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Introduction 
 

The number and scope of surveys covering many cultures, languages, nations, 
or regions have increased significantly over the past decade. This has led to a 
growing need to provide information on best practices across the multiple phases 
of multinational, multicultural, or multiregional (ñ3MCò) survey design and 
administration to ensure the collection of high quality comparative data. However, 
there is very little published information on the details of implementing surveys 
that is specifically designed for comparative research. For example, little has 
been published on what aspects of 3MC surveys need to be standardized and 
when local adaptation is appropriate. The aim of the Comparative Survey Design 
and Implementation (CSDI) Guidelines Initiative was to develop and promote 
internationally recognized guidelines that highlight best practice for the conduct 
of comparative survey research across cultures and countries. The intended 
audience is researchers and survey practitioners planning or engaged in 3MC 
research. However, we believe that the Guidelines also could benefit researchers 
and survey practitioners involved in single country surveys. 
 

The goal of the CSDI Initiative has been to develop Cross-Cultural Survey 
Guidelines (CCSG) as presented here, which cover all aspects of the survey 
lifecycle. This currently has resulted 18 chapters and 11 sub-chapters. Three 
additional chapters on study design and organizational structure, survey quality, 
and ethical considerations are relevant to all processes throughout the survey 
production lifecycle. Survey quality can be assessed in terms of fitness for 
intended use, total survey error, and survey production process quality 
monitoring. This may be affected by survey infrastructure, costs, interviewer and 
respondent burden, as well as study design specifications. Figure 1 presents a 
diagram of the survey lifecycle. The 18 chapters and 11 sub-chapters of the 
CCSG Guidelines are: 
 

¶ Study Design and Organizational Structure  

¶ Study Management  

¶ Tenders, Bids, & Contracts  

¶ Sample Design  

¶ Questionnaire Design  

¶ Instrument Technical Design 

¶ Translation 

¶ Overview 

¶ Managing and Budgeting 

¶ Team 

¶ Scheduling 

¶ Shared Language Harmonization 

¶ Assessment 

¶ Tools  

¶ Adaptation  
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¶ Pretesting 

¶ Interviewer Recruitment, Selection, and Training  

¶ Data Collection 

¶ General Consideration 

¶ Face-to-Face Surveys 

¶ Telephone Surveys 

¶ Self-Administered Surveys 

¶ Paradata and Other Auxiliary Data  

¶ Data Harmonization  

¶ Data Processing & Statistical Adjustment  

¶ Data Dissemination 

¶ Statistical Analysis 

¶ Survey Quality 

¶ Ethical Considerations 
 

Figure 1. The Survey Lifecycle 
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The CCSG Guidelines draw upon and are based on: (1) general good practice 
survey methodology, as well as cross-cultural and comparative literature on 
survey methodology; (2) available study-specific manuals and documentation; 
and (3) the experiences and lessons learned that authors, reviewers, and editors 
have added through their work on and with numerous comparative surveys.  
 
Best practices are dynamic and can be expected to evolve over time. At the 
present time, the Guidelines relate to not just cross-sectional surveys of 
households and individuals but also computer-assisted personal interviewing 
modes and the usage of paradata and statistical analyses. At a later point in 
time, they may be expanded to include establishment and longitudinal surveys.  
 
As more documentation and information about comparative surveys become 
available, we hope to incorporate the lessons learned from these studies into the 
CCSG Guidelines. New methodological research will also inform new versions of 
the CCSG Guidelines. You can greatly help us in these objectives by providing 
comments and suggestions, or simply alerting us about a topic we need to 
address. Please contact us at: CCSG-Web-Contact@umich.edu. 
 
Citations: 
 
Please cite these Guidelines as follows: Survey Research Center. (2016). 
Guidelines for Best Practice in Cross-Cultural Surveys. Ann Arbor, MI: Survey 
Research Center, Institute for Social Research, University of Michigan. Retrieved 
Month, dd, yyyy, from http://www.ccsg.isr.umich.edu/.  
 
The CCSG initiative is led by Beth-Ellen Pennell, currently the director of 
international survey operations at the Survey Research Center, Institute for 
Social Research at the University of Michigan. Also instrumental in the 
development and operationalization of the guidelines are Kirsten Alcser and Sue 
Ellen Hansen of Survey Operations, Survey Research Center, Institute for Social 
Research. The guidelines were initiated at the 2005 meeting of CSDI and have 
involved more than 70 individuals from more than 35 organizations worldwide. 
 
We dedicate these guidelines to Dr. Janet A. Harkness. Dr. Harkness passed 
away in 2012. She initiated the International Workshop on Comparative Survey 
Design and Implementation where the development of these Guidelines was 
launched. Dr. Harkness not only contributed to the overall framework and content 
of the guidelines but she also authored three of the original key chapters: 
Questionnaire Design, Adaptation and Translation. She inspired this work 
through her steadfast conviction that resources must be made available to 
researchers and survey practitioners if we are to improve comparative survey 
research methods, dissemination and analysis. 
 

 

 

http://www.ccsg.isr.umich.edu/
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Photo images: 
 
Some photo images that appear on this Website are stock photos. Others were 
provided by the Population and Ecology Laboratory in Nepal (Institute for Social 
Research, University of Michigan), Professor Jintao Xu at the College of 
Environmental Sciences and Engineering at Peking University, and Yu-chieh 
(Jay) Lin and the Institute of Social Science Survey at Peking University. 
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Study Design and Organizational Structure 
 
Kristen Cibelli Hibben, Julie de Jong, Mengyao Hu, Jennifer Durow, and Heidi Guyer, 2016 
(2010 Version: Rachel A. Orlowski and Christopher Antoun)  
 

Introduction 
 
The following guidelines outline a number of study design and organizational 
considerations that arise when planning multinational, multicultural, or 
multiregional surveys, which we refer to as ñ3MCò surveys.  
 
The goal of 3MC surveys is to produce comparable measures across 
multinational, multicultural, or multiregional populations. To maximize 
comparability, strict standardization of design is neither always possible nor 
desired. This is because of the considerable differences in survey context 
affecting survey design features across cultures and nations. For example, 
access to up-to-date or good quality sampling frames, the need to accommodate 
multiple languages (some possibly unwritten), and the available 
telecommunications, transportation and research infrastructure, are among many 
other factors that may vary widely (Pennell, Harkness, Levenstein, & Quaglia, 
2010; Pennell & Cibelli Hibben, 2016). 
 
3MC study designs that attempt to impose a cookie-cutter or 'one size fits all' 
approach can actually harm comparability (Harkness, 2008b; Skjåk & Harkness, 
2003; Harkness, van de Vijver, & Johnson, 2003; Lynn, Japec, & Lyberg, 2006). 
For example, an optimal sampling design for one context is rarely optimal, or 
may be impossible or even detrimental to survey quality if implemented in 
another context (Heeringa & OôMuircheartaigh, 2010).  
 
Therefore, the challenge in 3MC surveys is to determine the optimal balance 
between local implementation of a design within each country or culture that will 
also optimize comparison across countries or cultures (Pennell, Cibelli Hibben, 
Lyberg, Mohler, & Worku, et al., 2017). The current approach taken by some 
cross-national surveys is to attempt some level of standardization across country 
surveys and to monitor and document compliance with the agreed upon 
standards (for example, see European Social Survey, 2013). Specifications 
provided to participating countries may require a probability sample but 
acknowledge that available frames across countries will vary widely. Some 
frames will require a multi-stage sampling approach where others, such as those 
in countries with up-to-date registers, may be able to implement a one stage 
sample design (Heeringa & OôMuircheartaigh, 2010). The European Social 
Survey, for example, acknowledges these different approaches to sampling in its 
specifications and in addition to requiring a probability sample design, it also sets 
a minimum effective sample size, thereby taking into account the design effects 
(which contribute to sampling error) from the chosen design (European Social 
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Survey, 2013; Heeringa & OôMuircheartaigh, 2010). See Pennell et al. (2017) for 
further discussion of challenges in optimizing comparison across countries. 
 
Several factors influence how the overall 3MC study is designed, structured, and 
implemented, including the source(s) and flow of funding, the research capacity 
and infrastructure in the participating countries (e.g., availability of sampling 
frames, field staff, and technical systems). All of these factors will vary from 
country to country, culture to culture, and from study to study. Yet, before 
determining other aspects of the study design or the organizational structure, it is 
critical to clearly define the research questions and the aims and objectives of the 
study as this should drive subsequent decisions related to other stages in the 
survey lifecycle. And, it is equally crucial to consider how the ultimate decisions 
will impact survey quality, assessed in terms of total survey error (TSE), fitness 
for use, and survey process quality (see Survey Quality for a detailed 
discussion). 
 
The TSE paradigm is widely accepted as a conceptual framework for evaluating 
survey data quality (Anderson, Kasper, Frankel, & Associates, 1979; Cochran, 
1977) but it can also be used as a blueprint when designing studies (Smith, 
2011a). TSE defines quality as the estimation and reduction of the mean square 
error (MSE) of statistics of interest, which is the sum of random errors (variance) 
and squared systematic errors (bias). The MSE for each individual statistic in a 
survey is not typically calculated, due to the following practical problems (see 
Vehovar, Slavec, and Berzelak (2012) for detailed discussions). First, MSE 
needs to be calculated differently for different survey parameters (e.g., the survey 
population mean and variance). It can also differ for each survey item. The fact 
that a survey usually contains many items and many parameters poses a 
challenge for the practical application of MSE. Second, the true scores used in 
bias estimation are often unknown and are usually obtained from a benchmark 
survey such as Census data or ñgold-standardò estimates such as from a face-to-
face survey. The accuracy of these estimates, however, is not guaranteed. Third, 
given that MSE is often a combination of different error sources, it is sometimes 
difficult to distinguish and separate these error sources. These practical issues 
become more complicated in 3MC surveys, posing additional challenges to the 
use of MSE. Despite the challenges, however, the TSE framework helps 
organize and identify error sources and estimates their relative magnitude, which 
can assist those planning 3MC surveys to evaluate design and implementation 
tradeoffs. 
 
TSE takes into consideration both measurement (construct validity, 
measurement error, and processing error)ði.e., how well survey questions 
measure the constructs of interestð, as well as representation (coverage error, 
sampling error, nonresponse error, and adjustment error) (Groves et al., 
2009a) ði.e., whether one can generalize to the target population using sample 
survey data. In the TSE perspective, there may be cost-error tradeoffs, that is, 

http://ccsg.isr.umich.edu/references/Anderson-R-Kasper-J-Frankel-M-and-Associates-Eds-1979-Total-survey-error-Applications-to-improve-health-surveys-San-Francisco-Jossey-Bass.html
http://ccsg.isr.umich.edu/references/Cochran-W-G-1977-Sampling-techniques-New-York-NY-John-Wiley-and-Sons.html
http://ccsg.isr.umich.edu/references/Cochran-W-G-1977-Sampling-techniques-New-York-NY-John-Wiley-and-Sons.html
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/mean-square-error
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/mean-square-error
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/bias
http://ccsg.isr.umich.edu/references/Vehovar-V-Slavec-A-and-Berzelak-N-2012-Costs-and-errors-in-fixed-and-mobile-phone-surveys-In-L-Gideon-Ed-Handbook-of-survey.html
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/survey-population
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/survey-population
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/item
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/accuracy
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/construct-validity
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/measurement-error
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/processing-error
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/coverage
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/sampling-error
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/nonresponse
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/adjustment-error
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/target-population
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there may be tension between reducing these errors and the cost of reducing 
them.  
 
Although the TSE paradigm is increasingly used as an organizing framework in 
the design and evaluation of one-country surveys Pennell et al. (2017) offer a 
total survey error framework adapted and expanded from Groves et al. (2009a), 
Tourangeau, Rips, and Rasinski (2000), Smith (2011a), and Smith (2017) for 
3MC survey research that integrates error sources with methodological and 
operational challenges that are unique to or may be more prominent in 3MC 
surveys (see Figure 1 below).  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

http://ccsg.isr.umich.edu/references/Pennell-B-E-Cibelli-Hibben-K-L-Lyberg-L-Mohler-P-Ph-and-Worku-G-2017-A-Practice-New-York-NY-John-Wiley-and-Sons.html
http://ccsg.isr.umich.edu/references/Groves-R-M-Fowler-F-J-Jr-Couper-M-P-Lepkowski-J-M-Singer-E-and-Tourangeau-R-2009a.html
http://ccsg.isr.umich.edu/references/Tourangeau-R-Rips-L-J-and-Rasinski-K-2000-The-psychology-of-survey-response-Cambridge-Cambridge-University-Press.html
http://ccsg.isr.umich.edu/references/Smith-T-W-2011a-Refining-the-total-survey-error-perspective-International-Journal-of-Public-Opinion-Research-23-464-484.html
http://ccsg.isr.umich.edu/references/Smith-T-W-forthcoming-Improving-cross-national-cultural-comparability-using-the-total-survey-error-paradigm-John-Wiley-and-Sons.html
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Input harmonization

Target population

Sampling frame

Sample

Respondents

Post survey adjustments

Output harmonization

Coverage error

¶ Definition of the survey population
¶ Sample screening and respondent selection procedures
¶ Frame availability and quality
¶ Treatment of cultural and linguistic minorities, other hard-to-

reach populations

Sampling error
¶ Sample size
¶ Mode choice
¶ Clustering, stratification, and weighting in sampling designs
¶ Different sampling practices (e.g., random walk, substitution)
¶ Definitions (e.g., household, resident, housing unit)

Nonresponse error

¶ Varying capacity, available data, and practices for post-survey 
adjustments

¶ Rules and procedures for disclosure avoidance

Adjustment error

¶ {ǳǊǾŜȅ άŎƭƛƳŀǘŜέ
¶ Rules about the number of contacts, treatment of refusals, the 

use of incentives, etc.
¶ Definitions (e.g., household, resident, housing unit)
¶ Treatment of cultural and linguistic minorities, other hard-to-

reach populations
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 Figure 9.1 TSE (a) representation in a cross-cultural context
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Survey statistic

 

Input harmonization

Construct

Measurement

Response

Edited data

Output harmonization

Validity

¶ Does the concept exist?
¶ Adaptation or operationalization of the construct

Measurement error

Response process
¶ Comprehension ς Translation and adaptation, context (i.e., question order)
¶ Retrieval ς Ecological factors, social determinants
¶ Judgment and estimation ς Declarative versus procedural knowledge, 

tendency to estimate
¶ Response ς Self-presentation, social desirability

Adapted from Tourangeau et al. (2000)

Structural aspects
¶ Frame/mode limitations
¶ Interviewer/ respondent interaction
¶ Communication norms
¶ Third party presence
¶ Respondent burden

Processing error

¶ Varying capacity and practices for data editing
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Survey statistic

 Figure 9.1 TSE (b) measurement in a cross-cultural context
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The following describes the main elements of Pennell et al.ôs (2017) TSE 
framework: 
¶ The framework links error sources to the key stages of the survey 

process: design, implementation, and evaluation.  
¶ Part A of Figure 1 outlines representation errorðincluding coverage error, 

sampling error, nonresponse error, and adjustment errorðwhich are 
indicators of how well survey estimates generalize to the target population.  

¶ Part B of Figure 1 encompasses measurement related errorðincluding 
validity, measurement error, and processing errorðwhich are indicators of 
how well survey questions measure the constructs of interest.  

¶ As denoted by the resulting ñsurvey statisticò at the end of Part A and Part 
B, the framework produces statistic-specific error profiles for 
representation and measurement errors for a single survey statistic. The 
framework produces statistic specific error profiles because the presence 
and scale of error may, and frequently does, vary across individual survey 
statistics. 

¶ The framework incorporates the dimensions of cost, burden, 
professionalism, ethics, and other design constraints that frequently 
impose constraints on 3MC survey design and have an important 
influence on the quality of 3MC surveys.  

¶ The framework includes the role of input harmonization and output 
harmonization, which are unique to 3MC surveys. Input and output 
harmonization represent two general approaches to harmonization, which 
is a term for procedures aimed at achieving, or at least improving, the 
comparability of different surveys. See Harmonization for further 
discussion. 

¶ ñComparison erroròða concept introduced by Smith (2011b) ðis the 
conceptual error introduced across each component of a 3MC survey as 
well as the aggregate of error across all components, which could threaten 
comparability across surveys.  

¶ For each error component (e.g., coverage error, sampling error, 
measurement error, etc.), key potential sources of error are identified that 
may contribute to TSE in individual populations and may present particular 
challenges to standardizing design and implementation (or establishing 
suitable localized equivalents) across populations, thereby potentially 
increasing comparison error. See Pennell et al. (2017) for a detailed 
discussion of key potential contributions to error and design and 
implementation challenges across the main stages of the survey lifecycle. 

 
As noted by Smith (2011a), TSE can be used during the design phase for 3MC 
studies in that each component of error can be considered with the object of 
minimizing comparison error. 
 
The Cross-cultural Survey Guidelines (CCSG) have been developed to cover all 
aspects of the lifecycle of 3MC surveys, as shown in the figure on the Chapters 
page. The lifecycle begins with the guidelines below on establishing aspects of 

http://ccsg.isr.umich.edu/references/Pennell-B-E-Cibelli-Hibben-K-L-Lyberg-L-Mohler-P-Ph-and-Worku-G-2017-A-Practice-New-York-NY-John-Wiley-and-Sons.html
http://ccsg.isr.umich.edu/index.php/resources/advanced-glossary/construct-validity
http://ccsg.isr.umich.edu/index.php/chapters/translation-chapter/language-harmonization
http://ccsg.isr.umich.edu/references/Smith-T-W-2011b-The-report-of-the-international-workshop-on-using-multi-level-data-from-sample-frames-auxiliary-databases.html
http://ccsg.isr.umich.edu/references/Pennell-B-E-Cibelli-Hibben-K-L-Lyberg-L-Mohler-P-Ph-and-Worku-G-2017-A-Practice-New-York-NY-John-Wiley-and-Sons.html
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the study design and organizational structure and ends with data dissemination 
(Data Dissemination). After reviewing the guidelines regarding study design and 
organizational structure below, we suggest reading Survey Quality followed by 
Study Management and then the guidelines for each of the elements of the 
survey lifecycle relevant to your study. 
 

Guidelines 
 
Goal: To consider the key study design decisions that must be addressed in the 
context of 3MC survey research and how these decisions impact each stage of 
the survey lifecycle as well as overall survey quality. Additionally, to establish the 
studyôs overall structure, the mode of data collection, quality standards from a 
design perspective, and the elements of the survey lifecycle that are relevant for 
the study.  
 

1. Determine key aspects of the overall research design of the study. 
 

Rationale 
 
The first step in designing a 3MC study is to determine key aspects of the 
overall research design of the study. This includes identification of the 
research questions and the aims and objectives of the study, assessing 
the available resources, budget and research capacity of individual study 
countries and available resources and budget for coordination between 
study countries, determining the type of study (i.e., cross-sectional or 
panel), the duration of the study, the populations to be surveyed and the 
estimated target number of interviews. Subsequent decisions, including 
those about organizational structure, the mode of data collection, quality 
standards, and other steps of the survey lifecycle are dependent upon the 
decisions reached in these key areas. 
 
Procedural Steps 
 
1.1 Determine and document the research questions and aims and 

objectives of the study, ensuring that central and local study goals do 
not conflict (Biemer & Lyberg, 2003; Federal Committee on Statistical 
Methodology, 1983). All involved should understand the empirical 
aims of the research before the organizational and operational work 
for a study begins. There should be a well-defined direction and 
purpose of the research, and the aims and objectives should be 
clearly communicated to all study personnel at the central 
coordinating center and at study locales. When doing so, consider 
the following main components:  
1.1.1 Study Aims/Goals: What are the primary research questions 

or hypotheses the study intends to address? 

http://ccsg.isr.umich.edu/datadissem.cfm
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1.1.2 Representation: What populations are to be studied? See 
Sample Design and Groves et al. (2009a). 

1.1.3 Measurement: What are the measures to be collected? What 
data are to be collected? See Questionnaire Design and 
Groves et al. (2009a). 

1.1.4 Analysis: What estimates are to be created? (See Data 
Processing and Statistical Adjustment and Statistical Analysis.  

 
1.2 Investigate how other researchers have addressed similar research 

questions and consider what data (if any) already exists and what 
additional data needs to be collected in order to address the research 
questions. 

 
1.3 Consider whether survey data collection is optimal or whether other 

methods or mixed methods may be appropriate. Studies involving 
multiple cultures, countries, regions, or languages may benefit from 
the use of mixed methods. A mixed methods study "involves the 
collection or analysis of both quantitative and/or qualitative data in a 
single study in which the data are collected concurrently or 
sequentially, are given a priority, and involve an integration of the 
data at one or more stages in the process of research" (Creswell, 
Plano Clark, Gutmann, & Hanson, 2003).The different toolkits of 
qualitative and quantitative data collection methods can be 
complementary for studies of cross-cultural similarities and 
differences in attitudes and behaviors that often require different 
kinds of methods and evidence (van de Vijver & Chasiotis, 2010). 
van de Vijver and Chasiotis (2010) also provide an in-depth 
discussion and a conceptual framework for mixed methods studies. 
Researchers wanting to undertake a mixed methods design or to 
incorporate mixed methods approaches at different stages of the 
survey lifecycle may include these considerations when designing 
the study. Examples and references for mixed methods approaches 
are provided in Pretesting, Questionnaire Design and Data 
Collection: General Considerations. 

 
1.4 Assess the available resources and budget for the project, which 

may affect the scope of the studyôs aims and objectives that can be 
realistically undertaken, and will also guide subsequent decisions 
regarding all steps of the survey lifecycle. In particular, the available 
resources and budget for the overall coordination of study countries 
and the resources and research capacity available in individual 
countries is a key driver of the overall organizational structure for the 
study. The overall organizational structure of a 3MC survey can be 
either centralized or decentralized, with a central coordinating center 
as well as national coordinators in each of the individual study 
countries. As discussed in further detail in Guideline 2 below, a 
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strong central coordinating center is crucial to effective quality 
assurance and quality control, but requires significant financial and 
human resources which may or may not be available depending on 
the available budget and infrastructure. 

 
1.5 Determine whether to administer a cross-sectional survey or a type 

of panel survey. 
1.5.1 Consider the following attributes of a cross-sectional survey 

(i.e., a survey where data are collected from selected 
elements at one point in time) with regard to the aims and 
objectives of the study. 

¶ Since data are collected at only one point in time in a 
cross-sectional survey, countries can create an optimal 
sample design for that specific point in time. If the survey is 
repeated at a later date, the new cross-sectional study can 
accommodate changes in the target population which may 
have occurred, for example, because of migration or other 
demographic changes 

¶ Since sampling units are only asked to participate once in 
a cross-sectional survey, the respondent burden over time 
is less than it would be in a panel survey; this can make it 
easier to convince the sampling units to participate. 

¶ In a cross-sectional survey, developments or changes on 
the individual level over time cannot be measured, and it is 
more difficult to advance a causal argument. 

1.5.2 Consider the following attributes of a panel survey (i.e., a 
survey where the data are collected from selected elements at 
more than one point in time or data collection waves (Binder, 
1998; Kish, 1987; Lynn, 2009) with regard to the aims and 
objectives of the study. Panel surveys include fixed panel, 
fixed panel plus births, repeated panel, rotating panel, and 
split panel studies. 

¶ A panel survey provides the ability to measure changes 
over time on the statistics of interest at the respondent 
level. 

¶ In a panel survey, the sampling design, while being optimal 
at the outset of the panel survey, may be dated and not 
optimal at a later point in time. 

¶ Changes in the target population are difficult to 
accommodate (e.g., including new immigrants at a later 
stage) in a panel survey. 

¶ The initial cost of a panel survey is higher than a cross-
sectional survey since both thought and effort need to be 
expended to plan the best way to capture data over time.  

¶ It can be difficult to convince respondents to participate 
across multiple waves of data collection, resulting in panel 
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attrition and reduced sample size in successive waves. 
With each successive wave of data collection in a panel 
survey, the cumulative amount of respondent attrition 
typically increases. Unless the element sample from the 
original wave of data collection is supplemented with fresh 
cohorts, the remaining respondents may not accurately 
reflect the target population. 

¶ For surveys of mobile populations, the attrition rate can be 
very high. Survey planners should consider how to identify 
and track panel survey respondents, especially when 
dealing with a mobile population. 

¶ Question wording and response options need to be 
comparable across waves in order to allow comparison 
over time on the statistic of interest. 

¶ Respondentsô answers to questions in later waves may be 
influenced by the interviews conducted in previous waves. 
This source of error is referred to ñpanel conditioningò or 
ñtime in sample biasò (Sturgis, Allum, & Brunton-Smith, 
2009).  

¶ In contrast to a cross-sectional design, a comparative 
panel survey design implemented across many countries is 
much more complex. Designers should consider the efforts 
necessary to achieve comparability simultaneously across 
each national panel wave and across all countries.  

 
 1.6 Determine the timing and duration of the survey.  

1.6.1 In some 3MC surveys, particularly those more susceptible to 
context effects (e.g., a survey of political attitudes), it may be 
important to complete the data collection in the same 
timeframe across all study countries.  

1.6.2 Other surveys are constrained by a relatively short field 
period, which may have implications for data collection mode 
decisions and quality control.  

1.6.3 The duration of the study is also dependent on the research 
goals and type of survey.  

1.6.4 When planning the timing of the survey(s), other factors to 
consider include, seasonal constraints (e.g. rainy seasons), 
available resources (e.g., longer field period may mean 
additional cost) and cultural factors (e.g., migration patterns 
and respondent availability).  

1.6.5 The survey duration effects many phases of the survey life 
cycle, but may have the biggest effect on interviewer 
recruitment and data collection. See Interviewer Recruitment, 
Selection, and Training and Data Collection: Face-to-Face 
Surveys. 
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1.7 Determine the target population. 
1.7.1 In a 3MC survey, countries will likely differ in how target 

populations are defined. From country to country, inclusion 
criteria may be guided by restricted access to parts of a 
countryôs population due to geography, language, instability in 
the political climate, and other factors. See Heeringa & 
OôMuircheartaigh (2010) and Pennell & Cibelli Hibben (2016), 
for examples.  

1.7.2 The definition of the target population will have implications for 
the sample design in each country. For example, if the target 
population is a specific subset (e.g., citizens with a diagnosed 
health condition), it may be more efficient to develop a sample 
frame in collaboration with health services rather than 
launching an area-based probability sample and subsequently 
screening for this special population. 

1.7.3 The target population will also impact mode decisions. In the 
example in Guideline 1.7.2 above, a sample frame developed 
in collaboration with health services may provide detailed 
contact information for each person on the sampling frame, 
which would permit multiple modes of targeting and data 
collection (e.g., an initial postal mailing informing the 
respondent of the data collection, a face-to-face contact, 
and/or ability for a follow-up telephone contact; or a telephone 
survey rather than a face-to-face survey). In the case of an 
area probability sample, names and telephone numbers are 
generally not known ahead of time, limiting mode choices.  

1.7.4 The target population will also impact most of the other steps 
in the survey lifecycle, especially in a 3MC study. For 
example, a country whose target population is multi-lingual or 
multi-cultural will need to accommodate potential differences 
in survey items and measurement issues across populations. 
See especially Questionnaire Design, Translation: Overview, 
Interviewer Recruitment, Selection and Training, and Data 
Harmonization.  

 
Lessons learned 

 
1.1.  A failure to communicate overall study goals may lead to local 

decisions that threaten comparability across countries. For example, 
a country may remove some locally less salient items from the 
questionnaire in order to reduce the burden of time to both 
respondents and interviewers without realizing that those items are 
necessary to measure an important survey construct. Conversely, a 
country may insert items into the questionnaire in order to study a 
locally-relevant topic without realizing that those items may affect the 
quality of the data. When inserting new, or country-specific items, it is 
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necessary to take into account respondent burden, context effects 
and comparability if the addition of new items is replacing previously 
existing items. 

 
1.2 The World Fertility Survey (WFS), its successor, the Demographic 

and Health Survey (DHS), and the International Social Survey 
Programme (ISSP) are well-known cross-cultural studies which have 
demonstrated that large-scale probability sample surveys are 
feasible almost everywhere. For all participating countries in these 
two studies, sampling frames and resources (including households) 
were found; local technicians executed complex tasks directed by a 
centralized international staff; and probability sampling and 
measurable sampling errors were imposed (Kish, 1994; Scholz & 
Heller, 2009). 

 
1.3 Survey planners are not always aware of the time and effort required 

to design and implement quality cross-sectional sampling designs 
simultaneously across many countries. It might be instructive to 
consult the extensive documentation of the European Social Survey 
that includes design, control, and outcomes (European Social 
Survey, 2010).  

 
1.4 Survey planners are sometimes naïve about the high cost and effort 

required to maintain a panel survey. When considering the 
implementation of a panel survey, refer to the literature on 
longitudinal survey programs such as the Survey of Income and 
Program Participation (Kasprzyk, 1988), the British Household Panel 
Survey (Lynn, Häder, Gabler, & Laaksonen, 2007), the European 
Community Household Panel (Peracchi, 2002), Canadaôs Survey of 
Labour and Income Dynamics (Lavallée, Michaud, & Webber, 1993), 
and additional literature about the methods used in longitudinal 
surveys (Lynn et al., 2007) and panel surveys (Kasprzyk, Duncan, 
Kalton, & Singh, 1989). This literature gives a clear sense of the 
effort and expense necessary to execute a panel survey, and can 
help survey planners make a more judicious decision regarding the 
time dimension of the survey design. 

 
1.5 The World Bankôs Living Standards Measurement Survey team has 

developed various household survey design, implementation, and 
analysis tools such as sample questionnaires and guidelines on 
questionnaire design, recommendations for maintaining cooperation 
and avoiding household attrition in longitudinal surveys, example 
survey manuals and documentation, and guidance for measuring 
specific topics such as conflict exposure, migration, and fisheries. 
See 
http://econ.worldbank.org/WBSITE/EXTERNAL/EXTDEC/EXTRESE

http://econ.worldbank.org/WBSITE/EXTERNAL/EXTDEC/EXTRESEARCH/EXTLSMS/0,,contentMDK:23506715~pagePK:64168445~piPK:64168309~theSitePK:3358997,00.html
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ARCH/EXTLSMS/0,,contentMDK:23506715~pagePK:64168445~piP
K:64168309~theSitePK:3358997,00.html  for a list of tools. 

 
2. Determine the studyôs organizational structure. 

 
Rationale 
 
As a rule, the more languages, cultures and countries participating in the 
survey, the more complex the organizational structure becomes. There 
are many different ways to organize the structure (see Appendix A for 
examples), but the key considerations are the locus of control and 
balancing standardization and localization. The locus of control may be 
centralized (e.g., all design and operational decisions controlled by a 
central governing body) or decentralized (e.g., each country makes their 
own operational decisions while adhering to the study design protocols set 
by the centralized team). While both centralized and decentralized 3MC 
surveys are fielded, it is indisputable that a strong centralized 
infrastructure is needed to maintain quality requirements (Murray, Kirsch, 
& Jenkins, 1998; Kalton, Lyberg, & Rempp, 1998; Carey, 2000; Pennell et 
al., 2017; Lyberg, Japec, & Tongur, 2017). For this reason, we outline the 
advantages of a centralized organization, and only briefly discuss a 
decentralized organizational structure. As the optimal organizational 
structure for 3MC surveys, a centralized structure is assumed throughout 
the guidelines. 
 
Procedural Steps 

 
2.1.  Consider maintaining the locus of control as centralized rather than 

decentralized.  
2.1.1. When the control is centralized, there is a structure with 

a coordinating center that designs the overall study and 
assumes the central organizational responsibility to 
the contracted survey organizations in each country where the 
study will be carried out. This type of organizing structure is 
often used in 3MC surveys.  

2.1.2. A coordinating center should include people from different 
countries, institutions, and affiliations. 

2.1.3. With this organizational structure, the coordinating center will 
specify the operational structure of the survey for each country 
to follow. It should determine what elements will be 
standardized across countries and what elements will be 
localized; there is a balance between standardization of 
implementation and adaptation to the cultural context. The 
coordinating center should inform the survey organizations of 
the quality standards necessary to execute the study. See 
Guideline 4 below and Survey Quality. 

http://econ.worldbank.org/WBSITE/EXTERNAL/EXTDEC/EXTRESEARCH/EXTLSMS/0,,contentMDK:23506715~pagePK:64168445~piPK:64168309~theSitePK:3358997,00.html
http://econ.worldbank.org/WBSITE/EXTERNAL/EXTDEC/EXTRESEARCH/EXTLSMS/0,,contentMDK:23506715~pagePK:64168445~piPK:64168309~theSitePK:3358997,00.html
http://ccsg.isr.umich.edu/structure.cfm#Coordinating
http://ccsg.isr.umich.edu/structure.cfm#Contract
http://ccsg.isr.umich.edu/structure.cfm#Adaptation
http://ccsg.isr.umich.edu/structure.cfm#Quality
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2.1.4. Although not described here, there are situations where the 
coordinating center is also responsible for data collection in 
some or all countries.  

2.1.5. When the control is decentralized, each country makes their 
own operational decisions while adhering to the study design 
protocols set by the centralized team.  

2.1.6 In a decentralized organizational structure, even though all 
study countries may agree in principle to study design 
decisions and to protocols for quality assurance and quality 
control, there is no guarantee that these protocols will be 
followed. Only strict oversight from a centralized 
organizational structure can hope to achieve adherence to 
protocols. 

 
Lessons learned 

 
2.1 Despite knowing the ideal way of executing a study, the available 

resources often dictate how a study is structured and implemented. 
For example, multiple sources of funding are typically needed to 
provide enough support to coordinate a 3MC survey; furthermore, 
each participating country may be funded separately. Funding 
sources may have requirements that complicate reporting structures 
within the study and conflict with the goals of the overall cross-
cultural survey. The points at issue may relate to a wide variety of 
features, from data availability to the content of questionnaires. See 
Appendix B for examples of how existing 3MC survey programs have 
been funded. 

 
2.2. As Pennell et al. (2017) note, organizational structure for a 3MC 

study can be thought of as two extremes. At one end, for a study that 
is decentralized, a source questionnaire is provided and the details 
are left up to the participating countries and service providers who 
deliver the requested data. At the other extreme, ñThe other extreme 
can be represented by the ESS that has developed a solid and 
continuously improving machinery for planning and implementing the 
survey. One of Sir Roger Jowellôs, founder of the ESS, golden rules 
for comparative surveys was that the number of problems is a 
function of the number of countries participating in a study (Jowell, 
1998; see also Lyberg, et al., 2017). It goes without saying that 
keeping track of 20 countries is easier than keeping track of 140. In 
the latter case, the idea that one is in control is very unrealistic 
without extensive funding for a central infrastructure. We believe that 
a solid infrastructure is imperative for 3MC surveys to function well 
and that it is better to limit the number of countries than try to include 
as many as possibleò (Pennell et al., 2017). 
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3. Determine the mode of data collection to be used and whether it will 
be standardized across countries and if mixed mode data collection 
will be permitted within countries.  

 
Rationale 
 
Whether dictated by the coordinating center or left to individual survey 
organizations to determine, selecting the mode(s) in which the survey will 
be administered is a major design decision. Surveys can be conducted in 
numerous ways: face-to-face, by telephone (either conducted by an 
interviewer or using Interactive Voice Response (IVR)), through the mail, 
or over the web. The survey instrument format can be paper-and-pencil or 
computer assisted and either interviewer-administered or self-
administered. See Smith and Kim (2015) for a review of surveys modes, 
their advantages and disadvantages and error structures. 
 
The mode of data collection affects most stages of the survey life-cycle, 
but arguably the greatest affect is on instrument technical design, data 
collection, and data processing. Equally affected by mode are issues of 
comparability, survey cost, and survey error. There is no one "best" mode; 
rather, the mode(s) of data collection should be selected based on 
appropriate tradeoffs of time, cost, and error. In a 3MC survey, differences 
in cultural norms, literacy levels, and logistics may further constrain mode 
selection. 
 
This guideline focuses on the attributes of different modes vis-a-vis other 
steps in the survey lifecycle as well the use of a mixed mode design, while 
also referring the reader to specific chapters for further detail. 
 
Procedural Steps 
 
3.1 Sample design and the mode of data collection are intertwined and 

the decision about one will affect the decision about the other. When 
choosing the mode of data collection, consider the following: 
3.1.1 The target population for any individual country can influence 

the decision to collect data via face-to-face, telephone, or self-
administered interviews. The following are several examples 
of the implications of the target population on mode choice.  

¶ If the target population is a nationally representative 
sample and the geographic region of the country is large 
(e.g., the United States, Russia, China, etc.), then a face-
to-face survey will be significantly more costly than a 
telephone or self-administered survey.  

¶ If the target population is a population in a climate which is 
politically unstable, interviewers attempting to complete a 
survey via telephone may be seen as suspect; and only an 

http://ccsg.isr.umich.edu/datacoll.cfm#Coordinating
http://ccsg.isr.umich.edu/datacoll.cfm#Mode
http://ccsg.isr.umich.edu/datacoll.cfm#Interactive
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interviewer in a face-to-face setting may be able to obtain 
cooperation with a respondent.  

3.1.2 The availability of the sampling frame and associated 
infrastructure of the study country can influence the decision 
to administer a face-to-face, telephone, or self-administered 
survey.  

¶ For example, many surveys use a sample frame based on 
an area probability sample and subsequent block listing. 
Depending on the countryôs infrastructure, it may or may 
not be possible to match the household with a telephone 
number (although this has limitations as well). In such 
cases where the infrastructure does not permit 
telephone/address matching, a face-to-face contact or mail 
survey would be the only way to initially reach the 
household.  

 
3.2 Consider the length and complexity of the questionnaire when 

assessing the suitability of different modes.  
3.2.1 If the survey is lengthy, a face-to-face interview may be less 

burdensome to the respondent than a telephone interview 
(Groves & Kahn, 1979) 

3.2.2 If the survey has many skip patterns, then an interviewer 
administered survey, either by telephone or face-to-face, is 
preferable to mail survey. A web-based survey may also be 
suitable if the instrument is programmed so that the 
respondent does not need to navigate skip patterns,  

3.2.3 If the survey is complex and may be difficult for the 
respondent to understand, then an interviewer administered 
survey, either by telephone or face-to-face, is advisable so 
that the interviewer can assist the respondent if necessary.  

3.2.4 See Instrument Technical Design and Data Collection: Face-
to-Face Surveys for further discussion on questionnaire 
design vis-à-vis data collection mode. 

 
3.3 Consider the survey topic and potential sensitivity of survey items 

3.3.1 If the survey topic is sensitive in an individual study country, a 
face-to-face interview may serve to put the respondent at 
ease. Alternately, a survey including sensitive questions may 
best be, at least partially, self-administered. What is 
considered as sensitive in one country may not be considered 
as sensitive in another. See Data Collection: Face-to-Face 
Surveys and Data Collection: Self-Administered Surveys for a 
comprehensive discussion of sensitive topics vis-á-vis data 
collection mode.  
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3.4 Consider what types of paradata or other auxiliary data might be 
collected.  
3.4.1 Paradata is collected for quality assessment and quality 

control. An electronic instrument can capture a variety of 
paradata whereas a paper-and-pencil instrument cannot 
capture most paradata. 

3.4.2 Biomeasures and other auxiliary data can be used for quality 
assessment and quality control, as well as a complementary 
data source. Specific auxiliary data may require use of a 
specific mode of data collection.  

¶ For example, if biomeasures are to be used, face-to-face 
surveys can facilitate the collection, and indeed may be 
necessary depending on the type of biomeasures (e.g., 
blood draw, blood pressure, etc.). However, some 
biomeasures, such as saliva, can be collected through 
respondents returning samples through postal mail. 

3.4.3 See Paradata and Other Auxiliary Data and Survey Quality for 
further discussion.  

 
3.5 Consider whether mode will be standardized for a 3MC survey 

project, or if a mixed mode design will be permitted.  
3.5.1 Different modes may produce different survey estimates. 

These mode-specific differences in measurement might be 
acceptable to the investigator if nonresponse is sufficiently 
reduced. 

3.5.2 Some studies in the United States employ a mixed mode 
design in which the least expensive mode is used initially, 
after which time progressively more expensive modes are 
implemented in order to reduce nonresponse. 

3.5.3 See Data Collection: General Considerations for additional 
discussion of mixed mode designs and Data Collection: Face-
to-Face Surveys for a review of mode effects for sensitive 
topics. 

 
Lessons Learned 

 
3.1 While a mixed-mode design can reduce the cost of data collection by 

allowing for increased flexibility to accommodate local contexts, it 
may also create an additional layer of complexity and, thus, the 
overall costs for the subsequent harmonization of data by 
coordinating centers. The Gallup World Poll implements a mixed 
mode design in which the telephone is used in countries where 80% 
or more of the target population is covered and face-to-face 
interviewing is used in countries with lower telephone coverage. The 
reported costs of telephone surveys are much lower than face-to-
face modes (Biemer & Lyberg, 2003), so overall data collection costs 



Cross-Cultural Survey Guidelines 
 

© Copyright 2016 
Do not distribute or reprint without permission 

 

Study Design and Organizational Structure 17 
Revised August 2016 

are reduced. However, comparability problems due to different 
modes (phone in one country, face-to-face in another) may 
exist (Gallup, Inc., 2015). And, this mixed mode approach could lead 
to non-coverage of up to 20% of a countryôs population. 
 

3.2 In a cross-national context, the impact of mode can be confounded 
with cultural differences. For example, when the International Social 
Survey Programme (ISSP) began, the required mode was a self-
administration. However, low literacy levels in some countries 
necessitated the use of interviewers. Both response rates and 
reports from substantive measures differed widely, possibly as a 
result of differences in mode (Skjåk & Harkness, 2003). Therefore, 
reported variation between countries on survey estimates may 
indicate substantive differences or may be a result of mode effects 
and interviewer effects. 

 
3.3 The European Social Survey (ESS) prefers that all data collection be 

conducted via face-to-face interviews. However, due to local survey 
infrastructures and costs, some countries want to consider paper-and 
pencil mode or computer-assisted interviewing or a combination of 
modes. Extensive research carried out by the ESS to date indicates 
that the disadvantages would strongly outweigh the advantages of a 
mixed mode approach in the ESS (Martin & Lynn, 2011). For now, 
therefore, the ESS has concluded that any move to a mixed-mode 
data collection would be a threat to comparability.  

 
4.  Decide upon quality standards necessary for the implementation of 

the study from a design perspective. 
 
Rationale 
 
The goal of quality standards is to achieve excellence for all components 
related to the data (Defeo & Juran, 2010; United Nations, 2005). Setting 
quality standards is critical to ensuring the same level of methodological 
rigor across countries (Federal Committee on Statistical Methodology, 
1983). Local adaptations will be necessary and appropriate for some 
aspects of implementation of the study, but any adaptation in the 
procedure or instrument should be thoroughly discussed, evaluated, and 
documented beforehand (Mohler, Pennell, & Hubbard, 2008). Frequent 
measurement and reporting to the coordinating center, along with 
sufficient methodological support, should allow for timely intervention if 
problems arise.  
 
Survey quality is a vague concept, which has multiple definitions and has 
origins in two different developmental paths (Biemer & Lyberg, 2003; 
Lyberg, 2012). One path is the total survey error paradigm; the other path 

http://ccsg.isr.umich.edu/datacoll.cfm#Comparability
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focuses more on quality management sciences, including fitness for use 
and survey process quality (Lyberg, 2012). The development of the overall 
paradigm of survey quality from both the total survey error (TSE) 
perspective, as well as the quality management sciences perspective, as 
mentioned by Lyberg (2012), has taken place mainly in official statistics 
and organizations and has been triggered by the rapid development of 
technology and other developments. See Survey Quality for a 
comprehensive discussion of these different survey quality frameworks. 

 
Procedural steps 
 
4.1 Use a Plan-Do-Check-Act cycle (PDCA) by first determining the 

studyôs quality standards, then implementing them throughout the 
research process, while assessing quality indicators at each stage, 
and finally making appropriate changes to repeat the cycle of PDCA 
(Biemer & Lyberg, 2003; Deming, 1986). 
4.1.1 Consider all potential sources of error in the survey lifecycle, 

and define quality indicators for key steps in each survey task. 
See Survey Quality for common sources of error and possible 
indicators, as well as a thorough discussion of how the TSE, 
fitness for use, and survey process quality frameworks can 
guide assessment of error through the steps of the survey 
lifecycle.  

 
4.2 Acquaint study organizers with important quality control literature that 

distinguishes between common and special causes of variation, as 
well as explains how to act on information about these different kinds 
of variation (Lyberg & Biemer, 2008; Montgomery, 2005; Ryan, 
2000). 

 
4.3 Form a team in each country that regularly meets to discuss the 

quality of the local survey. The team should have or should be 
provided with methodological expertise needed. The team should 
document and report any concerns to the coordinating center (Aitken, 
Hörngren, Jones, Lewis, & Zilhäo, 2003; Biemer & Lyberg, 2003). 

 
4.4 Identify tools that control and maintain operational process quality. 
 
4.5 Implement a certification process or a signing-off procedure for each 

stage in order to check and document that the study design and 
specification standards are being followed.  
4.5.1 Quickly address and remedy, if possible, any deviations from 

expectations that may occur (Biemer & Lyberg, 2003). 
4.5.2 Invoke sanctions, as specified in the contract, if the 

certification is not fulfilled. 
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4.6 Consider site visits to all countries to monitor or support the 
implementation of quality standards. Make sure these visits are 
specified in the contract with each survey organization. 

 
4.7 If and where possible, incorporate methodological research. This will 

inform long-term quality improvement (Jowell, 1998; United Nations, 
2005). See also Paradata and Other Auxiliary Data for further 
discussion on the use of these data for methodological analyses. 

 
Lessons learned 

 
4.1 Variations in country-level research infrastructure, research 

traditions, and methodological rigor need to be thoroughly 
investigated and understood when setting quality standards. Some 
countries will need more assistance in meeting certain standards, 
and this should be taken into account early in the planning process. 
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Appendix A 

 
Funding sources  
The source and flow of funding impact the structure of a cross-cultural survey. 
Additionally, the flow of funding or funding structure may change over the course 
of a study, especially among longstanding studies or programs. Below are 
examples of how some large-scale, cross-cultural survey programs have been 
funded. Please see the websites of these programs for further information. 
ǒ Some large, cross-cultural studies are European Research Infrastructure 

Consortiums (ERICs). A ERIC is a specific legal form in Europe between 
different research groups, established to build and maintain a 
joint research infrastructure, and is funded by the countries joining the 
ERIC 
(http://ec.europa.eu/research/infrastructures/index_en.cfm?pg=what) .  
Á The Survey of Health, Ageing and Retirement in Europe (SHARE) 

(2014)  became the first ERIC in March, 2011, giving it legal 
personality in all EU Member States and other partner countries of 
the ERIC, as well as some tax exemptions. SHARE-ERIC was 
initially hosted by the Netherlands; recently its seat was transferred 
to Munich, Germany. The project investigates health, socio-
economic status and social and family networks among adults age 
50 and older in over 20 European countries and Israel. Five waves 
of data collection have taken place beginning in 2004. Austria, 
Belgium, the Czech Republic, Germany, and the Netherlands are 
the founding members of SHARE-ERIC, with Switzerland having 
observer status. Since then, Italy, Greece, Israel, Slovenia, 
Sweden, and Poland have also become members. 

Á Following an application to the European Commission, submitted 
by the UK on behalf of 14 other countries, the European Social 
Survey (ESS) (2014) was awarded ERIC status in November, 
2013. The ESS is an academically driven cross-national survey that 
has been conducted every two years across Europe since 2001. 
The ESS investigates the interaction between Europe's changing 
institutions and the attitudes, beliefs, and behavior patterns of its 
diverse populations using face-to-face interviews in over 30 
countries throughout four rounds. Before the ESS was awarded 
ERIC status, it had been funded on a round-by-round basis through 
the European Commissionôs Fifth, Sixth and Seventh Framework 
Programmes, the European Science Foundation (ESF) and 
national funding councils in the participating countries.  
 

ǒ The International Social Survey Programme (ISSP) (2015) investigates 
current social science topics in each of 48 participating countries by 
collecting self-administered questionnaires. Each survey organization has 
funded all of its own costs; there are no central funds.  

 

http://translate.googleusercontent.com/translate_c?depth=1&hl=en&prev=search&rurl=translate.google.com&sl=de&u=http://de.wikipedia.org/wiki/Rechtsform&usg=ALkJrhh8cKTzoTfwyCbF3caFR0575bQ6DQ
http://ec.europa.eu/research/infrastructures/index_en.cfm?pg=what
http://translate.googleusercontent.com/translate_c?depth=1&hl=en&prev=search&rurl=translate.google.com&sl=de&u=http://de.wikipedia.org/wiki/SHARE&usg=ALkJrhjOpwA9MHTx4CHxAem8wfQwmL4tTA
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ǒ Latinobarómetro (2014) investigates social development, with face-to-face 
interviews in 18 Latin American countries occurring annually since 1995. 
Initial funding came from the European Commission. There have been 
several additional funding sources, including: international organizations 
(e.g., Inter-American Development Bank, United Nations Development 
Programme, World Bank), government agencies, and private sector 
sources. 
 

ǒ The Asian Barometer Survey (ABS) (2014) aims to gauge public opinion 
on issues such as political values, democracy, and governance across 
Asia. The survey network includes research teams from 13 East Asian 
states and 5 South Asian countries. The ABS (formerly the East Asia 
Barometer) has received financial support from a variety of agencies and 
organizations. Since 2003, the ABS has received regular funding from the 
Institute of Political Science at Academia Sinica. The Program for East 
Asia Democratic Studies has been co-hosting the project since 2005 
under the auspice of the Institute for Advanced Studies in Humanities and 
Social Sciences at National Taiwan University (NTU). The ABS has also 
received substantial financial support from the Henry Luce Foundation and 
the World Bank. In addition, many country teams have secured funding 
from national and international sources to sponsor their own fieldwork. 

 
ǒ The Arab Democracy Barometer (2014) was established in 2005 to 

produce scientifically reliable data on the politically-relevant attitudes of 
ordinary citizens, to disseminate and apply survey findings in order to 
contribute to political reform, and to strengthen institutional capacity for 
public opinion research. In 2010/11, surveys were conducted in 11 Arab 
countries with funding provided by the United Nations Development 
Programme, the International Development Research Council of Canada, 
and the United States Institute of Peace. The third wave of the Arab 
Barometer is currently underway and is funded by the Canadian 
International Research and Development Centre (IDRC).  
 

ǒ Afrobarometer (2014) is an independent, non-partisan research 
project that measures the social, political, and economic atmosphere in 
Africa. Afrobarometer surveys are conducted in 35 African countries and 
are repeated on a regular cycle. Core donors for Afrobarometer Rounds 5 
and 6 include the Mo Ibrahim Foundation, the Swedish International 
Development Cooperation Agency (SIDA), Department for International 
Development (DFID), UK, and the United States Agency for International 
Development (USAID) with supplemental funding provided by the World 
Bank, Institute for Security Studies (South Africa), United States Institute 
of Peace, Transparency International, and the Bill and Melinda Gates 
Foundation. 

 

http://www.undp.org/content/undp/en/home.html
http://www.undp.org/content/undp/en/home.html
http://www.usip.org/
http://www.arabbarometer.org/content/arab-barometer-iii-0
http://www.idrc.ca/EN/Pages/default.aspx
http://www.moibrahimfoundation.org/
http://www.sida.se/English
http://www.sida.se/English
https://www.gov.uk/government/organisations/department-for-international-development
https://www.gov.uk/government/organisations/department-for-international-development
http://www.usaid.gov/
http://www.usaid.gov/
http://www.worldbank.org/
http://www.worldbank.org/
http://www.issafrica.org/
http://www.usip.org/
http://www.usip.org/
http://www.transparency.org/
file:///C:/Users/jmclemen/Documents/CCSG/the%20Bill%20and%20Melinda%20Gates%20Foundation
file:///C:/Users/jmclemen/Documents/CCSG/the%20Bill%20and%20Melinda%20Gates%20Foundation


Cross-Cultural Survey Guidelines 
 

© Copyright 2016 
Do not distribute or reprint without permission 

 

Study Design and Organizational Structure 22 
Revised August 2016 

The World Mental Health Surveys (2014) investigate mental disorders with face-
to-face interviews in 28 countries since 2000. The World Mental Health Survey 
Initiative is supported by the National Institute of Mental Health, the John D. and 
Catherine T. MacArthur Foundation, the Pfizer Foundation, the US Public Health 
Service, the Fogarty International Center, the Pan American Health Organization, 
Eli Lilly and Company, Ortho-McNeil Pharmaceutical, GlaxoSmithKline, and 
Bristol- Myers Squibb. In addition, each participating country has had its own 
sources of funding.  
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Appendix B 
 
Organizational structures 
Below are descriptions of the organizational structures that have been used on 
some large-scale, cross-cultural survey programs. These examples are only 
illustrative. Please visit the survey programsô websites for more information about 
their structure.  

ǒ Survey of Health, Ageing, and Retirement in Europe (SHARE) (Börsch-
Supan, Jürges, & Lipps, 2003; Survey of Health, Ageing, and Retirement 
in Europe, 2014).  
Á The governance of the scientific work to build up SHARE involves 

three separate bodies: a legal entity called SHARE ERIC, a research 
consortium formed by the scientists who carry out the scientific work in 
SHARE, and a Scientific Monitoring Board which is independent from 
the two other bodies and advises both SHARE ERIC and the Research 
Consortium. 
 

 
¶ All members of the SHARE ERIC are represented on the Council, 

which has full decision-making powers, including the adoption of 
the budget. The Council appoints the Coordinator, the Vice-
Coordinator, and the Coordinator Management as the legal 

http://www.share-project.org/contact-organisation/share-eric.html
http://www.share-project.org/contact-organisation/share-eric.html
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representatives of the SHARE ERIC, and the other members of the 
Management Board, the executive body of the SHARE ERIC. 

¶ The Management Board proposes all strategic and budgetary 
decisions to the Council. It is responsible for all financial and 
governance processes which maintain scientific integrity, cross-
national comparability, and an overall balance of the SHARE 
survey design. Specifically, it is accountable for the SHARE ERICôs 
finances and deliverables, and for observing legal requirements 
such as data confidentiality and safety regulations at the European 
level. 

¶ The Scientific Monitoring Board monitors the scientific quality of 
SHARE. It gives feedback to the Management Board and the 
research consortium at least once per year. Every two years, the 
Scientific Monitoring Board issues a written report to the Council of 
the SHARE ERIC. This report also assesses the services offered to 
the users of the SHARE data. 

Á SHARE is organized in various teams, including country teams, area 
teams, teams providing weights and imputations, programmers, and 
the central coordination team. SHARE is coordinated in Germany at 
the Munich Center for the Economics of Aging (MEA), Max Planck 
Institute for Social Law and Social Policy.  
¶ Country teams play a crucial role, particularly when knowledge of 

the language or other country specific issues is needed. 
¶ Area coordinators are responsible for the central research fields of 

SHARE: economics, health, health care and social networks.  
¶ Weights and imputations are managed by expert teams in Italy.  
¶ The programming of the instrument and data distribution is 

conducted by CentERdata, located at the University of Tilburg, 
Netherlands.  

ǒ European Social Survey (2015) 
Á Each member of the ESS ERIC has a national representative in the 

General Assembly. The General Assembly appoints the Director, has 
full decision making powers regarding the operations and management 
of the ESS ERIC, and has three standing committees: a Scientific 
Advisory Board (SAB), which provides advice and guidance on the 
substantive coverage of the ESS ERIC; a Methods Advisory Board 
(MAB), which provides advice and guidance on methodology; and 
a Finance Committee (FINCOM), which provides guidance on the 
financial health of the ESS ERIC.  

Á The Central Coordinating Team is responsible for overseeing the entire 
study and is in contact with the Funders, the Scientific Advisory Board, 
the Specialist Advisory Groups, and the National Coordinators/Survey 
Institutes. 
¶ The Scientific Advisory Board consists of representatives from each 

participating country, two representatives from the European 

http://www.europeansocialsurvey.org/about/sab.html
http://www.europeansocialsurvey.org/about/sab.html
http://www.europeansocialsurvey.org/about/methods_board.html
http://www.europeansocialsurvey.org/about/fin_com.html
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Commission, and two representatives from the European Science 
Foundation.  

¶ The Specialist Advisory Groups have separate teams with expertise 
in question design, methods, sampling, and translation. 

¶ The National Coordinators/Survey Institutes have one director from 
each country and one national survey organization from each 
country. The survey organizations are chosen by their countryôs 
respective national academic funding body. 
 

ǒ International Social Survey Programme (ISSP) (2015)  
Á The Programme consists of countries which are ISSP members, the 

ISSP secretariat, the ISSP archive, the ISSP sub-groups drawn up 
within the ISSP, drafting groups for modules, and methodology 
research groups. 

Á General meetings are held once a year. Each participating nation is 
entitled to be represented at the General Meetings by not more than 
three people. If there is no consensus upon a matter, a vote may be 
taken in which each country has one vote. Decisions are by simple 
majority of the countries present and eligible to vote at a specific 
General Meeting. A major function of these meetings is to work on 
modules. Those members who are not to conduct a particular round of 
the survey have no vote on the questionnaire for that year. Programme 
meetings and surveys are conducted according to the ISSP Working 
Principles, which set out business procedures for meetings, for 
conducting surveys, and for archiving data. 

Á A Standing Committee on organizational matters is elected to assist 
the Group in making decisions on membership, venues for future 
meetings, funding of joint activities, etc. The Standing Committee 
consists of the Secretariat and four other members elected for four-
year terms. 

Á A Methodology Committee is elected to assist the Group in assessing 
and enforcing the technical standards of the ISSP. The Methodology 
Committee has seven members, elected by the General Meeting. Each 
member is elected for a four-year term. The Methodology Committee 
may create sub-committees to carry out the various tasks assigned to 
it. The Methodology Committee may appoint other ISSP members to 
assist in its tasks and serve on the sub-committees and should consult 
with experts outside the ISSP as needed.  

Á The General Meeting selects a Drafting Group of three to six member 
nations to prepare a draft questionnaire on behalf of the Group.  
 

ǒ Globalbarometer Surveys (GBS)  
Á The Globalbarometer Surveys are a network of regional barometers 

that have been adapted to world regions undergoing rapid political and 
economic change. Currently, the Globalbarometer Surveys include 
Africa (Afrobarometer), East and South Asia (Asian Barometer 
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Survey), Central and South America (Latinobarómetro), and the Middle 
East (Arab Democracy Barometer). 

Á The organizational structure of the Globalbarometer network is based 
on the idea of self-governance -- i.e. each regional barometer directs 
its own roster of research institutes located in the 50 countries where 
surveys are conducted. For example, the Afrobarometer commissions 
data collection in Nigeria from Practical Sampling International, and in 
South Africa from Citizens Surveys. However, to properly coordinate 
the operation of each regional barometer and maintain high standards 
of research, the GB network is managed with three bodies: 
¶ An Executive Board, composed of one representative from each 

regional barometer. The Executive Board provides leadership and 
makes decisions for the Globalbarometer, develops proposals for 
research and funding, plans and coordinates surveys according to 
a common schedule, and authorizes other actions, including 
delegating tasks to working groups. 

¶ A General Meeting, representing the national partners in the 
network. The purpose of the General Meeting is to discuss GB 
protocols, to raise new subjects, and to provide inputs into 
Executive Board decisions. Through region-wide and cross- 
regional meetings in different cities, the GB network also hammers 
out questionnaires, develops new methods, and reports results 
through an iterative process of professional exchange. 

¶ An Advisory Board, consisting of respected senior analysts and 
practitioners. The Board provides general advice, technical 
expertise, and professional contacts on as-needed basis. 

 
ǒ  World Mental Health Surveys (Pennell et al., 2009; World Mental Health 

Study, 2014) 
Á The World Health Organization is invested in the objectives of this 

survey and works closely with two study-level Principal Investigators. 
These study-level researchers make many of the ultimate decisions for 
the entire study. The World Health Organization is in contact with the 
Data Collection Coordination Center and the Analysis Coordination 
Center. 

Á The Data Collection Coordination Center is instrumental in writing and 
implementing the specifications for pre-production and production 
activities. The University of Michigan is the Data Collection 
Coordination Center and its tasks include such activities as selecting 
survey organizations, training interviewers, and providing assistance 
during data collection. 

Á The Analysis Coordination Center makes decisions regarding post-
production activities. Harvard University is the Analysis Coordination 
Center.  

Á The Working Groups are analysis teams that focus on one particular 
aspect or analytic perspective of mental health. Each Working Group is 
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led by a Chair. Examples of focal topics include the following: ADHD, 
drug dependence, gender, social class, suicide, and personality 
disorders. The Working Groups are in contact with the Analysis 
Coordination Center and the Principal Investigators from each country. 

Á The Principal Investigators from each country oversee their respective 
countryôs survey.  

Á The Data Collection Organizations are the survey organizations within 
each country that carry out the field operations.  
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Study Management 
 
Lesli Scott, Julie de Jong, and Kristen Cibelli Hibben, 2016 

 

Introduction 

 
Conducting a multinational, multiregional, or multicultural survey, which we refer 
to as a ñ3MCò survey, involves careful coordination of many elements defined in 
the survey production lifecycle. Reflecting on the historical development of 
comparative studies, it is ñéa quantum leap in complexity when one moves from 
the national to the multi-national arena in survey design and implementationò 
(Mohler, 2007, page 159). Research teams face many challenges in their 
attempts to manage all the requirements, elements, stakeholders and constraints 
of 3MC studies. The following guidelines provide a suggested framework for 
study management activities, incorporating aspects of the Project Management 
Body of Knowledge, often called PMI PMBOK ® (Project Management Institute, 
2013). After reviewing the study management guidelines below, we suggest 
reading the guidelines for each of the elements of the survey lifecycle relevant to 
your study (see the Chapters page for an overview and figure of the survey 
lifecycle). 
 
This introduction begins by discussing why study management is important in the 
context of 3MC surveys. The next section provides generic project management 
concepts including definitions for key roles (project manager, team members and 
stakeholders), followed by a description of core project management topics 
including scope, schedule, cost and quality. Guidelines and procedural steps are 
then presented for the main phases of projects including the initiation, planning, 
execution, and closing phases. Throughout the chapter, there are tools and 
examples that may be helpful for 3MC study management. The appendices 
provide templates for some of these tools. Appendix I, presents a table with links 
to useful project management examples and resources from the European Social 
Survey (ESS) and the Teaching & Learning International Survey (TALIS). 
 
Study management is critical to successful completion of survey projects. It 
embodies techniques that can be used to set and attain project goals and to 
manage activities effectively. Additionally, study management is essential for 
achieving the comparability and quality standards demanded by 3MC studies. ñIn 
comparative survey research, much more than the problems common to all 
mono-cultural surveys and measures need to be taken into consideration. In 
addition to depending on the quality of each individual national or cultural survey 
and measurement component, cross-cultural research is also dependent on their 
comparability.ò (Johnson & Braun (2016), page 41). In the past, it was often 
assumed that countries were able to follow instructions or specifications ñwithout 
much guidance or explanationò but many collaborators in study countries have 
found it challenging to institute the required protocols because of a lack of 
experience and infrastructure or may have taken short-cuts in quality assurance 
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and quality control procedures (Lyberg, Japec & Tongur, 2017). Over the past 
few decades, comparative researchers have attended more rigorously to the 
planning, execution and evaluation processes that comprise study management. 
As a result, greater ñmethodological equivalenceò such as that which defines 
current rounds of the European Social Survey (ESS), are being achieved (Jowell, 
Kaase, Fitzgerald & Eva, 2007). 
 
The central coordination and local data collection efforts of many 3MC surveys 
are implemented within the structure of pre-existing programs that carry out 
ongoing operational activities. The organizationsô ongoing program activities may 
extend through long timeframes and can include many types of endeavors in 
addition to a specific survey project. The ESS European Research Infrastructure 
(ESS ERIC), for example, has implemented many surveys as well as 
conferences since 2001 within a program structure including a headquarters, a 
general assembly, a core scientific team, a national coordinatorsô forum and 
others bodies (European Social Survey, 2016)).  
 
But a specific survey needs to be managed as a distinct project, separate from 
the program(s) it may be associated with. A project (as opposed to a program) 
has some characteristic features. It is built around a specific and unique goal or 
set of goals. The project has a beginning and an end. There are limited 
resources, often revealed through the budget, for implementing the project. The 
goal or goals are closely tied to the research questions and the methods used to 
help answer these questions (see Guideline 1 of Study Design and 
Organizational Structure). The project ends after the goals have been met and all 
assigned resources have been utilized.  
 
Round 8 of the ESS, for example, is a distinct survey project. There are specific 
goals which include standard ESS objectives plus new items representing 
changes from Round 7. The Round 8 survey has a beginning and an end 
(targeted as May 2015 ï October 2017). The resources and budget for 
implementing Round 8 are pre-determined. The research questions and methods 
are outlined in the Round 8 Survey Specification (European Social Survey, 
2015b). The project ends after the team members finalize and disseminate all 
Round 8 deliverables.  
 
Note that not all projects are executed as part of the ongoing operations of an 
organization. Some projects are implemented within new and independent 
organizational structures that are formed specifically for the project and that 
dissolve at the end of the project.  
 
The organizational structure chart below shows how a hypothetical organization 
might utilize employees from several program areas to implement a project. In 
this case, the organization has a top-level director (sometimes called minister or 
department head or other). This organization has two program areas including a 
research department and an operations department (where there are five specific 



Cross-Cultural Survey Guidelines 
 

© Copyright 2016 
Do not distribute or reprint without permission 

 

Study Management  36 
Revised August 2016 

units). The project structure includes individuals from all the program areas. The 
individuals are assigned to three sub-projects and the sub-projects are 
coordinated by three managers. Note that the set of individuals assigned to work 
on ñsub-project Cò are also separately assigned to work on ñsub-project Aò. 
 

Example of how an organization might utilize employees from several program 

areas to implement a project 

Program/ Project

Production 
Support

Director

Research 
Department /  

Scientific Lead Staff

Operations Staff

Project Design & 
Management

Financial 
Operations

Data Collection 
Operations

Technical SystemsFunctional Areas

CAI Progr

Systems 
Progr

Data 
Manager

Production 
Support

CAI Progr

Systems 
Progr

PI, 
Project 
Staff

Project 
Manger

Sampling 
Leader

Budget 
Analyst

Production 
Assistant

Production 
Manager

Project A:
Face-to-Face 

Questionnaire 
Development

Project B:
Training 

Development

Project A 
Coordination

Project C:
Technical Instrument 

Development

Project C 
Coordination

Project 
Manger
Project B 

Coordination

Production 
Assistant

Production 
Manager

 

 
Some survey projects may be unidimensional, where a single project manager 
and project team handle all the roles and activities to meet the goals of the 
project. For example, a countryôs education ministry might delegate responsibility 
to a project manager for implementing a survey of paper-based and self-
administered questionnaires to regional education superintendents. A small 
project team might work with the project manager to handle all aspects including 
sampling, questionnaire development, pretesting, data collection, data 
processing, and final reporting. All the project phases and processes discussed 
in this chapter would apply to the tasks carried out by such a unidimensional 
team.  
 
On the other hand, 3MC surveys typically include multiple dimensions where a 
central project management team may coordinate the efforts of several country-
based or regional-based project teams that each individually implements local 
components of the survey. For example, a university-based coordinating team 
might plan and oversee a project that includes contracts with four local data 
collection teams in separate countries. The central coordinating team (see 
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Guideline 2 of Study Design and Organizational Structure) and the local country 
teams would focus on different elements of the survey production lifecycle. But 
all the project phases and processes discussed in this chapter would apply to the 
tasks carried out by both the central coordinating and the local country teams.  
 

At a central level, a central coordinating project manager(s) and project team 
may specify and develop survey elements then contract with local data 

collection teams that manage the execution of local efforts. 

 

 
Country A project manager 

and team adapt and 
implement in local setting 

Country B project manager 
and team adapt and 

implement in local setting 

Country C project manager 
and team adapt and 

implement in local setting 

Country D project manager 
and team adapt and 

implement in local setting 

 

The relationships between many organizations and entities involved in a given 
3MC project become increasing complex as multiple countries and cultures join 
the effort. Distinct study management efforts (for example, discrete management 
plans) may be warranted at several levels. The coordinating center, each local 
country team, and each field data collection company may enact the principles 
that will be discussed in following sections. High levels of communication and 
clear accountability are required so that multiple study management efforts on a 
given survey remain synchronized.  
 

Project Management Key Roles 
 

The project manager role. The overall director (who might be known as the 
organizationôs director, or the scientific lead, or principal investigator, or another 
title) typically delegates study management authority to a lead project manager. 
The project manager (who might also be the project director) is the person 
responsible for accomplishing the project or sub-project objectives. This means 
completing the project or sub-project on-time and within budget while meeting 
project specifications and quality. Project managers plan and direct a sequence 
of activities which involves: identifying requirements, addressing needs, concerns 
and expectations of stakeholders, maintaining strong communication channels, 
balancing competing constraints, and completing core processes and phases of 
the project. An effective project manager has well developed technical skills 
specific to project management, a strong understanding of the content area for 
the project, and excellent leadership skills. 
 

The project team. The project team is comprised of the people who have 
assigned roles and responsibilities for completing aspects of the project. Project 
team members have budgeted effort and cost that will be monitored. The lead 
project manager may delegate oversight of components of the study to project 
leads. In the diagram below, twelve project leads have responsibilities for 
overseeing work and people associated with each of the elements in the survey 
lifecycle. For larger and more complex projects (as in the diagram), there may be 
a separate project lead for each element. For smaller projects, any given project 
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lead and project team member may have oversight responsibilities associated 
with a set of many of the elements.  
 

Project leads may have responsibilities for overseeing work and people 

associated with the elements in the survey lifecycle. 

Study 
Design

Director
( a.k.a. scientific 

lead or principal 
investigator or 

other title)

1
Study Management

(Lead Project Manager)

2
Tenders, Bids & Contracts 

Lead

3
Sample Design

 Lead

4
Questionnaire Design

Lead

5
Adaptation & Translation 

Lead

¶ Overall project leadership
¶ Project management plan
¶ Team meetings and assignments
¶ Progress monitoring
¶ Budget and scheduling
¶ Assure survey quality
¶ Assure ethical considerations

¶ Prepare tenders with detailed 
requirements

¶ Conduct a bidding process 
and select survey 
organizations

¶ Negotiate and execute 
contracts

¶ Define the target population 
and determine the sample 
size

¶ Identify the sampling frame
¶ Implement a selection 

procedure

¶ Select a comparative 
question design approach

¶ Develop protocols for 
evaluating questions

¶ Adopt questions, adapt 
questions and write new 
questions

¶ Identify adaptation needs
¶ Modify the questionnaire 

content, format or visual 
presentation

¶ Adapt design features
¶ Find, select and brief  

translators
¶ Use existing or develop 

translation tools
¶ Complete language 

harmonization

6
Instrument Technical Design 

Lead

7
Interviewer Recruitment, 
Selection & Training Lead

8
Pretesting & Data 
Collection Lead

9
Paradata & Other Auxiliary 

Data Lead

¶ Develop design specifications 
for instruments and a sample 
management system

¶ Develop interface design and 
programming guidelines

¶ Determine testing 
specifications

¶ Determine reporting 
specifications

¶ Determine required 
characteristics of 
interviewers

¶ Recruit and hire interviewers
¶ Select interviewer trainers
¶ Create a training plan and 

determine the necessary 
training materials which may 
involve identifying existing 
materials or preparing new 
training materials

¶ Determine the appropriate 
pretest method and design

¶ Conduct a pilot study
¶ Pretest the survey 

instrument with the target 
population

¶ Select the appropriate data 
collection mode and 
develop procedures for that 
mode

¶ Establish a protocol for 
managing the survey 
sample

¶ Manage data collection and 
quality control

¶ Consider potential risks and 
necessary backup plans if 
goals are not met

¶ Investigate the paradata /  
auxiliary data available and 
informative to survey errors

¶ Choose appropriate paradata 
indicators for survey error 
and monitor the indicators 
starting at the initial phases 
of data collection

¶ Implement interventions by 
altering the active features 
of the survey in subsequent 
phases or at real-time of the 
data collection based on 
cost/error tradeoff decision 
rules

¶ Perform analysis using 
paradata to investigate 
survey errors

11
Data Processing & 

Statistical Adjustment Lead

12
Data Dissemination

Lead

13
Statistical Analysis

Lead

10
Data Harmonization

Lead

¶ Determine a harmonization 
strategy

¶ Determine the technical 
specifications of the system 
used for data harmonization

¶ Use a systematic approach to 
harmonize variables

¶ Compare and integrate 
information across data files

¶ Code survey responses and 
enter them into electronic 
form

¶ Edit and clean data
¶ Define data quality checks
¶ Develop survey weights

¶ Preserve key data and 
documentation files

¶ Produce public- and 
restricted-use data files

¶ Prepare final data 
deliverables and reports

¶ Apply statistical procedures 
to data files
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The stakeholders. The PMI PMBOK defines stakeholders as follows: ñA 
Stakeholder is an individual, group, or organization who may affect, be affected 
by, or perceive itself to be affected by a decision, activity, or outcome of a 
project.ò Examples of possible stakeholders in 3MC project include the funding 
sponsor, government representatives in participating countries, a technical 
advisory board, survey respondents, users of final reports and data systems, and 
others. Project managers and teams need to influence but do not directly 
manage stakeholders.  
 

Stakeholder influences diminishes and costs for making change increases. 

Beginning of Project-------------------------to---------------------------End of Project

Large

Small

Successful influence of 
stakeholders

Cost of changing project to meet stakeholder 
preferences and requests

 

 
It is most useful to obtain stakeholdersô input at early stages of the project (or 
lifecycle element) when stakeholders can successfully influence design 
decisions. If stakeholders try to influence the project (or lifecycle element) at later 
stages, there will likely be costly revisions and the impact of the stakeholdersô 
input may be less successful.  
 

Project Management Core Areas 
 
Project management encompasses the application of knowledge, skills, tools and 
techniques to accomplish the project goals. Some of the broad elements of 
project management are: 

- defining goals, specifying requirements and establishing 
clear/achievable objectives; 

- collecting input from team members and stakeholders then weighing 
benefits and costs of different approaches; 

- balancing competing project constraints of scope, time and cost;  
- managing team member and contractor activities; and 
- producing and delivering the projectsô services and final products. 
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There are three dominant constraints (often called ótriple constraintsô) that interact 
on all projects: scope, time and costs. Quality influences the triple constraints 
and itself can be influenced by attempts to balance scope, time and costs. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The scope constraint. Scope pertains to the work necessary to deliver a 
product. Scope is about project scope and product scope. Project scope includes 
the work and activities necessary to complete all the deliverables and 
requirements. Product scope involves the requirements (e.g., statistical 
soundness, technical feasibility, ethical integrity, usefulness) that indicate when 
project deliverables are acceptable. 
 
Scope considers a projectôs boundaries: what work will be completed during the 
project lifecycle, and also what work will not be included. Project teams watch out 
for scope creep, which is a phrase used to describe uncontrolled changes or 
growth in the scope that must be constrained or may be harmful to costs, 
schedule and quality.  
 
The time constraint. To assure project success, all aspects of the project need 
to be completed in a timely manner. Project teams typically use schedules to 
track and adjust time constraints throughout the project lifecycle. The process 
includes several steps which, depending on the nature of the project might be 
completed all at once by a single person or might be completed in stages by 
multiple people. These steps are: creating a detailed list of the activities; putting 
the activities into a sequence (earliest to latest); estimating the duration of each 
activity (the work effort and days); and putting them into one or multiple 
schedules. The following example includes columns for common items on 
schedule templates. This example also includes a graphical display of scheduling 
information. When the graphical display is present, this schedule format is called 
a Gantt chart (see also Tenders, Bids and Contracts, Appendix A). 
 
 
 
 

QUALITY 
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This schedule format is called a Gantt chart. 

 
 
 
Throughout the life of the project, the project team continuously reviews the 
schedule(s) and periodically makes adjustments when actual progress occurs 
differently than originally estimated on the schedule. Some teams use a tool 
called the ñCritical Pathò to consider the best ways to adjust a schedule. In a 
critical path diagram, the tasks are listed in sequence and according to their 
dependencies. The longest path identifies the timelines for the set of tasks that 
would need to be adjusted if the overall schedule needs to decrease. The time 
period for the critical path might be shortened if additional people and their work 
efforts are added to a task (called crashing) or if some tasks in the sequence 
have slack and/or they can be rescheduled in parallel with earlier tasks (called 
fast tracking). The diagram, below, explains how to find the critical path.  
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Since the critical path is the longest path through the network diagram, Path 2, 
B-E-H-J, is the critical path for this project. 

 

Assume the durations are shown in months. 
Path 1:        A-D-H-J      Length = 1+4+6+3 = 14 months 
Path 2:       B-E-H-J      Length = 2+5+6+3 = 16 months 
Path 3:        B-F-J          Length = 2+4+3 = 9 months 
Path 4:        C-G-I-J       Length = 3+6+2+3 = 14 months 

 
The cost constraint. Staying within the budget is one of the most important 
expectations faced during study management. Usually, 3MC projects start with a 
rough initial budget that was part of the tender or bid packet that led to the project 
award. The project manager and/or team will then build a more detailed budget 
by estimating costs to complete work specified in the activity lists and 
deliverables schedule. The budget includes labor items (salaries and relevant 
employee benefit costs), and non-salary items (travel, equipment, materials, 
contractor costs and such).  
 
One tool that can help with labor cost estimation is called work breakdown 
structure (WBS). A WBS divides the work activities into small pieces that can be 
assigned to workers and that can be tracked to assure the project stays on track. 
A WBS has two levels ï the summary tasks and the work packets. Summary 
tasks pertain to elements of the project such asòcreate the questionnairesô and 
ótrain the interviewersò. There may be a second level of summary tasks. For 
example, ñproduce paper versions of questionnairesò may have a second level 
that includes ñproduce paper versions of the parent questionnaireò and ñproduce 
paper versions of the children questionnaireò. For complex projects, there may be 
many levels of summary tasks.  
 
The work packets are the lower level tasks that provide details of work that will 
be assigned. As a rule of thumb, work packets might require about eight to eighty 
work hours to complete ï a reasonable numbers of hours that can be specified 
and that makes sense as an assignment. In the WBS diagram, below, there are 
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four work packets for the summary task called ñ4.1 Prepare Interview Manual.ò 
The work packet 4.1.1 might require about 20 work hours and might be 
completed by a small team. The work packet 4.1.2 might require about 8 work 
hours and might be handled by one project manager. That same project manager 
might complete the work packet 4.1.3 which might require about 8 work hours. 
And the work packet 4.1.4 might require 10 work hours that the small work team 
members could split.  
 

A work breakdown structure has two levelsïsummary tasks and work packets. 

 

WBS for Survey Project

1
Study 

Management

2
Tenders, Bids 
and Contracts

3
Sample
Design

4
Questionnaire

Design

5
Adaptation & 
Translation

6
Instrument 
Technical 
Design

7
Interviewer 

Recruitment, 
Selection & 

Training

8
Pretesting & 

Data 
Collection

4.1
Prepare 

Respondent 
Manual

4.2
Select 
Items

4.3
Format

Questionnaire

4.1.1
Develop Draft

Manual

4.1.2
Submit 

Manual to 
Client for 
Review

4.1.3
Receive Client 

Comments

4.1.4
Finalize
Manual

Summary
Tasks

(2-levels)

Work
Packets

~20 hours ~8 hours ~8 hours ~10 hours

 
 
 
Project managers will consider how to distribute the work packets to specific 
team members. All the work packet hours for a given team member will be 
summed and multiplied by that personôs hourly rate (cost per unit). Adjustments 
can be made if the overall WBS budget total does not match the budget amount 
that the project was awarded.  
 
After estimates are created, the project manager will input all team membersô 
information plus the non-salary cost estimates into a master budget. A basic 
master budget example is given, below. 
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Basic master budget example. 
 Number Number of 

Months 
Cost per 
Unit 

Total 
Cost 

Base salaries     

     

  Project Manager     

  Data Manager     

  Fieldwork Manager     

  Accountant     

  Assistants     

  Supervisors     

  Interviewers     

  Data entry operators     

  Drivers     

  Translators     

  Computer programmers     

  Incentive payments     

     

Travel     

  Researchers     

  Interviewers     

     

Materials     

  Computers     

  Printers, etc.     

  Computer/printer supplies     

  Photocopier/Fax machine     

  Office supplies     

  Communications (phone, fax, 
postage, etc.) 

    

  Equipment maintenance     

     

Printing costs     

  Questionnaires     

  Training manuals     

  Reports     

  Miscellaneous (maps, listings, 
manuals, etc.) 

    

     

Consultant costs     

  International consultants     

  International per diem     

  Local consultants     

  Local per diem     

  Local travel     

     

Contingency (100%)     

     

TOTAL COST     
 

 
 
As the project is implemented, there are different techniques for monitoring 
whether project expenses are in line with project progress. Some projects 
incorporate the cost information into the project schedule so they can project the 
expected budget balance at several defined time points. Project management 
software can be useful for this. Some projects use a technique called òearned 
value analysisò which determines if the work effort expended and the costs 
incurred (i.e., actual cost) yielded the expected progress (i.e., planned value).   
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Earned value analysis shows if work effort and cost in a given 

time period perform better or worse than planned. 
 

                    Planned Value                              Actual Cost                                  Earned Value 

 

$1,200,000 
 
 
$1,000,000 
 
 
$   800,000 
 
 
$   600,000 
 
 
$   400,000 
 
 
$   200,000 
 
 

$              0  

    1           2          3          4          5          6          7          8          9         10        11        12 

     --------------------------------months--------------------------------- 

 
 

The quality dimension. Project managers are always thinking about quality 
issues as they balance the ótriple constraints.ô The guidelines on Survey Quality 
provide guidance for assessing and managing quality of 3MC survey deliverables 
and outputs (for example, data sets and response rates and bias). Those 
guidelines discuss project management processes and tools used to address 
quality, including: quality planning, quality assurance steps, as well as monitoring 
and controlling activities. 
 
Beyond these core project management areas, there are other areas, including: 
human resources, communications, risk, procurement and change-management. 
These may be discussed as part of the core areas in the base management plan 
or these may have distinct importance on some 3MC projects and thus warrant 
their own management plans. More information about all project management 
areas are available through the PMI website (Project Management Institute, 
2016). 
  

Project Management Phases 

 
There are four project management phases that all projects pass through: 
initiation, planning, executing and closing phases (some project teams may break 
the executing phase into two separate pieces ï implementing and 
controlling/monitoring). During the initiation phase, the project managers gather 
information about the project and obtain authorization to move forward with 
project work. During the planning phase, the project managers create a 
management plan that addresses the core areas of scope, time, costs, and 
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quality as well as other relevant areas (human resources, communications, risk, 
procurement and change-management). During the executing phase, the project 
team members complete the work activities and produce survey deliverables 
using project management monitoring and controlling processes. During the 
closing phase, the project managers archive project elements, obtain acceptance 
of deliverables, and document the lessons-learned which may help future survey 
efforts. 
 
The guidelines below outline activities that are completed in each of these 
phases. In large and complex projects, there may be sub-project components 
that independently pass through the phases at different times. The four core 
project management phases are useful for all projects, regardless of size and 
complexity. 
 

Guidelines 
 
Goal: To establish a project structure for managing the 3MC survey lifecycle and 
to use project management processes and tools to effectively complete the study 
management phases: initiation, planning, execution, and closing. 
 

1. Implement the Initiation Phase of the project. 
 

Rationale 
 
After there is a trigger indicating the project will occur (e.g., a funding 
announcement), it is important to establish that project sponsors and 
decision-makers are committed to moving forward. Early in the initiation 
phase, project managers educate project leaders in ways to help everyone 
agree about the goals and approaches. In this phase, project leaders 
authorize the project managers and team to carry out the project.  
  
Procedural Steps 
 
1.1 Develop a clear understanding of the project. This begins by 

clarifying the research questions, aims and objectives described in 
Study Design and Organizational Structure. Incorporating and 
sharing this understanding will help keep project leaders, project 
stakeholders and team members aligned. Steps that can be taken 
include: 
1.1.1 Create a project summary that is easy to share and can be 

included in future documents. The summary can include:  

¶ A problem statement that describes what needs to be 
solved and why;  

¶ Project goals (which integrate research aims and 
management aims) that are high level targets and that 
state the end results; TALIS 
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¶  Clear, measureable and realistic objectives that provide 
specific details for the goals and may include: research 
objectives, financial objectives, business objectives, quality 
objectives, technical objectives, performance/completion 
objectives and such.  

1.1.2 Begin to create a detailed list of project stakeholders and 
anticipate their relationships to the work activities. 

1.1.3 Determine the approaches that will work best within the 
culture and organizational structure of the project. For 
example, if there are multiple project managers, determine 
whether each will have a distinct budget to manage or if all 
managers will use the same master budget. There will be 
different strategy options and it may be helpful to assemble 
project team members to brainstorm ideas, assess feasibility 
and consider the desirability of different approaches.  

1.1.4 Gather requirements which include details of what the 
research and management outcomes will look like. Some 
requirements might be stated in the contract with the sponsor 
(e.g., the project might need to complete certain deliverables 
before the second year of funding is released). Some 
requirements will describe the products (e.g., the sample 
design, survey questionnaires, etc.) and details might be 
gathered from stakeholders including the sponsor and the 
principal investigator. To verify understanding of product 
requirements, some projects create prototypes before moving 
into the planning phase. Many of the requirements will pertain 
to the management aspect: what are the quality standards, 
what ethical issues need to be met, what milestones belong 
on the schedule, what level of expertise is required from 
scientific/technical human resources, what are the budget 
issues? 

1.1.5 List the deliverables and each of their success criteria. For 
example, the list might include the item òsurvey questionnaireò 
and the success criteria might include ñshort enough so 
response rate is not compromisedò and ñsufficiently tested so 
response bias is low/acceptableò.   

1.1.6 Identify the assumptions for the project. Stakeholders may 
have specific expectations. For example, household 
respondents may expect that husbands may join their wivesô 
interviews. Or, data end users may expect to receive a 
specific file format. Early interactions with stakeholders can 
help avoid later misunderstandings.  

1.1.7 Identify potential risks. 
1.1.8 Gather information from past similar projects.  

 



Cross-Cultural Survey Guidelines 
 

© Copyright 2016 
Do not distribute or reprint without permission 

 

Study Management  48 
Revised August 2016 

1.2 Draft a scope statement. A scope statement provides the road map 
that guides the project team throughout the project and lets everyone 
know what is expected. As quoted from baseball-legend Yogi Berra, 
"You've got to be very careful if you don't know where you're going, 
because you might not get thereò (FREEP, 2015). 
1.2.1 The components of a typical scope statement are listed below.  

¶ Scope description, based on project summary. 

¶ Deliverables list, which may be elaborated during planning. 

¶ Acceptance criteria, which indicates what the sponsor 
and/or director (a.k.a. principal investigator or scientific 
lead) require in order to accept the deliverables, and may 
include quality elements. 

¶ Exclusions, which include those things that are out-of-
scope for the project team. 

¶ Constraints, which are factors that may limit or have an 
impact on final project results. 

¶ Assumptions, which may be a list of major cost drivers that 
impact the deliverables (e.g., the period of performance 
and the target response rates). 

¶ Staffing/scheduling plan indicating the individuals that will 
work on the project during what time periods. 

1.2.2 Use the scope statement to define the boundaries of the 
project ï what team members should expect to work on and 
especially what is out-of-bounds. For example, separate from 
the project budget, the sponsor might deliver a sample frame 
from a ñsampling database vendorò to the project team. In this 
case, it would be out-of-scope (and duplicative) for the project 
team to design and create or to seek a sample frame for the 
project. 

 
1.3 Write a project charter and obtain signatures from the project 

decision-makers. The project charter is a high-level document that 
provides a synthesis and authorizes the project. It is short and 
concise and does not change over the life of a project unless there is 
a dramatic scope revision. Signatures are added to the document to: 
a) demonstrate the project team commitment; b) provide 
authorization to start the project from the top-level decision makers; 
and c) specify the project manager, PI, or scientific lead, additional 
managers, and pre-committed core staff members. 
1.3.1 The components of an example project charter are listed 

below.  

¶ Basic project information such as name and related 
projects. 

¶ Project management team members and internal 
authorities to whom the team reports. 
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¶ Sponsor and significant stakeholders (often called the 
customer). 

¶ Business objective (why the performing organization is 
interested in conducting the project). 

¶ Project objective (top-level statement of research aims). 

¶ Deliverables (top-level list of primary deliverables). 

¶ Risks, constraints and assumptions (top-level lists that all 
parties understand and agree can be tolerated). 

¶ Schedule milestones (most significant events on the 
schedule). 

¶ Overall budget. 

¶ Signature section. 
 

Lessons Learned  
 
1.1 Taking time to complete the steps in the initiation phase yields great 

benefits. The process helps build team cohesion and sponsor 
confidence. The outputs are useful for future communications and 
they facilitate the steps in the other project phases. Especially 
important, the initiation activities result in full commitment to the 
project from team members and stakeholders. 

 
1.2  Sponsors and directors (e.g. principal investigators / scientific leads) 

will vary on how much they desire to participate in the initiation 
phase. They may not be interested in learning specific project 
management vocabulary or tools. And, they may not understand the 
value behind disciplined use of documents like the scope statement 
and project charter. Whether or not these specific documents are 
shared, the decision makers will need to be involved in two things: 
verifying the project scope and budget, and providing authorization 
for the project team to launch the study. 

 
1.3  Establishing effective communication channels with project 

stakeholders early in the project can help reduce the chance that 
barriers will slow down the project progress. During the initiation 
phase, project managers should be able to identify most of the 
stakeholders they need to consider during the project life cycle.  

  
1.4  As the project team begins to form, project managers should spend 

time informing team members about the elaborating details of the 
project and seeking input from those individuals that have knowledge 
about specific elements of the project. It takes time to build an 
effective team. Especially in the early phase of the project, project 
managers will benefit if they invest time building team understanding 
and commitment.  
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1.5.  When there are clear sub-projects, especially when they have their 
own distinct budgets, the relevant project team members may 
participate in multiple initiation phase activities. For example, a late 
decision to fund the creation of a data repository at the end of a 
project might result in a distinctly budgeted sub-project and a few of 
the project team members will carry out the initiation phase activities 
when it is time to launch this component. 

 
2. Implement the óPlanning Phaseô of the project. 
 

Rationale 
 
Project plans are used to guide how projects will be implemented, 
including what will be done, who will do what, how stakeholders and team 
members will receive information, how progress will be tracked, ways the 
project plan might be corrected when risks are encountered and how 
quality will be ensured. 
 
Procedural Steps 
 
2.1 Hold an initial planning meeting with all the team members which 

might include review of the documents developed during the initiation 
phase, discussion of team membersô roles/assignments across the 
project elements, and consideration of the project milestones. 

 
2.2 Working through the elements in the production lifecycle, create 

activities lists and work breakdown structures. 
2.2.1 In addition to the elements in the production lifecycle, use 

scope and deliverables documents to list top level summary 
activities. 

2.2.2 Under each summary activity, list the specific tasks. 
2.2.3 Create groupings that can be completed in 8-80 hours (i.e., 

WBSs). 
2.2.4 Describe the work using a detail level that clarifies ówhat to doô 

but also recognizes that the person or team that will 
implement it knows more about óhow to do itô. 

 
2.3 Put together the project schedule. There are project management 

software packages that provide technical tools for developing 
schedules. Some software integrates schedules with resource 
allocation and budgets. 3MC projects may have sub-projects and 
some teams might develop separate schedules for the sub-projects. 
Steps for developing the schedule include: 
2.3.1 Put activities in order from earliest to latest. 
2.3.2 Estimate the duration of activities. 
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¶ Most projects estimate activitiesô durations from the top to 
the bottom (major phases broken to smaller) but it 
sometimes works better to estimate from the bottom to the 
top. 

¶ If available, historical information from past projects and 
input from experienced colleagues might help with 
estimating. 

¶ Techniques can be used to analyze whether or not the 
combined durations can be accomplished within the 
scheduled project period. The critical path tool (discussed 
in the Introduction of this chapter) uses activity durations to 
find the longest sequence of tasks in the project. The 
óprogram evaluation and review techniqueô known as PERT 
graphically displays the pathway and durations between 
milestone activities. Information about these techniques is 
available at the PMI website. 

2.3.3 Specify the dependencies among activities ï what is required 
to be complete before each next task? The most commonly 
used type of dependency is ófinish-to-startô (finish task-A then 
start task-B). Other types of task dependencies include ófinish-
to-finish,ô óstart-to-finish,ô and óstart-to-start.ô 

2.3.4 Place the activities on a calendar. 

¶ Consider if there are pre-determined deadlines for some 
tasks then work backwards from them. 

¶ Include start and end dates for the activities based on the 
duration estimates. 

¶ Add milestones which are key project events that donôt 
have durations but mark important things like 
achievements and due dates. 

 
2.4 Assign activities to individuals. 

2.4.1 Based on activity durations, determine the number of hours 
needed then consider how many individuals are needed. 
Then, based on their available hours per day, determine how 
many days the activity will take. Take into account that 
individuals will have other commitments (for example, 
department meetings) and some may work on multiple 
projects in the same week.   

2.4.2 Consider how efficient individuals might be when estimating 
the hours and days needed. Think about all things that 
influence productivity ï for example, multi-tasking tends to 
decrease productivity. 

2.4.3 Integrate the calendar and the results of assigning activities to 
see if any changes in the calendar are needed. For example, 
is the overall schedule delayed because some specialists are 
only available to start activities at later points than anticipated? 
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If needed, consider techniques for shortening the schedule 
such as ócrashingô or ófast-trackingô as discussed in the 
Introduction of these guidelines.  

2.4.4 Obtain agreement from staff supervisors that the project plan 
can include the individuals for time periods and numbers of 
hours desired.   

 
2.5 Specify details about the people and resources. 

2.5.1 Add the names of individuals to the schedule and using actual 
pay rates, calculate salary cost of the labor. 

2.5.2 Create a responsibility matrix which designates who leads and 
who works on major areas of the project.  

2.5.3 Create an organizational chart for the project.  
  

2.6 Create a project budget. 
2.6.1 The project budget will include both labor costs and non-salary 

costs. A summary budget may include a line (row) for each 
broad category, for example, managers, programmers, 
supervisors, interviewers and such. A detailed budget may 
include line (row) for each individual (by name) and each 
specific non salary item in the budget.   

2.6.2 Typically, there is a rollup budget showing the total budget 
combining all years of the study as well as individual year-by-
year budgets. Often this is accomplished by using tabs in a 
spreadsheet for yearly budgets that link to a master tab/sheet 
with the rollup budget. 

2.6.3 The budget may be broken in to finer time periods if these will 
be needed for monitoring and reporting purposes. 

2.6.4 Some projects hold a budget line with ócontingency funds,ô that 
is undesignated funds that can help cover unanticipated costs. 

 
2.7 Assess and plan for project risks. ñRisk can be defined as the 

function of three variables, an event that could disrupt the project, the 
probability that the event could happen, and the impact the event will 
have on the project if it does happenò (Cook, 2005). Every project 
faces the chance that anticipated risks, as well as risks that were 
never imagined, can interrupt the project. By planning ahead, the 
impact of risks on the project can be reduced. 
2.7.1 During early planning stages, the project team should attempt 

to identify potential project risks. Team members as well as 
others that have handled projects in the past may be able to 
help create lists of risks. There are several general areas that 
may introduce risk. Examples of conditions that may increase 
risk include: high-levels of project complexity, new technology 
that may be poorly tested or not work as promised; geographic 
dispersion of team members that may increase 
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miscommunication; and lower-level of experience by team 
members.  

2.72 There are two key questions that can be asked for each 
identified risk: what is the potential impact if the risk occurs 
and what is the likelihood that the risk might threaten the 
project?  

2.7.3 For planning purposes, the team might use a form to list and 
analyze the risks.  

2.7.4 For each risk, the team can indicate a response. Some of the 
techniques include: 

¶ Acceptance (planning no action and living with the 
consequences which makes sense if the costs of handling 
the risk are greater than the cost of the risk). 

¶ Avoidance (changing the project plan to eliminate the risk). 

¶ Transference (hiring a third party to handle the risk). 

¶ Mitigation (making small project updates that wonôt 
eliminate but will reduce the probability or impact of the 
risk). 

 
2.8 Determine the communication needs for the project. It is especially 

important to establish good communication when a project is 
complex and geographically dispersed, like many 3MC projects. 
Steps to help plan for effective communication include: 
2.8.1 Determine what stakeholders and team members need to 

know about the project. 
2.8.2 Consider what communication channels work best and under 

what circumstances. 

¶ When and how often are written/posted status reports most 
effective? 

¶ When is it beneficial to hold face-to-face sessions? 

¶ Which team members can effectively receive and 
participate in email exchanges, conference calls and 
videoconferencing? 

 
2.9 Specify what project changes the team should track and manage. 

Since all projects experience changes, it is essential to create a plan 
for change management. A useful strategy is to choose baseline 
documents, such as the scope statement, the schedule, the 
management plan, and then handle changes through version control 
as these documents are updated to reflect change. Some projects 
require team members to submit written change requests and 
receive approval before aspects of the project can be amended. 

 
2.10 Compile the written project management plan. Often kept as an 

electronic document, the project management plan includes sections 
for the project components and it contains project planning 
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documents and project monitoring materials. The project 
management plan will address all phases (initiation, planning, 
execution and closing) and core processes (scope, schedule, cost ï 
all informed by quality). One single project management plan might 
include all the project components (for example, the survey 
production lifecycle components) and all the additional processes 
(communication, risk, change, and procurement). Alternatively, the 
project team may decide to work with multiple project management 
plans that break processes and/or components for convenient 
oversight. 

 
Lessons Learned  
 
2.1. As projects become more complex, it is usually necessary to add 

extra effort and time specifically to account for the complexity. This is 
because there will be more interactions with increased 
communications requirements and extra management needs. 

 
2.2. Many aspects of planning (and project management, in general) 

require high levels of communication with project team members and 
stakeholders. Special steps may be required on 3MC projects to 
account for different languages and communication norms.  

  
2.3. Developing plans that work well in specific local areas may require 

project managers to consult with local residents or experts. Several 
examples of ways local stakeholders contribute to the sample plan 
development are discussed in Guideline 2 of Sample Design. And, 
Guideline 3 of Questionnaire Design discusses the importance of 
including local participants when defining the approach for creating 
questionnaires. Guideline 5 of Instrument Technical Design suggests 
that plans for usability tests should consider the involvement of 
interviewers and it discusses issues when the interviewer and 
participants are from the same or from different cultures. 

 
2.4. Plans that include the use of technology will need to include extra 

schedule time for development and testing. Guideline 6 of Instrument 
Technical Design discusses lessoned learned in this regard in 
Burkina Faso. 

 
2.5. Quality assurance and quality monitoring should be addressed early 

in the design planning process. An example of how Thornton et al. 
(2008) handled this is discussed in Guideline 6 of Questionnaire 
Design. 

 
2.6. The project team should develop and share thorough written 

documentation of plans and adjustments to plan. Beginning this work 



Cross-Cultural Survey Guidelines 
 

© Copyright 2016 
Do not distribute or reprint without permission 

 

Study Management  55 
Revised August 2016 

in early phases of the project and continuing through the lifecycle will 
result in high quality final written products. 

 
3. Implement the óExecution Phaseô of the project. 
 

Rationale 
 
The ñExecution Phaseô of the project includes implementing steps, as well 
as monitoring and controlling activities.  
 
Procedural Steps 

 
3.1 Build and strengthen the project team. The most important assets on 

a project are the people. Project managers use strong interpersonal 
and leadership skills to gain high performance from individuals and 
the overall team. Specific techniques include: 
3.1.1 Through the project period, review and clarify the roles and 

responsibilities each team member holds. Help a given team 
member understand his or her part and importance on the 
project. Communicate information to all team members so 
they understand how their own area of responsibility interacts 
with their colleaguesô areas of responsibility. 

3.1.2 Provide specific and achievable goals. Through work packets 
or other means of assigning work, provide directions that help 
a given team member determine what will result in ósuccessô 
and how to measure progress towards completing goals. 

3.1.3 Show respect and be honest in all interactions with the team. 
Individuals enjoy their work more and perform better when 
they feel valued and believe they can trust leaders.  

3.1.4 Provide feedback to individuals and small teams in a timely 
manner. When effective, correcting feedback and 
positive/affirming feedback can help teams understand how 
well they are performing and help build self-confidence. 

3.1.5 Support the individuals and the overall team. If there are 
obstacles hindering success, provide support and commitment 
to mitigate the problems.  

3.1.6 If the team suffers from ópeople problemsô (which might 
include conflicts or mixed commitment to the project or other 
issues), address these issues immediately.  

3.1.7 Devote sufficient time in meeting and communicating about 
the project with the team members. Encourage team leaders 
to communicate frequently with their team members. Up to 
80% of project management involves communication and this 
activity will significantly enhance project success. 
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3.2 Maintain the project planning documents. As the project is executed, 
many aspects of the original plan need to be updated to fit actual and 
changing circumstances.  
3.2.1 Retain the baseline documents to help with ólessons learnedô 

and to provide evidence when justifications for changes are 
required.  

3.2.2 Use version control practices to produce and maintain revised 
planning documents. Team members should have easy 
access to those planning documents that help them with their 
work.  

 
3.3 Carry out monitoring activities for all project activities. Do all activities 

comply with ethics and standards set for the project? Is the specified 
quality being met? Are all aspects of the scope (product and project) 
being met? Are there any scheduling problems? Is the work being 
completed as budgeted? Have new risks been identified? 
3.3.1 Gather and analyze data about the survey production 

elements. The data may cover status, budget, quality and 
auxiliary areas. 

3.3.2 Define what reports will be useful and how they will be 
produced. 

¶ On a regular basis, gather information from teams (for 
example, in regular team meetings) and from technical 
systems. 

¶ Consider using electronic reporting systems and/or web-
based ódashboardsô that provide information to team 
members and stakeholders, on-demand. 

3.3.3 Compare data to expectations in the planning resources.  

¶ Status information may focus on progress towards meeting 
the scheduled milestones. Did tasks begin on time and 
does the actual duration match the planned duration? A 
Gantt chart may help identify any variances. 

¶ Cost variances may occur if there are extra hours per task 
or higher costs for units of work or materials. As discussed 
in the Introduction of this chapter, earned value analysis 
can help determine if schedule and cost variances are 
significant.  

¶ Survey data may be analyzed during the data collection 
phase to determine if the questionnaires are performing as 
expected and with acceptable levels of bias (see Paradata 
and Other Auxiliary Data). 

 
3.4 When projects are óoff-track,ô carry out corrective steps in ways that 

manage and control the changes.   
3.4.1 óResponsive designô as discussed in Survey Quality provides 

guidance for correcting project issues. 
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3.4.2 Consider whether or not the project manager and project team 
have authority to implement specific changes. Some changes 
require higher authority approval. 

3.4.3 Consider what type of impact the proposed changes might 
have on the budget. Might they require approval to utilize 
contingency funds?   

 
Lessons Learned  
 
3.1 During the executing phase, project team members and their 

managers may become consumed with work activities related to 
production of the survey. But more than ever, project managers need 
to spend time on project management activities in order to keep the 
project on track. Almost always, this is the most costly portion of the 
project and it is critical to pay attention to scope, schedule, cost and 
quality performance.  

 
3.2 The value of communication with team members and stakeholders in 

this phase cannot be over-stated. As noted in Guideline 4 of 
Questionnaire Design, not all participating groups in a 3MC project 
will be confident about providing input. It is important to emphasize 
that every contribution is valued even when not all suggestions are 
incorporated into design modifications.  

  
3.3 Implementing quality control protocols from the start of a project 

permits the survey organization and coordinating center to monitor 
performance and take corrective action when required. Guideline 5 of 
Interviewer Recruitment, Selection, and Training, for example, 
discusses how interviewer certification protocols might be 
implemented in conjunction with additional interviewer training when 
interviewer candidates fail to pass on their first try. 

 
3.4 Many organizations have used a quality control technique known as 

adaptive or responsive design which uses paradata collected during 
survey implementation to determine if performance such as non-
response and response bias indicates the project needs to 
adapt/correct the original design (Groves & Heeringa, 2006). 

 
3.5 Lessons from other projects can be helpful and the European Social 

Survey (ESS) provides evidence of success using continuous 
improvement techniques for planning and implementing the survey 
(Pennell, Cibelli Hibben, Lyberg, Mohler, & Worku, 2017). 

 
3.6 A growing number of organizations are adopting professional project 

management frameworks to conduct their project activities. The 
Project Management Institute (PMI) and the International Project 
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Management Association (IPMA) provide two of the most commonly 
followed frameworks. Many organizations follow institute-wide 
professional project management best practices and encourage staff 
members to become certified project managers. 

 
4. Implement the óClosing Phaseô of the project. 
 

Rationale 
 
As work is ówrapped upô for the final elements of the survey production 
cycle, managers need to take steps to effectively close the project.  
 
Procedural Steps 

 
4.1 Distribute the final deliverables. These deliverables may include data 

systems, reports, instruments, and other products. See Data 
Dissemination for additional details. 
4.1.1 Data sets for surveys typically need to be transferred with 

special consideration to assure that privacy and identities of 
survey participants are protected. Many projects are required 
to operate under data management plans. These plans may 
specify: 

¶ Some data may be restricted from distribution beyond the 
protection of the projectôs secure storage system and may 
need to be destroyed during the closing phase. 

¶ There may be specific methods that must be used to 
transfer data from the project to other parties. Legal 
agreements such as data transfer and data use 
agreements may be required.  

4.1.2 Final reports and other products may be developed for public 
dissemination or may be transferred only to the sponsor and 
specific stakeholders.  

¶ The final report should be nearly complete at the end of the 
study if the project team keeps the management plan 
updated throughout the project. 

¶ Final reports and data products may be compiled for hard 
copy production (for example, the Survey of Health, Ageing 
and Retirement in Europe (SHARE)) or for on-line access 
(for example, the ESS). 

 
4.2 Obtain formal notice of acceptance of deliverables.  

4.2.1 The project might use basic procedures such as email 
confirmation that each deliverable is acceptable. 

4.2.2 Some projects provide óacceptanceô documents that verify that 
ósuccess criteriaô are fully met. 
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 4.3 Carry out steps to gather ólessons learnedô information.  
4.3.1 Throughout all phases of the project, managers will gather 

information that can inform a final summation of the ólessons 
learned.ô 

4.3.2 At the end of the project, it is useful to hold debriefings with 
team members and stakeholders to consider ówhat went wellô 
and ówhat could have gone better.ô 

 
4.4 Close all contracts and complete all requirements in legal 

agreements such as non-disclosure documents, memos of 
understanding, data use agreements, human subject protections 
documents, and such. 

 
4.5 Archive project items, including a project close out report. 
 
4.6 Verify that all team members are transitioned off the project. 
 
4.7 Acknowledge successful completion of project. Congratulations! 
 
Lessons Learned  
 
4.1. The last parts of the project óexecution phaseô may experience very 

tight timelines which may compromise the timeframe for the óclosing 
phase.ô With this in mind, many of the closing activities can be 
started even as earlier phases are in progress. 

 
4.2. The archiving activities and production of final reports are much 

easier when project management processes are maintained 
throughout the project life and when project teams produce on-going 
survey and project management documentation. 
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Appendix A - Initial Project Summary Template 

 
Date:        

Version:    
Project Name:   
 
Project Summary Version Control:   
 
Version Date Change Description 

1   

2   

3   

 
 
Problem Statement (what needs to be solved and why):    
 
 
Project Goals (high level targets that state the end results): 
 
 
Project Objectives (clear, measurable, realistic, and specific): 

May include: 
Research Objectives 
Financial Objectives 
Business Objectives (what organization gains) 
Quality Objectives 
Technical Objectives 
Performance/Completion Objectives 
Other Objectives 
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Appendix B - Stakeholder Analysis Template 
 

Date:        
Version:    

Project Name:   
 
Stakeholder Analysis Version Control:   
 
Version Date Change Description 

1   

2   

3   

 
 
Stakeholder 
Name 

 
Organization 

 
Role on 
Project 

Project Interests 
(Goals & 
Motivations)  

Importance of 
Interests (low, 
medium, high) 

Power & 
Influence 
(low, medium, 
high) 

Communication 
Needs 
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Appendix C - Project Scope Statement Template 
 

Date:        
Version:    

Project Name:   
 
Scope Statement Version Control:   
 
Version Date Change Description 

1   

2   

3   

 
Project Scope Description:   
 
Project Deliverables: 
 
Project Acceptance Criteria: 
 
Project Exclusions: 
 
Project Constraints: 
 
Project Assumptions: (Possible items given, below) 

¶ Production Period:      

¶ Sample Size:                 

¶ Total Interviews:         

¶ Interview Length:         

¶ Response Rate:            

¶ HPI:             

¶ Interviewing Hours:        
 

 
Staffing/Scheduling Plan: 
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Appendix D - Project Charter Template 

Date: 
Project Name:     
Related Projects:   
Project Leaders: [Lead and other managers] 
Customer:  [Principal Investigator(s), Sponsor] 
 
Other project stakeholders:   
 
  

  

  

  

  

 
Business Objectives:   
 
Project Objectives:  
 
Project Deliverables:  
 
Initial Risks: 

 
Constraints: 

  
Assumptions: 
 
Milestones:  
 
 
[Period | Phase | Task] Milestone Outcome Expected Completion 

Date 
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Project Charter (continued) 
 
 
 
Top-level Budget:  (for example, breakdown by survey lifecycle elements) 
 

Task Cost 

01 ς Study Management   

02 ς Tenders, Bids, Contracts  

03 ς Sample Design  

04 ς Questionnaire development  

05 ς Adaptation and Translation  

06 ς Instrument Technical Design  

07 ς Interviewer Selection/Training  

08 ς Pretesting & Data collection  

09 ς Para & Auxiliary Data  

10 ς Data Harmonization  

11 ς Data Processing/Stats Adjustment  

12 ς Data Dissemination  

13 ς Statistical Analysis  

Total:  

 
Authorization:  
 
The project decision maker has received this charter and authorized the project. 
 
 
[Signature] 
_________________________________  ______________________ 
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Appendix E - Survey Items for Activities Lists Template 

 
Project teams can begin to build detailed activities lists selecting from items in 
this guideline. By creating a detailed list of survey tasks, the project team can 
ensure that no aspect of the study structure has been overlooked and can then 
use this list to assign organizational responsibilities.  

 
Tenders, Bids, and Contracts 
Á Prepare tenders with detailed requirements. 
Á Conduct a bidding process and select survey organizations. 
Á Negotiate and execute contracts. 

 

Sample Design  
Á Define the target population and determine the sample size.  
Á Identify the sampling frame. 
Á Implement a selection procedure. 

 

Questionnaire Design 
Á Select a comparative question design approach. 
Á Develop protocols for evaluating questions.  
Á Adopt questions, adapt questions, and write new questions. 

  

Adaptation 
Á Identify adaptation needs. 
Á Modify the questionnaire content, format, or visual presentation. 
Á Adapt design feature. 

 

Translation: Overview 
Á Find, select, and brief translators. 
Á Use existing or develop translation tools. 
Á Complete language harmonization. 
 

Instrument Technical Design  
Á Develop design specifications for instruments and a sample management 

system. 
Á Develop interface design and programming guidelines. 
Á Determine testing specifications. 
Á Determine reporting specifications. 
 

Interviewer Recruitment, Selection, and Training  
Á Determine required characteristics of interviewers. 
Á Recruit and hire interviewers. 
Á Select interviewer trainers. 
Á Create a training plan and determine the necessary training materials. This 

may involve identifying existing materials or preparing new training materials. 
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Survey Items for Activities Lists (continued) 
 

Pretesting  
Á Determine the appropriate pretest method and design. 
Á Conduct a pilot study. 
Á Pretest the survey instrument with the target population. 
 

Data Collection  
Á Select the appropriate mode and develop procedures for that mode. 
Á Establish a protocol for managing the survey sample. 
Á Manage data collection and quality control. 
Á Consider potential risks and necessary backup plans if goals are not met. 
 

Paradata and Other Auxiliary Data 
Á Investigate para / auxiliary data available & informative to survey errors.  
Á Choose appropriate paradata indicators for survey error and monitor the 

indicators starting at the initial phases of data collection. 
Á Alter features of the survey based on cost/error tradeoff decision rules. 
Á Perform analysis using paradata to investigate survey errors.  
 

Data Harmonization  
Á Determine a harmonization strategy. 
Á Create technical specifications for systems used for data harmonization.  
Á Use a systematic approach to harmonize variables. 
Á Compare and integrate information across data files. 

 

Data Processing and Statistical Adjustment 
Á Code survey responses and enter them into electronic form. 
Á Edit and clean data.  
Á Define data quality checks. 
Á Develop survey weights. 

 

Data Dissemination  
Á Preserve key data and documentation files. 
Á Produce public- and restricted-use data files.  
Á Prepare final data deliverables and reports. 

 

Survey Quality 
Á Document the survey process. 
Á Develop quality standards and a quality assurance plan. 
Á Monitor and support the implementation of quality standards. 

 

Ethical Considerations  
Á Create informed consent forms and ensure the rights of respondents. 
Á Observe professional standards and local laws. 
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Appendix F - Project Schedule Template 

 

List the beginning and end dates, and key project milestones. Add detail to the 
schedule as the project moves through the planning phase and tasks are 
elaborated. 

 

Task/Activity/Milestone Duration Start 
date 

End 
date 

Team 
member 
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Appendix G - Project Budget Template 

   

 Number Number of 
Months 

Cost per 
Unit 

Total 
Cost 

Base salaries     

     

  Project Manager     

  Data Manager     

  Fieldwork Manager     

  Accountant     

  Assistants     

  Supervisors     

  Interviewers     

  Data entry operators     

  Drivers     

  Translators     

  Computer programmers     

  Incentive payments     

     

Travel     

  Researchers     

  Interviewers     

     

Materials     

  Computers     

  Printers, etc.     

  Computer/printer supplies     

  Photocopier/Fax machine     

  Office supplies     

  Communications (phone, fax, 
postage, etc.) 

    

  Equipment maintenance     

     

Printing costs     

  Questionnaires     

  Training manuals     

  Reports     

  Miscellaneous (maps, listings, 
manuals, etc.) 

    

     

Consultant costs     

  International consultants     

  International per diem     

  Local consultants     

  Local per diem     

  Local travel     

     

Contingency (100%)     

     

TOTAL COST     
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Appendix H - Project Management Plan/Manual Template 

Date: 
Version: 

Cover Section: 
Project Name: 

 
Version Control: 
Version Date Change Description 

1   

2   

3   

 
Period(s) of Performance: 
 Start Date End Date 

Project   

Data Collection   

   

   

 
Project-Specific Considerations: 
 
Tailored Management Processes: 
 
Financial Accounts: 

 
Project Initiation Documents 
 

Initial Project Summary 
 
Project Stakeholders Analysis 
 
Project Scope Statement 
 
Project Charter 

 
Project Management Planning Documents 
 

Project Organizational Chart 
 

Activities List (possibly built from the Survey Task List Template) 
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Outline for Project Management Plan/Manual (continued) 
 
 

Project Management Planning Documents (continued) 
 

Work Breakdown Structure 
 

Responsibility Matrix 
 

Project Schedule 
 
Project Budget 
 
Risk Assessment 
 
Subsidiary Project Management Plan Documents 

Quality Management Plan 
Human Resource Management Plan 
Communications Management Plan 
Risk Management Plan 
Procurement Management Plan 
Change Management Plan 
 

Project Executing Documents 
Regular Progress Reports (when element is active) 

 
Noteςdifferent projects may use written, or verbal or on-line dashboard 
reports  
 

Schedule Changes/Updates 
 
Budget Changes/Updates 
 
Quality and Risk Changes/Updates 
 
Client Reports 
 

Project Closing Documents 
 

  










































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































