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I DIXM.M TON
 

In an effort to improve the way in which information is acquired, stored and 
disseminated, in 1976, The Agency for International Development (AID)
 
established a Development Information Service (DIS). 
 DIS, 	 predicated on the 
concept that the information requirements of AID Project Designers should be 
given the highest priority, was to become a formally structured organizational 

unit of AID. 

The 	purpose of DIS was to acquire, select and store development informaton in
 
order to provide AID Project Design Teams with the specific informatioi, 

necessary to create first-rate projects.
 

The 	information to be stored in DIS was characterized in three categories:
 

1. 	Experiential information describing AID's (and possibly also
 

other donors') previous project experience.
 

2. 	Technical data covering the state-of-the-art in project-related
 

technologies.
 

3. 	Context data describing applicable social, econcmxic and 

political variables.
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In 	summary, DIS was chartered to: 

A. 	 Establish the mechanisms necessary to acquire development 

information. 

B. 	Implement a computer system to store the information in a
 

structure which would allow appropriate retrieval. 

C. 	 Provide the AID User Community (e.g. Project Designers. 

Evaluation Teams, Regional Bureau Staff) with the necessary 

training tools and documentation to utilize the DIS 

Information Bank (i.e. The AID Memory Database/DIS). 

In 	1982, the U.S. General Accounting Office (GAD) examined how AID identifies 

and 	uses experiencial knowledge for new Project Design. The principal finding 

in the GAO Report is that AID Staff applies lessons learned in developing new 

projects primarily through personal initiative and individual experiences and 

does not utilize the AID "Institutional Memory" System (i.e. DlS). 

In its Report GAO further states that the DIS is a potentially valuable and 

useful tool and reconmended that AID implement actions which will lead to 

successful utilization of the DIS. 

Part 	of AID's plan to reestablish the DIS as a useful institutional memory was
 

to reorganize the DIS; this was done in 1983 and the DIS was removed from S&T 

and merged with the Evaluation Group in PPC with the new name "Center For 

Development Information and Evaluation (CDIE)" under the direction of Haven 

North (See Figure 1 - CDIE Organization). 
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FIGURE 1
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II PROJECT PUJRPO)SE
 

One of the key issues which CDIE is addressing is why the DIS is not being
 

utilized by Project Designers. The client pcpulation which can and should 

utilize the DIS (e.g. Project Designers, Review Teams, Evaluations) is
 

geographically divided into two groups; Mission Staff in the Field and
 

Regional Bureau Staff in Washington.
 

The purpose of this project was to conduct an analysiF of Regional Bureau 

Staff utilization of the DIS and determine the assistance required by the
 

Regional Bureaus to become "self-sufficient" active users. 

The detailed Project Plan, with outlines, the activities necessary and 

sufficient to achieve the project purpose, is shown in Figure 2. 
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FIGURE 2
 

OFFICE OF XNRAC MANAGI1EE~r 
AGENCY FOR ITrENATICNAL DEVELOPMENT 

XONTRACT No. : OTR-0085-0-00-3448-00
 
PRO0 ELCT: 930-0085
 

PURPOSE: Conduct analysis of the assistance required by Regional
 
eaus, wo are beginning to try to utilize their new
 

equipient, to access the AID '"mory" database which is
 
now accessible within the Bureaus.
 

DETAILED PROJEJf PLAN
 

Estimated Actual
 
Activity Completion Date Completion Date
 

1. Have preliminary discussion
 
writh Project Manager,
 
Maury Brown. 10/18/83 10/18/83
 

2. 	Prepare detailed plan. 10/18/83 10/18/83
 

3. 	Obtain rpproval on detailed
 
plan from Project Manager. 10/19/83 10/19/83
 

4. 	Identify key staff in the Regional
 
Bureau tc be interviewed regarding
 
this Project. 10/19/83 10/19/83
 

5. 	Organize interviews ith key staff 
from the Regional Bureaus. 10/20/83 10/20/83 

6. 	 Perform interviews per 
schedule (5). 	 12/1/83 11/10/83
 

7. 	Present and discuss initial
 
findings and preliminary
 
hypothesis to Project Manager. 12/15/83 11/10/83
 

8. 	CQther additional data as required
by (7)above and as allowed by the 
level of effort of this contract. 12/15/83 12/16/83 

9. 	 Prepare, present, twid discuss with 
Project Manager a draft report on 
the firding s and rer(!.inendations. 1/15/84 1/12/84 

10. Incorporate additiorvl inforirwition
 
and prepare final report. 1/31/84
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III APPROACH 

The working hypothesis formulated at the eginning of this project was that 

Regional Bureau staff believes that there is significant value to the function 

of the DIS and would like to become functionally independent (self-sufficient) 

in the utilization of the DIS Data Base. 

This working hypothesis would be validated (or negated and reformulated
 

accordingly) through direct personal intervi3,s with selected staff in the 

Regional Bureaus. This process would include a reassessaent of us,o.r 

requirements upon which recomnended changes to the DIS would be predicated. 

The selection of the staff to be interviewed in order to capture an accurate 

picture of DIS utilization at the Regional Breaus, was based upon a review of 

their current organization (see Figure 3, Regional Bureaus - Organizational 

Matrix). 

The selection was made such that a representative samp)le would be chosen to 

include the rrojor categories of the DIS user coiinurity (e.g. Biureiu 

Administrattiv Staff, Project Designers, Bicksuts, Project D KLnrTKnt Review 

Teiuns, Project Evaluators, Preparers of Is'sue Pit's, Technical Support). 
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FIGURE 3 

REGIONAL BUREAUS - ORGANIZATIONAL MATRIX 
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The resulting selection is shown in Figure 4. Regional Bureaus - Staff 

Selected To Be Interviewed. During the interview process, certain selected 

people were not available and other people were contacted as it became clear 

that their input would contribute significantly to this project. 

Consequently the initial list of 17 people selected to be interviewed grew to 

45 	people actually interviewed (see Figure 5 Regional Bureau Staff 

Interviewed).
 

Beyond the objective of validating this Project's working hypothesis, the 

interviews conducted with the Regional Bureau staff were directed towards
 

obtaining DIS User Information on specific issues. 

1. 	Which Regional Bureau functions require utilization 

of the DIS. 

2. 	 iow the Regional Bureau staff would like to use 

the DIS.
 

3. 	The current utilization (or the current non-usage) 

of the DIS. 

4. 	 Types of support necessar, to permit Rteionial Bureau 

staff to use effectively the IS. 

5. 	 Quaiity, quintity and currI'ntni'ss of thr infuiition in 

the I)IS daltabase available for use by tW Regional Bureaus. 

The infonrmtion gatlered was analyzed and eviltiled tjethvr with the- Project 

Manager (Maury Ilrosi) and the re.;ul ts (f n r gs, Coic Iust oil! ,BI 

rL-cc-,IrK - KIL 	 re,- nt(il IIOWiiot is) trI, c in LI ic fi sect 1i:, of LI I , Report. 
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FIGURE 4
 

REGION L BUREAUS 

STAFF SELECTED TO BE flUTMUVIEWED 

OFFICE TITLE NAME ROOM' TELEPHONE 

Ar.1/AJX! Dep. Asst. Adm. Alexander R. Love 6936 632-9244
 

AFR/DP Dep. Director Edward I. Donoghue 3913 632-8214
 

AFR/TR Director Lane Holdcroft 2497 632-8178
 

AFR/PD Director Normn Cohen 
 2497 632-9780
 

ASIA/ADI 
 Dcp. Asst. Adm. Eugene S. Staples 6212 632-8572
 

ASIA/DP Director 
 Larry Smucker 3208 632-7302
 

ASIA/TR Director Robert Simpson 3327A 
 632-8964
 

ASIA/PD Director 
 G. R. Van Raalte 3310A 632-8164
 

IAC/ADM Dep. Asst. Adm. Marshall Brown 6256 632-9108
 

632-7937 

LAG/DR Director MVighit B. Jolmson 2248 

IAC/DP Director John Oleson 2245 


632-9148
 

NE/AWi Dep. Asst. Adm. Bradsiiw ldi~rrmid 6724 632-9126
 

NE/)P Acting Dir. Peter SelI er 6723C 


NE/DP Director Mrles W. Johnson 6723C 632-9116
 

632-3850
 

NE/TECII D)irector Kenneth 
 1t. Shrpcr 6660 632-8306
 

NE/K) Director Rol &.t 4441
1k.l1 632-9122
 

NE/DP (Jief, Eva,. Robert Zinirinrvin 642 632-9114
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FIGURE 5 

REGIONAL BUREAU STAFF INTERVIEWED 
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IV FINDINGS AND O(X)IUJSIONS
 

The most encouraging feedback from the DIS user community was the validation 

of this Project's Working Hypothesis. It was umnimously stated that an AID 

"Memory" is necessary to improve Project Design and that Regional Bureau staff 

would like to be self-sufficient in the utilization of the DIS Data Base. 

Regional Bureau staff expressed interest in Institutional Memory Information
 

for most all bureau functions (e.g. Program Management, Development Planning,
 

Technical Support, Project Development, Geographic Affairs). The information 

requirement may vary in substance and form, however, everyone interviewed felt
 

that DIS would be utilized, if the information were current, sufficient and
 

easily retrievable.
 

The DIS utilization at the Regional Bureaus during the last four yclirs has 

apparently dlcreased fromt a low level to a nearly Insignificant one. Th, 

principal reasons given for this very low usage of DIS infornaion are: 

1. Inccxiiete resl×)nses to user Inquiries. 

2. Excessive response tim. 

3. Informrtion not current (e.g. docunicnts kown1 to exist are not 

found). 

4. Abundance of non-appi icible infforimt ion. 

5.Abstracts generally not helpful; they do nwat furnLih sufficient 

insight into (diocIr1nt. 
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6. Do not have necesssary hardware (e.g. compatible terminal,
 

modem).
 

7. 	 Organization of data does not permit access to necessary 

information. 

8. 	 Unfamiliarity with informaton available in DIS Data Base. 

9. 	 Insufficient training on how to use the DIS. 

10. 	Absence of reference/user manual for DIS usage.
 

11. 	DIS data not consistent with o-:her sources.
 

12. 	 Poor references (regarding the DIS) given by colleagues. 

Regional Bureaus need to (a)understand more clearly the functions in the DIS, 

(b)be continuously aware of the information available to them, (c) receive
 

repetitive instruction (training and manuals) on how to access the DIS Data
 

Base, (d) be instructed on how to provide infonmation to be stored into the 

DIS Data Base, and (e)have the necessary hardware. When these needs are met, 

the Regional Bureau staff will utilize the DIS and in turn provide the 

feedback necessary to make AID's Institutional Memory a vital tool for Project
 

Design. 

The salient conclusions which have been derived in this Project can be
 

surarized as follows:
 

1. The DIS, AID's institutional mcrKry, is necessary for 

better Project Design and hiis significtint potential to become 

an essential tool to Regional Burenus staff. 
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2. 	 AID should support actively the activities which are necessary 

to its user community.to 	render the DIS useful 

3. 	 The current reorganization of the DIS into PPC/CDIE is an 

important step in the directicn of reestablishing the DIS 

as an integral part of AiD. 

4. The DIS should be structured to provide the functionalities 

which permit utilization (e.g. information collection, 

Data BcLse design mechanisms fix easy access). The IS should 

not provide functionalities %iichbelong to the professionals 

in the Regional Bureaus (e.g. Analysis, Synthesis, Lssue 

Papers). 

5. 	 The DIS sIOuld make- its user ccqirntuity aware of Miat is 

available, provide the necessary training, and allow 

user-friendly, easy access to Its Data Bisce. 
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V. -RECOMENDATIONS 

Based on the findings of this Project, which was dedicated to better 

understand the DIS user perspective of the Regional Bureaus, there results a 

series of recommendations directed at improving the utilization of the DIS. 

The following outline highlights the principal rrconmendations which have been 

divided into three categories: 

I. 	User Related - Actions directed at improving relationships 

with users. 

II. 	Organizatioml - Steps necessary to establish a structure 

which will support functionalities required by the users. 

III. 	 Technical - I,,ues related to t12 systen that nnw:,tains 

the DIS D;itabase. 

I. -	 USER RELATE!) 

1. 	Initiate an advertizing progrin to inform Regional Bureaus of the 	new CDIE 

organization and the restructure of the DIS. This could be done with an 

initial c,1iMnlica tion (escribirngi,in ,ufficient dt ail tk1, new 1)iE 

(provldln; funCtiOn51;, st reecaiir, niuneS, 0bjc.ct iwvs) and 	with foll( '-up 

periodic and C;)is (l , ifn c(:vrintcition; (..g. . '-sleLttrs) v..sc4

purpose is to continue prAxisnt innd advrttsing 1IS utilization. 
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2. Develop and implement a formal training program for users. It must 

provide both an initial in-depth training for users (i.e. Regional Bureau 

Professionals and Para-Professionals) and a continuous updating program hich 

will maintain the necessary level of user skills. This is particularly 

significant for Regional Bureau staff due to the frequent rotation of mission
 

staff.
 

3. Develop P DIS user manual which will facilitate DIS utilization. This
 

manual should be maintained and periodic update should be published and
 

disseminated to all potential users. The principal initial objective of the
 

user inl should be to remove the causes for the i-kjor current reasons for 

non-usage (i.e. "I do not know how to access the DIS Database" and "The access 

mechanisms are complex and not user friendly"). 

II - ORGANIZATIONAL 

1. Assign specific staff in the DIS to each Regional Bureau. The purpose of
 

Niving Regional Bureau liaison staff in DIS is to provide a continuity of 

contiact for the,users ani] to give the, users a specific person who wi become 

sensitive to the Regional Bureau nceds. 'lMese li:tiLoun staff .hould not 

perfonn functions whiich belon, to tl. RPiojvil rcvuaus (e.g. Dxurr&.nt Analyses 

and Syntheses) but should 1)r()Ote and falCilitaJte user self-sufficiency in 

uttlizin, the DIS. 

http:Dxurr&.nt
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2. Establish a formal liaison with IRM. Regional Bureaus are purchasing 

various hardware (e.g. Personal Computers) and using IRM support. This 

hardware is being obtained generally without consideration for compatibility 

with DIS requirements. Liaison with IRM together with closer contact with 

Regional Bureaus will ensure that hardware requirements be satisfied for DIS 

functions. 

3. Provide continuous technical support (hardware/software) to the Regional 

Bureaus. Specific hardware and software issues should be followed by 

qualified DIS staff and do not fall under the responsibility of the DIS 

Regional Bu.reau liaison stafi (I1.1 above). The technical support staff 

should also be sensitive to user feedback in order to continuously incorporate 

technical improvements into the DIS. 

4. Establish a formal discipline and methodology to ensure the collection of
 

data necessary to meet user requirements. It is essential to keep the DIS 

Database updated and current. There should be a formal and systematic flow of 

information from the users to the DIS for the collection of AID Project 

DocLnents and other pertinent AID documentation. It is essential that the DIS 

harness all pertinent information within the Agency Pund demonstrate to the 

users that the DIS AID Memory is compleL'e, current and useful. 
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5. Place the responsibility of document abstracting with the users (i.e. 

Document Authors, Evaluators, Review Teams). DIS responsibilities include 

Database Design, Document Indexing and Storage, and Retrieval Mechanisms; the 

substantive aspects of the information in the DIS Database should be the 

responsibility of AID professionals who use the system (i.e. those who use the 

system should be responsible for the quality of the data in tle system). 

III - TEQC{NAL
 

1. Reassess the DIS system specifications to determine how well the user 

requirements are (can be) met with the current system facilities. The 

principal issue is uivt-ther the Database structure and the related retrieval 

capability permit the user to access the Database and converge on the subset 

of information wh-ich is desired. DIS's major fuiction is to provide its users 

a complete and current Data Base accompanied by a mrchanism which allows easy 

retrieval of what is useful. 

2. Evaluate othei. Database systems (other than MINISIS) and determine the 

desirability and feasibility of using them. This evaltition must be done 

after the review of user requireents and thu rtisse.,s-ent of tll. DIS system 

specifications mentioned in (11I.1 above). 



Page 18 

3. Establish a technical liaison with other Data Bases both those in AID
 

wLich are currently available to AID users (e.g. the Data Bases in the
 

Evaluation Applications and Statistical Analysis Division in PPC/CDIE; the
 

Data Bases available to the Regional Breau users 
in IRM) and those outside 

AID (e.g. World Bank, WHO). It should be an ultimate goal for the DIS to 

integrate all Data Bases useful to AID professiomls and allow easy access via 

a coznon mechanism. This technical integration ( - be accomplished eventually 

if thmere is a close liaison with and understanding of the 

requirc--nemt/specifications of the above mentioned Data Bases. 


