do in the future. Retrospective formative evaluation examides dif
ferent implemented alteratives and ide=4.fes the most 
 successful. 
-ro
spective formative evaluad-ou is =orr creative. Based c past a-eperiences, 
on assessments of situatiou and on ianovatj7e reflec:ions, it formulates 
input combinations and strategies that bhave. greatest promise of achieving 

future benefit. 

All of the issue types above are specific: related deto foreseen 
cisions or to the evaluation of gven alternatives. Issues that may in
fluence a broad range of decisions, many not 7et spec"ically antic±
pated, are termed diffuse. Examples of diffuse issues include: "'What 
are the rarious demographic, cultural, psychological, economic, hTgienic,
 
and medical factors 
 affecting health in rural areas?"; "nder what com
binations of conditions does aid to fazmer cooperatives prove most bene

ficial?"
 

Characteris tics of Decision-Sructuredissue Studr
 
Standard 
 evaluation techniques and program-structured issue studies
 

are adapted to the recurrinmg needs of manageme-nt. They are regularl7
per-formed to ensure the accountabili-7 of input commiments, the diligence 

of personnel, and the realization of output norms and low-level coals. 9 

9I= the Logical Framework of UM, but not generally, these 
are
termed "pur-oses."
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The regu larit-r of the st'uct-re itself helps to achieve these 

ends.
 

The decision--strc.-,rad 
 issue study (DS-S) is released fr--m st=ict 
ties to program stz-icture for the purpose of securing i fornation most 
use.fui to decision makers. It is not accountable for coverage of pro
grams, bei=g free to ignore aspects of that structure rot of current 
concern to decision makers, not amenable to feasible stud., or entailing
eorbitant cost. The decision-s-ructured issue study is instead accountable 
to obtain iformatLon of greatest relevance and value to decision-makers 
(taking cost into account). From this premise follow man 7 desirable 

characteristics of the DSIS:
 

i) responsiveness to 
 the chanzing -ierests of decisionmakers. 
Optimal guidance requires seas!i vi 7 to the central concerns 
of policy debates. These change, often without pattarm, and 
must be responded to. When possible, shifts in priorit 7 or per
spectiie should be anticipated. The DSIS is ideal!7 based on 
a delicate responsiveness to the interests, needs, and moods of 
decision makers. Such a study should not only base its choice 
of objects on the concerns of decision makers but should also 
couch its conclusions in language designed to persuade them.
 

i±') addressingthe goal and ouose ofthe ;oal heirarchvmodel 
for evaluation. Issue-orientad studies focus on the higher levels 
of project objectives-cheir purposes and goals. ;hen "he lower 
lave-Is are studied, it is primarilY7 to establish -hei- effects 
on the higher levels. Ac. the higher levels, the ver7 articulation 
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and qua:!jca:±on of aims as prove= most dif--:iu!. Goals 
change over time and vary --rcm person to person. CausacLoa is 
Poorl7 understood. Thstaad of berating managers for faling 
to spell out criteria capcuriag purposes and goals, one should 
recogmize the !undamental intactabili 7 of that task. Studies 
oriented to issues should plub the relationships among ourOucs, 
Pur.oses, goals, and priori±tes, and help to exlain them to
 

decision makers.
 

iii) comtlementin 
 oroect evaluations. Cur.ent .rojec: evaluations 
best relate inputs to immediate cuc.uts. They most often can
not--due to the Lmited nature of projects-quantcy noveenc 

toward higher-leve! objectives. This role should be played by 
issue-oriented studies. .Ls an exaple, a project evaluation 
might identify direct gains to specific farmers achieved by a 
rural assistance project. Issue-oriented studies would ae.t be 
invoked to determine the extant to Which such imediate benefits 

contibuted toward such higher-leval goals as alleviation 6f 
rural poverty or fostering agricultural security. Note that a 
single issue-orienced study (best based on many sites to under
stand the importance of contextual differences) could be used 
to intarpret the siguificance of any number of projects at

taining the direct gains. 
iv) focus Pon relevanceto decisons. The informational worth 

of evaluation derives from its ability to aid decisions. Most 
useful direction of evaluation studies requi-s attent:ion not 



om17 to the current interests of decision makers but also to 
the =at"-re of impending decisious. :ssues Likel7 to say many 
decisions should, ceceris oaribus, have priority for ivesti
gatIoU. In like vein, concerns of e-cterna~l validity (generaliza
bilty) should guide the choice of stud7 object.
 

v) t=Sard=ig faasibili.--?. 
 Decision t*.--uc-,red issue studies 
enjoy f etibi1li 7 in task fc-cmu1acion. This flexi it-= 7 should 
heed aot cO.1 7 decision relevance but also the differential feasi
biLit7 of evaluations. 'hen relative infeasibilitv -isidicated 
by either high costs or low e-.ec:ed precision, such studies should 
be forgone in favor of more =actable alternatives. Evaluabilit7 
assessments may be invoked to dete.-a/.e the likelihood of eval
uation success. W-hile tight expermental design can often be 
mantained for measurement of direct goals, issue-oriented stidies 
often embrace such large social scope toas preclude classical 
con~ol. In such cases, quasi-experimenal design as spelled out 

by Campbell and Stanley may represent the most pr-mising -approach. 

.Rationale for:ssue Sudy
 

The just ._licat.Lon 
 for studyiag either progrm-struc- ured or decision
structured issues is the promise of improving decision making. 
Decision
 

0oSee 'horley, 
op. cit.
 
-1.7.Campbell and J.C. Stamal.,; Exoerimental and uasi-:erinenCa1Desiznfor Resea:h; Chicago: Rand .fc.a17; 1966. 
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.as defined h:e Prior i.or---acion value (P7) of a stud7 as the 
likel7 ga/i. rea ized :hrough improving decisiomss i Oosely, this is, for 
any study, the product of the likelihood that a decision will be altered 
by the stud7 and of the average gain achieved when the decision is afffected. 
Study cost is taken into account in the net )rior iinor'ation value which 
is the P7 net of costs.
 

This decision- theoretic 
formulation enables useful. generalizations 
on stud 7 ii -iacion: in focusing oul 7 on the informacional worth of 
studies, the net PI is the bott=m line. A study with negative -e- PI 
ought usua17 not to be commissioned. In such cases, costs exceed ex
pected gains. EccePtlons to this rule occur when studies promise signi4fi
cant non-imfor=atonal benefits (such as sci-ulacing personnel). Amon-, 
a-er iave studies with posi:tive net P17, the best choice is that with 
highest =et P1 (assuming that non-iniormational concerns do not weigh
 

heavil7).
 

That one opei4ma"l3 maximizes 
 net PZV-.robabili7 of changing de
cisious times average value of change less ccst-ais in stud7 se aet On-
Studies should, to maximnze the chance of alfecting decisions, address 
decision make=s in terms that persuade then. Decislon-mak- g groups 
with quan-iacive orientation should be presented at-bers and statistical 
verlficaitons. Those legall 7 minded should receive syllogistic raasoniag 
:r-m prenises. COnversa7, studes based -whol17 on argent3s unlikel7 
to be uderstood or heeded by decision makers have little decision value. 

12The general best reference is Howard Ralfa; Decision Anaysis;
Reading, .assachuset:s: 
 Add-son-Wesley;
decisions is given in 

1968. Spec-zic apllcatioa toX. Thompson; Evaluat=on or Decision?rog._aTmes; Westuead, n SocialEngland: D.C. Heach; 1975. 
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Yat, as the :-izericn of met ?1i7 r-=4 -ds us, i-f!uencig -ecisions is 
=at the lone ccmuouenc of study value. Only iLsofar as that influence 
improves decisions are benefits achieved. :a addi:±on co bein.g persuasive, 
studies of higher value must be accurate and right. The cost term 4
net P1V indicates that such study benefits must themselves be =aded
 

off against e-zenses 
 bcrne.
 

For specf_.c issues, 
 met P17 is-because target decisions are iden
t±Lied--more readil7 estiad. For diffuse issues, possible affeczed
 
decisions 
are more hazily perceived, =a,<King net ?r7 dependeat on more 
general notions of issue relevance. :a the latter case, genera2.bliQ- .T_. 
the confidence one has in exrapolating study insights to dLiff erent con
texts and 
decisios-is a Prime concer..
 

For either spec_ic or diffuse issues, a cozon 
set of questions
 
should be posed 
 in commissioming a study:
 

1) should important decisions be 
 affected by investigation 

or resolution of an issue?
 

2) can a study of 
 the issue be instituted for reasonable cost?. 
3) would such a study contibute substantially to understanding 

the issue?
 

4) would decision 
makers pay attention to such a study and alIcw 

their actions to be imfluenced ' 3by it?
 
5) i decisions can be 
 aartial-7 determined by such a study, can 

one be confident that this influence *i.l. be )eeficial?
With affirative answers to these questions, an issue stdy should be in.i
ciatad. a choosinz anomg al:arz-acive studies, :he .rizcipa! concern 
should usually be to maximize the net P17. 

1 3A naf - i-r-a i ve amser i mpl i e s ha tdue a t e ni o n pa d o h e
factor of timi.ng. 
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OF ISSUES FOR ST'JDY 

Methods 

To show how study tolPics might be selcted and o et a sese of 

cu-Tent 1ifor-at:'oal needs, we cons:der issues identif!ed in .4M staff
 
reviews for the 577 197? budget. Because budget rev.aw follows the :-C-.ac
 
of etsitig program divisions, many issues so isolated are program
st-actured. 
Since our criteria for recommending further investigation
 
will be decision relevance, all issues so designated "vi!. be decision
s~uc-ured. These criteria are spelled cut ia the five ques:±oas
 
given, on page 20. 
 This review is undertaken without 
the advantage of
 
e- nsive inside operaonal knowledge (which issues are hot, which 4ead, 
which would be blocked, which would fan flames). 
 Such savvy should be ap
pled along with the general criteria here illuscrated to single out
 
specific issues fdr actual study.
 

The documentary base for this review consists of a series of memo
randa prepared for budgetar-y review in 
 August, 1977, by the Bureaus of ?PC
 
and SEM. The memoranda bore :he paraphs of the irwo Bureau heads and iden
ti-ified 
issues abstracted for ?PC/SZp. discussion from the budget submssions 
of the rarious Bureaus and Offices within A. One document touching on a
 
broad range of questions is -!at for the Afrtcan3ureau. 
'e have surarlzed
 
man7 of the issues it raises and scruti=ize "he_-suitabiliT7 as 
objects 

.or for=al study.1 4 

4.ording wvizhi quotation =ark.Budget s comes direct! 7 fr-mRevi w =emrandum the Africanof 17 August, 1977. issues not quoted directly
have been paraphrased for conciseness.
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Issues Iden=c-2id i= the .frican Budze: .leview 

1. 
Can. the large decrease proposed ($412 -illion for 77. 1979, 
versus $258 "mi/_llon .or F: 1973) be effec:ivel7 implemented and managed? 

(cu-off, prospective, concibutory) 

Budgetar,. and .rogram decisions should benefi: from an answer co 
this question. The most appropriate ryT;e of sZUdy is moot. 11anagertal 
expertise wit-h mderstanding of the particular conte_: is required. It 
seems likel7 that contextual familiarit7 is so in.ortant that general
 
managerial acumen 
will nc be especially useful. The oersons L-_volved in 
this budgetary decision can probabl7 answer the questions better than any
 
anai7sts they might engage. A review o past experiences in rapid pro
gr m expansion-perhaps critiqued by specialists in ulti-oroject manage
ment--might usefull7 counsel ttese decision makers. 
In sum, however, it
 
appears that a ,f thisstud7 issue-especiall7 a large study-,ould not
 
sufficiently 
add tr the .uderscand-ng of the decision makers to justf7 

its costs.
 

2. ""ow many contractors will be required in the field in 1979 to
 
implement the proposed program?" 
 (scaled, prospective, contributory)
 

Such inLfor:at±on should aid staffing decisions. 
When ccmbined wi:h
 
information on the pool of potential contractors, this issue "will help :c
 
determine budgetar7 choices. 
Here again, a basic managerial sense of
 
requirements and options seems required. 
As this will most likely repose
 
wi-Zh AYR 3ureau managers of the present or recent past, 
a for-al st-d7
 
appears contrailadicated. 
 Preferred will be simple direct coahentar7 ccm
=unicated by such persons. 
 It is possible, however, that there is more
 
here than meets the aye. An important, !a:ent issue alght be the fal2.-aff
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in .rogram efric±e.c7 ',when too fac, contac:o-s or those of too low qual±: 7 
are employed. 'hether i .act a study could be prof i:abi7 addressed to 
t1is related issue should be judged by those most familiar wi:h these
 

decision problems.
 

3. "Does dmoest annual rate of increase. of 10' after 1979
 
reflect a belief by AR the
that 1979 program "gillhave oret- 7 nearly
 
saturated Africa?" 
 (on-o-off, factual, contribuor7 )


As couched, this 
issue is a question of fac= to be resolved by a tale
phone conversation rather than a st'd7 . A-Aswith 2 above, more fundameuntal 
issues lurk beneath ?he surface: w-hat does it mean to "have oret-7 nearly
saturated" a continent?; how does the average value realized per marginal
project vary theas number of projects implemented is a region grows? The 
latter question could be the focus for a full-fledged study. 

4. Given prugra size, dispersion, and operational constraints,
"should we 
 not concentrate on those couUnas in which the most promisiag
 
conditions 
exisc for a successful program and in wh/ch programs of reasonable 
size can be implaented?" (binary-altarmative, decision-foruulated) . 

This decision could give rise to an elaborate issue study estimating

the probable impact 
 of such suggested concentration in comparison :o the 

more diffused budget proposal. The study gould identif7 the various idra.s 
realized by more and less consolidated programs and "muld estimate the di
ferential values of -hose impacts. Managerial eoertzs and personnel
familiar with the program would be most adept at gauging dizec: impacts. 
Econcmists, anthropologists, pol tical scent.sts, demographers, and 
social. psychologists might be among the relevant specialis:s for assessi.t 

http:efric�e.c7
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izdiect ";'mpacrs and for valuing the d--fferenc eifec:s. Reliable ad
'7ice tells us, however, :hat such a stud7 :.ould be unwise since de
csilon makers on prog:= concentrau-on would noc be 3vayed by it. his 
underlines the iuoortance of sensitivel 7 grasping decision-aking at
tiudea. if one is to avoid commissioning studies that cannot affect 
.- ic7. We note also "iat :.he idenificat.on of issues is inevitably 

subjec cive. The author of the A.-7 memo was intr-igued w.ich the idea Cf 
=anagerial concentza.cio and found it a concer= of importance for five 
separate missions. Another obser-er might have abscrac-zed and s-=essed 
a dcifferent series of issues. 

3. "Are steps being taken in project design and implementadion co
 
assure that AZD acrivi- 7 is nor aggravaing the human rights proble
 
(six aious are inent='Fiei) or handing support 
 :o those responsible 
for the sitation?" (on-off, factual, retr-ospective, and prospective) 

Xention of design and implemenation indicate that this is not
 
On17 a direct budgetea-7 decision 
to allocate or to withhold =onies on 
the basis of their hman rights effects. 3udgeta.-7 review may also be
 
used to give incentives for appropriate decision making 
 in project planning
and management. The faccal issue formulated requlres no more than one 
reassuring communication. Researc~hable sibling issues ma7, however, be 
posed: what effects do A.M programs have on human rights?; what mana
gerial policy would best serve U.S. concer-as in this regard? Research 
on the latter queszton seems impractical. cEzansi*ve and ex.ensive cor
=unization with b-ighest-lavel )olic7 makers would, theon one hand, be 

15 "on-starter." 

http:idenificat.on
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entailed. On "he other, o'n-site research sees .rohibitirel7 sensi-ve. 
The former issue nighc be addressed with a recrcspec-ive s- -dI 

Past pattarns, incidence, and effects of A= sunoor:- in nations with hitan 
righ s problems. Useful data resources would be ce-=ally-held files and 
que--_.-Lg of AMD personnel. The disciplinary perspec-ves of political 
science and sociolog7 would be valuable in such a stud7. 

6. What is the iater-mational!7 coordinaded development strategy for 
the Sahel? 
 (descr±pce, factual., prospective)
 

T.is sarizes a long series of ques-i.ons raised "ith regard to 
the international s-rategy and U.S. participation in it. Some questions 
relate to vital conce--s (e.g., absorpcive capacit 7 for funds, iafra
s=--cCUre su~port) that =a,, be forfoci worthwhije s=-tdies. It is not 
clear, however, 4f and how such information w.ould be used A.IDby decision 
makers. 
 If policy is effectively set by international consortium and 
not iafluenced by AJM stud-es, the7 should not be performed. 

7. "Whaz is our approach to food produc-_on projects in counries 
whose price and narkat.,g policies act aas disincentive co food production 
by the small farmer and herder and which pursue .3olicies "which prcmote 
cash crop production at :,he expanse (sin) foodof production?" (descripive, 

factual., prospective) 

The posiag of this facteal question indicates the*potential value 
of an issue study Investigating 'what cur approach "ought :o be" to these 
projects. Agricultural science, farm marketing, econcmics, and anthro
polo7 are ,usr a of thefew disciplines to be brcught to bear. Such a 
stud7 should address the background condiomns influencing t.he dizferencial 

effectiveness of projects. 
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8. 
"Both (Rwanda and 3uta-_4!) have serious ocoulation problems
 
and 
 e-ither have popula-lon poJicies 
or progr=s."
 

This declaratve desczip :i.n of 
a problem =a7 
be reformulated as
 
issue for study:
an h.-a: should U.S. poalic7 be oward nations not 

moving 
to solve 
the! popularion problems? 
 This is a subject many 
"-nes
 
broached by AD saud:es and those of other donor organizations. Fac
tors :hat might jusciy unng 7ec another scud 7 include: con:ect sneci

f- --±-7-appr)1priace policies depend on unique ma-ional charact:arstics 
t"ha: Ma7 necessitate man 7 separate studies; changing contax:s-rhese 
characteristics 
vary, as do 
the priorities of U.S. polic7; and disci
plizar7 coverage-anthropological. 
understanding, for one example, nay 
have been inadequacel7 represented in certain past scudes. 

9. Given the economic deterioration and lack of effective political
leadership in Ghana and Sierra Leone, should we not consider curtailimg 
or texti-ating these programs? (triaary-alcarnative, decision-for=ulated)
 

This question can on17 be answered by those with an embracing grasp
of policy imperatives and options. As such, it comprises an inappropriate
 
focus for an issue stnudy. Useful issues con:ribu-or 7 :o this question
include: what projects in such contex:s are most ezrfecrjive? ' hat is the 
worth of such projects ris-a-.ris projects iA be:ter cirumstances? 

10. To what extent vill. A.d development programs in Kenya and Chad 
be andlcapped by most gover=ent emphasis on n-fl4ar: 
e-penditures?
 

(scaled, prospective, con:r~butor7)
 

This quest:Lon may be illuminated b7 the same Cr7es of contibucor 7 

issues given in 9 above.
 

15E:or example, in the 1970 Spring Raviea.
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. "is it reasonable to assLte that 'e cou.d exar-. such coZ=oI 

over the sector loan local currency procees that hey --cuid indeed 

go for support of cur .c:tities efen though the (Gover=en- of Zaire) 
con inues to attach highest priorir7 to assistance t," urban population?" 

(on-off, prospective, co=_ibutorT) 

As couched, this is a single-natLon issue perhaps best handled
 
(pcssibl7 by cc-isson.ing 
 a study) by the local Mission. Should this 
problem extend to other =atioas and toadmit inqui--y generalZzable across 
national dffaerences, a -ore broadly based stud 7 of those and related 

issues (e.g., what forms of loan control exert most leverage with least 

pain?) might be initiated by the Bureau or by .Aj/W. 

12. "One of the major obJectives of the (Sahel Development Program) 
is an increased food production and incme for the pop.ulation living in 
the Sahellan zones. On t.he other hand, the cost-benefit ratio of our as
sistance projects in food production is Likely to be much greater in the 
southern, h4gher-ra&n.a!! area. doesHow the F 1979 program deal "rih
 

this issue?" (descriptive, 
 factual, prospective)
 

This is another issue 
set as a point of factual investigation but
 
suggesting the more fundamental 
 question of determinimn appropriate 

stategy. Surantive issue stud-es of inaid the North and South (e.g., 
of Chad, for which this issue was raised) w;uld assist this determimation. 

The appropriate organizational unit to commission such study dea would 
pend on :he extent and zeneralizabil.-7 of the problem. The phraseology 
used suggests a basic misunderstanding of cost-benefit analysis which, 
properl7 applied, does nor exclude valid dlstributional or h6-aniarlan 
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cnucsrus. :ntoducLg Cos:.-ef-ec:vieness analsis night avert :his 

misconcep tion.
 

13. How should oe, 
in .yMaL and Mauritania, destg= programs 
to aid
 

study. 
 The actual
 

the rural Poor rather than the bet:er-co-do f-iies? (nil i-alterna=ve, 

decs iU-f ormulated) 

This wording presupposes that this ty.e of aid is the =are desirable. 
Mmoot, this "ould be an excellent object for au issue 

formulat!o= might be ivesigaced through a review of past projects and 
th'ough the use of social sclance o understand the econcmic, cultural, 
and demographic mechanism.s at work.
 

Overiew andConclusions
 

'e have sumarized and discussed above the issues raised in but one 
segment of FT 1979 budget revi4ew. 
 Other review documents Picked cue dif
faren: issues: serategies for accommodating concern for the poor, the
 
general problem of fitting -ission-generated projects with Congressional
 
gui-elines on Program t 
pes, iJquiry into the 
ikla7 effects of marg.inal
 
changes in funding or personnel, questions 
on the best way of coordinating
 
k= programs with those of other donor organLzat:ons. These differemces 
bespeak both the pror-:atic perspectives of the various Bureaus and 
Offices and the divergent backgrounds of document authors. Jocvithstanding 
these variations, the issues raised in 'he A-FR.document, goive a repre
sentative flavor of those found 
in the other submissions. 

Za reflecting on the whole set of issues raised, we are sru.ck by
conflicting impressions. ;e note first the superficial/ -7 of man7 questions: 
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"hat is the M-isslou's s:icaiou -or a proposed izcrease?; how
 
=a- co3:-ac:ors 
 are aeeded?' what is our Poi1iC. an area? h.%ose
 
questions .demand cur: 
facua.! answers and asyet, argued at many
 
points above, 
 more fundamental issues (how should compeci=ng budget
 
priorities 
be traded off?; how should optimal polic7 be forulated?)
 
bide "-ithia them. 
 It nevertheless seems difficu!. to faul: the budget
 
revw-ews for 
 this superf cial:-. , .'-7 t4me horiZon of budget review
 
does mot per-ui coOsidered coutamlazion 
 of deep is3ues. 3ut this does
 
not ip1y 
-that these issues should not be addressed an:where in the
 

Agenc7.
 

I, however, such 
issues are not raised at the bud3et reviews, they
-il not be reflected in 3o1ic7. As in most organizations, budget de

termination 
 in A= is the process mode to which all others refer, pro
ject mn-itiation, 
 design, and implementation can be instructed to i=cor
porate certain princi-ples but -wil consistently adhere only to 
 those en
forced 
 by budget allocations.
 

3ut how 
 can the delicate and pamn taking process of policy formulaiou 
be meshed with the frenzied pace of budget preparation and review? A
 
nber of 
 issues abstracted are couched in terms of "what is our policy... ?" 
while we have suggested that, posed as our"what should policy be...?", they
wuld usefully guide issue studies. Yet neither of these questions should 
have t'o be asked at the budget review. Instead, issue studies and polic 7
rev4-ws carried on over the course of the year should ensure that budgetar 7
decision akers have a continuing sense of these priorizies. That sense 
should be why they are budgetar-y decision makers. he finer insights of 



issue studies 
(What types of mechan.±ss for rural credit work best in 
given regions) should be su."plied by s-afxf work.
 

Yet aone 
 of t all1lhs "ork i ',centives are not :einforzed by
 
highest budgetary actions. 
 The message =ansmitted by Congressional ap
propriators is that certain amounts of monies should be spent according 
to set guidei-nes that flucva-e annually. It is more inportant to =.he 
Congress that the appropriated amounts of monies be spent (cn projects 
carefu.7 *worded to fit :he guidelines) than tha t proof of their ef
f:ci.amc7 in achiavig policy goals 
be given. 'h--is ar-iude inevitably 
affects all levels of decision caking: OM3, central adinist.ation of
 
AL, the Bureaus, and the Xissions. Quality is traded 
 for quancit7 .

Until this sense of Congressional imperatives changes, it will be hard 
to altar significanCi!7 the proJect-approval process or even to blame
 
the many levels of decision making 
 for being responsive to ex±stiing in
cent.iye s5 -'.±cres.
 

Zt nevertheless 
behooves all managers in the organizational st--ucture 
to prcmote project qualit7 by all possible means. 
A good theoretical 
way of accomplishing this is to follow precisely the strategy of AID: 
to require separate steps in project planning (PD's, ??'s) enablirg
 
quality reviews. 
 Unfortunatel7, this can be thwartad by lower-lavel 
manaaent playing on the overriding priority of funding the requisite 
volume of projects. 
 By delaying submission until 
the budget schedule per
mits but cursor-, review and revision, project,; of marginal qual!it7 achieve 

approval.
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General Z:vnerience 

an7 areas of polIC7 have experimented-some hesitantl7 anz, 
against
 
entrenched instj=.c.s, others boldly-with issue-orienred studies. The 
support -igpaper below sUammrizes--necessarily in a selective, -vpres

siordstic waT-.ort4oas of :.hat 
 experience. As will be seen, approaches,
 
methods, and results have varied broadl7. If one were, however, to ab
s=act a general historical pact-=r, it is the follow i g: 

Stage 1: li:tle for--al analysis; 

Stage 2: with the emphasis on plann±ng, prograa=m g, and budgeting
 

systems and program evaluation in 
the 1960's, attempts were 

made to quantif 7 goal achievement and thereby to measure 

mericall7 program success; and 

Stage 3: with the frustration of Stage 2, more JI.mited, often 
issue-or ented, studies were undertaken, researching selected 

aspects of program impact. These often reflect awareness that 
the ctmulative impact of diffuse program effeczs =ust be ap
propriately measured and weighted for consideration along 
with primar7 program goals. 
We are now in Stage 3.
 

We shall belcw examiLne 
specific variations on this 
theme and ide-ti7
 
salient lessons 
(as, with our 
imperfect foresight, they aow appear).
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The ambi:ous goal entartained im 1970 for the prospeccive evalu
ation of bio--"aedical researcq ,;as esti=ateto in ec -ncmLc and socia! ter'-s 
the antc:patad impact of proposed projects.17 Such assessment -was 
in
treded Mor to replace scieti.!ic peer revien but to augment 
It vital!7. 
Largel7 because the ultimate Lmpacts of the research -were
 
con.ngent on too man 7 unce-raia fact'rs, these hopes -were disapoia:ed. 
As a result, the 71H evaluation plans cu-rently call for more limited 
studlas of -elavaat aspects of bio-medical research impact. Some such
 
tasks are purely economic (e.g., developi.ng a price deflator ..or bio
medical research and development); others seek the mult _faceted, iter
discipl.:m-7 perspective of an issue-orianed stud7 (e.g., "The :=pact 
of Federal Policies 
on Bioscience Research: 
 Scientists' Careers, Pro
ductirity, Development of Discip3..ines"). The parallels "it-h kM evalu
ati.on pr.:cesses are evident (the prospective est mation of diffuse, mult±
at=-ibuce ipact), 7et im.ortant st-'Ictural dif-erences are present. 
Perhaps the most significant difference is the intense competition 'or
 
the scarce monlas of bio-medical research. 
Zc.erience .rit"h studies
 
oriented :o multiple issues is presently coo recen4 and incomplete to
 

allow 
firn judgments on their polic7 impact. 

Education
 

Educatioal evaluation was long thought to have he advantage over 
man7 soc-al policy areas of a consensus measure: cogmitive growth. The 

17See, -or eztzmole, R.S. Cutler and V.A. Y.arzi=o; ?ro~ec: SOAP: 3iomedical .esears;
hRelevance Cri.....; 'Washington, D.C.: NationalStandards; :S Report 10-423; 3ureau of1971. 
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Uproar that followed the Westi.ghouse Learming Corporarioa evaluation of 
the 3ead Star: ?rogram focused at-encion. on several other asuec:s cf 
impor:ance. -Aomg these were affaczive growth, .arental !=voIv emen, 
physical health, and social integration. Xore broadl7 Pitched eva.u
ations-composed of many issue-oriented c=mPcoen=s-rere accordizgl7
 
prescribed for L'he -ollow 
hrough ?rogramU and for the Z-amenca 7 and
 
Secondar7 Education Act, Title Z.1 9 Due to the imabillt 7 to mainain ex
perimental conditions, to the absence of accepted measures for monthe 
cognitive goas of educa-:3n, and -o eafecj4ve school-level :esisance :z
 
repor-_ig requirements, these evaluations were also found disapoia-Ing. 
To date, outstanding .rotoeypes for issue-oriented studies in educacion 

have not been achieved. 

Recent 1igh-lave off idials im educational evaluatioJ feel that 
the issues on which decisions depend change rapidly and thus require alert 
idencrifidaton and rapid i=vestigation. A premium is placed on speed. 
Decisions have been sigmuificanz7 inifluenced by simple transfer impact 
studies (e.g., who gets moneyhow much more under current and prcposed 
formulae) ii~Uay affectedand by the numerous sophisticated regression 
studies (which often attempt to capture the interrelatIonshi-os of economic 

and social effec:s). 

isA critique is given b7 R. Elmore; "LessonsPolicy.Analvsis; 1:3 (1975); 
From Follow Through";

po. 459-4a3. 

19See M. YcLaughli=; Evaluation and Reform; Cambrilge, Massachusets:
Ballinger; 1975. 

20This paragraph is based 
on a number of inte.-v-iews. 
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Ener Z
 

rWnereas energy de'ze.lc.ent deciions in the past have been ad

dressed by benei-.-cost =odels, 21 the oin= has maw been driven homethat no single scale-such as a benefit-ost atio--can adequatl7 re
flec the many relevant cousideratlons in energy polic7. As a resul't, 
separate substudias are now addressed to such issues as econcmic affects, 
envtrormental iacz, safet7, nuclear secur!iy, and the overall flaxi
biLZ7 of POlic- It is imstruct:ve chat the relative i-por tance of 
these issues has tine fluc uated greatl 7 

over 
in the i--nds of decision 

makers (?resident Carter's recent decision to cancel the Clinch R.iver
 
?-oject being largel7 
based on the plutonium issue). 

Hea!th
 

Somewhat Later 
 than other po1ic7 fields, health analysTs turned to 
benefi-t-cos =odels. Rapid percept.ion that full agreement on the monetar 7
value of a hu-an l-ife will never be reached has led to current emphasis
 
on cost-effact/ veness 
 anal7sis" In this framework, enhancements and ex
tensions of l-e are expressed in teras of dollars per qualit.7-adjusted
 
life 7ear (QALY). The 
 single largest exerment in the health area
the .ational 
Health Insurance ScUdy7-focuses on the costing of a-.tertativ
health care provisions and on resultant health status-vh such issues 
as appropriate system suct-are being neglected. la technology assess
ents for health care, disparate issues are 
addressed it.h increasing 

R.evieV-ed and criticized bvT'homas Cochran; The 1i4uid HecalBreeder Reacor; Washington, astD.C.: Resources for the Future; 1974. 
:or example, S.M. Keenv, Jr.; luclear werIssues and Choices;Cambridge, Hassachusetts: 
 3allinger; I977.
 



frequenc7. A case 4= point is the prospective analysis for policy on 
aniocentesis -hich speaks to such varied concerns as benefi: estimation 
fr=m the reduc:ion of mental retardation, risk assessment, ethical amd 
legal aspects, and effects on the soc.ietal gene pool.23 T_ seems taci=17
 
agreed that here, as in such other policy questions as that of malpractice, 
the appropriate concept'aal approach is through multiple issues.
 

interior
 

The 3ureau of Reclamation and the Cor.ps of Engineers did much to
 
develop benefit-cost anal7sis 
as a tool for deciding cn and justifying
 
their proJects. In recent 7ears these analyses have co-me 
under severe
 
fire. Some cri=:cis-as-e.g., 
that the average cost aver .rn is 72 per
cent --do not pertain to the ccuceptrzal framework but to its application. 
Others have been met by e-.tending the scope of the anal7sis to embrace
 
secondar-/ and tertiarv, effects-for instance, imccme 
 loss to farers "'ho 
are hurt by compecicion frm others farm=ing reclaimed land. 25 As these 
refinements 
are made, the heav7 influence of politics on analysis is evi
dent in 
the extensive use of grandfather clauses and in the byzantine
 
computation of the time discount rate. Sti-L other considerations

enviromeal affects and income redistribu tion-ae not conveniently 
handled by benefit-cost analysis. A recent official in the Depar=ent of
 
the interior admits the defects of benefit-cost anal7sis but asserts that 

2 See Aubre7 !ilunskT; The revetion of Geneic Disease and MentalRetardation; ?hiladelphia: 
 W.3. Saunders; 197.
 
24L- Have-an; 
The Economic 
erformance of 
ublic inves=enits;
Baltimore: 
 Johns Hopkins Press; 
1972.
 

25 See S.H. Hanke and R.A. Wallker; "Benefit.-CostAn Evaluation of .al.sis Reconsidered:the Mid-State Project"; 'Water Resources 
 esearzh; 10:5(197);
po. 898-908.
 



it has been useful in weed:ng out the worst of ;ro 4ec:s. :: appears that 
relia=ce on benefi:-cost anal7s-- in che Depar~e=t of the iterior Wl 
be increasingly augented by studies of separate issues.
 

International Development 

.Afl. The deta.ils of past issue-oriented studies are covered in the 
appendices to ?rofessor ' 4 tgaard's report. we restricz cursel.es here 
to a brief sumazer-de ipress:Lon parallel to those of other policy are.,, 
focusing in part-Icular on the spring reviews. The typical t:x-ure of the 
issue-oriented report in AID is narrative: how many acres of land i 
a given counry were in one year sown with what. Occasional forays into 
sophisticated anaysis-.e.g., simulation models, linear progrmmming,
 
mul.zi-ariaca regression-were 
 undertaken. 26 in general- he material seems 
to suffer not from lack of so.chisticarion (the impressive techniques oc
casional7 applied 
 did not greatly further insight) but from iadiges t -

abilit7. There too
was much in dead weight; no effective integration and 
compaction of the'vast iformation mass was achieved; lessons for future
 
guidance were 
 fragmented needles in haystacks-first to be found, then
 
pieced together. Attesting 
 to this state of affairs are findings on the
 
utilization of economic research 27 which 
 revealed that few enough (31)
 
of potential study users were 
 aware of them, that fewer (3%) read them
 
carefully, and 
 that the studies exerted minimal influence on .policy (despite
 
general concession that the professional quali-t was high). Laudable 
steps have onl7 recentl7 been taken co 
achieve practical po1icy guidance 

26A.1 these are found in the 1973 Spring Review on Small Farmer Credit.
 
27",Utilizaclon of 
Zconomic Research"; AMl Evaluation ?aper 44;
October, 1971.
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by means of succi-c-, readable suaries. 7t is to be hoped that future 
issue s'-d"es wil - .olaa this efrort. 

World Bank. lx ost reviews in the World Bank di-fer from hose of 

AMin their preemi-ent concern w th rate-of-re.r= measur~ents. While 
recent years have increased emphasis on ailevating poverty and on meshing
growth w-ith equi7 , the primary analyst has remaired the econcmist. 
Sociologlizal, demographic and other d.mensions of social science come to 
bear through ?-he eyes and pens of econmists. Wne= tough and broad sum
mative assessments have been undertaken (as, for instance, in revie-ing the 
entire Colombian .rogr m) ?roject-level resentent has been high. The
 
DJank relies heavily on ex:t=mural consultants 
 contacted as indivldua~ls. 
It has found minimal assistance for its studies in the academic literature. 
Wbhile many aspects of the Bank'.%e- most evaluation program are appea 1'ag, 
it is difficul:.--even for the evaluators. to identify its impact on 

decisions.
 

Justice
 

Multiple issues 
 have been considered in many recent studies -thin
 
the law n-forcement 
 field-noabl7 in the areas of bail bond posting23 
and drug cont=ol. 29 Arr.est records and other simple indices of goal a:t a±=menc have been found suspect *most strikingl7 in methadone maintenance 
experiments where lowered arrest rates have reflected improved ability to 
avoid arrest rather than less crime) and are augmented with sociolcgical 

28~h 

The bail bond e:-eriment of the 7era _nsti=Ute.
 
29See X.H. Moore: 3uv and3ust: TheZf
t!!icit.Market in eroi: facive .eulationof anLe-in=gton, Massachuse:-s: D.C. Heath, 1977. 



amd economic gauges of program ef:ec:. For Pur~oses of bail bond
 
oost-ng, t-he concept of 
 the strength of -ur :y ties has been found 
an excellent predictor of ba1-umpiLng behavior. -Z the besc-.mown 
of law enforc-Menc e.e-imeats-the K.ansas City Preventive Patrol Stud
no fewer than 173 separate indices (each reported and tested for sta
tistical sigmificance) gauged sociological, cr-minc ogical, and
 
economic effects. 30 TZhis eceriment unfortunately was poorly con
trolled (with little difference in Police sightings across the normal, 
reactive, and 3roactive beats) and thus forfeitad the rotential utiliTy 
of the ateansive batter7 of measures. 

Urban?olic7
 
One of the first attempts to obtain =ultiple unfettered impressions

of program affects -was in the Communivy Actio. Program awhere number of 
contactos were given leave to evaluate "hacever aspects of program per
formance they felt most relevant. Numerous issues received attantion in 
a disjointed say.' The contractors never were given a sense of what decision 
makers considered most important and produced, in consequence, diffuse
 
and disappointing 
 reports.
 

MultiPle issues 
 in housing poLC7 were addressed in the 1973 report
of the Depar=ent of Houslng and Urban Development, Housinz inthe Seventies. 
Based on an elaborate econcmetr!c model, the study est .=ated equity efffects,
three separate measures of impact, and five different measures of efficieacv. 
Whle presenting a sophisticated conceptal format, the study used man 7 

30George L. Kelling e 
ment: Al.; The Kansas City?reventiv-ePatrol E:cer4-A Su--ar 7 Reort; Washington, D.C.: Policy Foundation; 
1974.
 



r.dm"enta7 tools. The proxI measure for societal i-4pac:-better heal., 
greater 
ae.IL7 scabi.Zir-7, becret school per.or-aancaas :.he Price fluctuation 
in neighbcrhoods into w"ich subs d ad housing 'as iatrodu-ced. Democra:zl 
factions in :he Congress cook the report as 
an attack on 
the.: Policy (it
 
was used to just.f7 a moratoriu 
 in the subsidy programs) and counterattacked 
with A Critioue of ".ousng_ in the Seventies .i The ensuing polltical
 

c=ossfi.e obsc-,red 
 the many points of merit in each stud7 in their 
approaches 
to the issues.
 

Welfare
 

The =ost notable recent srud7 
 .pertaimng to wel_-are oicy is the
 
New Jersey inccme Mainteance Experimem. 1 
 It originated-wthvir- the 


row focus of measurizg 
 any changes in work behavior under a program of 
negative i=come tax but soon was caught up in the multi-issue debate sur
rounding 
the proposed Fami7 -Assistance?rogram. 
Congress pressed for
 
inarmediate results, then criticized their itaermediac7. In the inital
 
testImony of study leaders before the Congress, an objective, stacisticai 
presentation was not understood and they were asked to speak as advocates 
to be comprehensible. 
As soon as 
they took advocacy positions (in favor
 
of extensive wel/are support), 
 adversaries were able e-fectve7 to eject
study findings from the policy debate on the grounds of transparent bias.
 
Since these findings 
were primarily ec.nical-and hence less subject Co
 
partisan manipulaton-.-oe 
may suspect -hat Political foes would et 
more easi! 7 press home the charge of prejudice had the sL-udy focused on 
more qualitarve social issues.
 

3 D. Kershat and 
 J. Fair; The .Jew Jersey7olume :97 6era.ioess, T! income (antenance zermenr.ns Sur ye s and dminstracion; New AYork Ci.-7: Academic 



Lessons
 

Supposed iessons have in 
 the pas: been so of:en e--cnecus7 draV.-a 
in the polic7 areas above that further inference nusz Proceed ..-i:h caution. 
As,' however, -e have argued the aecessity of abst-acting in a ccmprehensible 

way the gist of experience, the attempt must be made. Succizc-ly, the
 

main points seem:
 

I. hat sieg2e-scale measures (rates-of-retu.-n, benefit-cost
 
ratios), for 
a-I "heir advantages of inmlicy7, are beiag found iacreasingl 7 
inadequata and hence promote the approach through mul"tple issue studles. 

2. That measures of sociological impact are d:fficul t to forulate 
and to appl, and have frequentl 7 been found wantinn (often as phillosophica.1 

disagreement takes formthe of me-hodological challenge). 

3. That the mode of presentation aay vitally affect the influence
 

of the issue-orienred 
 study.
 

4. 
 That issue studies are most efflcientl7 accessed b7 contac-.izg"
 
mowledgeable persons. Supplementat.ion of this search =ode may be achieved 
through standard bibliographic methods-iclud-4ing ccmputerized ke--word
 

searches.
 

3. That the importance of issues in polic7 deliberations varies
 
4wver time fromand zerson to person thus necessitatig fir- guidance of 
issue-ariened studies to 
ensure their focus on aspects of highest
 

relevance.
 

6. Mhat political -epertussions are not no be escaped: joliical
 
considerations 
 may 1i*-it the usefulness of stud7ig certain issues; ana
l7sts in sensitive areas shculd prepare themselves for scathing atacks 
on all asoects of their work; the more relevant and potantiall7 =ore 

valuable studies ".ill occasion the greatest political heat. 
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7. That tie most sophisticatad oi mcdern a-alI7:c techmiques have 

but rarely proven more tsulodziecision making t4un reason-g based on 

relevant facts organ/zed by basic ccmmonsense. 



SuDOrtIng ?aner D 

• ODOtCGZcA. _7ZATES FOR :SSU- S-DY 

Ideal E.ermental Desiz=
 

Sparked by 
 the prestigious, sweeping review of Gilbert, Light, and 
-ostaller, many evaluation experts urge adherence co principles 
of classical experimental design. Such design requares randomization 
of subjects and controls (best stratilied) and tight super7ision 
to
 
ensure that specified treatments are followed and do aot spill over to 
cont-ols. Ideal7, =eament effects are quantitat-ivel7 measured but 
qualitative measuremenrz and statistical amal7ses are also possible. 
Pzecision i-creases with size. This outlook is reflected in the imple
mentat:ton of such massive and extensive social experiments as those
 

measuring behavior 
under national health insurance and under income 
maintanance.
 

Ideal experimental design excludes all confounding effects that 
spring from noucco arabilit7 of treatads and cont-rols. When such effects 
are ruled out, overall measuremental accuracy is enhanced. An important 
concomjican result is that spurious findings cannot be consciousl7r or 
inadvertently engendered by such ccnfounding. !a partic*ular, selective 
reporting or publications are less likely to lead to false conclusions. 
Gilbert, Light, amd iostaller argue, however, that the other side of 
the coin is the more important: that statisticall7 sign ifcanc effects 
discovered by randcmized field =--tals are much more Likely co persuade 
critical decision makers. This derives from factthe that al! valid 

32"-Assessing Social Znnovations: An -moPirtcal Basepp. 39-193 i- C.A. for ?olc7";Bennett and A.A. Lumsdaine
LFeriment; New York Cit7: 

(eds.); Evaluation andAcademic Press; 1975.
 



aefacts discovered in aon-randcmi:ed trials can be at=ibuted, by
 
those reluctant to believe, to differemces becween t-eateds 
and controls. 

The drawbacks to tight e-xperimental designs are their residual. 
imprecisica and their cost. 
 While selection biases are precluded, in
7alid fiadimgs may be iaduced by defects of extermal validit7 (e.g., 
the Eawthor e Effect) or through stacistical bad luck (effects Valid
 
at the statistical sigmificance leve. of 
.05 occur once in twent-y i!mes 
by pure chance). 
 To reap its statistical advantages, :andcmiza=ron must 
be performed over units large enough to avert con-amination. To evaluate
 
cl y,-de policies, ci-les ay-at prohibitive cost--have to be randomized. 

Rel-ance on randomized, controlled trials for evaluation within 
is further handicapped.UM by concerns of geerali-abi2i7. Even if 

one through rigorous expensive experiment establishes that a program
 
achieves satisfactory results in one set of conte-tts, there is no as
surance that the results will obtain in ext--apolatad circumstances. 
Nevertheless, one can imagine instances when ideal experlmental designs
 
would be useful for AM 
 proglns: 

i. it is desired to .<zowwhich of two distinct strategies for 
aiding the rural poor puts a higher percentage of monies spent
 
directly into their hands; and 

ii. a disease couol progr= is epidemiologically effective but 
may car-y risk for inoculees and, if so, should be terminated. 

The advisabilit7 of experi ental design is contingent on circumstances: 
i. 
an impending sharp decision (choice of progr-am, 
to inoculate
 

or not). While theoretically one also zants precise information 
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for less edged decisions (decean'.-.g apnprOpriae budget 
levels), the payoff to sounder knowledge (which is the just!
ficat-.on for the additional expense of "ight e:periments) is 
more striking 'when decision alternarives are distinct; 

Ii. an accepted measure of expermenta!. effects (percentage of 
money going theto poor, statistical risk). 'Without such a 
measure (when goals mord 7are or fuzz-7), the g-ainzs of greater 
experimental precision are lost amid other uncertainties; 

ili. no ethical costs. R.andomizatlcn may be unethical if subjects 
are assigned to -reaments strongl7 suspected to be inferior. 
This conideratin may preclude or curt'.el testing inocuan 
latian program (if the presumptio of risk is airong); and 

iv. generalizabi -- 7. Information value is dir-ectl 7 related to 
gene raizab 12-i-7--which, in. the two examples given =a7 be at 
issue. E-ensve monies should aot togo ex.eriments whose 
findings are thought to be valid im but l!=ited settings. 

Quas-exmeriments
 

For a 
at=ber of reasons, tight randomized control cannot be exer
cised aver many of A.IM's experimental programs. These reasons include 
=Pense, etL.ical. considerations, i.mperfect antcipar.on of informational 

needs, lack of staff, and inabilit7 to maintain cont ol in the field. 
Campbell 23 has suggested that the appropriate strategy -s then to 

33See - . Weinstein; "Allocation of Subjects inNew England ..edizal "xeri=ents";Journal of Hediciae 291: (1974); pp. 1273-1235. 

34D.T. Campbel; "Reforms as Exper-ents";Weiss (ed.); pp. 137-223on. cit.; or Cambell and Stanley,, ov. cit. 
in Carol 

http:antcipar.on
http:curt'.el
http:ficat-.on
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abstract maxii aUay useful information frcm less yell comtrolled situa
t-ons. This may be done by incel.igent, co onsensIcal :nLu7 into 
data iv-ded-hether on the differences observed in .rogram subjects 
versus controls or theon charges in subjects over time. Such inquir7 
may also be based on =u-Lti ariata regression methodolog. In e.ithar case, 
the t2rm ";uasi-exper~imemta. desigm- is applied.
 

The defects of quasi-e-perime 
 cal design in contrast to ideal ax

eri ental desin are the =ch-bruited threats of inzarnza a.idi-7.3 5 

These boil. dovu to se2.ect-4ion .roble=s (even "-;ih scphstiatad covariance 
adjus=ents, one can never be sure of appropriarely comparin-g t-eaceds 
to controls when selection has been non-randm) and Problems of con
ccm:itant effects (one can never be confident in time series designs that 
all. effects simultaneous to program i ±tiation have been captured by 
the analsis). Quasi-exper:menmtal designs have at beentimes pushed 
beyond the reasonable li.mits suggested by these effects. These abuses 
have -ecentl7 led ,Caz.bel himsel_ to "monder aloud publ.c.!7 whether his 
expositn of quasi-e.tperimental designs had not done more harm than 
good.
 

While recogmizing 
 the shortcomings of quasi -exmeriments, we see no 
appealing substitute for then in the uncontrollable settings of most 
AM programs. We find, moreover, that most of the effectivelj7 p r
suasive AZD documents are based on quasi-experimental presentations. 
Indeed, we feel that the greatest potential in.rovement for A , evaluationz 
derives not from the wholesale impositlon of ideal experinental design, 
nor f.om the introductd.on of flashy new methods, but from strengthening 

35 . 
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the !zrtrecatico and management of quasi-experimeacs. We shall re

turm to :his point. 

Search for Hxolanat±ons 

Complamenar7 to the conf±.mator7- and =easuremermtal approaches of 
statzLitics are the ex.lorato-r and the des4-irptive. Setting out without 
fi4" preccncepcicns of under!7g =or ls, the exploraor-T, statistician 
searches aggressive!7 for -. lanations of phencmena. seeksHe combina

tions of 7ariables that c!ose!7are related and may hence be collapsed 
(r-ducizg problems of =ulti-col!inearit). He looks for intarac-.ion 
affec:s-special fort'itous combinations of variables "r±:h sigificant 

impact on program outcomes. He may engage in feedfor-;ard: dete.manig 
the targets of data collection by "what he !earns in the initial stages 
of iavesigation. Cluster ana7s 's, factor analysis, .ath analysis, and 

principal components are pri=ar7 methodological tools used in exploratory 
and descriptive data analysis.
 

A drawback to explora:=oy statistics is that, if one looks long 
enough, one always finds scme thin.. This may, however, be a randCm 
stat-Ltica!. artifact rather than a valid effect. Similar!7, i i=one 
vent.s enough different Ways for eeIxa'!. the same phenomenon, one per
specti've V41.1 e'renca'al 7 lend credence to prior beliefs and biases. 
Sig ificance testig for explorator7 analysis is in its irfancy but c-to 
related approaches seen to hold most promise: "ihhold/ig a por:±on of 
available data f-rcm model development, then using it for conf*-nacor 7 
test:i=g; evaluati models on the basis of thai: success and prediction. 



47 

The multivariata methods of descriptive and exp..loracorv analysis 
have disappoin ed the hopes held for them. This ces both to the eC
aggreaticu of those hopes and to aaive iuPlementation. Too many ana
17sts asst~ed that, having trow-n enough data into a machine, that machine
Progra~med to perfor princi.al components--would -hlink :or them. Ana
lytrc sensit-vit7," creativity, and insight are essential to best appli

cation of el.Iorator7 analTsis.
 

.AdopTed in, 
 this vein, exp..orator7 analysis, while ao panacea, might 
prove a useful tool for Um. 1c has greatest potential in areas uith
 
good measures 
 of progra success, with good data, 'where a variet 7 of 
approaches have been tried in a 7ariet7 of settings, and where intel
ligen=t iaerpretatcou ensues. Zt =a 7 address direc:-7 a primar- buga
boo of 
AID evaluation: the .proble= of generalIzing findings across
 
settings. LZnlorator-r analTsis 
may thus be used to iden ti.- combinations
 
of background variables 
that may render progzams more or less successful. 

PLanned araou
 

Related to exploratory 
 data analysis is the plot ing of experimental 
approaches 
:o discover affect.ve program strategies. iz its ost ornate 
form, this =a 7 borrow !rm experimenta! theory intricate designs (fac
torials, mul-i-level 
blocks (With or without confounding), Latin and 
Greco-La-In Squares) to ensure that all important interactions are tPsted.
 
In'formally, 
 i: may be effective simpl7 L,' sur-vey a diverse range of pro
4ec:s and 
 to identif7 the more suc-essfuI as patterms -or reviCaion. 
The lattar approach, although ham.ered by conte-cumal peculiaAri:ies, 

should and dces take place AiMh. 

http:affect.ve
http:princi.al
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?lanrzed va.,ation has been most e-tensive!y applied in the social 
realm to education3 6 .. a field which oscensibl7 boasts the experm.e encal 
prerequis-e of neasurable goals. The theoretical azpeal has, however, 
been di.med b7 pract_.cal problems. FroJect heads are more interested 
in project success than in fai-hfulJ7 follow.ing an experimental proto
col. Z.: the7 think that deviaai-on fr-m protocol will achieve improve
menT, the7 are tampted. Effective overall =ontor±-_-whizh 'a e-mensive 
and rare-is thus required. :zfor=al -Iamned variation =a7 degenerate 
into a shameless cuest for bright spots to justif 7 budget submissions-

an attempt :o obscure general failure by spoteightag locaL successes. 37These d....lt.es have been _..e.rienced in AZ and -aach that 
planned variation, which may help to identif 7 effec:ive p:-o-ec" =odels, 
should be invokad with caution. :- has g-eatest prospect.ive value 
where measures of project success are unambiguous and where a new 
program depar-re s oggests the need for experimentation to find the
 

best means of achieving program ends.
 

Model Ing
 

In appropriate doses, 
 various t7pes of modeiing--ecno=etric, input
output, netrork, si.uation *have proven value. Successes include John 
Meyer's model of the transportation system in Colombia, several epidemio
logical models described b7 Norman Bailey, input-autu: mcdels for 

363eing the title of an ax.eri=encal program sequel Headto Start. 
37An e-xa=le is .American19 6 8 -- culled 

Thstitutes of Research; "T: ";orks"; ?alo.A:o; a series of zxemplar7 projects wizhi. the ESA Title ZProgram. 

38The faxi=alTheor of Infectius Diseases and is Aoliaions;London: Griff; 1975. 
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econom 
: develotmenc, and "atar resourza modeing.3 
 oruatel,

tco many modelers have been seduced b 
=ode-a comuca conal 
owe: "o
 

build u-anageabi7 c-cm.a 
models "x4=h lower .recision than smaller,
 
simpler models. 
Examples of overextended models in the Uaized Scates
 
are the massive simulations of 1che Delaware Estaar7 
and of the Northeas 
Carridor Transportation Sstam. Cu.mizacizg zhe modelig 
ef-or-s have
 
been the global models of Forrester "d Xeadows and of Hesarovic and
 
Pestel. 
 w_
le many models have technological em hasis, socio-ecfolmi c 
modeling is now beccmizg more ccmon.40 

Issue-oriented studies are ,ulikal7 to be techaicall'7 furthered by

complex computatizonal models. Both simple ccmputaional models and
 
commle descripive 
models may, however, be useful for ex.ositi~on
for instance, showing 
 the hypothet.cal impacts of such diffuse social 
processes as 
the erosion of the famil7 unit. Among the most 
successful
 
of models in :his veim are 
those used Illusrra.ively as modes of inter
ac-.nive communication and of mediation among multj.ipe decision makers. 
Non-tech.ical persous are involved in constn.uct:ng and in using the
 
models-processes that 
lead to faith in the models and to c-=i-ent 
to their prescriptions. 
 Examples are 
the various ecological impact
 
models of C.S. Holling, the sociological gamizg models of Jose Villegas, 
and the multi-attzbute decision models of Ralph eeney ec al. 

Xodes of Valuation
 

'When .?rojec-s have variegacad effacs-each bearing on cheL- overall 
success-accurate evaluation is complicated. 'he ccmplev-=7 is reduced 

39See G.H. Toebes and A.R. Rao; "!---vrotenal Researchment Related to and DeveloDthe Hydrosphere,,; ?aris: 
 Unesco; 1974.
 
4.g., ?. Fleissner; "A Simulaion Model of the Austrian Healh Care
System"; in 
..T.J. 3ailav and M. Thompson (eds.)7 Svst==s Asoecs of Heal:h 



if all copone=:s of effect may be calibrated on a single scale. The 
World 3adc 'has "hus greacIv simpli0"'d and clarified i:s evalatio-. by 
ad==iag as a uni-ersal standard the iuceral rata of recarn for pro
jects. .D, which is concerned "with a more diver3e range of conse
quences, cannot simtlar.7 sim. lif7 its own evaluations. Beefit-cost 
analysis suggests itsel-f as a holistic approach that mi-gh# standardize 
and unif 7 project assessments. Unfortunae!7, it seems :.ha: the state 
of the art at present is mor equal to the challenges posed by A._D ccn
tex:. Just few ofa the =ethcdolog±ial problems faced izclude: 

i. distributional equicy-valuing appropriata7 and differentl7 
gains or losses accru.ing to differenc groups; 

ii. divergent valuation-reconcillng 
the discrepant weights attached
 
to effects by the U.S. and by different groups withia the host
 

nation;
 
i-. valuinag ccmmodit-es 
 in a planned eco-ncmy-havtng, thew-t-hout 

usual useful tool of market valuation, to Judge the worth of 
resources; Second-best paradoxes abcund--requ±:ig shadow . 
prices a-d opportuni- 7 costs (,' part.cular, for scarce foreign 
exchange) to be estimated. 

iv. time nu g-ak-g into account that developin nations 
tend to have high social rates of time preference; 

7. secondar7. and tertar7 effects-tracing through the transferred 
gains and costs to ultimata beneficiaries and losers (including 
externalit 7 effects) ; and 

71. iastiL-zt.ional effac:s .l-,raIu! imoacts that do not ac::--.e as 
monetary gains to individuals, nor even in a surrogate assense 
consumer suzm.lus. lzamples are st-tengthening institu :uonal 
iafrastracture or fostering the auton=y of population subgroups. 



These proble=s will aoc be soon or easily resolved but should be 
addressed. 
 Such ac:tepcs -71 
 help -o
clarify:he u=der.-y4ng philo
sophical problems of valuation and of multiple effec: trade-offs. 
 Com
?late sizgle-scae :educt-ion of effects-e.g., ia a benefit-cost ratio
-ill cot be possible and too zealous efforts to achieve such reduction 
•2j be pe-cious. 
instaad, benefit-cost analysis shculd estimace out
c-rnes along a small number of di-ensons-aliow-ag decislon-makars to
 
I.1ace suitable values on those dimensions. 
 The analyst himself cannot 

"ith assurance make these judgencs (e.g., how to -weight benefits to 
the hill peoples versus those of the valey-deta -una ians, moreover, 

Likely to var-, over time).
 

Innovarive 
=odes of presentation should be essayed. A.Ll ntumbers,
 
vectors, ratios 
 that help decision makers to grasp the essence of t.eir 
choices have value. 41 In 
 the health field, a recent useful creation
is the develcpment of cost-effectiveness 
 analysis.42


anals~s. This enables ana
y17ts to avoid the impossible proble= of assigning a value to 
a human
 
if-e and to 
concentrate instead on best ways of exanding or enhancing
 
Lives 
 "-ith fixed resource cous ctaints. The concept of the qualit7
adjusted life year has 
 been used to capture the difference bet-weea morbid 
life (e.g., end-stage renal failure sustained by dialysis) and fully
 
heal'y 
1ife. This perspective may help to assess .U programs relacing 

to health and 
to food.
 

41-klthough selec-Ive choice of indices ma7 be biased and impair

decisions.
 

4ee M. Weinstein and W;.Stason; "Youdaios 
of Cost-f ectivenass
Analysis for 3ealth and Medical ?ractices"; New ngland ournalofMedicine296(1977): pp. 716-721.
 

http:analysis.42


.Another
aew and pr-mizg =ode of project valuat.on is offered by
=u-l-at:.-buce dacision analysis. This sub--discipijne is conce--ned
 
with valuing different aspects of 0olicy decisions and combining chese 
values to estimate aggregate 'worth. A well-:nowu Pioneering effort in 
this vein was an analysis to determ~. e the best site for a new airport 

for MHe.zx4o City. 

Sub iective Mehodoloqies
 

An importanr Lsight of the 19 7 0's has been recognizing itsthe J. 
of purely objective analys4s. 
 In all sciencific designs, there is a
 
margin where 
 researcher subjectivit 7 reins: df-Icul cho ices that csR
not be wholly resolved on object-lve grounds, but instead require judgment. 
Better desigm shrinks but does not eli4
 vnate this leeway. lnstead then
 
of scorning 
all subjectirit7 in analysis-as has been the case in the
 
past-decision 
makers are learming how to inpterat and to use judg
mental work. The only 6ype of analysis to be scorned is that which,
 
to discourage chaileUngu and magnify
to its own signifncance, claims
 

complete obJectivi-y..
 

The roles 
played by Judgments of individuals in analysis take many 

forms:
 

i. dataestmaon. A i~pled. analysis finds that much of its needed 
data simply does not exist and -=reover may be prohibitively 
.=ensiveto gather. A way around this obstacle is to secure 
expert judgments on vital Parmecers. There are, however, pit
falls. iZperts have in the past been both wrong and biased. 
Analysis based on such Judgments should therefore lay our the 
strategy for obtaining them and the qualiifcatdons of individuals. 

http:valuat.on


I- this way, decision =akers Will be able to judge how far to 
='rst studias 4=cor;ora:.g subjec4ve estimacrons.
 

ii. del:)hi analysis. A =re elaborate strategy for harnessing ax
per: Judgent is through the structured use of exper: groups. 

This is the delphi approach43 whtch solicis individual 
esrtmatlons, checks their consisrenc7 with related, krcwu 
data, invites discussion amor-4 experts on discrepancies among 
them, and obtains reestimation b7 the same panel. Examples of 
applcacion in health are to estimate parameters of inzerest 

in the swine iniluenza decision44 and to gauge the costs of
 
appropriate care for stroke;45
 

iii. 3avesian methods. Techniques for ccmbining e peri=ental in
fomaaion wiLh prior subjective kinwledge are termed Bayesian. 
The theoretmical advantages of this approaqh are winning in
creasing17 
rider acceptance-to the point 'where Bayesian ana
17sis is now being formall7 used in the multi--lion-udollar 
National ealth insurance Study. la decision-making forums, 
considerable resistance to relying on 3ayesian arguments remains;
 

i7. e-oertoanels. 
Going beyond the parameter estimation of delphi
 
methods are expert panel considerations of coplex problems.
 
Such panels are usually mult:i-±Ipscinar 

7 in nature and are 
invited to extend the purvi4ew of their discussions as far as
 
they deem appropriate. The7 may bound the problem, struc.ure 

4N.C. DalkeT; 
"The Delphi Mechod: An _T.erimental SLjdy of Group 

O.pinion"; 
Santa Honica: 
 The ltand Cormoracion (M-58888_.R); 1969. 
44Stephen Schoenbaum et al. ; "The Swine-IniluenzaEngland Declsion"; .TewJournal of edic:.-ie;-295(1976); oo. 739-765. 
45arry Zmlet et al.; 


Carefor Stroke; 
Es tiatad Realth 3enefits and Costs of ?ost-3Mset
3a:i ore: ".aa-17ZIC er'71-ces, --. ;
-



in for thoughc, and conclude 17 proving rec 
enda=ions for
 
action. 
 Salient examples of blue-ribbon panel ana2.7ses 
are
 

the Ford Foundacicn review of energy issues 4 6 and the lational 
Heart and Lung iastitute assessment of the totally implantable 

art.ficial heart; 4 7
 

v. advocacy anal7sis. Advocacy has- so often in the Past been can
sciously buried in anal7sis that the suggestion arises to make 
it explicit, to nanage analys-s so -hat best cases are nade for 
dissonAc points of 7iew. This is intended to clarif 7 points 
and premises of disagreement and to help decision makers est±
mate t-he range of prevailing uncertainty. Advocacy analyses
 
most ofte= occur -rithcut for--al plamning as st,d 7 results are 
challenged by those with differant viewpoi=ts.
 

*The methodologies 
 of subjective analysis are still being developed 
yet offer promise to help to AID i) where data are ofter difficult 
to
 
obtain, ii) where a wide spectrum of divergent value structures are 
relevant to decisions, and i11) where different perceptual.'ways 
of
 
structuring problems (based on variant values, backgrounds, or disci

plinar7 perspectives) are possible.
 

Conclusions
 

This cursory review 
of methods possibly useful in issue studies in
dcates that there is o evaluative technique for all seasons. Choice 
of the appropriate technique will depend on 1) the importance of decisions 

S6~ :eeny, op. cit.
 

47.. Green; The
Toally Impantable Arificial
Vinginaa: Nacional Technical eart; Sprizigfeld,Zaformacion Service (BP-240-320); 1973. 



Paz'-17 dependen: -n the sMudT; budgeti b) cons ra-:.us; ii.-) t -e con
sA'-ai-ns; i7) "-ha iate of available data; v) the ecistence or ac
cepted measures for project success; and vi) the nature of a-=rets 
that "'il persuade the decision-- akin faorum.
 

Sensitive ccpromise between 
 ideal and possible stud7 design is 
essential. Study planners aeed senseto Just how far existing data 
sourzes may reli-edbe on and when they should be augnented "wi:h further 
in-foraricn coileccoin. Somet.ues lini-ed use of questionnares will 
be sufficiant; at other tines, one will fear selectivi:7 of recall or 
of response and will turn to more direct methods. ConsIderacions of
 
expense ili often dictate use of stracified sample surveys rat-her than 
ccmplete car.suses.
 

When .=Dor-:ant sharp decisions 
 depend on research fi-ndizgs, classi
cal exerimental design is attractive. 'Usually it will be found to be 
excessivel7 axpensive-forcing reliance on quasi- -cperimental design=.
 
Whereas best 
 application of the ideal experi.mental design is a science, 
best adaptatiou of quasi-experimental design and of ex.osi-tve modeling 
is an art. Even the tightest scientific designs require subjective
 

iaternretaCeion.
 

Within AM, the 
unique evaluative difficulties place a premiuL on
 
cater--g to subjective concerns. 
 The absence of --ide!y accepted measures 
for project success (especially at the goal level) should lead researchers 
to present and to ax.lain a variet7 of statistcs-selected to provide 
decision makers with the best grasp of alte-rnatives-withi. the cost con
stran= of the study. ITuovati-ve means of incorporating subjec-.ive 
judgments and fitiag them to the perspectives of decision makers (e.g., 



"hrough e;csitve modeling, delphi panels, ad-ocac-yr analysis) should 
be des -gedand pursued. ?erhaps the 4ecosion akars themselves should 
be invited :o Participate in st--ctu._ri g studies. Such participatory 
analysis has in the past had the dual effects of ensuring Chat =o concerns 
7ital to decision makers were excluded and of giving them greater un
derstandiag of-and hence counidence in-the analysis. This cculd help 
AID to improve host nation involvement in its studies. Decision maker 
participation may similarly assist in the difficult problems of valua
t-on. Deux:ercusl7 managed, such srudles nay themselves be tools for 
promoting harmony among parties to decisions. 

Precisel7 because best quasi--periental design in UM v-ll require 
fle-ibly accz-modat:=g situa±oni charac:ar4stics, we must here avoid 
dogmatism in Prescribing ethods. 


