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EXECUTIVE SUMMARY
 

In addition to evaluating its projects to assess their impacts on the developing world,the Agency for International Development (AID) has adopted an agency-wide strategic
planning and management approach--the keystone of which 
 is performance measurement.AID's managers at all levels are strongly encouraged to manage their projects and programsto achieve their strategic objectives (i.e., "manage for results"). This Draft Report was
prepared to help USAID/Egypt reach this goal. 

This is the second Draft Report on Monitoring Program Performance prepared forUSAID/Egypt. The first Draft Report (February 4, 1992) and the current document wereprepared as a result of a technical assistance TDY to the Mission under the PRISM Projectfor A.I.D.'s Center for Development Information and Evaluation (CDIE). 

This Draft Report reviews the status each of the Missions six (6) ongoing strategicobjectives, provides a newly revised version of its new environmental objective, and presentsseven (7) recommendations to improve the management of Mission-wide strategic Planning.Chapters III and IV of the Draft Report review performance indicators the Mission iscurrently using or intends to use. Next steps the Mission should undertake to complete orimprove their performance indicators are also suggested. This Draft Report and the
predecessor report are designed to help USAID/Egypt establish 
a Program Performance

Information System (PPIS) and to facilitate Mission-wide strategic planning management.
 

The recommendations are to:
 

* 
 Use Performance Measurement Information; 

" Improve Mission Communication; 

* Re-examine Staffing Resource Needs;
 

* 
 Integrate Mission Projects and Strategic Objectives;
 

" Link Mission Monitoring with Strategic Planning;
 

" 
 Place a Greater Emphasis on People-Level Impacts; and, 

" Develop Performance Indicator Specifications. 

The rationale for each of these recommendations is provided in the report as well astables and summaries which provide supporting information on program performance
indicators, baseline data, and expected outcomes or targets. 
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CHATER I
 

INTRODUCTION
 

A. 	 Purpose and Scope of Work
 

The primary purpose of this report is to help USAID/Egypt establish
Performance Informatir, 	 a ProgramSystem 	(PPIS) for the key programmatic areas of its portfolio. Thesecondary purpose of this report is to provide preliminary feedback to the Mission onsubstantive issues that emerged during 'ur review. 

When the PPIS is installed, USAID should be able to identify the information thatwill be 	needed on a regular basis to judge the impact of its portfolio in various programareas 	and i. the achievement of program goals. This informaion will be used for theMission's own management purposes and for reporting to AID/Washington and Congress. 

B. 	 Organization of the Report 

This report is based in part on an initial PRISM TDY to USAID/Egypt in February1992, 	 during which a draft 	final report was produced, and the current PRISM TDY toUSAID/Egypt (from May 15 through June 4, 1992).
 

The first part of Chapter II reviews the Mission's strategic objectives developed in
February 1992. The second part of Chapter II presents and discusses the Mission's newstrategic objectives and how they relate to program goals, the indicators and data sources to
be used for monitoring each strategic objective and the program outcomes.
recommendations are Specific
made for further refinement of the objectives, for developingperformance indicators, or for developing related performance monitoring systems. 

Chapter III discusses monitoring of performance indicators. Chapter IV reviewsbaseline 	and expected outcomes. Chapter V lists recommendations. Chapter VI outlines thenext steps to further develop, implement and monitor a Program Performance Information
System. 
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CHAPTER II
 

STATUS OF MISSION STRATEGIC OBJECTIVES
 

In this chapter we initially review the Mission's six strategic objectives in terms of themajor changes that have resulted since our February
(Section A). Late 

1992 PRISM Technical Assistance TDYin Section B we review the Mission's two new strategic objectives-- theEnvironment and Democratic Initiatives--which were not part of our original February TDY. 
The changes to the original six strategic objectives (Section A) range from significant(i.e., deleting an entire strategic objective), to mndest (i.e., rewordingto minor (i.e., adding a program outcome),or dropping some performance indicators). For example, in the case ofthe Education strategic objective developed in February the Mission has now decided tophase out all activ'ties in this area; in the area of Health, the Mission hasstrategic objective away from now reoriented itsan exclusive focus on cost recovery and so on. 

These changes have come about for several reasons.Mission Strategy Plan provided First, the February Drafta single integrated document which allowed staff to assesscomparative strengths and weaknesses of each objective in terms of supporting the overallMission goal. Second, the Mission held a senior level retreat to discuss the Plan after it wassubmitted to the Mission Director. Third, within several Mission Offices there
discussion among staff, Office Directors, was
and the Associate Directors about the Plan. Finallythere was active debate about the Plan among staff in the Program Development and SupportOffice. Doubtless there were other inputs and 
we view all of these activities as positive
Mission-wide exploration of its strategic planning process. This chapter will focus on changesat the strategic objective and program outcome levels and Chapter III will focus on changesat the performance indicator level. Now to a brief over-view of the major changes in the

strategic plan.
 

PART A

ORIGINAL STRATEGIC OBJECTIVES
 

STRATEGIC OBJECTIVE No. I
Increased macro-economic stability and market pricing.
 

This objective is supported by two program outcomes, both of which have activitiesshared by other offices. This objective has remained unchanged in strategic terms. TheMission has defined the areas of the objective in its Country Program Strategy FY 1992­1996, the Economic Reform Annex, the Water and Wastewater Annex, and the Health
Annex. 
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STRATEGIC OBJECTIVE No. 2 

This objective, "Increased private investment and trade", is supported by fiveprogiam outcomes, two of which have activities shared by other offices. This objective hasremained unchanged in strategic terms. However, two program outcomes were merged as aresult of the Mission retreat. The Mission has defined the areas of the objective in itsCountry Program Strategy FY 1992-1996 and the Private Sector Annex. 

STRATEGIC OBJECTIVE No. 3 

The current Agricultural strategic objective is to promote "Increased production,productivity and incomes in the agricultural sector." 
program This objective is supported by threeoutcomes under the same strategy. The strategic objective and the programoutcomes as well as their indicators remained largely unchanged for this sector.change was The majorto drop the program outcome on new roles." The program outcome 

"Reformed public sector institutions to reflectwas assessed as "cross-cutting" and essentially includedin the other three program objectives, and therefore did not warr-it being included as a standalone program outcome. Two indicators were dropped because they were viewed asredundant with other indicators in the strategy. For example, "per capita income growth ratefrom agriculture" was seen as 
and subsequently eliminated. 

largely derivative from "income growth rate from agriculture"Further discussions did not change the basic structure orcontent of the strategic objective or the program outcomes, except to desegregate some of theindicators (eg., agricultural production) by crop since it is obvious that there is considerablevariability in agricultural productivity by crop type. 

The program outcomes for agriculture also pertain to program outcome 1.2 : "Percentof O&M and capital costs recovered for irrigation." 

STRATEGIC O9JECTIVE No. 4 

'The current Mission strategic objective in Population is to "Increase the level andeffective use of modern contraceptive methods."

three program This objective is directly supported by
outcomes under this same strategy. The former objective was very similarlyworded but seen as supporting the Mission subgoal of Increased Economic Growth
(PROGRAM SUBGOAL I). The objective has 
now been moved to support PROGRAMSUBGOAL II--Enhanced Human Resource Productivity and Quality of Life. This switchrepresents the view that the Population strategic objective is now seen more as a way to
assist Egyptian families in choosing appropriate family planning methods to achieve more
immediate, people-level impacts on the human dimension (SUBGOAL 1). This is in contrastto viewing the Population Strategic Objective as a means to limit total population size inorder to curb the growth rate--so that it keeps pace with available resources. The programoutcomes for population remained essentially unchanged since February except for someminor rewording of program outcome 4.3. 
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There was significant discussion within the Mission about whether the Office ofPopulation coi'ld realistically be held accountable for Egypt's Total Fertility Rate and thisissue is discu,sed in Chapter 111. 

STRATEGIC OBJECTIVE No. 5 

The current Mission strategic objective in Health i,io "Improve Maternal and ChildHealth." This objective is supported by four program outcomes under strategic objective 5and one program outcome under strategic objective I (cost-recovery). The former healthstrategic objective had a very pronounced "cost-recovery" focus while the present one ismore consistent with a broad-based effort to improve maternal and child health--with costrecovery seen as a strong component. 

Cost recovery is viewed as an important forward-thinking health strategy but progresswill be slower than originally planned. The Office of Health has now identified someconstraints to more rapid progress in institutionalizing cost recovery in Egypt such as theneed for a Presidential decree or similar authority to permit facility directors to collect andretain patient fees. As a result a project redesign in cost recovery is underway and someindicators previously at zhe program outcome level have been scaled back and will nowmonitcied closely at the project level. 
be 

There were no other significant changes in the Mission's earlier plan to maintain itshigh level of immunization coverage for the basic six communicable childhood diseases,improve its case management of acute respiratory disease (ARI), and improve access
perinatal ca,-e. 

to 

STRATEGIC OBJECTIVE No. 6 

The present Mission strategic objective for the Urban Infrastructure seeks "Increasedaccess to, and efficiency and reliability of, public utilities in urban target areas."objective is supported by four program outcomes under the same 
This
 

strategic objective. The
strategic objective and program outcomes in the February TDY report
substantially following a were changed
senior USAID management review recommendation that this
strategic objective be re-examined. 
conceptualization 

A UAD-PDS working group assessed theof the strategic objective and the prGgram outcomes and their presumed"cause-effect" linkages and concluded that the strategic objective neededsince it was to be re-definedtoo vague in its reference to "enhanced public utilities in urbm areas." .Theyfelt that the purpose of USAID's assistance (and therefore the strategic objective) to "increaseaccess to reliable and efficient public utilities in urban areas" should be made more explicitin the strategic objective statement, which led to the current version of the strategic
objective. 

Program outcomes were evaluated to gauge their support for the new strategicobjective and it was concluded that many of the program outcomes in the February draft 
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should be elevated to the strategic objective level since they now more accurately representedthe purpose of the re-defined strategic objective, and that new program outcomes should bedeveloped that contribute to strategic objective achievement. The current program outcomeswere included as the program "means" for reaching the strategic objective. Some of theprogram outcomes in this sector that were also included in other sectors (e.g., % watercoverage was also in the health sector) were removed from Infrastructure and cross­referenced with the other sector. Also, the new version of the plan added a programoutcome on "Enhanced GOE Management Capability" to respond to the need to enlarge thetechnical capacity of public utility personnel (e.g., utility management, operations andmaintenance staff) in the belief that this would directly contribute to the strategic objective. 

Meetings with USAID staff and management produced some fine tuning of indicatorsand a realization of the potential cost and complexity of the data collection that will be
needed 
 to implement the performance measurement system. For most of the indicators, asan example, there is no one source of national data. Instead, data will have to be collectedfrom the various utility authorities in Cairo, Alexandria, Canal Cities, and so forth. 

Information from the Infrastructure sector also contrioutes to program outcomes infour other sectors: Macro-economic Stability (program outcome 1.2, O&M cost recovery forpublic utilities); Increased Private Investment and Trade (program outcome 2.6, urban
infrastructure capital expenditures 
 for targeted industrial areas); Health (5.2, urban water andsewerage coverage); Environment (7. 1, Improved Water and Energy management). 

PART B 
NEW STRATEGIC OBJECTIVES 

As previously discussed, the following two strategic objectives (No. 7 and No. 8)were not originally discussed during our February TDY and so we will report here on our
initial work with the Mission to articulate these objectives. The Mission has established 
a
new Office in the Program Development and Support Directorate to focus on environmental
issues and is about to establish a new office to focus Democratic Initiatives (DI). TheMission received a Bureau-sponsored TDY on the environment (PRIDE) in late February,
just after our initial PRISM TDY. As a result, the Mission's environmental strategic
objective--described below--reflects that input. As to the DI strategic objectives, the Bureau
plans to send a specialist in late August for an extended 
 stay to work exclusively on DI withMission staff. Therefore we spent little time on DI during our present visit. 

STRATEGIC OBJECTIVE No. 7 

1. Rationale 

Humanitarian assistance and broad-based, sustainable economic growthcontinue to be A.I.D.'s overall goals throughout the developing world. At one time, it was 
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viewed that a newly deve!oping country could not substantially improve its growth withoutadversely affecting the environment. Or at best, environmental degradation and naturalresource base depletion were seen as an
development. But more 

unwanted but necessary consequences ofrecent evidence suggests that sustained economic growth can not beachieved without careful environmental consideration. As a result, AID has adopted a farreaching policy which seeks to protect and enhance the environment of developing countries.The position of the Agency is that environmental degradation is a significant threat tosuccessful development and negatively affects the quality of human life. 

Recognizing this close linkage between economic growth and available natural
resources 
 in Egypt, the Mission's environmental sLrategic objective is to "Enhance theprotection of fresh water and urban air quality". This objective reflects the Mission'sview that the most serious environmental threats to growth in Egypt are the degradation anddepletion of water and the pollution of urban air. These two categories--water and air--havebeen identified by the Agency (Environmental Strategy Framework, April 1992)emphasis areas. as majorFurther, both categories are emphasis areas in the Near East Bureau'sEnvironmental Strategy. 

The new Office of Environment has proposed this strategic objective with theunderstanding that it is tentative and further articulation is needed--includinginput. Bureau-levelThis reflects their concern that Mission projects in water and wastewater (and inagriculture) provide a focused and strong foundation to achieve the "water" component oftheir objective. The office also recognizes that Mission projects and activities to support the"air quality" component are less intense and less well focused in terms of meeting theirstated objective. In part, this reflects the fact that several ongoing projects in the powersector will not make a direct impact on urban air quality over the shr term. Also, severalprojects in the former S&T Office that have the potential to enhance urban air quality wereinitially designed as "model projects"
influence 

to be emulated rather than to have a significant, directon air quality over the next 5 - 8 years. With this caveat in mind, the remainingdiscussion focuses on the program outcomes. 

Three program outcomes have been identified (see fig. 1) by the Missionits environmental strategic objective. to achieve
 
Egypt is an 

The first is Improved Water and Energy Management.
arid land which suffers from periodic water shortages and deficits 
as well asincreasing degradation of it main water supply--the Nile River. The Nile is the primarysource of drinking water for 80% of all Egyptians. The Nile River is also the repository of asignificant amount of wastewater from urban and industrial sources including raw sewerageand agricultural chemicals. So unchecked pollution of the Nile seriousiy threatens theprimary supply of potable water for many Egyptians and increases their likelihood foradverse health conseqLences. Further, since over 80% of Egypt's water consumptionsupports agricultural production, attempts to improve water quality and conserve watershould also facilitate the productive use of water. For example, treating waste dischargesbefore they enter agricultural drains should significantly improve the potential for waterreuse. USAID-supported water and wastewater projects will help to piotect water quality and 
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conserve water while the Mission's programs in irrigation management should lead to moreefficient water use and more equitable water allocation. 

Improved management of energy--like water--also supports the Mission'senvironmental strategic objective. The air in two of Egypt's largest cities, Cairo andAlexandria, is heavily polluted with uncontrollea emissions from automobiles, trucks andbuses, and from industries located near those cities. Pollutants include heavy metals, carbonmonoxide, oxides of nitrogen and sulfur, and ozone. Continued exposure to thesecontaminants leads to high levels of chronic and acute respiratory disease, which in turn leadto reduced worker productivity, shortened life-spans, and a much poorer quality of life formost Egyptians. Decreasing air pollution from industrial
environment and, over the 

sources can contribute to a healthieriid- to long-term, increase worker productivity. USAIDinvestments in power generation will enhance the efficiency and environmental soundness ofenergy production and thus lead to reduced air-borne emissions. Other Mission investmentsin industrial pollution prevention, energy conservation, and waste minimization will also leadto improved urban air quality. 

The second program outcome to support the Mission's Environmental objective isimproved market pricing in electrical and water services. At present the Government ofEgypt (GOE) heavily subsidizes electricity and water asresult, well as other commodities. As athere is little or no monetary incentives for prudent use of electricity and water.Mission policy reform objectives to gradually reduce these subsidies andcurb wasteful use recover costs willof water and electricity. This in turn should reduce unnecessary need forthese commodities and thus conserve water and decrease air pollution. 

The final program outcome to support the Mission's environmental strategic objectiveis to strengthen its own internal management of environmental issues. First, the Mission willreview all its ongoing projects to recommend 
beneficial. how to make them more environmentallyThe ?vfission may want to begin the review with projects in energy, water andwastewater, and irrigation since these are already "engaged" in high priority Mission­emphasis areas. 
Other projects should be reviewed to see if an environmental componentbe added. Second, the Mission may want all new 

can 
or amended projects to be reviewed by theOffice of Environment and formally cleared prior to project start-up.
should focus on If' so, these reviews
ways to improve the environmental potential of each project.
office's pro-active role, criteria for new 

To further the

project selection should include aenvironmental factor" "weightedto emphasize the renewed importance the Mission now places onachieving positive environmental impacts. 

2. Performance ndicatorsandDataSources 

Performance Indicators: 

0 Volume of wastewater treated.
 
(Data Source: Mission-wide 
Water and wastewater Project Reports) 

1644-i9.D3 
7 



* Populations in targeted areas whose wastewater is collected, treated, and 

discharged
 

(Data Source: Census tract reports and project design papers)
 

3. Outputs. Indicators. and Activitiesmoam 

As discussed above, three programs under the Office of the Environmentsupport this objective. Data for two of these Program Outcomes--No. 7. I and 7 2already being collected elsewhere in the Mission . --are 
be necessary. at various levels but some refinements willFor example, indicator data on water to support Program Outcome No. 7.1comes from Program Outcome No. 3.3. Indicator data on improved energy management willhave to be identified from individual power project-level documentation and M&E datasources or from Program Outcome 6.4. Likewise, indicator data for Program Outcome 7.2will come from Program Outcome 1.2. For example, cost-recovery of water and seweragesystems as well 
 as cost recovery of electrical generation and distribution systems are
candidate indicators. Their sources and the program activities which describe them areunder the appropriate Program Outcomes. The Mission Evaluation Officer should work

listed 
closely with this new Office to finalize its strategic objective, identify indicators, anddetermine data sources. 

The final program outcome--No. 7 .3--under the Environmental strategic objectives isdescribed below. The reader should note that in most other programthis document and its predecessor (February, 
outcomes described in1992), projectsprogram outcomes. are the backbone of theHowever, activities to be initiated by the newly formed Office ofEnvironment, rather than discrete projects under their direct control, will be the mainstay ofOutcome No. 7.3.
 

Program Outcome No. 7.3: 
 Strengthen Mission environmental mann ement. 

Outcome Indicators: 

* Environmental Project Reviews (EPRs) completed for existing projects. 

* Environmental components added to existing projects. 

* Percent of new or amended projects cleared by Office as environmentally
beneficial in support of Strategic Objective No. 7. 

* 
 Changes to new project selection criteria which incorporate "weighted
a 
environmental factor". 

(Data Source: Program Development and Support Directorate) 
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STRATEGIC OBJECTIVE No. 8 

The Democracy Initiatives stiategic objective is still under development. A strategywill be formulated this summer by the Mission with Bureau-level input. The only projectactivity currently in this area is Local Development II which is ending.assessment studies are underway. However, three
The first is a desk study on political economy looking atmajor interest groups and opportunities for reform. 


and legislative systems. 
The second is a review of the judicial
The judicial study is looking at the possibilities of trainingprofessionals in the judicial system, how court administration works, the possibility of a legaldata base and the rationalization of laws. The third assessment is looking at local andnational elective systems, non-government organizations and media systems. 

These assessments and a late August TDY by NE/DP (Bill Cole) will be used todevelop the Mission's strategy. The Mission Evaluation Ofticer will work with the office toarticulate the strategic objectives and program outputs and to develop indicators of
performance. 
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CHAPTER III 

THE PERFORMANCE INDICATORS: PROCESS 
This chapter reports information for the performance indicators on their respectivedata collection processes, for each of the strategic objectives and program outcomes, usingseveral categories of descriptive information, suchresponsibility for data collection, estimates of data collection cost, data quality, and so forth.We also collected data on strategic objectives and program outcomes - baseline and expected 

as the source of data for the indicator, the 

values - which are reported in the next chapter. We applied a standardized data collectionprotocol to ensure comparability across the various sectors. 

In the remainder of this chapter we present a guide to Table 3. 1 that summarizes whatwe found about the performance indicator process in the Mission. We will include a tabularsummary of the information in Table 3.1 in Table 3.2. The guide defines the data fields inthe protocol that are presented in the table so the reader may easily interpret the informationprovided. We then present a brief narrative that highlights some major findings. The chapterconcludes by outlining what needs to be done next for selected strategic objectives. 

Guide to the Table 

In examining the table, the reader should pay particular attention to the differences inthe table values for each field (e.g., responsibility) withindifferences across an strategic objective as well as thestrategic objectives since there is considerable variability in some fields.We have also provided a summary table total for each field so the reader can appreciate thepattern of results for each field. 

following presentation 

These patterns will be briefly noted in the discussion
of the table. The definition for each field (i.e., column headers)
follows:
 

Responsibility: 
 USAID office, and person(s) within that office, that will be the main
contact for information on performance data for an 
indicator.
 

Indicator Unit: the unit of measurement (e.g., percent, percent change, 
 number oftimes an event occurs, score) of the performance indicator. 

Written Definition: is there a written definition for the performance indicator? 
Level: at what level (e.g., national, regional, city, project area) is the performance

indicator ? 

Source Code: what is likely to be the actual source of data for an indicator (e.g.,GOE, USAID, other donor) ? 
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TABLE 3.2 SUMMARY INDICATOR DATA 	PROFILE 

SUMMARY- S1 

19 Indicators 
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Mission Cost: range of cost for the Mission to collect the data - LOW is less than$500 and/or two person days of effort; MID is between $500 and $2,000 or between 2 to 6person days; HIGH is more than $2000 or over 6 person days. 

Data Quality: range from very high quality (A), high quality (B), mediung quality (C),to low quality (D). 

Data Format: codes include paper (e.g., USAID report, GOE published data),standard diskette, non-standard diskette, or LAN (local area network). 

Scheduled Collection: periodicity of data collection for baseline and expected data(e.g., annualiy, semi-annually, monthly). 

Table Highlights 

Table 3.2 tabulates the responses recorded in table 3.1 in a way that reveals severalinteresting findings. First, for most the strategic objectives, Mission Offices need tocooperate with each other to obtain performance data and determine if that data is to be usedfor policy and program decision making. Strategic objective 3, for example, requirescollaboration among several offices within the same
objective office (e.g.,DR), while strategic
I requires cooperation among staff in different offices (e.g., DR,TI, HRDC). 
Of those reporting an indicator unit, 86% chose a quantitative performance indicator,with approximately 55% proposing some 


suggests the potential for more rigorous 
form of ratio measure. This is encouraging. It
measurement of Mission performance. Also, this
finding is supported by the fact that a majority (54%) of those responding to the "written
definition" question reported that they had written a definition for their proposed 
measure.
 

It is also encouraging 
 that about 70% of the data reported enables national levelanalyses, although this pattern is decidedlyinfrastructure. not the case for strategic objective 6, urbanFor this strategic objective it will be necessary to work closely with severaldifferent municipal public utility authorities (e.g., Cairo, Alexandria, Canal Cities, ProvincialCities) to secure 
the required data and then develop a national-level analysis based on 
thelocal experiences. 

While USAID has access to much of these data, the GOE will need to remain anactive partner in the data collection process since it appears to be the source for over 50% ofthe required data. This dependance on
objectives, 

the GOE for data is fairly uniform across the strategicwith perhaps less dependance in strategic objective 4, but total dependance instrategic objective 6. 

In terms of cost and quality, the findings are very promising. Mission staff reportedlyare very optimistic that they will be able to collect good data at low cost. Most of these datawill be in a paper/hardcopy format, which will have to taken into account in data processing 

144-OO9D3 
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and analysis. Finally, these data should be available on an annual basis which will help toconstruct time series analysis--critical for setting program outcomes and targets and formeasuring interim progress. 

Recommended Next Steps 

STRATEGIC OBJECTIVE No. I Increased macro-economic stability and market pricing. 
The indicators for strategic objective

mission's strategy report and 
I were replaced by the indicators developed in thethe annex on policy reform.strategic shift. The changes do not reflect anyThe shift does reflect the need

economic indicator data base. 
for the EAS office to create and maintain anThis data base would then become the consistent source ofeconomic data for mission documents instead of each report requiring the gathering of data. Thedata base needs to include indicators used by the strategic plan, indicators in the policy matrix,and indicators needed by mission management,

principle possible data sources 
the GOE, the World Bink, and the IMF are thefor this Mission economic indicator data base.needs to be placed This data baseon the LAN and given read-access to the entire mission. 

STRATEGIC OBJECTIVE No. 2 Increased private investment and tra-. 
The TI Office needs to complete the collection of baseline and expected outcome data.Values for the stock exchange information requires the weekly collection of information fromthe newspaper and 

STRATEGIC OBJECTIVE No. 3 Increased production, productivity and incomes in theagricultural sector. 

ACE Staff need to reach closure on definitions and indicators for several of the strategicobjective and program outcome indicators marked as TBD in the table.to collaborate on indicators for program outcome 3.3, Increased efficiency of land and water usefor agriculture. 
ACE and ILD staff need 

ILD staff also have to contribute to the provision of data to program outcome1.2, percent of O&M and capital costs recovered for irrigation. 
STRATEGIC OBJECTIVE No. 4: Increased level and effective use of moderncontraceptive methods. 

Population Staff need to reach closure on the definition for Use Effectiveness Rate. 
STRATEGIC OBJECTIVE No. 5: Improved maternal and child health. 

Health Office Staff need to give additional thought to the measurement of cost recovery,and as this project is redesigned to move these indicators from the project-level to the programoutcome level. 

1644-009D3 
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STRATEGIC OBJECTIVE No. 6: Increased access to, and efficiency and reliability of,public utilities in urban target areas. 

UAD staff need to provide data for the data fields marked TBD in the table understrategic objective 6. Equally important, UAD through its water and wastewater projects mustprovide performance data which are needed by threeobjective other strategic objectives: strategic1, Increased macro- economic stability and market pricing; strategic objective 2.Increased private investment and trade; and strategic objective 5, Improved maternal and child
health. 

644-009.D 19 



CHAPTER IV 

PERFORMANCE MEASUREMENT INDICATORS:
BASELINE AND EXPECTED OUTCOMES 

This chapter continues the discussion begun in Chapter III on performance measurementindicators. The prior Chapter focused on key background features and characteristics associatedwith the data such as quality, cost, availability, and source. Building on this information,Chapter IV summarizes the two data characteristics essential for strategic planning management,namely, baseline data and expected outcomes (or targets). Dataoutcomes on baseline and expectedfor the six strategic objectives--
summarized below in Table 4. 1. 

and each of their respected program outcomes--isAll cells in the table contain either numeric data or the term"TBD" which indicates that either (or both) data sets were not available. Where a cell is labeled"TBD", discussions were held with those responsible for collecting the data about their near termplans for obtaining missing data. If there was no plan for data collectionrevised its indicators since our last visit in February, the indicator 
or the Mission had 

Table, was dropped. Following thewe will recommend next steps for selected strategic objectives and performance outcomesin terms of needed Mission-level actions. 

Baseline Data 

Baseline data characterize the present time or the most recent data available. The datatell u,what is the value (or benchmark) of the performance indicator now.agriculture as a share of GDP" is the indicator, the current level for 1992 or the closest possibleprior year represents 

1992, some 

the baseline. The data for baseline will vary considerably (i.e., 


For example, if "% 

in 1991, some in 1990, some inand so forth) accordingavailability from the GOE to project time schedules;or other source, or timing of a USAID special study. The data as wellas the source are identified in the table and the source is identical to those listed for eachstrategic objective from Chapter III. 

Expected Outcomes (or Targets) 

Expected outcome data refers to an estimated value for the indicator at some future time.For a strategic objective, this time covers a 3 to 8 year "window".
value for the agriculture production example cited above refers 
For example, the expected
 

will contribute to the expected % agriculture
to the GDP sometime in 1996. This longer "window" was selected to reflect
the fact that many programs take some time for their impacts to surface at the strategic objective
level as well as measurement qualities of some performance indicators which show little changefrom year-to-year regardless of the impact--so-called measurement "insensitivity". The lessenedtime period for expected outcomes (or targets) associated5 years, based 
with program outcomes is from 2 toon the assumption project results affecting program outcomes wouldgenerally surfaced by then. 

have 
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TABLE 4.1 INDICATOR DATA
 

PROGRAM GOALPolitically moderate governments 
:Peaceful transitions 

Freedom House Index 

Leadershipin 
 the Middle East Process 
Trends in GDP ner capita 

PROGRAM SUBGOAL I,Annualoer caoita GDP growth rate 
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PROGRAM OUTCOME NoPolicy score 1.1card basedon benchmarks 
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Percent of O&M and capital costsrecovered for irrigation 
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TABLE 4.1 INDICATOR DATA 
:l 
 Valucs 

iBasc -
STRATEGIC OBJECTIVE No. 2 incExports of GNFS as percent of GOP 

'Year Outcome Year) 
Private Sector share of investment'nvestmentas percent of GDPF 50 FY9 

191 FY91 I21F9
Number of registered private companies 

PROGRAM OUTCOME No. 2.1

Policy score card based on benchmarks FY92 ble
No. ot state-owned enterprises sold 

Ac rotess FY98 
Value of slate-owned enterprises sold u0FY92 1 A0 F;Y ;
0! FY92 TB,
 
PROGRAM OUTCOME No. 2.2 

No of U.S.- Egyptian trade links -Agencydistributors agreements) 
I

'No. of CP usersNo. of IESC clients 

PR OG RAM O UT C OME No. 2.3 

,Names of specific institutions and their related

'products and services by categories)
'Tradingvolume of the stock on
 

;stock exchange ­ shares traded 

.'T TBDFY
ra di ng vo lu m e of th stoc k o n _7
Stock exchange - issues traded ! 

Institution performance (No. of members of 50 FY92 
IB 

membership Io aan.or magnitude of service delivery)New kinds of financial instruments 
I 

PROGRAMOUTCOME No. 2.4
No 
 & pct. of SME receiving credit from SMEdevelopment 
 proyrams and commercial banks
'(at positive real interest rates) 

,Time needed to recover 

, 
600 FY90
the cost of SME service i 60 FY97 

-0.000
inAID-proarams 
; F-Y97
1 2 FY90 2! FY97 11

IPROGRAM OUTCOME No. 25 

Total urban infrasructue& ,,,cpital expendituresi,

(water, sewerage, power, and telecommunications) 

provided to targeted areas 

I
 
Pct. of total urban infrastructure capital expenditures 
 I 

I (water, sewerage, power, & telecommunicaon) 
-_ 

inareas targeted for industrial & commercial roth 
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TABLE 4.1 INDICATOR DATA 
-
B V a -

Base-
STRATEGIC OBJECTIVE No. 3 

Agricultural oroduction growth rateValue Adde-AqIcuture I 
 2-2.11
ArIculture GDP 1T4D 
Growtn rate in agricultural- ITDfactor productivity 1
Growth TBDrate of oer capita income from agriculture 

0.00: 1992 


PROGRAM OUTCOME No 31
,Policies reformed (by type) 
!
Production by the private sector 10 1992 
- machinery

Production by the private sector 50; 19921
- fertilizer 
Production by the orivate sector 

II 0 1992 

- other 

Marketin 0 1987
by.the orrvate sector 1
- machinery
Marketing by the private sector 60 1992 1
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Marketing by the private sector 01 1991 I
- other I 
 01 1990 I
Post harvest private sector processing of fruits & vegs 

901
Post harvest private sector processing of grain
Post harvest private secn'..r processing of Fibers 
50 1992 1 

0- 1992 I
Post harvest rivate sctor processing of others 

50. 1992 1
Post harvest pr.vate sector marketing 
TBD
. TBD 

PROGRAM OUTCOME No. 3.2

No of improved production, processing
:and marketing technologies developed I
 

301 1992
No. of farms adopting improved technologies 
TBD 
 iTBD
No c'20n-farm firms adopting_mproveo technologies 

71992
New seed technology applied to seed grain . Tand production 
I 
 15' 1992


Coverage at improved seed quality controlfor all locally produced seed 
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Coverage of improved seed quality control for all 

35; 1992! 
impor. ",and exported seed I


19 9 2
tGovernorate extension offices renvoated/ equipped 
35. 


I 
 4 1992
District extension offices renvoated/ equipped 
24: 199275 
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TABLE 4.1 INDICATOR DATA
 

STRATEGIC OBJECTVE No. 4 

Conceotive orevalence rate (CPR)

Use effectiveness rate 


PROGRAM OUTCOME No. 4.1
 
Couple years of protection 
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Short-term n-country training in family planningShort-term n-country training in family planningShort-term overseas training in family planning 
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National-level family planningp 
 conferences held
Governate-level family planning conferences held 
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moltt ae43.6 
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TABLE 4.1 INDICATOR DATA
 

STRATEGIC OBJECTIVE No. 6 
 7 
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As will be seen in the taule, not all of the strategic objectives and program outcomesfollow these guidelines exactly.
collect data. 

That was fine for this initial attempt to identify these values andAll of the Mission staff who participated in the process were told that they wouldhave the opportunity to adjust their baseline and expected estimates as new or better informationbecame available. At the same time, we discourages the "re-setting" of baseline in the absenceof a justifiable (and documented) reason such as improved data quality. 

"Setting" Targets 

Mission staff set targets. In so doing, we encouraged staff to review existing data (e.g.,trends), weigh the constraints to program success series, and determine what they believed tobe a target that would allow them to feel that program or project was a success.we discouraged Ia oher wordsstaff from stretching too far or cautiously underestimating the impact of theUSAID intervention. 
 We also stressed the iterative nature of the process and encouraged staff
to fine tune their estimates. We stressed that the credibility and usefulness of the data forstrategic planning were the most important criteria for assigning actual values to the indicators. 

Baseline and Expected Outcomes: Recommended Next Steps 

STRATEGIC OBJECTIVE No. I
Increased macro-economic stability and market pricing. 

The government of Egypt, the World Bank, the IMF and AID areeconomic reform. working for majorThe Mission has set high expected outcomes at the strategic objective leveland has outlined a step-by-step process for achievement at the program outcome level.and Closefrequent monitoring will be necessary. This strategic objective will require a narrativesection in the annual report to explain program activities and economic changes. Changes ofyearly targets and dates for expected results will certainly occur as economic reforms are putinto place. 

Time-series analysis was not used to compute the expected outcomes.
are Expected outcomes
the result of the economic model being used by the policy reform activities. 

STRATEGIC OBJECTIVE NO. 2

Increased private investment and trade.
 

The expected outcomes at the program outcomeactivities. level are closely linked to programUsers of AID services, distributors agreements, state-owned enterprises sold, andpercentages of AID infrastructure targeted toward investment canactivities. be closely attributed to AIDThe development of the stock exchange and changes in banking practices will requireadjustment in expected outcome as they occur. The achievement at the strategic objective levelrequires that both the program activities of the trade and investment office and the EAS officesucceed. The expected outcomes for these indicators will require a dialogue between these two
offices. 
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Time-series analysis was not used to compute the expected outcomes.are Expected outcomesthe result of a review of current project activities and expected results of privatization andthe opening of the private sector. 

STRATEGIC OBJECTIVE No. 3: Increased production, productivity and incomes in theagricultural sector. 

ACE and ILD staff need to collaborate on indicators for performance outcome 3.3,Increased efficiency of land and water use for agriculture. ILD staff also have to contribute tothe provision of data to performance outcome 1.2, percent of O&M and capital costs recovered
for irrigation. 

STRATEGIC OBJECTIVE No. 4: Increased level and effective use of moderncontraceptive methods. 

Staff from the Office of Population have identified a principle problem with theestimation techniques for their use effectiveness measure under this strategic objective. They arecurrently working to resolve this issue and, based on the technical resolution achieved may "re­set" their estimate for 1997. Staff have set expected outcome measures for program outcomes4.1., 4.2 and 4.3. However, over the next few years they should try to upgrade from "numbers"of people trained towards either a ratio or percent in order to get a better frame of reference forprogram impacts and eventually move toward the concept of the percent of "unmet need"
realized. 

STRATEGIC OBJECTIVE No. 5: Improved maternal and child health. 

Staff from the Office of Health need to establis'i a baselineaware for the percent of mothersof signs of ARI and who seek treatment under Program Outcome 5. 1.provisional expected outcome has been set, this should be "re-set" 
While a 

has once a reasonable baselinebeen determined. Under Program Outcome No. 5.3, staff should give some additional
thought to the issue of whether or not the expected outcomes for vaccination coverage--maintain
current levels--is appropriate. Other concerns that surface which have implication for baseline
and outcome setting are: Have we have reached sufficiently high coverage-rate levels (based on
WHO standards and what are the marginal costs associated with elevating these rates? Do we
need to refocus our efforts even more on sustainability? What is the implication of proposed fees
for previous free vaccines?
 

STRATEGIC OBJECTIVE No. 6: Increased access to, and reliability of, public utilitiesin urban target areas. 

UAD through its water and wastewater projects must provide performance data whichare needed by three other strategic objectives: strategic objective 1,Increased macro-economicstability and market pricing; strategic objective 2, Increased private investment and trade; andstrategic objective 5, Improved maternal and child health. 
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CHAPTER V 

RECOMMENDATIONS 

This final Chapter summarizes seven (7) recommeidations whichMission we encourage theto review and consider in order to enhance strategic planning management. We havegrouped these recommendations into four categories, namely ORGANIZATIONAL
DEVELOPMENT, POLICY ANALYSIS, PLANNING, 
 and TECHNICAL. We recognizethe inter-related of several of these recommendations and hope that the Mission will move tofully implement them over time. 

ORGANIZATIONAL DEVELOPMET 

Management needs to Use Performance Measurement Information. 

The credibility of strategic management in USAID will be strengthened greatly by thevisible use of performance information in policy and program decision making. This willhelp make "managing for results" a reality since to know results you will have to measureperformance. Managers should support the strategic management process by routinely usingperformance data in decision making; and, the Mission should require that all program andproject support requests be justified by performance data. Staff charged with collecting andanalyzing these data will be encouraged by knowing that their efforts produce informationthat in fact is used. Credibility will extend to host country officials and staff as they realizethe increasing importance within the Mission of performance data for program and projectjustification. The purpose and requirements of performance measurement for Missionmanagement should be explained fully to them 
so they will appreciate the importance of
providing timely and reliable performance data.
 

Better Mission Communication Will Help Achieve Strategic Objectives. 

Effective communication about the purpose, procedures and products of the strategic
management process 
- especially performance measurement - is essential. Communicationneeds to be strengthened in all parts of the Mission. This will contribute to productiveworking relationships across units within an office that are necessary in order to co-producedata for an indicator. For example, Irrigation and Land Devclopment and AgriculturalCredit and Economics within the Agricultural Resources Office need to collaborate onperformance outcome 3.3, "Increased effiliency of land and water useCommunication for agriculture."across offices is also required since some of them have to generate data foruse by others. Urban administration and Development, for example, needs to supply data tothe Health strategic objective for performance outcome 5.2, "Increased accessand sewerage systems in urban areas." 
to clean water

Finally, USAID's close working relationships withthe GOE calls for informing participating ministries about the peiformance measurementprocess and explaining its importance for policy and program decision making. Only in this 
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way can they appreciate the direct relevance of their active support of the process through theprovision of credible data. 

Review Staffing Resources and Needs Necessary to Fully Operationalize the Mission's
Strategic Plan. 

Thu current USAID/Egypt strategic plan consists of eight strategic objectives andmore than twenty program outcomes. 
indicators. Further, expected outcome 

Each of these "Units" has multiple performance
or target data will be reported on monthly, annual andmore extended timeframes. Just to monitor all this data requires a serious staff-levelcommitment, and to analyse and forward report 
 how well this Mission
results" requires additional staff work. 

on "manages for
The Mission should carefully assess this workload inlight of its current staffing pattern. 

POLICY ANALYSIS 

Vertical Integration Needed Between Projects and Strategic Objectives. 

The February PRISM technical as;sistance TDY helped the Mission to articulate itsstrategic objectives and to identify the program outcomes which support those objectives. TheFebruary TDY also took a first cut at identifying indicators for both the strategic objectivesand the program outcomes. The Mission must now make a concerted effort to reassess allongoing prc iects so that project results can be clearly linked to program outcomes. We havemade a first cut at this vertical linkage (Annex 3) but the Mission needs to re-examine the 

All projects which do not directl., support program outcomes should undergo carefulscrutiny. Several of these projects will be seen as significant despite the fact that they do notdirectly support the Mission's strategic plan. For example, those projects concerned withlong-term participant training might not directly support a strategic objective--at least not in
the 5-8 year time span associate with strategic planning. Other projects in this category
should either be re-aligned to support the Mission's strategic plan, phased out, or droppedentirely. The Mission needs to make these decisions as soon as possible. 

WID and People-Level Indicators Need Greater Emphasis. 

Very little program activity in this Mission is specifically targeted or has a specialemphasis on women. Further, few of the performance indicators suggested by the Missionexplicitly consider gender. In fact, few Mission performance indicators measure people levelresults at all. 

The Mission has a WID committee and a part-time WID officer.positive step, While this is amore is needed. A commitment by senior Mission management and theallocation of appropriate resources are needed in order to direct program activities towards 
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people and bring more women's issues into programming activities.the Mission may want to fund an 
To make this happenRD/WID field team visit to enhance its strategic plan,project support activities, and make suggestions for change.consider whether a staff person in the new 

Also, the Mission should
DI office can assist the Mission WID officer inmonitoring and reviewing program activities. DI seems a logical place to begin since theoffice is just being formed and women's rights are a central feature of democracy. Otheroptions are also available. It is recommended that a discussion of people level results shouldbe included in the Mission's annual report. 

PLANNING 
The Mission Program Performance Information System (PPIS) Needs to be integratedwith Mission-Level Strategic Planning. 

Mission projects are the means for successful achievement of the Mission's strategicobjectives. The way in which Mission projects are systematically managed requires aprogram performance information system which stays on top of projects. A PPIS shouldroutinely review each project's progress, hold project officers accountable for performance,identify problem projects, and provide senior level management with timely andcomprehensive project updates. The current Q-sheets are the basis of USAID's PPIS. TheMission needs to enhance its PPIS in order to make critical programming and budgetarydecisions. In a similar manner, the Mission also needs to "nanage'its objectives and program outcomes. 
its strategic plan--that is,Interviews with project officers revealed that manywere very concerned with day-to-day project management, but only a limited few wereconcerned with program outcomes. Integrating a Mission-wide PPIS with the management ofthe Mission's strategic plan provides 
a clearer picture of USAID's progress. Consolidating
both systems also lessens the overall management burdei.
 

TECHNICAL 

Better Performance Indicator Specification is needed. 

The Mission needs explicit specifications for performance indicatorsresponsible for data collection will know what they are collecting and why they are collectingit. The specifications should explain the purpose of the data collection,objective or performance the relevant strategic 

so that those 

outcome that the data will be collected for, and how the data willbe used for management decision making. The data should also be evaluated by severalcriteria ­ timeliness, reliability, verifiability,
using particular data should be based 

and cost of collection - and justification foron these criteria. The mission should prepare writtenspecifications and data evaluation criteria and disseminate them to all managers and staff whohave direct responsibility for collecting data on performance indicators. 
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ANNEX 1: PERFORMANCE MEASUREMENT GUIDELINES 

ANNEX 2: CABLE ON CDIE TECHNICAL ASSISTANCE 

ANNEX 3: PROJECT OBJECTIVE TREE 

1644-09.D3 

31 

http:1644-09.D3


ANNEX i
PERFORMANCE MEASUREMENT GUIDELINES 

A. OBJECTIVE TREE TERMINOLOGY 

PROGRAM: The entire range of development activities--projects, non-projectassistance, policy reform, and other activities--aimed at achieving a strategic objective. 
STRATEGIC OBJECTIVE: The highest level development result that a Mission (orother operating unit) feels is within its overall manageable interest--that it can materiallyaffect and for which it is willing to be held accountable. 

PERFORMANCE INDICATORS: Dimensions or scales to measure program resultsagainst objectives. 

PROGRAM ACTIVITIES: The inputs provided
in turn, contribute to achieving the Strategic Objective. 

to produce program outcomes that, 

PROGRAM OUTCOMES: Represent lower-level Mission (or office) objectives thatcontribute to the achievement of one or more strategic objectives. A Mission's objective tree(or Program Logframe) can include several levels of program outcomes, w! ich reflect theresults of various project, non-project, policy reform, or the development interventions. 

PROGRAM INDICATORS: Criteria for determining or calibrating progress in theattainment of Program Outcomes. 

PERFORMANCE STANDARDS: Degree or amount of expected change is anindicator over a designated time period. 

PROGRAM GOALS AND SUBGOALS: The higher order and longer-term goals to
which the Mission's programs contribute.
 

OTHER ACTIVITIES: Activities that fall outside a Mission's
objectives, but which a Mission pursues core strategic

for particular political, historical, or practical
reasons, or as experimental efforts. The other activities generally represent a relatively smallportion of a Mission's portfolio. 

CROSS-CUTTING ISSUE: An issue of programmatic or policy concernpermeates thatan AID field Mission's portfolio and warrants unified planning and monitoring butwhich does not constitute a separate strategic objective. 
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ANNEX 2
CABLE ON CDIE TECHNICAL ASSISTANCE
 

164-009.D3 33 

http:164-009.D3


ANNEX 3
 
PROJECT OBJECTIVE TREE
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ANNEX 4

DETAILED INDICATOR DATA TABLE
 

INDICATOR DATA PROFILE
 

TABLE KEY
 

Responsibility 

Office: The name of office who is responsible for getting the data (not the officeresponsible for the strategic objective or the program outcome.)
Person: The name of the person responsible for getting the data.
 

Indicator Unit
 

What is the unit being measured or tracked.
 

Written Definition
 

Does the indicator have a standard 
or Mission-supplied written definition for theindicator. Special conditions need to be listed in the definition. 

Source Name 

Name of the source. 

Mission Cost 

This is a range of new costs associated with getting data for strategic management.The responses are LOW, MID, or HIGH. 
LOW is less than $500 or less than 2 person days.

MID is between $500 and $2,000 or between 2 to 6 person days.

HIGH is over $2,000 or over 6 person days.
 

Quality of Data 

Values range from A-D with A beginning the best and D being a good guess. F data
should not be used. 

Format of Data 

This will assist the USAID tracking of the information and will provide a basis for
analysis of "integrated information systems needs". Codes include: Paper, Diskette. 
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Scheduled Collection 

This is similar to the USAID evaluation tracking system.currently exist when will it be provided? If the baseline does notUpdates can vary. The update can be annualcan orfollow some set schedule such as the DHS surveys. The update can also be related totasks included in the project(s) related to 
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