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Recommendations for CPIE Information Froducts to fAssist USAID Missions
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Based o©on consideration of development information ne
capabilities, thes Report recommends that CDIE develop =
"Development Applicstion Support Systems! {DA5)  to h
manage information acqguicsition, manipulation, analysis, an
involved in common US&ID activities.

sgriss o
2lp mission
d reportin

Iom o m

The nature of client and user needs are discussed in Sections II
and III. The primary development information need of CDIE"s UBAID
mission clients is comsidered to be not more information or different
information but rather for systems to help manage informatienm for
carrying out primary mission activities such as project development
and implementation) Similarly, it is concluded that the primary
development inforahtion need of indiwvidual users is help in efficient
management of the in¥ormation handling dimensions of their jobs rather
than more, or differernt, or less information as such.

TI

The DAE systems recommended in the ort combine microcomputer
programs and informaticn in both hardcopy nd "machine readstle” {1
disgkette, hard disk, cr other electronic) +form. Thess microcomputer
based information systems would integrate for specitfic UsSEID
cperational activities substantive information., analytical rcutinesg
data storage and retrieval, and other operationallu useful
sub—-programs and functions. Examples of USAID operational activities
which weould be the subject of the DAS concept would be development of
& articular type of project, implementaticn of a particular tvpe of
proiect, strategic plamning in cone of variocus sectors the annual
program description and justification process, and qlmllmr Common
mission operations regquiring the acguisition., storage, manipulation,
and reporting of development information.

.

The most important characteristics of the DA&S concept are:

1. A DAS is designed to support a USAID miscsion task as the mission
sees the task. Thus, a DAS to support the development of a rural road
project would provide not only information about rural roads projects
and related analytical sub-programs but also an information system
which the USAID can use as a teool to help to manage all aspects of the
project development process including scheduling, production of
standard Froject Faper analyses and data presentations, and other
incidentes of the project design process.

2. The typical DAE package would incorporate the following
informaticon resources:
Ha Basic guidance on the type of project including agesncy

policy, syntheses of experience, and comments of eups=ris in the Ffield
and AID officers who have operational experience with the tvpe of
project.
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i A data base management svstem for project design including
— L = . s ST L ST
specification of data rzguired for project appraisal and justification
as well as the program o stors, retrisve, formst,  and report data.
h o 4 S ¥

e. Analytical programs which take data {(which originated from
both CLIE and local sources and is stored in the DAS data base)  from
the DAS data base, format the data for analysis, and perform a number
ot analvses required +for project design (such as estimation of
engingering costs, production costs analysis, and cest-benefit and
internal rate of return calculations).

f. Scheduling programs which lay out activities to be performed
in the activity f{eg.., project development). The user inserts target
dates and completion information. The scheduling sub-program can be

set up with FERT and FERT-CUOST routines where appropriate.

g. fAFdministrative support materizals such as scopes of werhk for
variouse types of techniczl assistance, standard costs for vehicles.
travel, and training, prototype waiver justifications, and other
requirsments common to thes tvpe of project.

f+or important forms reguired in documesntation

o+ project development for example., the log
summary and detailed Financial plans,

Fiu "Template
imcluding, in  the
+rame, project bu
implementation pla

ia Reference materials including sources of technical
assistance, citations to selected books and articles, esvaluations,
Flle, FFe, and other documentation available in the AID Development
Imformation system. {(Citations would be included in the computer
pregram  where relevent. Reference material would be provided in part
in hardecopy form as part of the DAS and in part would be maintained as
at present in AID/W to be sent to the mission upon reqguest.)

i Management and review subprograms to facilitate missicon
management monitoring and supervision and AID/W review procedures.

ia Data transfer subprograms. to transter appropriate data to
other DAS programs such as project implementation, program description
and justification, esvaluation, host government support of AID project.
public information pregrams, and the like.

=. The sub-programs of the DAS would be integrated so as to permit
single entry of data inte the data base. Reformatting and analvysis of
data would be performed electrornically within the DAS program based on
menu selection of decsired procedures. Intermediats data reports would
be electronically recalculated when changes are made in data and
assumptions as in common commercial spreadsheet computer programs.
This would Sfacilitate not only rapid recalculation of many complex
data interrelationships and sencsitivity analvyses but would also permit
deeper mission management involvement in project design.

4

BEST AVAILABLE COFY



i i
R R ; pm VT T
Lmilities unds - L i)

etaluli
long-term follow-up
angd Support
csupport (with USIS)
ia Country da_a a:qulsition and UHdatn :
3. Special function trainirmg and application packages for new

concept and techniqgue orientation, familiarization, and application
{eg rapid rural appraisal, "social marketing”, new policy initiatives,

\-\—.)

S. Eguipment reqguirements would vary accérding to particular DA&S
applications. However, all the possibilities enumesrated can  be
implemented on micro-computers.S5oms applications will reguires
substantial memory and preferably hard-disk storasge +for sull
implementation. In countriss where support of hard-disek egquipment may

be questionakle, the programs can be implemented with woultiple
disk—drive arrangements, albeit with a losse of execution speed.

6., The DAS concept should be tested with a few experimental efforts-
carried out with close coordination with interested technical coffices,
regional bursaus, and m*ss*ons. I+ the concept proves to be wviable,
CDHEldr’atlEﬂ may be given 1o commitment of substantial resources to
broader plementation.

7. Implementation of the experimentsl effort should be carried out

within a self-contained project with assured CDIE staff, financial,
and technical assistance rescources to do the job promptly and well.
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FIRST DRAFT - RECOMMENDATIONS FOR CDIE FRODUCTS AND SERVICES
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Much of &ID"s substantive work involves the uss  of "develocpment
information" - that is, substantive data and accumulated knowledge and
xperience of conditions, projects, programs, policies, and problems
in development and developing countries. For purposes of this
discussion, "devel opment information"” ig distinguished from
"financial" o ‘administrative" information which is  the subject

matter of very elaborate information systems which the agerncy has
developed over many yem.s of operation. By comparison, the systems
developed for management of developmernt information are far ss
2]l aborated and sophistocated and far more dependent on  the
happernstance of the skill or luck of the individual user.

in ll"

i

The current state of development information managemant in RID is
primarily & reflection of the difficulty and complexity of meeting the
information needs required to perform the agency’s taskss a
decentralized organizational =tr1cture which is a consequence of the
judgment that information, decisiorn, and implemsntation are best

anaged as close +to +the operaticnal sasction as possibleas and &
technology which, until recently, did not ocffer more Suitable means to
support information requirements of a dEFentrall =ed mission system.

ﬁ!J

Development information is not, cenerally speaking. managed as
such im A&ID. It is produced and consumed by most of the units  of the
organization. It iz warehoused in various locations. It 1is
distributed liberally sometimes in response to request but more often .
as & conseguence of the producer®e judgment of possible utility to
potential users. More development information can be acguired rapidly
frem storage and production mechanisms ranging from electronic data
bases to consultants. Indesd, additional development information must
be acguired in connection with each one of the vast majority of AID =
activities - often slowly and at great expencse. But while development
information is an asset in some respects &= important as financial

esources, and entails costs of substantial magnitude, it is not
viewed generally as a2 suitable subject cf administration.

While the agency needs more and better information to do its ever
more complex tasks effectively, the USAID staff people who are the
operational "users" of development information are being overwhel med
by too much information at the same time that they suffer Ffrom the
lack of information appropriate to particular tasks. They are asked,
in effect, to select, store, recall, transform, manipulate, analyzs,
and report information from the agency®s wvast store of data, to
generate additionzal data locally, and to produce therefrom new
information - in short, te integrate information from diverse sources
for agency documentation. This burden can be reduced and gquality of
professional performance improved by using available technology to
help manage and integrate the information which is the raw material of
USAID staff work.
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Improvements in the acguisition and use of development information
offer great opportunities for more effective agency performance. Mot
only does better information contribute +to hbetter decisions, but
better ‘information management reduces the time spent on manipulating

information and thereby increases time available to undgerstand
problems and help create solutions. The technology for better
information management at all levels exists and is relativelv

inexpensive (although the development of appropriate programs and
informations systems will not be & financially trivial enterprise!.

The wvery core of the development information problem is
facilitating +the acguicsition and use of developmernt information in
USAID missions and offices overseas.

This study has examined development information needs of USAID
missione and individual users with a view to recommending specific
information products and servicese which CDIE can develop and offer.

The organizing principles of this Report are as +follows!

1. The development information problem ir. AID is wltifaceted =and
very complex. Rather :than attempting to articulate the totality of
the problem, this Report!looks at one dimension and emphasgsizes action
proposals rather than rationale. If the recommendations are
intuitively attractive, rationale and fine tuning will fecllow.

2. The Report takes the viewpoint o+ USAID clients of CDIE and that
et the individuals working on USAID staffs. & distinction is drawn
betweern CLIE "clients", which are organizational units within &ID, and
"users" who are the individuals performing the work of the agency.

3. The Report®s orientation is operational 1in the sense that it
addresses development intormation as a subset, and rnot necessarily the
most important subset. of broader responsibilities of USAIDs ard USAID
staff people <such as project development and implemesntation and
program planning.

4. It follows that development information and the methodologies used
to acquire and analyze development information are treated as tools to
accomplish the operational tasks of AID. For purposes of this report,
contribututions to tresearch, the repository function, and other
benefits of development information outside AID*s primary operational
responsibilties ares ignored.

Se The FReport ignores internal jurisdictional considerations,
including those within CDIE relating to distinctions betwesen
statistics, wvarious types of narrative information, analytical

methodologies, anmd their sources in current practice.

In the following sections, the Report briefly addnesses the nature
' BEST AVAILABLE CCFY
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all "job respeonsibilities in & manner satisfactory to the agency and Lo
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the professional standards to which AID officers typically aspirs.
- L . . C s . _ . .
2. Information discontinuities which are experienced as:

a. information "overload" {(the volume of information routinely
made available to officers sxceeds the capacity to read, absorb., and
use it when needed) s '

b. information shortage (the lack of information available in
appropriate detail, format, and accessability in a timely fashion to
accomplish specific taske)s:

c. lack of information support and manipulation capability (both
in s=sense of information about information - what information is
needed; how to get iti and how to process it - and in the sense of the
hardware and software systems to access and process information)s

3. Difficulty in getting uninterrupted time to focus on
complicated problems and especially preblems involving the need for
learning new information, technigues, and shkills;

4. Difficulty in specifying intermediate operating objectives
necessary for efficient accomplishment of complex tasks, especially
theose invelving information gathering and processings:

. Difficulty in controlling activity toward accomplishing
intermediate objectives, especially where information functions are
involved.

Rll the foregoing prcocblems are commonly and properly characterized
as "management” problems. But they also can be preperly charscterized
as "information" problems. CRIE can contribute significantly to
meeting these problems by helping USAID personnel use development
information better. (For purposes of this discussion, "development
information” includes statistics: operational datas analytical methods
made available through  computer software as well as through
traditional person—-toc—-person technical assistance methodss and
narrative information on development knowledge, theory, and experience
‘including evalusations and advisory materials).

Specifically, CDIE can help USAID staff users by providing
operationally useful microcomputer software and related hardcopy
materials to help: ‘

1. to manage '"development information” better (thus saving much
time now spent trying to read, manipulate, and apply such
information): and,

2. to integrate '"development information" more efficiently with
operational activities (both in the sense of drawing on development
information as a source of guidance for action and in the sense of
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Conversely, if "development information” (including lessons Of
experience, narrative guidance, statistics. and data analysis
methodologies) is provided in a context of information systems which
reduce the information problems which beset USAID users, the

probablility of effective use of new informaticon, new ideas, lessons
of experience, and other intellectual, contributions of CDIE is greatly
enhanced. Further, such information systems would Facilitate the
better use of "development information" which is alresdy available to
USAIDs from host country sources.

This Report recommends developing information esystems responding
to the forszgoing description. Such information systems would be
designed to help userse identify intormation reguirements,, organize
information required for various tasks, acquire available data from
central sources., store additional information obtained, manipulate and
analyze data for various purposes, organize and track work done and to
be done on various tasks, and generate reportse needed +or various
reqquireaments in the process of program  and project design,
justification, implementation, and evaluation. Data interchangs
routines would facilitate multiple uses of common data requirements.

These information systems will be referred to as "development
application support. systems" or DAS systems. The words '"development
application" are used teo emphasize the operationzal oriemtation of the
concept. "Support"” is used to emphasize that the system is intended
to aseis through information management, not to manage through
information assistance. The distinction is considered essential. The
user must continue to control the process, exercise judgment, and
otherwise use the system to highten the profescsionalism of his or her
wori., £ID professionals must not be turned into information clerks
supporting a computerized decision system.

A description of several such "development application support
systems” are set out in section IV to illustrate the concept. In
particular, two applications go into some detail to illustrate <the
incorporation inmn a =single DAS ©of capability to provide support in
statistics, narrative guidance including "lessons of experiencs", and
analytical methodologies all incorporated on commercially available
integrated software implementable on microcomputers. These morse
cetailed illustratione involve a DAS to support program development
and support for export promotion in a private enterprise development
program and &a project development DAS for rural roads projects. The
substantive - activities covered by the DASs described are not
necessarily the appropriate ones for initizal expsrimentation. Other
types of DAS systems are described in less detail in Section IV
including project implementation, evaluation, program description and
justificatieon, and heocst government support systems. Suggested subject
matters areas for early DAS development are discussed in Section V.

BEST AVAILABLE COPY ‘.



III Client Meeds

HISATY R Tl —mienl ' o =
S UBAIDs out a well—detfined =at o wes. Tin
PRSP Sy - a - s, JRUN | o . o o - J.}_ ==
sxtraordinar L4 circunstancss LhsseE
q —— - - T -
procadures time to tims, ar the
! 3

T

i
1]
Y

«F

.,..
wlo
0

F 1) B

H
[
£
w
1

'
i
]
Hi]
pat
1o

1. Strategic plamning {including macro-sconomic and ssctar
analysis development problem identification and specification: and
szlection of subj=ct matter for project development)s

2. Froject development (including support of the FID and FF
process or their equivilents):

Fn Frogram description and justification (including support of

the CDSS, AES, Congressional Fresentation, and related documentation);

4. Froject and program implementation {(including documentation,
logistics, procuremsnt, scheduling, monitoring, and related +financial
information but excluding for purposes of this discussion Controller
functions)l;

S Froeject and program evaluation.

The foregoing functions are heavily dependent on development

information but they are by no means #Clusively development
information functions. It is more usetul to USAIDs to provide
information assistance in the context of these functions as they ares

performed by the USAIDs than it is to provide assistance in  the form
of data packaged in a manner convenient to the sender. Books of
statistics, printouts summarizing past AID experience in projects of a
particular tvpe, lengthy evaluation reports, or recommendations for
technigques for gathering and analvzing data, while valuable, place =
burden of selection, extraction, and manmipulation on AID cofficers
which may not necessarily be perceived by them as worth the effort.
Howewver, if guidance, data, and analvtical apparatus is provided in a
package designed to help do & task - such &as design & project - the
liklihood that the guidarnce, data, and analytical apparatus will be
used and used well will be far higher.

But can such packages be designed which both are -and are perceivesd
to be suitable tec USBAID needs? In many respects "are suitable” is
easier to achieve than "are perceived to be suitablea". The
organizational need, and therefore the criteria for "are suitable" for
purposes of this draft include tools which help managers:

1. Reduce staff time utilization associated with tasks involving
production of information products in generals;

. Increase information processing sfficiency with respect to routine
nd repetitive operations in particular;:

. Organize and understand infermation concerning what is going on in
the countrvys

4. Make decisions inm substantive areas in which the USAID must seek
additional information and outside technical assistance rather than
relyving on staff expertise:
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US8IDs are strugeling with these proklems svery  day  and  ofd
develon significant improvesents thirough  ths use of milorccompu
technology. But many of these impreovements could be more efficie
designed centrally with the additionsl benetfit of incorporatio
development informaticon assets not available at the mission level.
Section IV s=ts out a number D% examples of possible contributions to
meet these USAID needs. ' '
But will an effort to design such systems "be perceived to be

n e

suitable Motwithstanding the commonalities of agency process, CDIE's
USAID client development information nesdes are highly varied because
of the uniqus environment of individual countriee, the scope and
resource mix of pregrams, the skills and experience of USAID stast,
the <sophistocation of host country counterparts, the nature and
‘availabilty of AID/W and contractor support, the availability of
gdevelopment information in country, and, of course, the specific
projects and other activities undertaken.

This variability of client needs contributes to a tendency of
UsaI1p personnel to wview their host country situation and their
cperational requirements as unigue - and indeed they are in fact often
unioue. The +fact and perception of unigue reguiremente places a
special burden con CDIE which must, inm light of its own institutional
imperatives, move toward development of generalized products and
services and eschew individuslized client services except where those
services cza2n contribute to the development of a gemneralized service or
product of interest to numerous AID clients.

The resolutior of the tension between the client®s perception of
unigue requirements and CDRIE" s nesed to generalize its services to the
agency {("wholesale versus retzil") presents one of the core managerial
nroblems faced by CDIE. & fully successful resclution of this tension
will be extremely difficult if not impossible to achieve if CDRIE visws
its resources as separable activities: statistics, data analysis,
historical information, evaluations, and development uwperience
systheses (in the sense of a series of studies in various areas).
However, it these resources can be integrated in systems desigrned to
meet USAID client needs as they are perceived and experienced in the
tfield, CDIE can make & truly crucial contribution to the efficiency
and quality of USAID performance.

This Report suggests that significant assistance in all these
arezas can be provided by means of various development information

systems easily within the technological reach of commercially
available equipment and scoftware. 0Operationally, thers is not a
compelling need to addrses all these neesds simultanecusly and

comprehensively:- To the contrary, approaching the problem in "doable"
but significant pisces is essential to assure acceptance at the field
level. But it is essential for AID and for CDIE in particular to have
an overall conceptual framework which takes expansion poscsiblities for
the Ffuture into accournt in assisting missions to meet curtrent
requirements
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IV GSome Froposals +DP Dewe1opm=n+ fpplication Supporit System Froducts
and Services . Which CDIE Can Develop To Help Meet Current BISTa N
User /Client MNesds ' BRI

This section idEs iptions of & numbsr o
“developmant inrormation 8y 5 and sery witich ]
respond to nssds of CDRIE s clis ione and 4 vidual  us
in missions. 411 canm be implement icrecomputesrs although soms
ot the proposed applicaticns would substantial memory and hard
tdisl storage for full implementation. No sffort b en made as vet
to define hardware reguirements and  support  capab tes Ffor  such
Rardware configuwrations in all AID countries.

There are a wide range of development information needs in USAIDs.
There are, as well, a wide range of other microcomputer implementable
"management information" reqguirements which do not, strictly
speaking, fall within CDIE"s mandate. There is a considerable area of
overlap between the clearly "development information" requirements and

clearly '"non-development information" requirementes. - In giving
ronsideration to recommendations of the Report, the reader ics
encouraged at least temporarily to suspend judgment on AID/W

jurisdictional considerations.

Information tends to be organized in ways which reflect the
organizational structure of its source. USAID mission information
requirements often fail to conform optimally to AID/W organizational
structure. Field operational problem= tend to mix elements with no
respect whatever for crucial istinctions on which Washington
responcsibilities are so firmly grounded. For example, a problem might
emerge in & project which would mix purely "development information”
needs, such as crop cycle and other technical agricultursl
characteristics, with essentially administrative information needs,
such as inventories of fsrtilizer, with financial concerns, such as on
what date in the next few weekes disbursements must cezse because of =
failure of the host government to make debt payments to the U.5.
Government within the acceptable late payment grace pericd. A system
which integrates information relating to such apparently disparate
concerns can help- managers anticipate problems., assess the feasibility

of alternative sclutions to preblems, and specify priorities for
action. Integrating information to respond to multiple needs is not a
difficult task - at least techrnically. The operationsl pavyeoff could

be substantial.

USAIDe need better informatior management support. Providing more
information in the absence of better information systems or providing
information systems which are constrained by AID/W structural
characteristics run the risk of compounding rather than relieving
information maragement problems im USAIDs. Developing mission
criented information support systems is both ‘“doable" and highly
desirable.

This section will discuss at warying levels of defail the
following possibilities for Development Application Support Systems:

Fa Froject Development Packages (FDF)

E. Strategic Flanning Fackages (SFF)

C. Frogram Description and Justification (CFE)
D. Froject Implementation Fackages (FIP)

E.. Host Country D&S to Support AID Operations (HDAS)
F. Project Evaluation and Long-Term Follow-Up DAS (EVL)
G. Contractor/TDY/Visitor Orientation and Suppont Fackage (V0S)
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& '‘roject Development Packages (FDF)

bhile svery ect iz to a gignificant extent unigue, many
orojects fall ategoriss within  which data amd analvsis
Feguiremsnts ar tially =i o Thus rural road construction
mroiects = & Fegquirs g i data, analviical orocsdurss,
Lmpl entatlon ol svsitems. A1l rural  road constructieon
orojects  mav from sxdperience in such projecis world-wide.
AIDA review of rural rosd projects and mid-term and final
svaluations of rojects should take a numbsr of common factors
into account.

A Development Application Support System (DAS) for project decsign,
"EDF, {and- a related DAS for implementation, "FIFP") would capture
cemmon dimensions of such projects in a micro—computer environment for
operational use in USAIDs. The PFDF would provide &a tool for
substantive guidance, data-base management, data analysis, and
implementation planning teo support the project development process.
It would offer the project design officer and project design team &
self—contained set of analvytical and data handling tools for use on &
microcomputer, based on & an agency-authorized core analytical

I

reqguirement, for specific types of projects.

FDFe could be developed <for a number of standard project types
such as rural roads construction, agricultural research, and primary
health care as well as new project types which reflect new directions
in AID policy such as rural savings mobilization. While in theory
FDFs could be developed Ffer virtually any kind of project AID
supports, the most significant payvoffs will preobably flow from FDFs
for  the most common projects for which concsiderable superience has
developed over the yesars.

The FDF would incorporate a number of features including:

1. A& list and schedules of project design activities which
inexperienced officers could use as a guide and experienced officers
use as a check list and supervision mechanism.

2. General substantive and policy guidance on the type of
project including limited narrative discussion and references to more
detailed informatiomn in: hard copy sources. CDIE would develop

guidance from ites information resources. The program would offer some
of the reslevent material in electronic form along with references to
more xtensive hardcopy csources, both those incorporated in the FDF
package itself, and those available on request Ffrom A&AID/W or other
sources.

3. A "one-entry" data management system for the project through
which key data requirements for the project would be identified:
required characteristics specified (eg. length of time series and data
quality considerations): and data entered intoc an integrated data
base. The program would incorporate software templates for using the
data base in various project applications. Automatic formatting from
the data base for various information reguirements would be provided-

For xample, in a rural roads project, data such as the following
would be prompted by the program and entered by the user:
—current rural roades milage believed to exist
—+ropad condition estimates
-rate of road deterioration in various areas
-unit costs of construction, rehabilitatiorn, gnd maintenance



-tvpe and wvalue of agriculture inflrelevent_ inroposed. road)

areas

-population and characteristics

-eprmial services in potsntialy aftfected ares

Each class of :

design and imolament I i
assure  consistency io ani
recalouliation as dat tn  extend
zensitivity analysi s  =oonomlo
dimensions of the pr B5s.

6ﬁ iliustrate the latter point., under current practice sensitivity
analysie is applied +to overall costs and benefits o to first order
economic dimensions such as commodity prices. For wample, the
sensitivity a&analysis may assume an upward shift in overall project
costs gmy to determine the effect off calculations of the internal rate
of return of the project. But the implementatiocn implications cof that
shift are rarely explored. Typically, the sensitivity of project
feasibility to implementation probleme caused by such cost shifts are
a far greater managerial problem tham are implied by 2 sensitivity
analyeis which only addresses single function alternatives. Thus a
20% increase in equipment costs, while on paper not driving the IRR
below an acceptable level, may well deprive the project of adequate
resources needed +for other project commitments. The linear
assumptions o©of most sensitivity analyses typically do not sqgquare with
the lumpiness of investment and acceXerstion of cost curves. A  DAS
system such as that proposed would permit ramination of system
interactions in sencsitivity analysis and help to capture second =and
third generatic implementatior gffects of the assumptions now so
often impertectly éxamined)

Much of the data gathered for project development purposes would
be transferrable to & related project implementation program (FIF),

described below. The program would include a sub-routine to
facilitate data transfer to other programs.

4. Various project design considerations would be presented
along with prompts for locally required data to be entered such as:

— alternative construction/maintenance methods (g varying levels
of labor and capital intensivity with cost and employment effectsz)

~ alternative implementation methods (regionalization,
centralization, contract, force account, international bidding etc)
arnd implications {(cost, time, local currency vs. dollar expenditures,
etc.)

- current and projected costs of equipment, engineering practice
considerations (such as typical equipment sets and maintenance and
support assumptions associated therewith, assumed utilization rates
und=r  wvarious circumstances, useful life of equipment, and similar
technical engineering data)

Capturing these dimensions of planning in a permanent form would
b= of considerable help in anticipating and dealing with
implementation issues. It would make project evaluations Ffar more
instructive as it would facilitate determining more accurately how and
why implementation plans go awry. Thus it offers the possibility of
greater fairness in assessment of good and poor performance by

contractors and AID officials.
i BEST AVAILABLE COFPY .
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Such z DA praogram would give desigrners an effective tocl to g
arnd manags project develiopment. It weould simplify and ontrrol
development of & unifiesed projsct data base and facilitate update not
orly of the data itsels but of =11 the implications of data refinement
and updste. t would simplify analysis of the effects of alternative

approaches. "Learning from experience” would bes built into the system
along with references to detailed hard copy material. Managers could
use the system to track progress and explore alternatives on the basis
of the best information currently available. Implications of goals,
objectives, schedules, and constraints could be euplored without
imposing heavy burdens on statf time. Thues the system provides a
rough model with which & manager or designer can explore "whsa if"
poscibilities, project designers can ceollect arnd refine information,
and tesam members can relate their knowledge and expertise directly to
the projec data base while providing their contributione to the
effort. .

The DAS/FDF concept could also be used to facilitate AID/W review
and policy control. Thus issues of concern to AID/W in terms of the
guxlity of the design work and conformity with AID policy could be
addressed through check lists and standards for data gathering and
analysis at sach stage of project development. For rample, at the
pre-FID stage a set of basic issues to be addressed with easily
.obtained datza such as approximate rural road milage in the area in
question, data on agriculture and social services and population in
the area or areas in question could be identified. FDF could
incorporate 'rough rule of thumb factors for cost/benefit and benetit
‘incidence considerations.

The process of review at the FPID and FF stages could be simplified
by guantitative checks. A copy cof the FDF data storage materials
could be forwarded to AID/W along wits the documentation to facilitate
the review process. Sheould revisions be required as a consequence of
the review process, those revisions could be entered and all relevent
calculations rerun with & minimum of difficulty. {Thus reviewers in
Washington might come to understand more easily apparent oversights of
field analysis which superticial examination sometimes suggestes.)

Finally, important data in the FDF data base could be easily
transferred to the project implementation package (PIF) for the
project. This would provide an initial data base and target
objectives and schedules. As the inevitable changes in implementation
take place, tracking implications and automatic identification of
implications of changes would be provided. '

(I believe this program can be implemented on currently available
commercial microcomputer software although substantial memory would be
required for some of the more slesgent analvtical routinese suggested.
In come countries, hard disk storage may be difficult to maintain.
Most of the applications could be duplicated using multiple Floppy
disk drives although at a loss of convenience and execution speesd.)

BEST AVAILABLE C(‘ .
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Strategic plannina, that ¥
nature of & miszion’s progr d
divigions will operate in vari i¢
most  difficult dintz=llectusl &1
Tacssg., ocrng the factors inveo ic
data gathsring an analvsis d=n
spscitication, and sector & o
analvesis and sslsction.
In any if not most cases, macro-sconomic analysis is fairly well
in hand. CDIE already contributes significantly in  this area.

Further, data and analysis by other institutions such as IMF and World
Bank are commonly available and well used by USAIDs and their regional
bureaus. While the Strategic Flarning Fackage (SFF) described below
would certainly incorporate s=such materials and related analytical
capability, the discussion in this interim report will focus on the
less well developed "middle ground" which lies between macro-economic
analvsis on the ome hand and procject analysis on the other.

The ‘“middle ground" of strategic planning is in many respects the
mocst important decision ares in which USAID management (along with
related AID/W policy and analytical support) operate. Decisions
concerning what sectors and subsectors a mission will address at what
level of resources commitment and in what kinds of specific activities
are crucial in determining the impact of AID programming 1in a host

country. Commonly, operational realities dictate that the decision
carefully to consider undertaking & project is in fact the decision to
do the project. The e+fort committed +teo developing & FID, the

wpectations gesnerated as a consequence of that effort, and the
spenditure of time and staff resources involved typically constitute
& decision unlikely to be reversed wunless reasons not to co  the
project are compelling. Once resources are committed to a less
attractive, albesit feasible and desirable choice, it is often not
feasible to exxamine alternatives at adequate depth early enough to
permit chesing & more attractive approach. :

These "preliminary", but operatiornaly crucial decisions often are
taken without the berefit ci decision support {information - and
analysis) or with enly minimal analytical support. Such decisions are
often & result of a combination of managerial arnd technical "feel”,
negotiation, and compromise of claims of interested parties: an art
form as much as an analytical process. These considerations always
will and shcould be the essence of the strategic planmnning process.
However, that process can be illuminated and supported by better
information and analytical support. The 88F is designed to provide
that support.

An example of an DAS/SSF addressed to agricultural export
promotion will illustrate the scope armd utility of this concept. The
xample assumes that a mission 1is interested in developing
agricultural exports and is considering how that interest will be
expressed in project form. Among the many kinds of information which
would useful for a mission at this point would be:

—impert patterns (products, volumes, prices, timing) of the host
country®s primary trading partners

—current sources of those imports

—characteristics of products from those sources (cost of
production, transportation cost, quality information) ,



|
==

technical data on production of various crops of interest (nature
of +the commodity .cys+em; optimsal and acceptable soil conditions,
rainfall, altitwde, day lengihi crop cyclesi lodal cost of production
data) '
~post-harvest techrnical data (drving and procsssing,. storage, and
craneportation?
marksting data (primsry points of  @ntry, i} & Duyars
plu} windows, shipping technical and cost  dat macking
res, shippers)
-regulatory informaticon concerning target markets :
—-souwrces of technical assistance available for specific commedity
systems and for various subject matters

—data on  rescurce endowmernt of host country (location  and
aracteristics of agricultural land suitable for crops of interest)
~-infrastructure required for specific crops and where located
-cost and availabilty of labor

-sources of in-country and foreign technical assistance

—financing and technical assistance programs of other donors in
related areas :

n
o
W

Thie 1list could be xtended considerably., but the foregoing
suffices to suggest several points:

One, _"plorlnq a sector or subsector for suitable project
opportunities can be a very complex and expensive task.

Two, & great deal of relevent and often dispositive information
can be gathered centrally and made available to miseions for local use
early in the project identification process. The cost to missions in
time and funds of thorough comparative analysis early in the project
identitication process often edceeds practiczal possibilties

Three,  such centrally gathered, generally applicable information
can be supplemented with local data more readily and efficiently if
the mission has information concerning what information it needs to
get and how to get it.

Four, project analyesis resources are limited. The mission can do
a better job on the final product if it has not sxpended extensive
resources in obtaining general information of the type that =&
centralized system could provide.

Five, cross—-country information (such- a= comparative costs of
production) are important and should be compiled, maintained, and
updated centrally.

8ix, the availability of such data would allow a mission to
identify posesibilities for commodities of interest rapidly and reduce
sharply the technical assistance costs of project development as well
avoid serious errors in commitments to crops which would present
technical difficulties or which would be unprofitable because of
production or other advantages of other sellers in markets of
interest. :

A system which gathers, stores, and manipulates information of the
nature described here would appropriately be developed in conjunction
with the S8S¥%T technical offices responsible for the area dealing with
technical concerne. CDIE would - deal with ecconomic and statistical
considerations, accessing outside data bases., and overall design of
SFF to assure compatability with other development information
systems.

Strategic Flanning Fackages could, of course, be developed in many

fields of AID policy interest. The basi idea is that mission
management faced with developing program= in complex, and especially
newly emerging areas of policy interest can be, assisted with

BEST AVAILADLE CCFY
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ption and Justification (CFE)

USAID missions expsnd & significant amount . of resouwrces in the
prroCcess ot orenaring documentation describing and  justifvying
management decisions. I'm =ome cs this documentation is used in  an
interactive decision process s as im the CDEE amd Annual Budgst
Submiseion process. At other timss the extent of interaction once the
documentation leaves +the missgion iz limited as in the case of
description of indiwvidual projects in the Congressicnal Fresentation.
The management of inf orma+1an in thess processgs 15 & major
organizaticnal buwrdsn which could be significantly lighterned by the
use of programs which integrate word processing, data base management,
and relatively limited spread sheet functions with standard format

templates for varicus documentation output reqgquirements. Recent
developments in commercial software permit the implementation of such
programe in a microcomputer environment.

In addition to significant savings of time and staff resources at
the mission level, the use of such DAS programming would reduce
workloade in  the AID/W review process and facilitate inputs to the
agency institutional memory. The ability of USAIDs to draw directly on
statistical resources in . ESDE and related data bases would alsoc be
facilitated by such a product.

The'primary utility of such a product would be saving staff time
in preparation and revision of documentation. The process involved is
well understood by responsible AID officers. Relevent information is

normally available. Some qualitative benefits may accrus &as &
consequence of the availability of data manipulation routines in the
program. But the benefits associated with simply making the

documentation process faster and less burdensome on staff can  be
significant. ' : '

BEST AVAILABLE COFY



D Froject Implementation Fackages (FIF)

Ome of the most s ‘mation management problems facing
US&8IDs ig project implementaticorn. | While information managsment  in
pirodiect development can, in sffect., be largely shifted to contractors,
piroiect implemesntation iz irnhesrasrtly an internally controlisd orocsss
ta& mpergtioﬁal relationships 54I0 functicns Thus orojsct
implemesntation cannot be iscla tracted out" to the sxitesnt
that project development can b

Tracking and controlling implementation of projects individually
and in the aggregate ca be a daunting management problem. The
problem c= e addressed with information sytems implemented in a
microcomputer environment. Relatively simple systems have been
devel oped by several units in AID/W and a few missions. A

standardizced system designed to facilitate data interchange with other
DAS programs would constitute ©a significant service tc many hard
pressed agency staffs. :

While the concept of a2 DARSE for project implementation is not
wplored in any deteil in this draft, it is worth emphasizing that
this area may well be ones which will attract the most immediate and
enthusiastic support of USAID missions for early development.

Y BEST AVAILABLE COFY



E Host Countrvy DAS to Suppeort &ID Operations (HDAS?

Oftern overlooked in consideraticon of USA8ID o tione i1s the
managemsnt  burdsn placed on developing country governments i
supporting RID financed ocperations. The entire rangs of UBAID
implementation problems is mirrorsd within host government  agenciss,
#11 of  these concsrns would be suitable subjects of DA activities
with benefits not only to host courntry governments but alsc to USkRIbDs
which must desal with the consequences o host country agency
limitations in swupporting AID projects and related information
requiremesnts.

To the extent that host government agency responcsibilities are the
same as that of USAIDs, the DAS systems described above can be adopted
for counterpart use. In +fact, however, the problems are often
partially overlapping but not entirely so. Host governments are
expected to manage certain aspects of programs but have difficulty in
doing so. Ultimately, and often late in the game., the USAID becomes
aware of a problem affecting the program or project as a whole.

For purposes of this discussion, I will address one such set of
problems which are commeon to most AID +financed operations, tracking
financial responsibilities associated with AID disbursements, host
country contributions, and repayment of obligations to the U.S5.

Government by the host government.
at first blush to be essentially a controller’s office

While these concerns would appear
problem, they

have significant implications for proagram and project management and
therefore for project development as well.
An seffective system would at a minimum +rack Ffinasncial Flows

historically and project requirements for specified time periods to
project completion on a project by project basis and in aggregations
by responsible agencies and host government overall. It would be

ueeful to incorporate information, a&lthough on a less detailed basis,
for operations of other donors.

Tracking of official d=bt repayment obligations is, in many
countries, a matter of considerable importance because of U.S.
statutory reguirements to suspend disbursements in the event of

xwcessive repavment delays. Berause many countries are now making

repayments on large numbers of loans granted over decades, the control
problem can be more complicated than one might think. In countries
hard pressed for foreign exchange resources, making dollar repayments

on & day—-to—day basis to avoid statutory sanctions may be the normal

procedure. This in turn places an additional monitering burden on
USSID staffs.

The foregoing is only one dimension of the host country
implementation support problem. It may well be that cne of the most

important areas for further exploration will be the host country

side
of the development information problem. ‘
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F Froject Evaluation amd Long Term Follow-Up DAS (EVL)

luation is  an angd & crucial application of the DAS

. Th= svaluati could logically be attached te sach

foregqoing DR onE arsas. Indesd, provision for the

Liom of dats foy o = F mroorammsd dnto

DAZ in amy e ch rerliectea hefe*n defining &

rate evaluatiocn DRSS t inishing of the yartance of

wation in program t opment and impl tation but

=t a sense that meiJatlDﬁ ho v and data shou & to  some

eg managed separately in ord o maintain in ndence and
ctiwvity.

It follows that evaluation DAS for wvarious types of AID projects
and activities would be develeoped and maintained centrally. BSuch a
DAS would track not only the actual experience in AID projects. but
would also test the theecretical assumptions on which various AID
policies and practices are based. An rample of such cross—-project
assumption tracking might be an on-going testing of the assumption
that mobilizing rural savings contributes to  loarn repayment and

nstitutional refor: in the institution which pays market interest
rates to attract savings. Thics is a powsrful assumption with very
gignificant implications i1+ true. Data relating to these factors

shiould be tracked closely and not left to the happencstance of routine
evalu=ation to be examined.

Another dimension cof the evaluation problem which is difficult to

address under current practice is post-termination impact. Once an
AID project ig fully disbursed, USAID management and +tracking
typically ends even though the developmesnt impact @may only be
beginning. The ability to learn +from xperience, tb facilitate

follow-up operatiocns, and to help explain  the effectivensess of AID
operations to Congress znd the public would be aided by the on—going
gathering of information on the effects of AID financed operations
atter project implementation is terminated. This kind of fellow-up,
however, could be a significant burden on USAID staffs.

The desirablility of maintaining & follow—up DAS is demonstrated
by the effort now underway in S%T/0IT to develop a system to track A&ID
financed participants. Restructuring the information after the fact
is, ot course, expensive and cannot be wholly successful. It i=,
however, preperly viewed as worth the effort even at this late date.

A low-cost, minimum managment system for post-implementation
tracking is qguite feasible through design of a project follow-up DAS
which would indentify certain key information points +for periodic
observation.  Such a DAS might be related to the Host Country Support
DAS (HDAS). Alternatively, the system could be implemented by
contract with local firms or institutions which would minimize costs.
In some cases, it may be possible to provide micro—computer hardware
and software to local wuniversity groups in exchange for- services
involved in tracking information for the system. ’

BEST AVAILABLE COFY



G Contractor/TDY/Visitor Orientation and Support Fackages (VOB)

. Most USAIDs must deal wiith a2 substamtial flow of visitors some  of
whom carry out activitiess for the mission, such as cont o sk
TDY personnel, and socme of whom are vieslitors carrving ities
for  other organizations. Im many missio the burd stion
and Erov szm; of  important  information for suacl s is=
“igni%zcant. Senerally., missions prepare & packa phive
materiale which cover much cof the basic requirsmesnhts,. he problasm
of providing more detailed information to mset the pa de of
individuals is & continuing problem.

Development of a program to extract relevent data +from DAS data
bases. described above would csimplify the process of preparing
orientation msterial considerably. Certzin types of standardized

information could be provided for certain types of visitors.

For example, contractors and TDY personnel involved in project
development have certain information requirements which could be
routinely conveyed through a standard orientation printout. Such
standard information requirements might include names a&and telephone
numbers of officials with whom the visitor may be in contacti airplane

schedules: procedures for obtaining local currency, official
transportation, health services, and other necessities: project

budgeting data such as standard figures for travel and transportation
to the United States, per diem rates in country, consulting rates for
“host country consultants, exchange ratesi and a host of other
information requirements. '

The repetitive provision of such information is & hidden burden on
USAID missions which is only partly resclved by the typical
information' packets provided in some missions. The ability of a
control officer to design an individualized package for a wvisitor by
checking of+ items required from & checklist or menu would save USAID
staff time as well make visitor time more productive.

BEST AVAILABLE COPY



H Fublic Imformation and Fublication Support DAS  (IFE)

In most developing countries, thesre is considerabls interest on
the part of the public, and especially the journalistic and academic
communiti=ss, in development in general and i AID activity in
carticular. It iz, of cowss, the primary responsibility of UBIE to
deal with responses to gswpressions of this intersst. %é515+lng U=is
to deo  this effectively cam bg a time censuming problem for a USAID.
Further, even  the most devslopment orisnted USIS coperation has
limitations inm development sexpertiss and even the most public
relations oriented USAID has limitations in staff ~esources to  desal
with public imformation problems

EDIE could provide a most useful service to support USAID public
information objectives by facilitating the process of providing both
gerneral and local development information. The centerpiece of such an
activity would be a USAID based DAS with a data base supported in part
from AID/W and in part locally. In addition to design of the system,
CDIE would provide general substantive information on development
knowl edae and issues +or the local system. This gensralized
infermation could be updated with material drawn from ChIE =
information resources. The USAID would feed local information intco
this DAS including information on AID financed projects, AID financed
educatiecnal opportunties, and perhaps local procurement opprtunities.

Drawing on such a system, USIS5 could provide material for
newspaper articles, speeches., and student papers on a wide range of
devliocpment matters. This would simultaneously contribute to the
public”s understanding of development problems and Ust development
policy as well as sstablicsh USIS as a source of reliable information
on development issues. In particular, it would be a helpful anrd
non—-intrusive way of dealing with & major public relations problem in
developing countries: grossly inaccurate reporting by persons whe do
not intend to be inaccurate. Deliberate misrepresentation, of course,
cannot be controlled. EBut providing sound information to reporters
who are willing to report the truth i+ they could get accurate
information would serve the interests of all concerned.

BEST AVAILABLE COFY
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. A wvariation om a&all the foresgoing possibilities For development
information management would be & generalized datas base containing
erntries on a8 wide range of subjscts ranging From general development
iegsues, orojsct descriptions, host country sconomic and sccisl data,
£ID policy, summaries of project and program evalustions, namss and
telephone numbers, and so  on. ven a small USAID is a complicated
snterprisse within which & swrprisingly large and diverse amount of
information muast be  handled. The burden of USAID staff in dealing
with that array of information requirements is wvery hesavy but
difficult to guantify. The use of information systems based on

commercially available software in a microcomputer  environment could
contribute significantly to assisting USAIDs in dealing with these
problems with limited staffs.

BEST AVAILABLE COFY
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Considerable country-specitic data is maintzined in CDIE s
Economic and Social Data Hasze (ESDR). CDIE staf+ is considering
variogus approachess to providinmg downloading country data to Flopoy
disks armg providinog them to missions alormg with B85 o other
analytical so =

! data gapes and data inconsi
in the ESDE data sets and between EB
similar subjsct matter. CDIE staff i considering organizing
workshops on  individual country datas o bring together expertise
available in the Washington area to examine such problems.

[l

Individual missions may be interested in  providing limited
assistance to support data improvement efforts by such means as
providing travel funds for U.S. based experts to attend such workshops
and funding for students at U.S5. universities to carry out date search
and analysis efforts,

BEST AVAILABLE COFY
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. Concent and Function DAS (CaF)»
X !

The D&AS conmcept is readily adaptable to applicsticen in ths rapid
disgemination of complex idesas withinm AID. It is often desirables to
familiarize large numbere of pecple in the agency with new pelicies,
techniguss, and concepts. Mormallv. the rsgular. chamnels of
digseminaticon are adeguate to the task. EBut whern the ideas to be
disseminated ars very complicated, or involwve & high degrees of
variability or intricacy in applicatiorn, or when adeguats sowces  of
technical sssistancs are not available, the uss of the DAE cormcept to
provide interactive computer software along wit hard—copy materials
may prove useful.

Several new data gathering and analysis technigques currently under
study by CDIE staff may useful examples of such applications, in
particular, "raﬁid rural appraisal”" and "social marketing”. EBoth
technigques appear to offer interesting features for usAalIlD
applications. '
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V  CDIE Capsasbilities and Procedures for DAS Development

This Report suggests that USAID missions would be benefitted by
the awvailability of "Development Application Support Systems” (MDA
designed to facilitate developmesnt information management. Examples
of such DAS svstems are set out im Section IV, #11 such systems can
be implemented in & microcomputsr environment with commercisally
available software suitably programmed for USS8ID applications and
orovided with data +from CDIE o- LDIE accessable sources. The
development - and elabroration of the DAS concept would take several
vears effort beginning with experimental research to test the concept.

#csum*nﬁ the concept proves to be technically sound and acceptable to
AID autherities, a project should be undertaken with significant
funding to develop a wide range of DAS applications.

CDIE is wuniquely qualified in the agency to handle overall
management of a DAS development effort. CDIE not only manages AIDs
Economic and Sccial Data Base and the Development Information System
but also has a wide ramge of knowledge of substantive development
matters flowing in part from the evaluation program and in part from
the direct experience of its staff. Regular contact with information
resource basss in other institutiens is a significant CDIE acsset.
fAlso crucial to the DAS management process is the technical expertise
in small computer information system development on the staff. A
growing 1list of consulting engagements with USAID missions on
development information activities lendes a2 field operation dimension
to CDIE"s technical expertise. The managerial and intellectual skills
required to coordinate such an effort also appear to be available.
bhile the technical information managemsnt capability ists within
CDIE +to manage an experimental effort, it is less clear that

=ur+1:1ent staftf time is available as =a practlcdl matter to handle the
job.

In addition to overall management of the DAS development ptocess,
CDIE can alsc support the development and implementation of specific
DAS systemes through activities such as the following:

1. Design of modular DAS compenents suitable for adaptation to
specific fie=ld applications on topice in which CDIE has substantive
and technical interests.

2. Assistance to missions in adapting standard modules to lrcal
applications.

3. On—-going maintenance and update of DAS modules and systems.

4, Selection and p?ovision of data_for incorporation in USAID
DAS modules and systems from existing sources (with regular update as
appropriate).

5. Assistance in search for required data not otherwise readily
available.

6. integration and delivery of cross—-country data to missions
(USAID requirements for data on other countries should be provided by

CDIE, not gathered by the individual USAIDs which may have needs for
data on other countries).

7. Packaging of information (including formattihg electronic
data and hard copy studies, check-lists, and other products designed
to inform, prompt, and simplify USAID officers® seargh for guidance



and information in varicus subject matier areas).
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activities

pment and communication of information comcerni
e,  and support reqguirements necessary for DAE
i comjunction with IRM

(%

While the DAS job is "dosble', worth deoing, and prép:rlv anage
by CDIE, wide—-spread support cannct be expected until a few attractive
DA are devsloped and tested. I+ good experimental products are
developed, "marketing” will not be =2 probzlem. Without good
experimental products, "marketing” will not be success+ful. It follows
that the current reguirement is for a small but sufficient set of

resources ~ pecple and money - to exscute a few DAS systems.

Selection of a set of mission—useful DAS systems to be developed
and tested in the first instance should reflect interests of
relatively small ‘"steering committees” of AID/W people and one or two
missions with interest, some technical competence, and substantive

xperience in the activity. It would be desirable to carry out this
work in cooperation with a mission or missions which are relatively
close to Washington to facilitate communication and travel..

It is possible that jurisdictiornal issues may arise in carrying
out an inherently integrative approach to information resources
support for USAIDs. In this connection. it appears that system design
responeibility may fall within the mandate of IFRM while responsibility
f$or development information support would seem to be in  CDIE.
Numerous other AID/W organizational unitse have direct or indirect
interest in development and use of DAS systems such as those
described. Thus early consideration of the problem and ongoing
coordination with interested offices would be both helpful and
appropriate. An expreésion’o% interest at high levels in the agency
would be invaluable.

A few topics which may be particularly useful for experimentation
purposes because of their policy significance, the amounts of
resources commited +to them over time, and the availability of
analytical, evaluation, and operational information include:

rural roads constructiocn and rehabilitation
agricultural credit with particular reference to newly emerging
concepts of rural savings mobilization
#port promotion
agricultural research institutions and crop programs
small scale private enterprise promotion
training programs

At this stage the subject matter is less important than the

competence and commltment of the key contributors to the development
effort.
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