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LONG-RANGE POLICY OPTIONS FOR IIASA

Howard Raiffa

(5 November, 1974)

1. Preamble

Later this month the Council of IIASA will meet to

consider many issuesof which the most critical will be resolu-

tion of the long-term strategy for the Institute. Determination

of the optimal strategywill depend upon our judgementof many

factors - the appropriatenature of our scientific program, our

constraintsof money and of space, the opportunitiesfor IIASA

in the world of the late 1970's. These are inherently inter-

related: the researchwe will be able to perform will depend

upon available resources,while more resourceswill be forth-

coming for the scientific program of greaterpromise. This

document shall presentbriefly these issues, the policy choices

arising from them, and my personalthoughts about our options.

1.1 The Time Frame

The Institute itself is barely two years old, its

scientific program less than sixteen months old. We know now far

more than in October, 1972, about the potential of an interna_

tional institute performing applied researchin systemsanalysis.

We cannot, however, foreseeperfectly the future and the spec-

trum of opportunitiesand obstacleswhich it holds. We are, in

short, faced with the classic situation in sequentialdecision-

making in an uncertain environment. We must choose the optimal
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path for the Institute over the next twelve months keeping

well in mind the longer-term future and the uncertaintiesit

holds.

1.2 The ManagementFramework

I have argued at length in previous documentssent

to the Council the need for a flexible and opportunistic research

approach. We have all come to perceiveoperant constraintswhich

our scientific program must observe. Rather than to belabor

again these points, I list briefly here the assumptionsunderlying

the remainderof this paper:

(a) That the managementof our program must be sufficiently

flexible to seize the scientific opportunity and to adapt

itself to changing circumstances;

(b) That we must not be afraid to embark upon experimental

forms of our program - realizing that some experimentsmust

fail. When possible, ｦ ･ ｡ ｳ ｩ ｢ ｩ ｬ ｩ ｾ studies should be invoked

to forewarn us of failures and to reduce their consequent

losses;

(c) That we must learn from our presentfailures and successes;

(d) That we must remain administratively and politically realis-

tic in program selection - avoiding for instance, undertakings

too long to be feasible for us and striking a fair balancebetween

the interestsof socialist and non-socialistcountries.
/

Notwithstandingthe need for flexibility, our short-

term and intermediate-termprogramsmust be as concreteas possi-

ble. They should spell out the precisenature of our research

interestsand the magnitudesof all proposedprogram components.
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The detailed proposedresearchprogram for 1975 is designed

to describe as accuratelyas possibleour presentset of research

objectives.

1.3 Preview

Taking the assumptionsabove as given, the remainder

of this paper will addressthe questionof the appropriatelong-

term role for IIASA. The succeedingsectionwill consider the

program of in-house researchwhile the next will discusspossible

extensionsof the program to include developmentof training

materials or the organizationof educationalworkshops. Subse-

quently, the possibility of engaging less formal modes of scien-

tific exchangewill be presented. A possibleway to focus better

and integrateour entire range of activities might be through

periodic concentrationby all projects on a single over-riding

theme. The final section will discussspecific researchtasks

that might in the future be suitable for elevation to project

status.

2. Primary Activities of IIASA

2.1 Researchin Laxenburg

2.1.1 Introduction------------
The cornerstonefor all scientific activities of IIASA

must be a viable in-house researchprogram in Laxenburg. We must

have a basic core of scholarsmaintaining a level of intellectual

integrity that will give ourselvesconfidence in our capabilities.

To settle for any standardsof professionalwork short of excellence
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will be to dishonor the support given us by our many prestigious

national member organizations.

Without an outstandingcritical mass of talent in

Laxenburg, we would not be able to perform well other functions

in conjunction with our intramural research. We would not be

able to collaborateon a higher level with other organizations;

we could serve only as an automatic relay in information exchange

and not as a critical node for commentary and organizationof

transmittedinformation; we would not be in a position to identify

key issues for conferencesor to structureactively and to con-

tribute to their discussions. The very spirit of international

900perationin sciencesymbolizedby IIASA must be renderedcon-

crete in Laxenburg in a researchprogram enthusiasticallypursued

by cross-culturalteams of outstandingscientists.

To maintain the quality of our scientific staff, we

must formulate our long-rangeplans so as to enhancethe attrac-

tivenessof IIASA as a place to work. We must specifically avoid

long-term researchcommitments and administrativearrangements

that make IIASA appear to be "just another agency". So far, we

have been unique in our ability to accept distinguishedscientists

for relatively short periods of time (generally correspondingto

sabbaticalleaves and summer vacations) and to allow them to pursue

their researchunhamperedby an overwhelming burden of administra-

tive paperwork and bureaucraticinfighting. Our long-rangeplans

must include provisions for maintaining these unique qualities.

When we propose the addition of activities other than research

to our program, we must minimize the extent to which such activi-

ties add to scientists' administrativeworkload. Furthermore, as
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we detail guidelines for long-rangedevelopment,we must be careful

lest we delineateour program so precisely that senior scientists

would feel intellectually crampedworking at IIASA. We must strike

a balancebetween our need for long-term direction and the perpe-

tual necessityto attract outstandingscientists.

2.1.2 ｾ ｨ ｾ ｟ ｾ ｾ Ｒ ｪ ｾ ｦ ｾ ｟ ﾧ ｾ ｾ ｾ ｓ ｾ ｾ Ａ ｾ

Our project structure,with all its inefficiencies,

is working both administrativelyand scientifically. The division

into sub-groupsof scientistsresults in an intimacy and infor-

mality which should be encouraged. We have some very prestigious

project leadersthat feel a responsibility for their groups and

the researchgroups have a viability of their own. Some projects

are admittedly better than others: more productive, more goal-

oriented, scientifically deeper. Operationally, the tension of

competition between projects is desirable. From a recruitment

and administrativepoint of view it is easy to administer and

decisionscan be somewhatdecentralizedand involvement increased.

Various NMO's - especiallymembers other than the U.S. and the

U.S.S.R. - can pick and choose those projects it wants most to

support with personneland with the efforts of collaborating

institutions.

At first I thought it was only politically expedient

to include so many different projects. Now I'm beginning to

think that the large number of projects was a scientific advan-

tage as well. It afforded us some flexibility and allowed us

to begin our internal researchactivities relatively free from

conflict about which researchtopics would have been included

(and excluded) on the much nartower researchagendaof only a
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few projects. During our formative years, our initial project

structurehas allowed us to begin work quickly and push ahead

in severalmethodologicaland applied problem areas.

To maintain ourselvesat the frontiers of systems

scienceand to perform researchof greatestvalue to our support-

ing members, IIASA must learn to shift its program emphasisin

step with a changingworld. No single set of projects can perma-

nently capture the range of scientific opportunitiesmost invit-

ing for IIASA. We must be preparedto terminate projects that

have completed their tasks or have outlived their usefulness.

Other projectsit may be more appropriatesimply to shift from

an intramural to collaborativestatus: reducing staff in Laxenburg

but continuing to serve as coordinatingnode for continuationof

the researchin other instances. We may be able to coalescepro-

jects pursuing similar researchinto one project. Perhapswe

should establishanother echelon above the project level composed

of project groups: two or more projects with allied interests

which would be originally linked and would better integratetheir

work through mutual support. In doing so, we would emphasizethe

work of the "super-projects" (an example of which might be

the grouping of Water, Energy and Ecology in a Managementof

Natural Resourcessuper-project)over that of the current pro-

jects. Although we would risk creating unnecessarybureaucracy,

we would have the opportunity to achievemeaningful project

integration and focus our resourceson a few critical questions.

Certainly, reducing the number of projects in a gradual way

makes administrativesense, and I believe that scientifically,

it would help us coalesceand move toward a more-integrated

Institute with minimal disruption of ongoing research.
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2.2 ResearchVersus Training

The Council has chosento concentratein the first

years of the Institute upon the researchrole rather than upon

the training role. This choice was so necessarythat it cannot

even be called wise. So few institutions anywhere in the world

are presentlyperforming interdisciplinary applied systemsanaly-

sis that it would have been presumptuousfor any newborn organiza-

tion to attempt to teach it. No other institution performs such

researchfrom a cross-culturalperspective. Our first imperative

was to prove in practice that the systemsmethodology could suc-

cessfully be applied to the real world.

Our initial venture into training activities is measured

and modest. The IIASA Handbook/Serieson Applied SystemsAnalysis

(ASA) will have the dual purposeof: (a) providing a basic state-

of-the-art understandingthat can serve as foundation to our sub-

sequentresearch; and (b) giving scientistsand practitioners

elsewherean improved picture of what ASA is, what it does, and

how it optimally may be utilized.

2.2.3 ｾ Ｙ Ａ Ａ ｾ ｙ ｟ ｑ ｅ ｅ Ａ Ｙ ｾ ｟ Ａ ｬ ｟ ｾ ｾ ｅ ｾ ｅ ｾ ｟ ｾ ｾ ｅ ｨ ｾ Ｒ Ａ Ｒ ｟ Ｙ ｾ ｟ ｅ ｅ ｾ ｅ ｾ ｅ ｾ ｅ Ａ ｾ ｾ

Ｙ Ａ ｟ ｅ ｅ ｾ Ａ ｾ Ａ ｾ ｧ ｟ ｾ ｾ ｅ ｾ ｅ Ａ ｾ Ａ ﾧ ｟ Ａ Ｙ ｅ ｟ ｾ ｅ ｾ ｾ Ａ ｾ Ａ Ａ ﾧ ｅ Ｒ ｌ ｟ ｅ ｅ ｾ ｾ ｅ Ａ ｅ Ａ Ｒ ｾ ｾ ｅ ﾧ ｌ

Ｒ ｅ ｟ ｾ ﾧ ｾ ｅ ﾧ ｟ Ｙ Ａ ｟ ｾ ｾ ｾ

With our researchprogram now well underway, we may

now take advantageof our living core of researchersto create

instructionalmaterialson ASA. We could produce educational

textbooks or we could be bolder and experimentwith audio-visual

media that would have better chance to reach a broaderpopulation.

Such materials should be especiallyvaluable for developing nations.

The drawback of this option is that it would draw upon our too

finite resources- of men, money, and space - and that it there-

fore might detract from our primary goal of successfulresearch.
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(My opinion: We should begin this effort in a

modest way in 1975. Operationally, the easiest

means of doing this is by orienting the state-

of-the-art survey to investigatethe types of

materials neededand those that could readily

be provided. Actual creation of materials should

be of no more than experimentalmagnitude.

I believe that we should defer major produc-

tion of teachingmaterials until two or three

projects have produced major results. At that

time we will have as a basis for our materials

an example in which systemsanalysis has a visible

influence on the decision making process In one

or several countries. In the distant future, I

hope that IIASA could produce such materials as

television tapes, and computer-aidedinstruction

courses. This would require audio-visual studios,

and a cadre of pro'fessionalswho would consult with

the scientific staff on content but would exercise

primary responsibility for the actual production

of materials. Alternatively, these activities

might partially be decentralizedto other insti-

tutions - both scientific and commercial. Done

properly, preparationof instructional materials

would generatea substantialincome flow that

might completely cover costs. I suspectthough

that external subsidizationin the first year
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•

of this effort will be necessary. My recommen-

dation: that experimentalinvestigationsat a

modest level be initiated in 1975.)

We frequently have been asked if members of our staff

could be made available for lecture seminarson ASA. Since our

overriding concern until now had been our researchprogram, our

responsehad to be negative except in caseswhen our scientists

could make special private arrangementsfor their vacation peri-

ods. With an establishedresearchprogram now underway, we

should considerwhether initiation of more formal training pro-

grams could be an inexpensiveand beneficial spin-off activity.

Educationalprogramswould link naturally with the

provision of instructionalmaterials describedabove and might

be one means of bridging the gap between analyst and practitioner.

They would benefit us by enabling contactswith real decision-

makers of all levels who would give us practical evaulation and

feedback upon our work. Like the preparationof materials,

training programs would require a small number of additional, non-

scientific professionalstaff, but should be a net money-maker

after an early and short period of subsidization.

2.2.5 ｾ ｑ Ａ Ａ ｦ ｙ ｟ ｑ ｅ ｾ Ａ ｑ ｮ ｟ ｾ Ｑ ｟ ｾ Ｙ ｾ ｦ ｾ ｾ Ａ ｑ ｮ ｾ Ｑ ｟ ｾ ｦ ｾ Ａ ｮ Ａ ｮ ｓ ｟ ｅ ｦ ｑ ｓ ｦ ｾ ｾ ﾧ

ｦ ｑ ｦ ｟ ｬ ｾ ｬ ｟ ｾ ｅ ｾ ｦ Ａ ｾ Ｑ Ａ ｾ ｾ ﾧ ｌ ｟ ｾ ｮ Ｙ ｟ Ｑ ｾ ｬ ｟ ｮ ｑ ｮ Ｚ ｾ ｅ ｾ ｦ Ａ ｾ Ｑ Ａ ｾ ｾ ｟ ｾ ﾧ ｾ ｦ ｾ

(My opinion: This has undeniablepotential for

IIASA, but, as in the case of creating educational

materials, we should start modestly. IIASA should

not become a degree-grantinginstitution for younger



- ｾｯ -

scientistsbut should addressitself through

workshops of short duration to middle and upper-

level managers. We might start on a decentralized

basis - perhapswith programs based in Japan or the

USSR. Collaborationwith other institutions that

would handle the administrativeburden might be an

optimal permanentarrangement. The Handbook Survey

again would be the most appropriatepart of our pre-

sent program to undertakeinitial experimentalin-

vestigationsof feasibility.

We should not embark upon a series of teaching

programs unless we can do them well. This does not

mean that we have to insist upon overnight excellence-

our initial efforts will inevitably be less than ideal.

If, however, our programs are of such quality that

demand - and potential revenues - remain low, then

they must either be upgradedor be dropped.

We must also not lose sight of the spin-off nature

of such activities. We would be undertakingthem:

(1) becausethey would supplementour researchby

giving us direct accessto decision-makers,and (2)

becausethey would encourageus to packageour research

product for maximum clarity in communication. They

would help us to avoid the scientist'strap of writing

only for and communicatingonly with other scientists.

Nevertheless,if preparationof educationalmaterials
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or participation in training programs detracts

from our researchthrough significant preemption

of resources,then they must be cut back. Our

highest priority is our researchprogram.)

2.3 Informal Scientific Exchange: Po'licy Option 3

As we consider long-term researchoptions open to

IIASA, we must recognize the systemscomponentof critical world

problems - arms control,.law of the sea, economic trade - which

we may not include in our formal researchprogram. Increasingly,

scientistsin every country are advising their governmentson

these problems; and in many cases, I think it is a fair assess-

ment that scientific advisorsmay not be fully aware of the

internationaland "systems" implications of their advice and

resulting policy decisions.

One way IIASA can amelioratethe situation is by

making the Institute a home for informal scientific exchange

between senior scientific advisorsfrom many countries. For

periods ranging from a few weeks to a few months, scientists

dealing with a particular problem in different national contexts

could come to IIASA for unstructureddiscussionand research.

Although we would perform some backgroundwork - library research,

readying computer programs, etc. - no paperswould be requested,

no official minutes would be recordedand there would be no

pressurefor written presentationof results and conclusions.

Scientistswould be able to sharetheir ideas and become aware

of the internationalaspectsof major problems free from the

formalities of diplomatic negotiationsand without committing

their governmentsto a policy course.
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(My opinion: At first glance, informal scien-

tific exchangeappearsto be an option that

might add substantiallyto our administrative

burden and our space "squeeze". I do not believe

this to be the case at all: the exchangework-

shops should be self-financing, perhapswith

national governmentspaying a fee which would

cover our overhead. Thus, while the exchange

would require effort and space on our part, the

requirementswould not be met at the expense

of our researchprogram.

Since the administrativepreparationfor an

exchangeworkshop should be extensive, I would

recommendagainst schedulingone in 1975, but I

suggestwe think about hosting such a seminar in

the summer of 1976. In the meantime, we should

evaluatepotential topics with an eye toward

selectinga topic which meets governments'needs

and which might be included in our own general

activities or offer a neededperspectiveto our

formal researchprojects.)

2.4 "An InternationalYear": Policy Option 4

Our current researchformat calls for extendedperiods

of activity on many fronts. The typical pattern of project deve-

lopment is the buildup of a critical mass of moderatesize for

an expectedduration of severalyears. Alternatively, we might

implement a more concentratedresearchprogram whereby we develop
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researchthemes toward "International Years" on various applied

topics. For instance, researchon a topic might be initiated

with 10% of our total manpower and budget. After a year or two

of preparationand backgroundresearch,the project (or topic)

would be allocatedperhaps30% of available manpower and resources

for the InternationalYear (or Years) on that topic. Other projects

would be expectedto devote as much as half their effort to the

theme, and we would actively seek to coordinateparallel research

efforts in severaldifferent countries. Following the period of

the InternationalYear, the theme would again be allocatedabout

10% of our resourcesfor a year or so in order to follow up on

initiatives of the InternationalYear, perhapsdecentralizing

further researchto collaborating institutions.

(My opinion: For an International Year to be

a successfulcatalyst of world scientific opinion,

the administrative and scientific preparationfor

it would require time and effort. Before IIASA

can embark on such a venture, we must solidify our

scientific reputation and build stronger ties with

other scientistswithin our member nations.

The scientific advantagesof an International

Year could be immense. A burst of energy in any

of several applied areaswould attract sufficient

attention for many of our hopes for international

scientific cooperationto be realized. However,

I recommendthat if we decide in favor of an

"International Year" approach,we experi'mentwith

it rather than rushing to make it standardpolicy.
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I would suggestif we sponsoran International Year,

we sponsor it beginning in 1977 at the earliest,

leaving time for us to prepare our internal organi-

zation by planning the necessaryreduction in our

project structure and cUltivating our liaison with

external institutions.)

2.5 IIASA "Affiliates": Policy Option 5

The "in-house" researchactivities describedin the

options listed above connote researchonly in Laxenburg. Yet,

challengingopportunitiesexist for IIASA to assemblea research

team to work on a problem outside Laxenburg. Such teams could

draw on expertisein Laxenburg, but their primary tasks would be

problem solving within one country or cultural context. The pre-

cise role the team choosesto play could vary. At one extreme,

the team could perform a consultant'srole - establishingitself

in a country to deal with a particular problem. On the other

hand, the affiliate could mobilize the scientific resourcesof the

country to develop national potential for ASA. In either case -

or in the more likely event of the affiliate performing some com-

bination of consultantand mobilizer roles - affiliates would be

initiated only with the moral and financial support of the "host"

country.

(My opinion: IIASA affiliates could be a mechanism

through which we move in several of the research

directions I discussbelow. For instance, affiliates

would provide excellent opportunities for devoting

more of our attention to the problems of developing

countries. They could afford us the chance for more
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dialogue with decision makers and for more "real

world" problem solving. However, I am hesitant

to endorsethe IIASA affiliates option becauseit

presentsthe danger of rapid mUltiplication of the

administrativeburden in Laxenburg. My own sugges-

tion is that IIASA be ready to spawn researchven-

tures in various countries with a clear understanding

that such venturesquickly become administratively

independentand part of the scientific establishments

of those countries. While we could encouragecolla-

boration between IIASA and affiliates, IIASA would

serve as the center of an internationalnetwork of

systems analysis groups rather than the managerof

numerous affiliate organizations.)

3. Research Directions

Inseparable from questions concerning the selection

of research activities are the questions concerning the broad

research directives within which specific research activities

are planned. Is the present mix of "global" and "universal"

problems appropriate? Should IIASA deal more aggressively

with problems of developing countries? These are questions we

must consider carefully, for the decisions we take on these

issueswill provide the framework within which specifics of our

research program will be decided. They shape the broad course

of scientific activity for the intermediate and long-term future.
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Our decisionsshould result from deliberation rather than coin-

cidence, and to assistour decision process, I outline below the

salient issuessurrounding answers to some of the major questions

concerning long-term researchdirectives.

3.1 ResearchOption 1: More Global Programs

IIASA's original researchagendaincluded both

"universal" problems (those problems like delivery of urban emer-

gency services faced by many countrieswithin unique contexts)

and "global" problems (those, like pollution of the oceansand

the atmosphere,faced jointly by many countries). Quite honestly,

our initial researchmay have tilted slightly toward the universal.

Now, as we plan for the future, we must decide whether to maintain

our original orientation or to move deliberately from universal to

global problems.

(My opinion: Since the delineationof our

original researchagenda,global problems

including food and agriculture, population,

and economic relationshipsbetween supplier

and "consumer" nations, have increasingly

come to the center of world attention. In the

process, two additional factors: (1) the in-

creasingrecognition by many nations of their

interdependenceand need for cooperation;and

(2) the necessityfor common understandingas a

backgroundfor this cooperationhave so sensi-

tized the world environment that I believe

IIASA must increaseits global orientation.
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This belief is reinforced by our own success

in opening communicationsbetween institutions

in member countries. Now, we may be able to deal

effectively with universal problems by way of our

"clearinghouse"function and afford more of our

manpower to global issues. In 1975, we have the

opportunity to assessour role in one global prob-

lem area, food and agriculture, since that area is

funded as a General Activity. I recommendthat we

use this opportunity to plan future involvement in

food and agriculture. In addition, I urge that we

use General Activities as a "home" for the assess-

ment and planning of future IIASA involvement in

other global problem areas. One area into which

we could easily move is the analysis of catastrophes.

Such researchwould integratewell with our develop-

ing work on resilience and could proceedalong the

following themes:

(a) the case of distorted climates;

(b) the case of a disturbed ecosystem;

( c ) the case of large radioactive releases;

(d) the case of biogenetic catastrophe;

(e) the case of disrupted food supply;

(f) the case of disrupted supply of power,

water or essentialraw materials.
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Another area suitable for early IIASA involvement

would be "global monitoring", an effort in which

our current Ecology, Water, Computer Science and

Methodology projects could cooperate. My recom-

mendation is that in 1975 we explore these and

other areas so that we can make a concertedeffort

to shift to more global concerns in 1976 and beyond.)

3.2 ResearchOption 2: More Problems of Developing Countries

As we recognizethe critical, global nature of prob-

lems such as population and food production, we find ourselves

face to face with problems of the "developing" as well as the

"developed" world. For our first two years, our researchtopics

have been generally of more interest to industrializedrather

than to non-industrializednations. The question for the future

is whether our researchprogram should evolve to devote increas-

ing attention to problems of the developingworld.

(My opinion: The factors weighing in favor of

our devoting increasingattention to the "deve-

loping" world are threefold: First, many of the

problems faced most directly by the developing

nations (population, food and agriculture) are

simply too serious for us to stand aloof. They

will require international action including con-

siderableinput from developedcountries if they

are to be abatedand eventually solved. Second,

the developingnations are eager for the types of

technical assistanceASA can offer. Finally, many

of the concernsof the industrializednations can



- 19 -

be dealt with by technology and scientistswithin

those nations, and we can encouragethis through

the formation of collaborative networks.

Of course, in devoting more attention to the

developing countries,we encountera host of diffi-

culties which will be resolved only by a slow tran-

sition from our current researchactivities. If we

add problems of developing countries to.our existing

researchprogram, we risk diffusing our scientific

activity to the point that we will make few signi-

ficant contributions in any field. If we choose to

devote less attention to the developedworld, we will

be forced to abandonwork in which some of our current

NMO's are most interested. As well, in taking on

problems of developing countries too quickly, we risk

prematureinvolvement in politically sensitive questions.

My recommendationis that we move towards the inclu-

sion of the problems of developingcountries, but that

we do so on a cautious timetable. Our initial steps

should be in the direction of researchtopics of in-

terest to both developing and developedcountries.

Food and agriculture certainly falls within this cate-

gory, as does the problem of emergencyrelief during

catastrophes. Researchin these areas can begin in the

near and intermediateterm future, after which experi-

mental work on more sensitiveproblems might begin.)
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3.3 ResearchOption 3: More Politically SensitiveAreas

As we ponderedthe content of our original research

program, we consciouslyavoided including politically sensitive

questionssuch as law of the sea and arms control. I think we

were correct in assumingthat such issueswould threatenthe

fabric of the young Institute. As we now ponder the long-term

researchplan, we must reconsiderthe inclusion of politically

sensitivequestionsin our program.

(My opinion: Questions such as controlled use of

nuclear power and law of the sea are, quite honestly,

too interrelatedwith our current researchto be

excluded from our program indefinitely. Yet, the

threat they present to our future has only abated,

not disappeared. I believe we must move cautiously

toward the day when politically sensitivequestions

will be an integral part of our researchstructure.

To exist in a political vacuum is to become irrelevant,

but to embark too soon on researchinto very sensitive

areas is to risk the deteriorationof our scientific

integrity into ideological debate. We must seek a

compromise, assessingcarefully which questionswe

can or cannot addressand still maintain our basic

scientific orientation. We should not become politically

embroiled at the expenseof our scientific progress.)

3.4 More Client Orientation

Throughout my discussionof options for researchacti-

vities and directions, there have been referencesto increased

contact with decision makers. An example is the Handbook/Series

and option of training materials,with which we are moving towards
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a limited dialogue with the policy makers who utilize ASA. More

fundamentally, we must decide the extent to which IIASA will seek

to implement its researchresults in actual planning and decision-

making contexts. In delineatinga researchdirection, we must

establishguidelines for future decisionson the selectionof clients

and the policy problem on which we will work.

(My opinion: Ideally, I believe we would maintain

an ongoing dialogue between analyst and an array

of potential clients so that we could share the

decision-maker'simplementationproblems, and he

could share our analytical approach. In reality,

we are a long way from such a dialogue, and we are

painfully aware that dcvGloping it is a tedious pro-

cess. We have few, if any, examples to follow.

We should not become a consulting firm with rigid

deadlines;yet we would be wise to incorporate some

aspectsof the consulting routine into the conduct

of our research. I urge that when we seek "clients" ,

we not prostitute our scientific standardsfor "easy

money". As we develop n dialogue with decision-makers,

we should remain financially independentso as to pre-

serve our scientific stature.)

3.5 More Concern for Implementation

Regardlessof our decision on the selectionof clients,

we cannot escapethe fact that our researchthusfar has been domi-

nated by technologicalconcerns. Little attention has been devoted

to the social and institutional problemswhich will be encountered

in the implementationof our results. Our capacity to deal with

the myriad national, regional and municipal agenciesresponsible
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for energy, water, environmental,and urban managementis all too

limited. One of the challengeswe must face in planning for the

future is strengtheningour managerialperspectivein order to com-

plement our growing capacity to model physical realities.

(My opinion: We should develop our ability to

cope with social, managerialand institutional

problems as early as 1975. I recommend tlwt we

increaseour complement of social scientists

(sociologists,psychologists,economists),lawyers

and managementexperts in LOP and within the applied

projects. I suggest a planned increasein LOP

manpower from 5 to 10 man-yearsin the next two years.

Through integrative activities, the managementpers-

pective should permeatethe applied projects. The

closer we move toward the presentationof scientific

results and the more we include global and/or poli-

tically relevant problems in our researchprogram,

the more we will need to understandthe social and

institutional implications of the technologicalchanges

we propose.)

4. Closing Thoughts

The considerationsthat have been raised in this paper

cover many questionsupon the long-term future of IIASA which

cannot all be resolved in November, 1974. This is a sequential

decision processin which we must be preparedto learn as we pro-

gress and to take advantagein our actions of our growing knowledge.
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The essentialminimum of decision and commitment to be made later

this month concernsour program for 1975. We have proposeda

modest extrapolationof ongoing activities that recognizesour

constraintsof finance, space, and manpower.

Even if the formal decisions ｴ ｡ ｾ ･ ｮ this month relate

only to the coming year, we must think hard about our longer-range

future. This document has - for reasonsof conciseness- dwelt only

upon the scientific aspectsof the future, but the organizational

implications of our researchdecisionsmust also be considered. The

long-term financial basis of our program, the way in which the pro-

gram should be housed in Laxenburg, and the strategyof our staffing

are all directly connectedto our scientific decisions and must be

so resolved. Also important to our scientific appointments,the

way in which we maintain linkage with our scientific alumni, and

our hopes for developmentof the Laxenburg community. Each of these

issuescould be extensivelydebatedand innumerable imaginative op-

tions generated. It is our misfortune that time is only finite and

that our main discussionscannot be deflected from the critical

decisionsthat must be made for the 1975 program. These decisions

should, however, be taken in the light of our hopes and plans for a

more distant future. This paper attemptedonly to present concrete

examplesof policy alternativesthat we may wish to include in those

hopes and plans.


