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Purpcse/M¥ethodology: During the course of over three weeks between
January 19th and February 13th, 1987, intervlews were conducled with
twenty-eight members of USAID staff and management, of which iwerty-three
were 'n either the Director's Office, the Program Office, or the various
technical offices. The purpose of the Interviews centered on: 1. What
kinds of Informatlon peo;sle used in carrying ocut their job
responsibilities; 2. How they were getting it; 3. What kinds of
information were they called upon to provide to others In and outside of
AID; 2A. Thelr level of satisfaction with exlsting Informatlion rescurces;
and 5. Ideas they might have for improving those resources.

Based on these interviews, and an aralysis of existing znd potential
information resources available {o LSAID/Jakarta, a series of
recorimendations are presented for upgrading and reorlenting Mission
information systems and services to better meet staff needs.

Patterns discovered: The original intention of the interviews wzs to
ievelop an information needs profile for each of the Mission offices. In
the course of interviews it became evident that with f-w exceptions,

" characterizations by office strained the evidence. Tc a large degree,

types of informaticn rneeds cut across offices. The Indlvidual is the most
logical unit of analysis, his or her behavior as an Inforcation ;roducer
and consumer being more a function of perscrnal work styles and bzckground,
conditiconed strongly by their functional role ia the Fission (1.e. whether
their primary resgonsibilities involved planning, lmplemernti=ztion,
t=chnical support, cte). Of the two variables, imdividuel atiritules and
Job descriptions, the former appeared to be —more Important. Whereas one
might expect se ior Misslon staff, with their hLeavy managezent b.rden, to
have little time to rezd specialized materlizls and keep up with *he "slate
of .he art™ in development litersture, 1n reality some are woraclous
veaders with far ranging interests while others more clcsely fit the
stereotype and find 1little time to venture teycend their in-box.

‘Tvpes and Sources of Information: Interviews confirmed expectations that

the vast malority of information used by prefessional staff is either
generated directly by project activitles, or is provided ty GOI
counterparts and contrzctors. This 1s consistenat with the fact ihat most
staff time at all levels 1s spent on tasks relzting to the manazgzment and
Irplemertation of ongolng projects and programs rather thzn on planning
or research. Information needed for these tasks really fzlls unier the
category of "management information™ which is automatically generated in
the course of project implementation.

Reports and other data relevant to USAID prclects generated by itte GOIL
dces not always flcw to projJect officers by virtue of official grojeet
requirements, but for the most part such information seems to be getting
to Missicn staff via their normal, informal relationships with tteir
counterparts. This type of information can go beyond counterpart reports
on project activities to include internal G2I policy éiscussions,
statistical reports, snd other unpudblished or semi-official docuzents.

Mission staff where less sanguine regarding what happens to this
information once it gets into their hands. All project officers maintzin
"working™ prolect flles. Those files are, for ihe most part, wore
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complete than the "official"™ AID project files, which lack much of the
informal correspondence and unoffiecial reports that help paint a complete
pleture of what 1s really happenling with projJects during implementation.
A number of project officers felt overwhelmed by the quantity of
informafion flowing to them from project activities and expres:z-d fears
that they no longer had useful access to thelr "project hlstories™
btecause the information was unorganized and urncataloged. The ARD 1s
considering organlzing its voluminous PDP files uslng PC-based database
software. Other technlcal offices appear to have less dzunting ni.mbers
of project documents to manage and cach relies on 1ts own scheme for
organlzirg the files.

Technical offices had cven greater prodblems organizing those GCI reports,
including statistical r:ports, development pollcy discussions/planms ,
ete., which were not linked to specifle projects. ¥hile project
documents are likely only to be of use to the lrmedialely respoasidble
project office and project evaluators, thesec more g-rneral materials often
prove useful to staff In other offices. Depending on the office, they can
be interfiled with project dccuments, or might be I{ncluded in individual
or office reference c¢ollectlons.

Information needs falling beyond those driven by project manzgenent
responsibilities can be divided into two categories - needs reizting to
pregram and project plannling, and needs of individual Missiocn staff
trying to keep abreast of the "state-of-the art™ in their fields. In bdoth
cases staff rely on a combirnation of actlve and passive channels to get
the information they need.

Passive channels refer to unsolicited informatlon theat comes to officers
on a regular basis. Numerous AID/W offices ircluding S&7, C(DIE, FVA and
other routinely send coples of new rescarch reports and policy
discussions to the Mission. These reports are sent rather
indiscriminately, so only some are relevant to BSAID/Jzkarta cozcerns.
Those that are of interest m2y or may not be sent to the approprizte
office, or may be slomply sent to the Missicn Director. Missicn staff
review these materials and retain, discard or pass to otters in the
Mission depending on whether they need the informaticn or think anyone
else might. The reliability of thls "system™ 1s obviously depernlent on
how well Mission staff understand zach other's interests. This "musical
chairs" process by which unsclicited mzaterials do or 2o not find a home
in the Mission fosters negative attitudes zbout the utility of
development information coming from AIL/W.

When staff actively seek out Information in areas outside their
expertise,, they rely heavily on each other. Most staff who bave been in
the Mission a year or more feel fairly well ccnnected to the Hission
"network™, and feel confident that there will be somsone 1n the building
vho can at least put them on the right trazk when they need quick
information. Some pecple, either because they have recently arrived in
the Mission, or because of Individusl perssnslity treits are less likely
to seek informaticn or advice from staff outside their irmedlate office.
These people are more llkely to seek out information from AIDSW and otker
formal channels, such as the Informaticn Center.
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Mission staff value the "filtering® functlon performed by thelr
colleagues who supply them with informatlion. W¥hile staff may not
themselves appreciate having to play the role of "filter” when they wced
through'masses of material flowing into their offices, their informed
s:praisals pay off when they have the right document on hand when it 1s
needed. Since few individuals acquire information in a $truly sysiematlc
fashion, office collections might lack the very best, state-of-the-art
information on a subject, bdbut staff are confident that information
supplied by their colleagues will at least be to the point.

The degree to which Kission slaff attempt to keep up on the
state~-of-the-art 1a thelr field or ca general development theory varles
widely, although "I never have time to read" was heard more often than
not. HMost "professional development™ reading occurs ocutside the office,
but many people commented that they were already tzking ensugh work home
as it is. Instead, staff tend to acquire and digest this irTormation
when they are planning new activities. To the externt that individuals do
routinely read new professional literature, it comes to thex on a passive
or semi-passive basis, wmeaning that the materials simple zppear in thelr
offices or they select articles and documents from lists circulated by
the Information Center.

It is not uncommon, especlally in technical offices like CPH and ARD for
staff to collect technical information that comzs thelr way whether or
not they personally plan to make use of it in the foreseealle future.
They are collecting documents that they would like to rczad some day “when
I have the time". Although that "some day™ may nzver crop up in that
person's schedule, they oftcn end up passing the m=ilerizl cn o
colleagues and contractors when the need arises. Trroughout the Mission,
staff stated that they frequently drew upon their irforzal office

- document collections for technical informatlon nzeded ty tlheir
contractors. '

Perceptions of Information Quélity/Utilitx P

b4

Given that one of the gcals of my TDY was to exp e ways to Iccrease
Mission utilization of AID/W-based informaticn re rces, I was
interested in knowlng how those resources were perceived by USAID staff.
Perceptions of utility were conditioned both by the quzlity and relevance
of the Information itself, and the responsliveness of AID/W offices
supplying the information.

There were large numbers for AID-funded research documents in office
collection throughout the Mission. Perksps the oalority of them arrived
unsolicited in the Mission from S&T, FVA, PPC and oiher certral AID
Bureaus. While pecople were able to poirmt to imdividuzl documents that
they found useful at one time or another, the overzll perception is that
they are being inundated with documents of merginal releva-ce and
questionable guality. Several individu=sls criticized AID-funded
literature as belng too "generlc™ to be of practiczl use to the Kission
and for being too tainted by AID/W's policy =zgerlas. An orvious cxample
of these criticlsms i1s the large volume of literature ca private
enterprise develcpment that is sent to ithe EZD ofTice from S4&T and to a
lesser degree PRE. The ERD office finds little of it useful bzcause the
empirical research often addresses guestions irrelevant to conditions in
Indonesia and the policy literature is too sirident arnd Ideology-bound to
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te of use in policy analysis. Having sald that, part of these negatlive
r rceptlons might be partly based on the "famillarlty breeds contemxpt®™
principle. The sheer volume of materlals arrivimg at the Hission from
AID/H tends to devalue the information in peoples' eyes.

Mission staff have a high regard for research pui oul by the World Bank
and other Internatlional organizations. The fTeeling was that such
organizations are In a better position to undertake an objective
analysils, and have more resources to carry out the research. This is
especially true In the arca of economic analysis, but carrles over into
other fields as well. Information from international organizations
typlcally comes to the Mission via informal, personal channels and must
usually be sought out by people who want it.

Of those people who have -ought out and obtained information on AID
dcvelopment experlence from CDIE, most were satisfied with the
information they received, and several were quite enthusiastie. Still,
opinions on the utility of AID "lessons learned™ are far from unznimous.
Frobably the majority of the professional staff have littie zwarencss of
what information resources are availzble from CDIE and have never or

. rarely used its services. There is cbviocusly a degree of self-selection
going on here. People who are skeptical of the value of information on
historiecal and cross-country developzent :xperience in planning itheir ocwn
projects are simply not goirg to seek it out. Bey.rd this skepticism,
much of the non-use of (DIE i{s explained by its Iinvisibility and distance
from the Misslon. BEven =taff who hazve used CDIE services in the past or
have atlended a CDIE briefing while in AID/W tend tc forget that it
exists when an Ilmmedlate information nced arises.

While Hission staff are aware of, ani have reasonable access to local
Indornesian soclal science, economiec and technical literature ressurces,
those resources are often not highly valued. ‘hen I heard staff say that
the information they needed from their Jobs was country-specific and
available locally they were largely referring t6 resczarch conductied by
expatriates associated with internaticnal orgzanizations or
universities. The feeling is that Indorneslian socizl sclence research is
tco consirained by the local political ezvironrent znd often rot up to
international academic standards. This secems to suggest that zny
slmplistic effort to increase access to local info:r-alion ressurces such
as research institutions and 1llbraries will be of limited vzluc to the
Mission.

Mission Staff as Information Consumers:

As was stated at the outset, wuch of the variation in the bLehazvior of
Kission staff as informatlion comsumcrs is explaired by individusl work
styles. Some people are information maximizers whe teke an s-ademle,
comprehensive approach to gathering snd znslyzing information in the
course of their work, while others zre informsiion "sztisficers™ who
gather only as much information as they need to make a decision, and who
do so in an idicsyncratic, non-systematic =anner. In betwcen are thkose
who would prefer to be "maximizers™ but who are prevernted by their
workloads from behaving accordingly. The three %y;es are distrituted in
an essentially random pattern throughout the Missisn. Clearly, any
effort to upgrade formal infirmation services in U3ATID/Jzkaria will most
directly benefit the maximlzers and the frusirzled maximlzers. Still, it
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is not unreasonable to expect that "satisflicers™ will at least Indirectly
benefit if lowered opportunitly costs encourage them to use fTormal
information scrvices more frequently, and if their "maximizing®
colleagues can p#ss on more tlmely, relevant informetion via the Hissions
informal network.

If there 1s a single characteristic that iIs common to all information
consumers in USAID/Jakarta, it 1s the Tshort fuse™ beiween the time an
information need 1s identified and the time they must have the
information to make a decision. To some extent thils conditicn arises
from objective, concrete demands placed on HMission personnel, such as
vwen the Mission is required to comsent on a World Bank l-an proposal on
short notlce, or when AID/W demands a detalled report from the Hission in
responze to a8 Congressional lnquiry. ©On a more rouline tasis, work on
actlon plans, concept papers, and PIDs tends to bBe rushed through on
tight schedules while normal managerment responsibilities continue
unabated.

Still, while inforcation utilization can frequently occur cnly during
brief "windcws of opportunity™, there are many casss where sitaff know
about the task requiring the Information well ia sivance. Hission st=aff
way be aware of the task in advance, but few thlrk seriously adbeot their
information needs until the Job is at hznd - at wtich time it 1s usually
too late to venture beyond what is immediate availzble in their office.
This is hardly a trait unique to USAID/Jakarta personnel, But it {s crne
that represents a serious impedirent to any effort to systecstically
incrcase Information access and utilization, It z:ggests ttat a2 primary
goal of an informatlon system should be to mirimize respeonse times, but
at the came time it must be realized there is no zuch thizg as an insizant

response. USAID staff information needs rarely ccnsist ¢f simple,
general questlicns. Any information service, wheilher it is lseated in the
Fission or in ATD/¥ will need a ceriain amcunt of time tc zralyze and act

on those needs.

A General Assessment: Is There an Irformation "Pretlem™ in the Mission?:

Overall, 1t 1s hard to argue that there 1s criticzl protlem with
informatioh resources in the Mission. The majority of persons interviewed
appeared to feel that they were getting, or could get, whatever
information they rneeded for their jobs. Individusls have developed their
own "system" Including, but not limited to, perscrnal or office document
collections, contacts with consultants and courterparts, ard a great deal
of informal networkirg among Mission staff. Jaxarta i{s seen by the siaff
a5 a “"high skills™ Mission where one is likely to find scre=one, eitker AID
staff or consullant, who has the expertise to provide quick advice and
relevant materials.

If there is a majfor, commonly perceived informsticn probis= Iin the
Fission, it lies not in simple access , but rathzr in its crganization and
mansgement. Individuals and offices have amassed large collections of
technical and project related documents they find increasirgly difficult
to keep track of at even a winimal level, despite the best of

intentions. Informal networks of professional within and ocutlside the
Fission usually function well, but they can misfire when individuals
resain unaware of relevant documents and personal expertise that Is
literally sitting in an offlice down the hall.

»
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To the extent that additional informatlon resources (worldwide donor
experiences, tcchnical 1literature, dev-lopment theory ete. ) can be
productiv:ly utilized in the Misslion, there receds to be a single, clear
focal point for the acquisition and dissemination of that informatlon.
There 1s some scope for educating USAID staff to make better use of
existing sechanlsms and resources (CDIE Tor example), but it must de
realized that people will always be reluctaet to venture deyond their
immedlate personal network if they have to first figure out where to go
or who to ask.

In thls context, the Mission should consider upgrading the capabilitles
cf the Informatlon Center to scrve as that "focal point™ for informatlon
resources lan the Mission. The goal would be to mzke ike Info Center a
one stop gateway to information rescurces ontside the Eission, as well as
a point of coordination for information alrezdy im the Mission. This does
not requlre centralizing documents in the Ceater or creating a complete
development library ian the Mission. Kor does it imply that USAID staff
should abandon the multiple inforcation channels already 1n use, rather
the Center should act as the lntermsdiary »h2n users do not irmediately
know where to locate needed informzstion. It is not reslistic to expect
trat significant changes in information utilization and sccess in
USaID/Jakarta will take place unless some entity in the Mission acts as
fagilitator and advocate of inforcstion. As it exist todzy, the Info

cnter is not ready to play this rcle, but it cculd do so if some of the
steps outlined later in this report are undertaken.

%)
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The Infeormation Center:

The Information Center has not regularly rcported statistics {o Misslon
management on services previded by the Center. Interviews revcaled a
general perception that the Information Center is a seldom used resource
despite the fact that individuals could usually point to ocecaslons when
they had personally used the Centers resources and found them valusble.
While usage records are incomplete, they palnt a picture of an Information
Center that 1s more heavily utilized than its reputation ia the Hission
might lead one to belleve.

Document Collection/Circulation

The informatlion center contalns approxizately 3,000 books, papers and
reports in its catalcged collection. Document types include bosks, AID and
other donor project documentation and ftechnicsl reports, GOI reports and
various urpublished papers. Subjects covered by the collecticn include
agriculture, regional development, educsation, NGO mzragement, project

. management, ecnvironment/natural resources, and Indonesian ecoromy/soclety.

On averzge, approxirmately 30 documents per month are checked out from the
cataloged collection. Last month, the btreakdewn of user types included:

U.S. Direct Hire 11
FSN 9
PSC (in Miszion) 5
Consultants 13
Visitors (Other donors, students) 9
Total 47

In considering the above Tigures it should be kept in wind that a
significent percentzge of the existing collectiion is either cut of date,
or irrelevari to the Mlissicn's current pregraz. FPerhaps as zuch as much
as half of thc collection never circulates at all, meaning tat =

circulation of ithe Center's useful collection appears reasornzbly healthy.

Another intere:ting pattern 1s the degrce to which the Info Center
collection is vtilized by USAID consultants, FSKNs and other donor staff.

Journal Colleciion:

The Info Cernte: subscridbes to A0 Jourrals/magzzines. Selecticn of Jourrnal
titles is be-c? on a periodic polling of Mission staff, who are asked to
revlew a 1isi of journals currently received %o see if they are still
relevant to Micclon Interests, and to suggest new titles.

The Center cir...lates copies of journal tsbles of cornterts to siaff who
have expressed »n interest in receiving them. Prom the circulated tadle of
contents, the riaff can reguest copies of individusl articles. Fifty-cne
Individuals cu:.«¢ntly recelve selected tatles of contents. They include:

U.S5. Direct Hire 28
USAID Contrasciors 13
FSN 10 )
Total 51
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Mission stalf request approxlmately 30 Journal articles a month. ¥hile the
Center sends tables of contents to interested contraclors, it does not
provide copies of articles. Contractors in Jakarta, or those with offices
in Jakarta (such as RMI} can borrow the Jourmals and makXe coples at %heir
own expense. In past years the center provided Jourcal articles to
conirsctors ln the fileld, but the service was discontinued due cost.

CDIE Documents:

In the last year, the Info Center began circulating the ATD Development
Information System New Acquisitions List and has coordinated requests to
CDIE for requested documents. Requests for documents from this 11st have
averaged 17 iitles a month.

Cther Services:

The Info Center occaszionally contacts AID/W offices other than CDIZ %o
request information for Mission staff. This occurs only irfrequently -

" less than once a month. Christiana has also developed infcormal links with
local libraries in Jekarta which allow her to borrow documents (usually
only long enough to copy them) despite the lack of &~y formal IZaterlitrary
Iocan system in Indonesia. Again, this occurs only sbout cnce 3 month.

Mission Views on the Informetion Center:

Wnile there was wide varlation In the level of awareness of thz resources
and services available from the center, clearly the oost wisitle &nd well
liked service was the selective circulation cf tzdbles of conte:ts.
Positive comments were also recelved about the AID Ka=w Acquisitions 1ist.
Obviously the atiractive feature of these services are that thzy reach
directly into users offlces and in the case of the Journal lisis, are
tailored directly to user interests.

Awareness of resources that are available by actively visiting or
contactling the Info Center is much lcwer. This was truc even for
individuals who periodically draw upon those ressurces =nd have gotten
useful information in the past. Despite these episcdic positive
experiences with the Info Center, most staff have little feel for whether
In any glven case, they are likely to obtain relevart irfcrmation from the
Center. A number of Mission staff said that while ihey themselves usad
the Center only infrequently, they saw it as a vsluzble resource for
contractors. Several project officers merticned that the Center's
provision of journal articles to off-site cortractors w=s a vsluable
service and expressed diosmay that it had been discortin.ed.

Kegative comments were relatively infrequent, but were significant because
they point to important Inadequacies in the Center, and because the
sentlzents expressed are probably shared at lcast to some degrece ty other
staff who did not fcel strongly enough atout the sutject to co-rment. One
common complaint was that the collection does not meet match with current
program areas. Another, perhaps more critical complairt was that the
collection 1s poorly organized, and that is hard to find materials

without Christiana's asslstance. It 1s pot easy to "browse" for

»
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information in the Center, a factor which discourages pcople from golng
to the Info Center to"see what's avallable™ on a ssbject, as opposed to
looking for a specific rejort or book. The location of the Center was
~entioned as a factor that has discourazed use of the Center. A number of
<taff noted that they made much better use of the Info Center when it was
located upstairs.

Critical Constraints to Increascd Information Cenitcr Effectivencss:

While the statement may seem -xcessively reductionist, most of the
irnadequaclies in the Info Center can be traced back to the lack of Misslon
policy on the purpose of the Center, and the lack of programmatie
direction which could guide the Center in the allocatlon its scarce
resources. Slmilar Misslon centers can a2nd do function effectively
without any formzl ®charter™, bul- in most cases the centers ars run by an
American, most typically an PFS spouse or local-hire PSC. To be
successful, such managers must be entrepreneurial im thelr spgroach to
running the centers, marketing the center to Kission staff, ard corpeting
for Mission resources.

. Por better or worse, it is very difficult, if not impossibdle, for an PSN
to play such an entrepreneurial role in this or any Mission. bWhile
“hristiana has displayed considerable ereativity and initiative, she is
understandably reluctant to stray very far beycnd the bounds of her Job
description. The lack of gencrel guldznce on such 3ssues such as
collection policy and priority user groups, mzke it difficult sllocate her
time effectively and nearly impossidble to jJustify requests for additicnal
resources. Some concrete cexamples of these problem appear btelow.

* Christiana knows that much of the existing collecticn is
inappropriate to Mission needs. Bat witheout any guidance on what
should be In the collection, how she decile what shoizlid not be in it?
Can she unilaterally decide to discard mz2ierials? If nct, who should
approve her sclections and on what basis would they make a decision?

* The Info Center®s practice of suppls=-g caoniractors with coples of
Jeurrpal articles was discontinued upon the direction of the EXO. ¥as
thkat acticn besed on an explicit determiration that the service a not
Another lzgitimste use of HMission resource, or was it sirply an
inecremental decision based on cost? How important is it for the
Center to serve the nceds of USATYD cortraciors?

» The majority of bocks purchased bty the Misslon are specifically
requested by Mission staff and are often retained in threir offices.
But if Christliana identifies materisls ste thihks should be in the
center collectlon, on what basis does she Justify the purchase to
HMisslon manzgement?

¥ In order to be more responsive to Misslon Informations needs,
Christiana is aware that she nceds greater contsct with BSAID
professioral staff. Given her presert Job desceription znd status,
she 1s reluctant to be more aggressive 1t approaching people
T"upstalrs”.

Another very basle problem is ihe locstlon of the Informatica Center in
the Exzcutive Office. Given that the EXO has 1ittle nced for Info Center
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services, and 13 only indirectly involved with project planning and
implementation, it 1s hard for that office to provide substantive guldance
to the Information Center. On questions regarding resources for the
Center, .the EXO similarly has little Informetion on how a glven
expenditure will or will not contribute to mission needs.

Options for the Information Center:

In the last year, the Mission gave serious consideratiocn to he possibility
of closing the Inforration Center. In light of a steady, if limited
demand for Center's resources, a widespread bdelief anmong Missicn staff
that some kind of information facility 1s useful and the Center's

potential role in a more comprehensive HMission inforzatlon manzgement
strategy, such an declsion would be unforturate.

Since most document purchases occur in respense to Individual staff
requests, it Is reascnable to expect that expenditures for books and
serials would would continue at ap,roximately currernt levels. Circulation
of Journals cculd corntinue more or les3 as a clerical funetion, provided
that the Miss’on could agree on which office's zdmiristrative staff would
take on that responsibility . Documents and serials acquired ty the
Hissicn could be kept in individual's offices, makirg it even pore
difficult for staff to know where to find needed inforcation. New
arrivals in the Mission would have few sources of basic inforrztion on
Indonesia and the USAID program here. USAID consultanis would be even
more rellant on their contract monitors for jsb-related irformation needs,
increasling the amount of time spent by Missisn staff or si..ch "hand
holding" activities. The disposition of the oxisting collecticn would
pcse a challenge. Should the Mission attempt to retzlr parts of it, such
as as documents on o*her donor's projects or informetica on past USAID
projects etc? If so, where should they re:ide?

In its current form, the cost to the Hission for the Iznfo Center is
essentially the space 1t occupies (a room pre,iously occupiced ty cne
professional and his secretary) and Christiana's salary. As wzs mentioned
earlier, most expenditures for Informatlon acquisitiosns now channelled
through the Center would continue with or without a formal Center.

2

A Low Optilon:

A substantial enhancesent of the productivity of the Center could be
achiceved simply through ranagement changes which would not necessarily
require major additional expenditures or an excessive azount of management
time.

1. Adopt a Clear Statczent of Purpcose and Folicy Culdellines for the
Info Cernter: Proposed guldelines are ircluded In the appendix of
this report. A final version shculd be zgreed upcn ty an
Information Resources committice composed of 1n,ernqted Misslon staff.
Those guidellnes should Include:

a. Prlority areas for collection developzent.

b. A clear policy on how requests for doc=ent purchases will be
reviewed snd approved.
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c. A mechanism under which the Center can periodiczlly “weed™ its
collection of unwanted materlals.

d. A clear statement of the rclative priority of user groups. That
statement should explicitly affirm the importance of serving the needs
of USAID contractors.

e. Deslgnating the Information Center as the Mizsion's 1llalson with
CDIE and the access point for U.S. and worldwide informatlion resources
not available through staff's persomal contacts.

Once such a policy is approved the Info Cenilcr could functiorn with very
little ongoing, direct supervision. Thus, the Info Resources commitice
or other management body would not have {o actlively mz-age the Center or
even meet with any great frequency.

2.

Move the Information Center to the Frogram 0ffice

While the Program Office is not, as 1t is currently stzffed, a major
potentlial user of Center resources, no other office 1s in a betler
position to asssess overall HMission interests and irforsation needs. As
was mentioned above, taking on this responsibliiity is not likely to
require a great deal of time, but could Lelp put the Ceniler in closer
touch with Issues znd toplcs eritical to the Hissica's agenda.

Change Christiana's Job BDescription and Title

‘Almcst four years after the original Amscrican PSC librarian left the
Mission, Christiana Is still a "Library Assistant”. It iIs herd to
overemphasize the negative effecet this tzs had on *er morazle over the
years. While her Job description has been modifiei tc alliow her to
perform the esscntial tasks required for the Center to function, she
{or any PSN in this positicn) needs a job description that exnlicitly
calls for the kind of proactive outreact activities reguired to kecep
the center responsive and effectively utilized. Specifically, the
"Information Specialist® should be crncouraged to sitend selectcd staff
mectings and to informally approcach Miszion staff to get a better feel
for their general interests and to see if trey hav: arny im—cdiate
information needs.

Additior=1 resources:

Certain seleccted equlpnment/software acguisitions eculd greatly enhance
utilization of Center resources.

1.

MICRODIS or similar document management software: Christianas has
already developed a dBsselll document dztadzse for new acjuisitions,
but its cepabilities as an interactive reirieval t:ol are limited.
CDIE has develop-d a comprehensive docunent m=r=gernent packzge
speciflically for BSAID Informstion Ceanters and is in & peczition to
provide the packzge, and orgolng techniczl assista-ce free of charge.

MICRODIS could be used in several ways: .
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a. To catalog Center materials using a detailed and flexible system of
subject descriptors. Thls would enhance access to the Centers
rezources on a subject basis. All new acgulsitlions could be entered,
and as time allowed, the Center could eventually catalog its exlsting
collection.

b. The Center could gain lmmediate subject access to selected portions
of the AID Development Information Sysiem microfiche collectlion of AID
project and technical documents.. The Center currently has an almost
complete collectlon AID technical reports 1ln ricrofiche, but ike
collectlon 1Is literally never used beczuse 1t 13 virtually impossidble
to find materlals using the printed irlexes ncw zvailable. The Center
could maintain a more limited collecticn of DIS rmicrofiche, for
example all documents pertalning to Inlonesia, USAID/Jakarta prolects
and selected scetors of particular imtsrest to the Mission, and could
provide immcdiate access to those rmaterials.

¢. MICRODIS can be used to manage docizent c¢irculztion and irack
services provided by service category znd user type. This would give
the Center and Mission management a c¢learer picture of how well it is
reaching its cllents.

2. A Wang PC with Hard Disk, IBY and VS t:zrminal Ew:lation: MICRCDIS
cannot be run without it, ard to scrve as access point to the Center's
collectlon, the PC must be in the Cemtsr. 1In ad4itlion tc MICRCDIS,
.the PC could function as a VS terminzl. Christizna could compcse
Information requests to CDIE for trar:cisczlon vis ICS, and could
recclve responses without leaving the Zepter. If the Christlara Is to
spend more tlme seeklng out Missicon stzff, purely administrative tasks
requiring her to leave the Center should te kept to a minimum.

4

(RIS ]

)

3. Correct lenses for the exlsting Fiche reader/prister, an a portadble
fiche reader: The Center lacks the ccocrrect lenms, for its
reader/printer nceded to resd AID micrcfiche. Trhe fiche collection is
unusable without it. Christiana is pow checking onto the possidility
that such a lens might be evailable t-rough 550 surplus. If not, one

should be purchased.

In additlon, the Mission should corsid:zr the purchase of a sm=ll,
portable fiche reader that staff could use in their offices. while no
one rcally likes reading microfiche, it would be more convenient if
staff were not required to sit Iin the Info Cecter In order to do so.

A Higher Cptlon:

If Misslon management determines that it is desirzble to develop a
zechanism for centrszslized access to Informztion tlro.ghout the Mission,
the Info Center 15 the logical focal pcirnt for thzt sctivity. While
specialized document collections maim creszied by the various te:hnical
offices could remein where they are (ard w>u:ld have to given availsble
space in the Center), they could be catalcged on MICRODIS and assigrned
descriptors to glive staff a relatively complete picture of what resources
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exlst and where they arc the Mission. %hile people would coantinue to rely
on personal networking for that access where possidle, most people
interviewed strongly supported the idea of such a mechanlism, both because
of the access it would allew to Misslon-wide resources, and probably more
important, 1t would help them kcep track of what they had in thelr own
collections. People could sccess Misslom resources through the Info
Center, and could be provided with indcxed, sorted blbllographies of thelr
own collections.

Such a PC-based system 13 not without it's tradecoffs. If documents are
fully cataloged, individual office collections would have to be organized
according to a single, consistent classiflcation system. While this might
be a relief to some offices, others have developed very perscnalized
achemes for organizing Information that they might be reluctant to
abandon.

If offices did not want the Center to physically recrganize thelr
collection, the database would only be able tell cne which oifices had
which materials, but not where thcse materials were located within the
offices. Documents could still be asslgned catalog numbers, so that if at
a later time they are scnt to the Info Center, they could imm=ilately
integrated 1into the collection. Many office collections mix personal and
Mission—owned documents. That distincticon could Be noted In the datzbase
so individuals would not have to worry atosut lcosimg their perssnal books
and papers.

Another problem involves collection conirol. Scme offices, such as CPH
and to a lesser degrece ARD have problems with ecnsultants and others
*walking of f" with critical materials. With docurerts located throughout
the Kission, a centralized system could not really function as a
circulation control mechanism. But as HMission confidence in the ability
of the system to organize and retrieve documznts increases, offices right
be willling to send part or all of their collecticrs to the Information
Center. HMlsslon staff do not particularly lixe functionirg a5 part-time
librarians, but they would have to be sure that m=terisls sent to the Info
Center would rot disappear into a "black hole™. While at leazt one
offlce, CPH, ajpears interested In moving its collection to the
inforcation center, doing the same for all offices tas not been proposed
here, largely becsuse it would require that the Info Center m:ove to larger
space. While T would support such a move especially if that :z;ace was
upstairs and closer to Misczlon staff, consolidatimg document coclilections
is not strietly necessary to accomplish the goal of making Mission
resources more accesslible.

The issue of a proper claszification system would hzve to be resolved. The
Sears system currently used by the Info Center is not suitable as 1t would
effectively scramble office collectlions =znd =zke browsing by tople
impossible. The AID Thesaurus provides a rich, development—oriented
vocabulary for hlerarchically classifying documsnts by sutjJect, but 1Is not
In Itself a catalcging system becsuse it does not assign a unique number
to each document.

One possidle solution would be to comblipe alfpha-nuneric

classification codes prcvided by the AID Thessur:s with a "cuiter code™
such as a comblnation of author initlals and publication date, thus glving
each document in the system the required unique skhelf nuzber. This
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approach would also have the advantage of streamlining the cataloging
process. The cataloger would simply append a cutter code to the document's
major descriptor term rather than having to ca®alog the document according
to two separate classificatlon systems as 1s often the case for online
library databases. If the Misslon wanted to proceed with a mission-wide
information system, it would be essential to obtain T.A. {o design a
workable system.

Special Issue: Ts MICRODIS the Best Software for the Job?

HICRODIS is by no means the only bibliographic database software that
could be used to organlze the Mlisslon's document collection. Commercially
available packages such as INMAGIC or SCIMATR could be used effectively
for the same purpose. These alternatives to FICRODIS are general purpcse
packages, and as such can te configured more flexibly than MICRCDIS. The
downside of this flexibility 1s that much more time would have to be spent
defining database structures and fields In the initial stages of
implementation. The commercial packages are less "menu driven" than
MICRODIS, maklng it unlikely thet Misslon staff would ever be able 1o
search the datazbase without assistance. Furthsrmore, they lack the
"circulation, document ordering and service tracking sodules availsbdle in
MICRODIS. Close substitutes for these modules could be icplemernted using
compercial psckages, but conce agalin, the front-end develcpment effort
required would be substantial and would essential "re-invent™ cepabilities
already present in MICRCDIS.

A number of people in USAID/Jakarta werce aware of problezs reported ty
USAID/Caliro using MICRODIS in its Development Informatior Center, and were
jusfifiably skeptical as to whether the packzg=z 1s really dedugged and
cperational. It should be noted that as of 4,57, USAID/Calro hzs stzted
that it 1s now fully satisfied with MICRODIS. Cairo was secn from the
start as a demcnstration site for MICRODIS, ar? as such required higher
levels of specialized technical assistance and training then would be the
case Iin Jskarta or has been the case in other -elatively trouble free
installations such as USAID/Port-su-Prince, &=d the PRE Center for
Privatization. .

Additional rescurces:

Implementing a Mission-wide document systex wculd provide a strcnger case
for putting a PC in the Info Ceniler. Short-term techniczl assistance
would be necessary to develop a detailed icplezentation plan. The mzjor
recurrent cost of such a system would be labor.

Realistically, one person could not manzge a system such as the oume
proposed. The front-end &ata erniry task would be formidzble and Info
Center staff would have to spend a considerable amount of time in offices
and away from the Centier, at least in the early stages of implecectaticn.
7o tzke on this responsibility, Christisna would have to have ar assistant
to perform routine data entry ani clerical tasks, as well as maintain a
presence in the Info Center.
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Beyond the Informstion Center:

Based on his TDY in Seplember, CDIE/DI Chief Maury Brown rccomended that
the mission consider hiring a PSC rescarch analyst fzailiar with
develorment Informatlon resources to work in the misslon. That individual
would play a prcactive, aggressive role in identifylirz ways information
available wi . hin the Mission, in Indonesia, and in AID/W could contributle
to the Missicn's pregram. While for obvious rcasons I did not feel it was
appropriate to systematically solicit Missionm views on the concept, a
number of people had previous knowledge of the proposal voluintecred that
they 1iked the idea.

In regular Interviews, many Mission staff cited the difficulty of
commiunicating their information needs to the Info Certer, CDIR, or any
other formzl information service. For mo:zt pcople, seeking information is
a reiterative process, whercdby they succecssively sharpen thelr questionsa
and focus In on issues that they may have ad difficult articulzating
initially. On that basis, the wission could elez-ly bernefit frem a
2evclopment gencralist who could dboth anticipate imafcrmzatlica nceds based
on a knowlcdge of miszion actlviti:s and work Inleractively witk mlssion
staff to identify relevant resourc-s. Thket person could also urdertake
short term Inf:ormation syntheses cn questizns that fall between those that
mission staff can address in the process ¢f their remmal Jobs and those
that Justify a formal study drewing on outside consultants.

¥orking onc-on-one with Mission st:ff would obviocus"y occcurpy a
considerable amount of the Analyst's time, but would not ccrnstitute a
full-time job in a mission the size of USAID/Jakarta. PRathsr tke Rescarch
~nalyst would be involved In a broad range of informztion-related issues
and tasks In the Mission. A position description for a Reszarch
~nalyst/Information Specialist might incluie the following:

The Research Analyst will report to the Frogram O0ffice but will serve the
Misslon as a whole.

4. The Analyst will be broadly responsible for ensuring that information
resources available within the Hission, from AID/W ard the international
development community, and from In-country scurces are effectively
utilized in the planning and implcoentatioz of USAID prcgraans. The
emphasis Is on utilization and real lmpact rzther than simply ircreasing
the availability of information. To this ezd, the Anzlyst will:

1. Routinely 2ttend Hission staff and ;lannirng wecztings bBothk to gzin
an understanding of emerglng issues and ccocerns, and to directly
contribute to discussions where the Anzalyzt can relatz developoent
"lessons learned™ or technical informatlor to the Immediate gquestion
at hand.

2. Haintaln direct, individual contact with Missicn staff to kecp
asbreast of thelr general information rezds znd to help staff identify
and forpulate specific information requ:sts. The Anslyst will work
interactively with Mission siaff to obizla and anzlyze pceded
informatlion.

- 17 -



3. Prepare informatlon syntheses on priority topies agreed upon by
Mission management. The Analyst will draw upon exlsting data, research
and evaluations to produce conclse state—of-the-art reviews on top’es
important to prolect planners and evaluators.

B. The Analyst will bte responslble for identifyling, evaluating, and
establishing Misslon access to relevant information resources and
systems. Thils role may include slmply exploring new resosurces, but may
extend to acting as an ongolng intermediary. Examples include:

1. Hork with the DMC,USIA and other organlizatlons to enhance Mission
access to and utilization of internaticnal telecomminlcations services.

2. 3xplore and evaluate new informatlion technologlies 1n light of
changing Misslon needs and cost/performance factors.

3. Serve as a foecal point for Mission relztions with PPC/CDIE. Working
with with the I:{o Center, the Analyst will act as the lntermellar
between Mission requestors and CDIR researchers to insure that starf
needs are being met, and provide CDIER with fecedback on the usefulness
of its scrvices.

4. In coordinatlon with Misslon mznzgement, provide sutstantive
dircction to the Info Center on how to in:reasse the lewvel end guzslity
of services provided to Misslon staff.

5. Aid the Info Center in establishing sir
resources in Indenesia, including litraris
minisirles, and officeg of donor crganizet

orger tiecs toc informztion
5, univercities, GOI
ions.

C. As the Missicn's "Inforration Specialist™ the Analyst will serve as
advisor to the Program and technical offices on a range of Informaticn

i1ssues not strictly confined to Infor-ation utilicstion within the
Mission. The Analyst will:

1. Review prcposed USAID projects =nd otker assistarnce plans with an
eye towards the technical and instituetionzl viability of information
coz ponents antleipated in the plans

2. Identify additional opportunities where information
collection/dissemination activities can ezhsnce the effectiveness of
USAID projfects.

3. Work with the Mission, USIA znd others to enhance and expand on
USAID's efforts to dissemirate AID- gencrated rescarch to the GOI and
the local doror community as part of the ¥ission's cngoing policy
dialcogue efforts.

Having proposed thls, a number of im_ortant gquestions remzin unanswe:red.
While having such a person in the Misslcen might be desiradle , could the
position be sustalned in the Mission over tizme? A PSC iIs an expenslve
proposition for the Mission. If the PSC procec?ed as an experiment, whsat
options would the Mission have for sustzining the position im the lorg rum
if it proves to be a success?
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Onec obviously optlon iIs to comsider staffing the Research Analyst
positioz with an FSN. It would still be desirabdle tfo bring in an

£ ierices PSC in the initial phasce (aprrox. 2% months) to establish and
define the role within the Mission, help recruit a gialifled FSN
candide =2, and arrange for approprlate freining. The prospect of an FSH
acting in such a role was viewed skeptically dy a puzber of mission
staff, vho ralsed two imporiant objectlons:

1. ¥:uld an FSN be able to play the kird of zggressive,
entr:prencurial, creative role required? ¥ould such a persoa, without
higtly structured Job responsibilities, be able to szck out
oppcrtunities where information resources can coniribute to HMission
pro:rams?

2. £:3uming that an Indonesian can play the vcle of Eesearch Analyst,
will the Missicn be able to afford and retzlno hir or her? The
arg.-zent 15 that Indoneslans with the educzticnal background ani
per:c:nal qualities required arc not likely toc be ztiracted to the
posizion. They will have hilgher status, higher pearlng alierzatives
avallablie to ihem.

while I don't want to duck these questions, they will rezlly heve to be
answerel by Hisslion wanagement. I simply Tack enougi feniliarity with
the mariet for professlonal marpower in Jezxarla and the 2 namics of
USDH/FPEY interactions to offer any infornmsd coenclusisns. Havirg said
“hat, v Initlal rezction 1s that an PFSN should be sericusly ccnsidered.
The FSK option offers the best and most realistic prospect for sustaining
the position in the long run, and while tte Missiom will want to evzluate
the use’ulness of the experiment 1n the cearly steges, there 1Is no point
in crez:ing any new Informatlon role in ti2 Mission :inless there 1s at
least i1:e possibility of continuity.

Sustalring such a Research Analyst positica in the Mission would
necesserily reflect a strong commitment c¢a the part of the Mission %o
effective information utilization. As such, it dces not make sense 1o
sroceed with the idea unless the Mission §s willing io undecrtake some of
the lewsr cost, more casily sustaipnable lcprovesents outlined in grewious
sectlor:. HMisslon staff have observed thezt mcst of the informztion ihey
necds esists In the Mission or in-country, and that osnly selective
informzsion from AID/W is of real use. If thzt i3 s2, it makes little
sense 13 crecate crezte the capacity to identify infe-mation nesls without
first lzving the cepacity to fulfill those mesds. F:search Anzlysts in
CDIE hzye sccess to and depend on a whole arsenal of well organized
informz:ion resources, and while the role of zn An2lyst in Misszicn would
obviously kave to be adapted to local conditicns any:cne playing that role
will 31111 nced a "ioolbox™ of local resoirces to fu-ction effcotively.

Given t3is, there 135 clearly some minimum level of resource comitment

to infcrmation services below which the Research Analyst role would not
nzke serse. In my oplnion, that 13 probably the "del:ixe™ lcw option
descritzd previously. That option includeld upgrading Christiznza's
positicz, moving the Info Center from the ZX0 to the Frcgram Oifice,
adoptirz a written “"charter™ for the Info Cepier, anl providing
Christizna with a properly comnfigured PC. Leaving the Info Center under
the RXYC would underzine the close working relztionsk’p reeded btetwcen the
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Tnfo Center and the Analyst, who would report to the Program Office and
who would, 1In any case, lack official manzgement authority over the
Center. I do not think that it 1s strictly necessary to implement the
more ambitious, misslon-wlde document tracking system prieor to bringlng a
Research Analyst to USAID/Jakarta. By virtue of org»ing Interactlons
with Mission staff, the Analyst would be ablc to develop a uscful, if not
comprehensive understanding of what does and does not exist in offlice
doccument collections.

Also it is important to consider the possibllity thet Christlana, with an
upgraded position in the Mission could perform at least sowe of the
funciions envisaged for the Research Analyst. Obvicusly, her background
and her other responsibilities would preveant her from performing the full
role, but the Mission should not underestimate Christlana'’'s abvilities or
her understanding of staff information needs.

SPECIAL ISSYRS

.1. USAID Project Documentation: Individsal prolect offlecers rmaintailn
worklng files of active projects. The Program Cffice also mzintalins a
file of tasic project documents for all Fisslom projects. The
Mission's "Official” project files are maintalned by C&R 1n the
basement. Neither the Program Office or nor C&R have a cosoplele
collection of contractors technical a-d progress reports. Prclect
Officers try to kcep them for active projects, bBut for old prolects
such as PDP, they do not have a clesar ideca of what they have.

‘The mission dces not have anything rezesmtling a retrospective projects
file. 014 C&R files are sent to Washington for warchouslng, where for
all practical purposes they disappecar, ard in ary case C&R files only
contain core Tofficial® project documents.

’
In past years, C&R was responsible for sending project dociment to
CDIE (then DIU) for filming. Lately that rezporsidility kas devolved
to individual:project offices. The FProgram Cffice has beern falrly
coenslistent in sending basie design documents (PP, Amendments, ete) to
CDIR, but that office does not systemstically get contractors!
studies, speclal evaluations, etc, and thus does not pass them on.

Recommendation

The Mission should mzke it clear that ALL prcjlect related deslgn
documents, cvaluatlons, technical reports, and progress reportis should be
sent to CDIE for entry into DIS. Yecry few POs were zware of tkis
responsibility. This requirement will not scem as gich of a burden if
staff know that documents sent to CDIE will end up in the Info Center's
USAID projecct microfiche collectlon. Consistent sultsmission of Mission
project documents can not only enhance AIL's overall instituticnal menory,
tut can be of direct benefit to the missicn by providirg a partial
aolution to the problems a number of offices have experlienced in managing
project-related materials.

As there appeared to be a considersble smcunt of uncertainty z-ong
HMisslon staff regarding exactly whaet types of documents should be |
submitted to CDIE, a listing of those document types appears below:
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Design: Project Papers, PIDs, OPGs, Grant Agrecments and the accompanylng
approved proposals, PAIPs and PAADs.

Evaluation: PESs, Special Rvaluations, Audits, Final Reports, Progress,
Annual, and Quarterly Reports.

Contractor: Research and Technical Reports, Handbooks, Conference reports.
Program: €DSSs, ABSs, and Action Plans

AID requires the signed and dated {approved) verslion of designs and
evaluation documents be cntered info the Development Informatlon System.
For activities implemented via Grant Agrecements, Cooperatlive Agreements,
Proposals, ete., the Hission should submit thise documents which best
provide a final description of the activity. For cociractor reports, the
final version should be submitted. If, as is sometimes the case, a report
marked "draft" is actually the final version, CDIE should be so informad.
Froject-reclated documents of all types should include the projezt numter
to be properly indexed. ¥While rclying on an AID/W office for tc organize
-the HMission's project files may scem less thaa ideal, it is hard to
identify an alternative that will provide a similar capsbility at no cost
other than the effort required to scnd the dccuments. C€DIE can supply
the

Mission with pre-addressed ladbels so that sernding documents can literally
be as easy as putting them in an ervelope and sending them off. ¥o
transmittal letter or explanatory notes nced to accorpary documents sent
to CDIE.

2. AID policy information: The mlission has a relatlvely comzplete set of
official policy documents (Handbooks, PDs ejc). Some staff expressed
frustration that it was hard to know where to lock among availsdble
waterials for relevant guidznce. Peojle were especially frustrated by
pollcy-related cables, whlch may cress thzir desk when they first
arrive but are hard to find later on.

A second set of frusirations relzted to the rore sudtle prcblem” of how
to "read betwcen the lines"™ of new policies, and how to keep abreast
of AID/W thinking before formal policy 1s made.

The Program Office or the Information Cerier could try to organize an
AID policy core collection, including calles and Policey
Determinatlons, an could attempt scime indesxing system to 1link pollcy
guldance materials by topic. FERealistically that might be unmarnzgezble
at the Mission level. Thls 15 a problem common to almost all AID
offices and is5 one that CDIE, PDPR and the A/AID's office ought to
address systematically for the entire =z2gency.

The problem of policy interpretation znd sensing new poliey directions
i3 also difficult to dcal with systemstically. The Mission should
keep in mind that CDIE/DI has on occasion acted 23 a neutral pariy on
the behalf of Missions and Offices seekirg this kind of ephomeral,
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backchannel information, and has had some success in that role. But
it 1s a role that is hard ito play on a rcutine basis. Thls problem of
policy interpretation 13 more a problem of politics than one of
infermation.

3. Sclectlve Dissemination of Information

¥hile almost all staff reported that had little time to read materlals
not directly reclated to thelr immediate work, many were interested in
the prospect of regularly receiving bilbllographies of current
literature in thelr ficld. Interest was strong, but it 15 hard to
assess the value of such a scrvice until it 1s tried. We do know that
the Info Center's selected table of contents service 15 well llked,
which is an encouraging slgn. Based on my lnlerviews, CDIE will
proceed to develop subject interest grofiles for 6-7 individuals and
offices in the Mlssion, and will charnel the resulting periodie
bibliographies through the Info Center to the regquestling partles.

‘~The Internatlonal Communications System (ICS:)

Background:

The Internaticnal Cormmrinications System (ICS) provides telecommunication
of WP documents among a growing number of USAIDs and AID/W offices. The
system 1s esscntially a worldwide celectronice wail facility whereby WP
documents are deposited in the recipient office’s "mailbox™ residing in a
central meinframe computer in AID/W. ICS sites log on daily to check for
Incoming docusents and to "mail"™ outgolng document irarnsmissions. The
actual telecommunication 1ink can be via Internaticral Direct Dial (IDD)
phene 1lines, or where available via a direct satellite link uvsing the
State Department's dedicated telecommuniczticn ehanmnels.

USAID/Jakarta has participated in the ICS system since June 1, 1586. The
Mission 15 onc of many ICS sites which bas freec 24 hr/day access to a
State channel to Washington and thus pay: no internzticnal phone charges
for use of ICS. .A meme outlining procedures for the use of ICS was
circulated in May 1586 to all USAID offices and its capsbilities were
explainced at least once at a general staff mecting.

Since May, ICS has been used on only three occasicns bty Misslon stzff to
trensmit information nct directly concerring ICS itself. On one of these
occasions, a critical &>cument sent to AL/ANE was garbled in trarnsmission.
On another occaslon, PP?S attempted to trezxszit Prclect Implementztion
Reports via ICS, but found that this was impossible unless the format of
the rceports was modified. Misslon interviews revealed that overall
awareness of the ICS system 1s low, and the limited experience to date has
been largely ncgative.

Current Obstacles to Greater Usage: -

1. Contlinued Low Awareness: Despite initial efforts to inform the
Mission about ICS, few people without direct experience with the
system displayed a clear idea of the purpose or in some cases even the
exlstence of ICS.
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Hegative Image: To the extent that ICS has an isage, it is a poor
one. Staff wlilling to try ICS carly on felt let down and are not
inclined to bother with a system that they see as unreliadble or
cumbersome. ¥While it 13 important to emphasize that this bad
reputation 1s based on very limited experlence, the chilling effect of
that reputation 1s real and will be difficult to overcome.

Lack of clear guidellnes on usage: Adpinistrative procedures for
transmitting an ICS document are ocutlined in Bev Morton's May 1986
memo on ICS. The menmo stated that only non-pollcy documents would
normally be iransmitted, but beyond that there is little information
on how the system should be used. The EX0's mems was largely based on
suggested guidelines provided by IRM, which kas been dcliberately
vague about how the system should be used. IRM sees ICS as an
Informal, unofficial comnunication channel and 1t wents users to be
innovative and find new applications for the system.

Unfortunately this cpen ended apprcach has left users with little
direction as to what uces are legitlmste, and with ilittle
illustrative lnformation on why they should use ICS versus
alternative communication channels.

Tcchnical Limitations: The current version of ICS, kXxncwn Version 1
has was Intended as a first cxperimental step tewards a comprehensive,
reliable woridwide telecommunication system for 2.I.D. Ags a first
generatlon system, it has serious limitations. From a user's
perspective, these limitations ibclude the irability to send docurents
with lines longer than elghty columns without modification, and the

‘inabiiity to transmit non-%P files (czuch as MACS data, spesdsheet

files, etc.). Headezches occur for ICS gyster- maragers cwing to the
lack of automatic ccafirmation of messzge transmissions and the
absence of diagnestic routines that would alert them to system
problems without having to be directly nctified ty cther operators

or AID/W. In short, it 1s difficult to bBe sure that message are beling
recelved or that ICS 1s functioning properly. ¥ersicn II of ICS, which
1s beling tested by IRM, promises to sclve the preblems descritved
above, as well as add features such as direct ¥IY access to non-AID

‘computer systems in the U.S. Until the Mission upgrades to ICS 2, the

system will inevitably be 1imited in reliebility and czsability.

Jakarta Security Constraints: USAID/Jzkarta is the only ICS site
running under the State Department's CUE datz sccurity system, which
Las created some unlque problems for the Hisslion In manzging and
operating. In its present configuration, ICS carnot be operated by
the Mi:zslon DHMC. It 1s currently Impcssible to sllcow the DMC asccess
to ICS without granting access to resiricted Bxtessy files.
Conscquently, the State Informestion Manegcmert Center (IMC) was forced
to take on responsibility for coperzting ICS. Undecr the best of
circumstances, such an arrarngewment would bve simply Inconvenient, bdut
in this case, frustraticns over a quirky, occasicnally incperative
system have so soured the IMC on ICS that thke I¥i's willlirmgness to
opcrate the system In the future 15 in doubt. It must bBe said that
whatever tenslons have arisen have not hindcred Mission use of ICS to
date. Rather, the issue of who runs ICS will take oa more importance
when and if use of the system Incrcases significantly.
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Recommended Actlons:

1.

Develop a clear Hisslon policy on how and when staff should use ICS:
AID/Y is unlikely to provide leadership in this area, and ln addition
there are Mission-lcevel policy questions that would have to be
resolved befo:¢ staff will feel comfortable using the system. For
exarple, a number of pcople stated that they were unsure of how the
cle:rance process was substantlvely different than that for cables. If
the level of effort required to send an ICS iransmission was similar
to that for cables, they saw no reason to use ICGS for shorter
messages, as it 15 only marginally Taster than the cable system.

ICS has a real comparative advantage over the cable system in two
areas: 1. It is5s much easier to ifransmit lergthy documents or ones that
where it is most convenlent to have the document arrive In an editsbdble
WP format, such as PIRs, draft profect documents ete; and 2. The
system has at least the potentlal to serve as an informazl channel of
comrunlcation anong worldwide mission staff and AID/YW staff. 1ICS is,
bty deslign, an unofficlal system. ESAID staff might use ICS as a forum
for sharing thelr experiences with celleagues throughout AID, or to
recelve quick feedback on new ideas from peers In their tfechnical
field.

But before these as yet hypothetical uses of ICS can occur, Misslon
manzgement must 'ecide for itself to what degree it wanls to
facilitate or erncourage the kind of ron-hierarchical comemunication
that ICS allows. Need all ICS trarnsmissions bBe cleared through office
chiefs? If not, should the Kission worry zbout sending mixed sigrals
to AID/W? TIs there a danger that circulating draft papers cutside the
Hission before they are well fleshed out will expose the Hission to
preemptive criticism from other AID offices? While these concerns
are real, it is possible to exaggerate the dangers, especially in
absence of any substantive track record on the system's use to date.

In 1ight of these considerations, the HMisslon should concider relaxing
clcarance procclures presently in place. The idea is5 to make the
opportunity cocis of using the sycstem as lcw &35 possible. There is no
system-wide policy on ICS clearances. CPIR requires no formal
clcarance of ICS messzges, and this appears to be the practice in at
least come other AID offices. The potentizl for misuse should not be
great as locng as Mission policy is clear on what kinds of
comrunication should and should not occur via ICS.

If the Mission opts not to alter the presert clearance policy for the
4iszion as a whole, there 15 still a case to be mzde for a standing
authorization to =llow the Information Certer to serd ICS messages to
CDIE/DI without prior clearance. ICS should become the preferred
comounication channel betwcen USAID/Jaksrta and CDIE/DI for
information reqiests, as it significantly reduces response time. At
least in the short term, the Informsticn Center iIs likely to be the
heaviest user of ICS, and the content of messages sent will be largely
routine (1.e. requests for documents, requests for resesrch services,
Inquiries on the status of outstanding requests). My expericnce in

the Mission hkas been that clearing transmissions can delay outgolng
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messages a day or more unless one hunts down someone with authority to
sign. This may not be a burden for occaslonal wusers of ECS, but
would be for the Information Center if the system 1s used as
frequently as 1f should bde.

DMC staff should brief Hission staff on ICS and its use: Hission
staff were briefed at lecast once, but at this poiat the trail is cold.
& re-anncuncement of ICS 1s sorely needed and stould not wait for the
Installation of ICS 2, whilch may not occur for over a year. Armed
with a well defined HMlission policy on ICS use, and at least a limited
record of successful use by the Informetlon “2nter, DMC ought to be
able to present the systcem to the staff as a -lable cormunication tool
that has practical uses.

Bpgrade to ICS 2 as soon as possible: 1ICS 2 procises to solve most of
the rellability problems and format limitatlons that Mission staff
have identificd as obstacles to further use of thks system. While IRM
support to ICS sites has been spotty aand In some cases infurlatingly
inadequate, there is still little reassn to doudt IRM's claims for the
new system. The wost serious limitations of ICS 1 were mostly knewn
before the system was lmplemented. In that sensc IRM has practiced
"truth iIn advertising"”, and will prodbatly be ever more careful not to
overstate the capabilities of ICS 2. In any cvert, Jakarta will not
be one of the first cltes to receive ICS 2, &nd will have a chance to
revicw the experiences of test ciles such as USAID/Calro.

In addition to enhanced reliability and flexibility, ICS 2 should

‘significantly reduce the work required to operate the system in

Jakarta, an important consideration if the systen merager
responsibility is transferred to DHC.

Another promlsing feature is the ability to.hkzve dircct TTY access to
AID and non-AID computers with dial-up communication cagabiiities.
The Infcrmation Center could directly zccess CDIE's levelopment
Information System (DIS). Mission staff and conguitants couid obtain
data directly from U.S. university datzbases, and ihe Missiocn could
communicate with contractor's home offices via commerclal elecironie
mail services.

Transfer management of ICS from IMC to DMC: During my briefl stay at
the Mission, it became increasingly obvious that in the lorng run, IMC
managewent of ICS is unworkzble. The present arrangsment plezses no
one, and Is an unnecessary source of iznsion. Heving said that, the
Misslion should not rush to withdraw ICS from the ¥S system shere it
now resides. Inquiries have been made to IRM to get AID/W and State
support to find a technical solution ttat would allcw DHC to operate
the system on the VS. Tt 1s too early to tell whether a solution can
be found (an attempt was alrcady wmade in Jzkarta to no avail).
Falling that, ICS could bde run on a WAKG PC in tk2 DMC. The 1ixitation
is that messzges created on workstatioa throughout ike mission would
have 1o be manually converted from one format to ansther, greatly
increasing the worklicad of the system -anzger.

It 15 possidle {even reasonably likely) that IGS 2 will rct have the
same security problems as Version 1 anl could be run on the ¥S without
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direct IMC irvolvement. Thils would be the 1deal ocutcome, delivering
the greatest capability to the Mission with the leasi{ burden on the
DMC. %hile USAID is in the process of acqulring the equipwent
necessary to operate ICS on a WANG PC (which is useful 1n sny case as
a backup system), the PC should be seen as a last resort, to be used
only if other VS-based opiions prove iimposslidble. If IRM can give

as - urances that ICS 2 can be made free of flle security problems under
CUR, the mission should sitick to the ¥S and proceed with acquiring the
additlonal necessary cquipment.
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APPENDIX

GUIDELINKES POR THE I!rORMATION CENTER

Audience:

Users of the Information Center include 8SATD direct-hire staff, USAID
contractors both on and off site, USAID PSNs, TDY visitors, Host-country
counterparts, other donor staff, and to sowe degrece, students. Whlle all
of these groups benefit from Info Center services, limited ¥ission
resources dictate that the Center concenirate on its prlority user groups,
and serve other uscers as resources permit,

Priority groups:

1.Direct-Hires: Information support to U.S. Direct-Hires 1s the
prizary mission of the Center, thus thils group clearly warrants top
priority. For this group, the Center will sirive {o zerve as &
central access polnt to the full rarnge of acalemic, tecl.nical,

and historical infcrmation needed 1n the course of planning and
manzgling USAID/Jakarta projlects and programs. The Center will treat
and other Hission information rescurces as a stariing pcint in
meeting those needs, but will routinely draw upon the resources of
PPC/CTIE, local libraries, government offices,and other development
organlzations as circumstances demznd.

2. €Consultants: Recognizirng the critical role played ty on and
off-site contractors in the Mission's prcgram, the Center shauld
strive to provide the highest level of service possible to this group.
Generally, the Center should not differertiate between Pirect-Hires
and ccntractors in providing services when those scrvices do not
invelve zignificant expenditures of funds and do not impinge on
services to USAID DH staff. For off-site contractors, the Information
Center should mske special efforts “to preactively inform them of
resources avallable, provide for delivery of docum:nts, and serve as
an-access peint to non-Info Center inforcation.

3. ¥SN Staff: Recognizing the increasing progremmatic role PSKs play

In the Mission, the Center will treat FSKs essentilally as it would
OSDH staff.

Lower Priority:

1. Host Countiry Counterparts: GOI staff and other Indonesian nationals
assoclated with the Mission’s programs should have free access to the
Information Center collection and free use of Center materials
cn-site. The Center will not engage In sctive outrcach to this group
and will not atiempt to locate materials outszide the Cemtert's
collectlion unless specifically requested to do so by Mission staff.

2. Other Donor Staff: This group utillizes the Center primarily as an
access point for historical Information on AID gprojects and for AID
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technlcal reports. Services should generally be limited 1o use of the
on-site collectlion and referr-als to CDIR for AID documents not in the
Info Center.

3. Studenis/Scholars: Users on thls category generally will have been
teferred to the Info Center by AID, USIA or other [SG personnel. They
will have access to the Center's collectlion, but the degrece of
Information Center staff assistance afforded this group must depend on
available time. As visits from such users are usually arranged 1n
advance, the Info Center staff shculd schedule thea to avold
disrupting higher priority work.

Circulation Policy:

USAID direct-hire, FSN, Contractor, TDY and RSSA staff working on-site in
the Mission should have full borrowlng privileges for the cntire Info
Center collection. Materials can be signed out for a period of thirty
days. Recent Journals, newspapers, and heavily utilized or eritical
reference materials may be excluded from circulation at the discretion of
the Librarlan. Such materlals can be lent for a period of twenty-four
hours to allow for copying.

O0ff-site contractors, and other off~-site user groups cznnot be afforded
full borrowing privileges. The lidrarian mey allow materials to be
checked out for 24-48 hours so users can reproduce neeled articles or

documents. Since In most cases, such users will have limited or no sasccess
to USAID copy machines, malerials can taken off-site.

A1l users must sign for any documents borrowed from the Center. TDY users
must identify a control officer in the ¥ission who will be responsidle for
the return of any documents borrowed from the Center.

While the Inforwmation Center is not In a position to irpcse fines on users
who fail to return borrcwed materlals, it must te able to impose at least

some some sanctions to enforce its circulation policy.

Mission staff will de sent a series of overdue notices. After two or
three notices, the Info Center will contact the borrower®™s supervisor to
enlist their assistance in returning the overduce materials. In extreme
cases, the Librarian can send a memo detalling the borrowers failure to
return materials to the EX0 for inclusion in the borrovers jersornnel file.
The memo could be removed upon return of the overdue deocuments.

Contractors and other off-site users will be sent overdue notlces and
thelr control officers, if any, will be notified of the overdue materials.
Control officers should be expected to assist the Inforration Center in

rztrieving leat documents, but if a1l else fails, the Cferter will revcke
library privileges (including on-site use) to ncn-Mission users who do not
return materials.

Collection Development:

Space and budget r‘estrictions prevent the Information Center from
atlempting to maintaln a comprehersive cross-section of m=terisls on
general develoyment or even USAID/Jskarta programs. The Center must
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strive to 1insure that its collection reflects the current technical and
p1sgramoatic concerns of Missl -y staff. It mist be recognlzed that these
concerns represent a moving targe!, changing as the ¥ission's priorities
change. In formulating collection development prioritles, the Librarian

i1l be informed by the followlng:

1. USAID's program priorities as outiined in the curreat CDSS znd Actlon
Plan.

2. Guidance provided by the Program Office or Library Committee.
3. Suggestions from individual Mission staff.

4. Assessments of how well the current collectlon covers priority topies.
Does the Center have a useful selectlion of basic and state -of-the-art
materials on the topic?

5. How well are priority toplecs covered ty existing collections in
Mlssion technical offices? The Center should avoid duplicating
materials available elsewhere in the Mission. This can =ean trat the
Center might choocse to maintain only a skeleial or tasic-level
collcction of materlals on a priority topic beczuse exlisting office
collections can meet Misslon needs.

Sclection Process:

Journals/Serials: The current system of annially circulating a list of
Journals rcceived for Mission suggestions on new additions or deletilons
should be continued. In addition, the Librarian sheculd iderntify Journals
not currently recelved which appear particularly arpropriate to the
sectors stressed in Mission programs, and ottaisd review copies for the
appropriate technical offices

>

Bocks/Honographs: The majJority of books and morographs purchased by the
Mission are obtained In response to specific reguests from Misslion staff
and are often approved bty ihe requestor's immedizte supervisor. This
process 1s workable but should be standardized. Reguests for bocks that
regquestors need for their immediate work should be approved by the
appropriate office heads before being forwarled to the Litrarian.
BErxzhasis should be placed on oblaining such pre-approved bocks as quickly
as possidble. The Librarian should encourzge glssion stsff return such
bocks to the Info Center after their imoedlizie need for the documents has
passed, although requestors can retain them in their office collections
with the understarding that they are Mission preperty. Mission staff can
also make suggestions for additions to the Irformation Center on a non-
urgent basls. Such suggestions need rot Ye approved by supervisors.

To malntalin a viable collection, the Librarian =:st be able to
Independently identify end acquire materials trzt are not specifically
requested by Mission sisff but are ecritical to the Info Center's core
sector and reference collections. Such acguisitions should be consistent
with with collecticn content guidelines establishted by the Info Center
cormittee. As the committee will meet infrequently, it should not be
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expected to sign off on individual document purchases.- that
responsibility should rest with the librarlan’s supervisor.

As with journals, the Info Center will te expected to play an aggressive
role in iderntifyling new books that are likely to be of use %o Hission
staff programs. The Center should routinely acquire publication 1lsts
from development-oriented publishers and organizations (i.e. Wesivlew,
World Bank, ete..) and circulate notices of potentially useful documents
to appropriate Mission staff for comment.

Project Documents: It is not possible or desiradble for the Info Center
to retaln s comprehensive paper colleetion of USAID/Jskarta's historical
project documents, nor i3 there any recason to duplicate the actlve
project files alrcady maintained 1ln the progrem =nd technical offlces.
PPs ,evaluations, progress reports znd other officlal documentation for
completed projects are nceded periodically, but not ofien enough to
Justify the space required to store them. For these documents, mission
staff should rely upon the Info Center's microfiche collection of
USAID/Jakarta project documents, the completed project files retained by
C&R, or on documents from the PPC/CDIE Develcpment Information System.

‘The Information Center should, however, selectively acgquire

projcct-related documents likely to be of lorg -term interest such as
reports containing baseline data, and socio-cccnomic or technical
studies where 1t appears desirable to have a paper copy immediately
avallable for staff use.

Another cal:gory of project-related documents that should be scelec*ively
retained include significant documents which otherwise would not be
captured in AID informatlon systems. These are predominantly courterpari
reports or unpublished documents related to BSAID pregrams dbut nct
considered "official™ AID project documents. The Information Center will
consult with the relevant technical offices in the Mi:=lcn 1o help
estimate the future usefulness of such docuzents. The decision to retain
or not to retaln 1s especially ilmportant for this category of documents
because once discarded, they are for 211 practical purpocses lost forever.

¢0L/0ther Donor/International Organization Docum=nts: The Info Center
should routinely acquire statistical, technical, econczic and policy
reports published by the GOX, other dsnor organizations, and
International organizations which relate directly to Misslon pregrams. It
is especially important that the Info Center mzintains as complete a
collection of official GOI statistlical publications as possible. Basle
statistics on internatlional trade and aid flows should be collectzd on as
comprehensive a level as space permits. When such documents can be
acquired at no cost, there i5 no reason for Mission mz-zgement tc approve
the acquisitionsz. Conversely, Mlissicn mznagement should Be prepared to
act on the bechalf of the Info Center in cases where a formal request from
a USG represcntative will cexpedite the acqulisition of needed official
documents.

Donatlons: The Info Center occasiorzlly recelves donstlons of bocks and
reports from Mission staff, contractors or other. Wwhile such donations
are welcome, the Info Center must be frece to choose which documents will
be included in the Center collectlion on the basis of the szme criteria of
relevance applied to other documents. The Cepter will offer to return
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items not eligibdle for 1nclusion iIn the Center's collection - otherwise
they may be donated to other local libraries or discarded.

Audlo-Visual Materlals: The Information Center may acquire videotapes and
other A-Y materials which do-ument HMission projecits. Trzinlng materials
will only be acquired if they are targetted for develozment professionals
and concern topics of current Interest to the mission.

Heeding of the Collectlon:

Limited space in the Info Center makes it critical to avold retalning
dccuments that arz out of dale or irrelevant to the Hission's current
programs. While the standard of relevance to current pregrams 1s
important, the shifting and sometlmes cycllec nature of £ID program
priorities dictates that the standard be interpreted breadly, especlally
where Information on past USAID activitles Is concerned. The Center must
mzke the weeding process an open, clearly defined activity. Hission
staff who conslder entrusting the Center with important documernts must
feel assured that those materials will not be arbitrarily discarded in
“the future.

General Rules for Weeding: .

Technical moncgraphs will not be held for more than fiffteen years unless
they are considered a classic in thelr field. The lidbrarian will consult
with the appropriate technical offices 1n developing criteria for
desclection, and will submit lists of documents to be discarded to those
offices for approval and comment.

Journals and serials will be retalined for two years plus the current
sear, except for hecavily used titles, which Baylbe retained as long as
space permits.

Project-related documents will generally not be acquired or retained by
the Info Cenier i1f they are available 1n the Center's microfiche
collection and in paper copy from PPC/CDIE. The Infor—=ition Center will
assist Mission technicdal offices in identifying materials which are
eligible for inclusion in the AID Development Informaticn System as part
of its routine consultation with Misslon offlices. Those sclected project
documents (see "Selecticn Process™) that are acquired by the Center will
not be held for more than ten years unless they are Julged to be of
special historical significance. As with technical monographs, lisis of
cendidates for deselection will be submitted to the appropriate technical
offices for cominent.

Basic references for Indonesian soclal and economic statistics will be
retalined indefinitely unless they are superceded by newer cumilative
publications.

Superceded lsszues of other reference materials (directories, ete..) will
be discarded when they are rceplaced by the new edition.
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PERSONS INTRERYIXZWED

USAID/Jakarta

Director's Office
Puller, Willies P.
Asderson, Janmes
Rucker, Robert

Executlive Offlce
Horton, Beverly

Communlcations and Zecords
Mugeni, Cholidy
Stevanus, Rddle

Data Management Cenler
Scebaglo, Indro

Information Center
Surycwardono, Christiana

O0ffice of Employment and Enterprisc Developoment

Meyers, Terry
Hest, Gordon

Program and Project Support Office

‘Bonner, Margaret :

Mahoney, Tim

Cole, Bill

Sirait, Martin

O'Riordan, Desmond .
Hzdley, Steve

Educatlon and Human Resources
Benner, Cameron
Foster-Gross, Donald

Office of Population and Health
Veulgaropoulos, E.

Riggs-Perla, Joy

McDonsld, Kathleen

Agricuiture and Rural Developrent
Douglass, Willlam

Brown Margaret

Greenberg, Ron

Like, Cecorge

Hanratty, Martin

Putrnam, Diana

Yoluntary and Humanitarian Pregrams
Pooley, Robert
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UJ.S. Mission

Information Manegement Center
Smy th, Richard

BSIS
Berg, Marshall
Culgepper, Donna

Other Institutlons

D'Agnes, Thomas, MPH, Paculty of Pub. Health, Univ. of Indonesla
Ronocatmodjo, Sc.darto, Dr., PFaculty of Pub. Health, Dniv. of Indonesla
Siregar, EBmir, Dr., Info. Resource Center, Institut Pertanian Bogor
Johnson, Jane, Info. Specialist, Intl. Irrigation Hgmt. Institute
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