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INTRODUCTION

1. We felt it necessary to limit the scope of this survey because

of the highly technical nature of most of the work of the Office of

~Research and Development (ORD}., We made no attempt to analyze

or critique the scientific worth of ORD's programs nor to make any
specific evaluation of the contributions those programs have made to
the intelligence process, because to do so would have been beyond our
competence. Thias report of survey thus is confined primarily to such
matters as the clarity of the ORD mission; the adequacy of organi-
zational structure; the manmner in which R&D activities are planned,
managed, and evaluated; and the efficiency of ORD'a operations.

Z. The major portion of the infc;rmation— gafhering pﬁase of the
survey was completed during the period from April through June 1972,

Consequently, the situations that are described and the references

that are made to the Director of QRD relate to the Director who was

on duty during that period and not to the present Director who was

agsigned on 3 July 1972,

sk

~
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ORGANIZATION

1. The Office of Research and Development (ORD) is composed

of the Office of the Director, two staffs, seven operating divisions,

T
¢

and one special projects group. It had 118 employees on duty at the

time of our survey. Its ceiling as of 31 July 1972 was 105 positions,

25X1A1a

A chart showing the structural breakdown of the office

and the distribution of personnel by component appears on the facing

o

page.

g

Office of the Director

2. The staff of the QOffice of the Director, ORD, consists of
the Director himself, a Deputy Director, an Executive Offiéer, a
Technical Assistant for Plans and Programs, a Scientific Advisor,

a Technical Assistant to the Scientific Advisor, and three secretaries.

The Deputy Director had been on sick leave since January and, as of
the last report we had, the prospect of his returning to full duty was [ 3N
not promising. The Scientific Advisor was serving as Acting Deputy

Director in addition to his other duties,

-2 -
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T
3. Individual responsibilities of those assigned to the Office

of the Director, with few exceptions, are not clearly delineated.

The work of the Office is apportioned among them largely on the

basis of the individual's own background., The Director (a physicist)
ou and the Scientific Ad-visor (a chemist) concern themselves primarily
with the work of the divisions dealing witi'x the physical sciences.
The Deputy Director (a doctor of medicine), before his illness,‘
concentrated on the work of the two divisions dealing with the life
sciences. The Analysis Division, which is engaged primarily in
exploration of computer a.pplicﬂ:ations, has no ''steward' in the fronmt
office, although the Technical Agsistant for Pia.ns and Programs was
formerly designated as the Technical Assistant for automatic data
processing. The Executive Officer monitors administration, support,
and internal liaison. The Technical Assistant to the Scientific Advisor
has been given special as sign‘rnents, but he has not been assigned any

specific duties of a regular and continuing nature.

4. The Technical Assistant for Plans and Programs has an
£ assortment of jobs, many of which have little or nothing to do with
plans and programs. It is our understanding that his present responsi-

bilities grew out of and are in addition to the functions originally

-3 -
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assigned to him in the field of automatic data processing. He does
prepare the office program call, the annual budget propos‘als, and
assembles the information needed for the quarterly project review‘
meetings with the DD/S&T. He spends part of his time writing
Ty technical studies and reviewi;ng scientific journals and Agency

publications for leads that may stimulate technical innovation in the

various divisions. He has prepared a large number of technical
papers, some of which have been published by professi:ona.l societies.
We tried, without success, to discover of what value these papers
may have been to ORD in carrying out ite responsibilities. He has
also participated extensively in a variety of internal and external
training courses, has devised scientific training courses for the
Agency, and serves as an instru;:tor in some of them. He appeared
to us to be an aggressive and hard-working individual with many irons
in the fire. The results of his diverse activities are no doubt of some
benefit to the Agency, but we fear that the miscellaneous tasks in

which he is engaged interfere with the proper fulfillment of his primary

role as plans and programs officer.
5. The Scientific Advisor is used by many ORD officers as

a sounding board for ideas, as a gauge of the political climate, and

-4 -
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as a source of advice on Agency procedures. The Director of ORD
uses him in much the same way. He also is often tﬁe office briefer
and serves as office representative on several boards and committees,
He, as well as others in the front office, reviews the Blue Books
(project proposals). Although the reviewers themselves no doubt
think otherwise, we have the distinct impression that these reviews
are quite superficial, going little beyond ascertaining that the required
papers are in place and are reasonably well written.

6.  With the exception of the Technical Assistant to the Scientific
Advisor, who has no regular work, everyone in the Office of the
Director appeared to be fully occupied, but the arrangements for
overseeing the work of ORD seemed to us to be very loose and
unstructured. The ataff taices care of the usual routines of pushing
papers through the front office, of responding to problems as they
arise, and .of attending meetings. However, many of the tasks that

occupy them are self-generated as a consequence of a personal

- ~ interest in a particular subject, Staff members commented that they
had occasionally made studies of or recommendations on ways of

improving the work processes of the office. A few of these had

-5 -
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evoked comment from the Director, but none of the staff members
could recall an instance -of action having been taken on any of them.
7. The atmosphere is casual and easy-going, and all of the
staff members appear to have satisfactory personal relationships
with the Director, but they receive little guidance from him and see
little visible evidence of his interest in their work. One staff officer
remarked that he never knew if he was doing well in his job or not,.
because the Director never commented on his work--one way or the

other,

Support Staff

8. The position of Administrative Qfficer was established in
ORD in 1963, and a technical officer from within ORD was assigned
to the position. Various duties accraed to him, and gradually a
support staff of a sort evolved but not along conventional lines.
The Administrative Officer interested himself in or was directed
to engage in a variety of activities not normally delegated to a
support officer, and not enough._attention was paid to the specialized
administrative and routine housekeeping tasks for which a support
staff is normally responsible. The Security Officer, the Finance
Officer, and the 'Li‘bz"a.ri‘an were not under the Administrative Officer
but reported directly to the Executive Officer.

-6 -
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9. That arrangement remained in effect until 3 April 1972
when the present Support Staff was established. A professional
suppbrt officer was named to head it, and the former Administrative
Officer was reassigned to another Agency component. The present
: Support Staif of 14 people is organized along conventional lines:
finance, logistics, security, registry, library, and personnel. In
the ensuing months a number of actions have been initiated designed
to raise the standards of support service and administration in ORD
to the level that prevails generally in other parts of the Agency.

Housekeeping

10, The space occupied by ORD on the 5th, 6th, 7th, and 12th
floors of the Ames Center Building is; well laid out and is 'adequa.t;a
for ORD's needs. We noted at the beginning of our survey, however,
that pm;r housekeeping practices prevailed in many of the offices.
Offices were cluttered with unneeded administrative equipment and

with disorderly and untidy accumulations of books, pamphlets, and

other documents. Prototype and pre-production pieces of equipment
were stored in some offices, contributing to the clutter and in some

instances representing possible safety hazards, The work area

Sanitized - Approved For Release : CIA-RDP88B00553R000100210001-5
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occupied by the Registry was overflowing with boxes of documents

and with f;quipment hap! ha_.zafsi].}Lstored and seemingly forgotten. ORD

initiated a clean-up campaign while our survey was in progress, -

which resuited in a noticeable improvement in the appearance of T
many of the offices.

Property Management

1. ORD is responsible for property valued at appr.oximately
"$6 million consisting of (a) administrative or operating property
i:or which it is a.cco.unta.ble‘ on consolidated memorandum receipt,
{b) government-furnished equipment provided to contractors, and
(c) prototy;pe or pre-production items of equipment received from
c-:ontractors. An audit report for the period ending 30 September
1971 called attention to certain deficiencies in ORD's ma.né.éement

of its property: discrepancies in the records on property held

under consolidated memorandum receipt, excess and/or unserviceable
property on hand, and lack of central control over prototype and pre-
production items received from contractors. ORb has taken steps L
to correct these deficiencies, but continued monitéring and enforced
discipline by ORD management will be required to ensure that they

stay corrected.

. - 8 h
: oS-
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Security

i2. -ORD receives some 2,000 documents each month of which
about 500 are TOP SECRET codeword. Large numbers of contractors
vigit ORD's offices in Ames Building for consultations or briefings,
and ORD currently is using slome 30 outside consultants on an inter-
" mittent basis. Arrangements with some contractors allow for their
~use of ORD computers, and some contractor representatives have
no-escort badges. Contractual arrangements with industrial c;ancerns
and with educational institutions require conastant appraisal and re-
appraisal to ensure that proper security standards are maintained,
ORD has had significant problems in the past in connection with the
coni;rol of ID cards and visitors' no-escort badges, compliance with
courier an& mailing instructions, and cleara.ncé and control of visitors,
The present Security Officer has recently made studies and has issued

notices designed to improve ORD's security posture and practices.

IR
[ p——
=

This is,a good start, but what is needed additionally is strong support

Ror'L

for the security program by the Director of ORD and by his division

chiefs,

Sanitized - Approved For Release : CIA-RDP88B00553R000100210001-5
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- were designed primarily to serve certain Agency-wide needs for basic
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Contract Information Systems

13. Most of ORD's work relates to contracts awarded to
indugtrial concerns and to educational institutions. As a con-

sequence, much of its reporting and record-keeping relates to

pre-award work required prior to entering into contracts, contractor
progress reports, and project officer inspection reports. At the time
of our survey ORD was involved in the care and feeding of :four separate
contract information systems. Two of them, the DD/S&T Contract

Information System (CIS) and the Office of Logistics system (CONIF),

information regarding contracts and the management of them. The
other two are internal ORD systems. One is known as the' 6RD
Contract Management System (CMS), which is run on ORD computers
using the ADEPT software pacicage.' The other, known as CHEQUE,

is a manual system based on a Kardex card file. The two ORD

systems were created to satisfy needs for contract information that
were felt not to be met by the two Agency systems.
14, We believe there is an urgent need to take a close look at

the manifold contract management systems now in use in ORD. The

- 10 -
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duplication of effort and the paperwork involved in supporting these

four syste.ms need careful examination, as does the use of--or the
failure to use--the reports derived from them. Kach of these systems
does something that none of the others will do, but essentially similar
data is input to each of the four systems. The information contained

jn the reports derived from any one of these systems is not synchronized
with information derived from the other systems, and in many instances
the information is not fully usable for management purposes without
laborious manual reconciliation and remanipulation. ‘

15. We realize that this is a complex subject on which widely
differing views are held and that studies are now under way concern-
ing possible improvements in the CIS and CONIF systems. Presumably
these studies will give attention to :.Lef;'nementsl needed to pl;ovide
information required for contract management purposes at the levels
of the office, division, project officer, and contracting officer.

.16, Meanwhile, we believe that ORD must begin iareparing to
adjust itself to abandoning its internal CMé mac‘hine-operated system.
The former Administrative Officer who programmed and maintained
the system has left, and there is no one in ORD available to continue

the work. Also, the DD/S&T has decided that the ORD computer is to

-11 -
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be removed, which means that no machinery will remain in ORD
on which to run the system. Moreover, this system is designed
gpecifically for operation using the ADEPT software package and

cannot be run under the software system commonly used by the

and the DD/S& T CIS system are to a very large degree duplicatory;
two systems are not needed where one could be made to serve,

Recommendation No. 1

That the DD/S& T have a review made of the Contract
Information System to determine if its content can be
expanded or otherwise revised so as to make unnecessary
the continuation of ORD's Contract Management System.

Library

17. The ORD library contains some 950 technical books and

standard reference works; an assortiment of studies by various

learned societies, private companies, universities, DoD, and other
Government agencies; and various Agency publications. The library
also now keeps one copy of each final ORD report, although these Li—
items have not been catalogued and the coﬁecﬁon is far from complete.
The library subscribes to 68 technical periodicals and receives semi-

monthly listings from two Government clearing houses: the Defense

- 12 -
M
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Documentation Center and the National Technical Information Service.
These listings contain abstracts of reports of curx;ent R&D work done
by the Government or under contract to the Government. Some of
these documents are classified; some are not. In addition, "Topical
Announcements'' of unclassified documents in specialized fields are
received from ti‘xe National Technical Information Service-and are
routed to appropriate divisions of OR.ﬁ for review.

18. The librarian catalogues th:a holdings, monitors checkouts
of library materials, and reaponds to requests for book or document
searches in the ORD library or for the relay of requests for other
searches by the GIA. central library. Some ORD project officers
use the library and library seax"ch facilities qui.;:e extensively; some
use them infrequently or not at all. Books checked out to individuals

often are held for long periods of time, and some ORD officers have

ignored the librarian's requests for their return. Thirty-one books

were reported as lost or unaccounted for at the time of our survey.
=

There is a need for senior ORD management to take a hand in enforcing

4
LI

discipline in the use of its liErary.
19. We note that there are two other libraries in Ames Building:

one maintained by the Office of Communications and another by the

A "13-
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Office of Logistics. We question whether there is need for three
separate libraries in one building--each with its own uniq_;te cataloguing
" and indexing system--occupying in all five rooms in the building and

requiring the services of five emﬁloyees to operate t;hem. When we
TR asked about the feasibility of merging them and operating th!e combined
facility as a branch of the main library, we were told that this had
been considered in the past 'b;lt that the idea W.a.s abandoned in favor ‘
of keeping them separate. It was felt then that a merger was not
practical in view of the diffe;ring needs of the three offices and of the |
complications that would attend trying to manage a combined facility
through coordination among three Directorates. We ar;a not convinced
that these are good enough reaséns. for maintaining three separate
libraries if cor;zbining them would result in savings, especially of
personnel. We suggest that additional study be given the matter.

Recommendation No. 2

That the DD/S&T take the initiative in exploring with
the DD/S and the DD/I the feasibility of combining the
three libraries in Ames Center Building and operating them
as a branch of the main library.

-14 -
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Personnel Management

20. The Support Sta.ff provides certain services of common
concern in the area of personnel administration, but personnel
management is handled primarily at the division level. ORD has a
Career Service Panel that was established in February 1967. 1t
confines itself to matters affecting the careers of professional
employees. A special panel for career development of secretarial,
clerical, and administrative personnel was established in April 1971,
It concerns itself with career matters affecting ORD's clerical

employees and those support and administrative personnel who do

not belong to the DD/S&T career service. The criteria used in the
past by the Caree-r éervice Panel!. in ranking ORD professional
employees were ill-defined and inconsistently a.l;plied. The Panel
recognized this, and improved ranking criteria have been devised.
The new criteria had not yet been applied at the time of our survey,

but a new competitive ranking using them was about to be undertaken,

21, The minutes of the Career Service Panel meetings reveal
that the subject of rotation has been discussed repeatedly, but little
has come of this talk., Two officers from ORD's Analysis Division

‘are assigned to the Intelligence Directorate to work on computer

- 15 -
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applications, OMS has detailed a psychologist from the Psychological
Services Staff to work in ORD to improve understanding between the
two offices, An OSI specialist in BW/CW is working in ORD. These

~

- attempts at cross~f§rtilization appear to have been of appreciable
benefit, buModd

: — be made to expand it. The reasons are many., ORD's project officers
are very much isolated from the rest of the Agency aﬁd have little

- *
familiarity with the work of the offices whose missions they are trying

to support. Likewise, few outside of ORD have any real understanding

of ORD's capabilities or of its approachee; to R&D. Rotation would
also help to relieve the parochialisms and the an‘;agonisms that
now exist and aimost surely would broaden and enrich the talents
of the officers concerned.

22. We are aware that recent efforts tb encourage inter~
Directorate transfers came to nought, but we wonder if an effort

confined to the technical field might not have a somewhat better

chance of success. Within the last four years we have surveyed
six of the Agency components with major R&D responsibilities.
Each of the offices has a few technical officers working in very

narrow specialities, but, for the most part, all of the technical

- 16 -

ahaiimGal—
b - Sanitized - Approved For Release : CIA-RDP88B00553R000100210001-5




K Sanitized - Approved For Release ;: CIA-RDP88B00553R0001 00210001-5

WT‘
officers are doing essentially the same sorts of things in basically
the same ways. The work ;:>£ an electronics engineer in ORD, for
example, differs little from that of an electronics engineer 111 TSD,
QS5P, OEL, or Commo. We believe it would be feasible and beneficial
to encourage movement of technical officers among these technical
components. Whether this is accomplished by scheduled rotations
on a -tour basis, by two-way exchanges, by unilateral assignments
from one component to another, or by temporary details matters
little--as -long as the exchanges are made with the deliberate intent
of benefiting both the individual and the Agency.

Recommendation No. 3

That the DD/S& T take the initiative in exploring with
the other Deputy Directors the feasibility of an expansion
of rotation of technical officers among the various Agency
technical offices.
23. ORD has been most generous in sponsoring training for

its employees. About five percent of its work force was in a training

status during FY 1971, and 4. 8 percent of man-hours spent in a duty

status was devoted to training. ORD employees are given wide
latitude in choosing the courses they wish to attend. They have

participated in both internal and external courses devoted to both

-7 -
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technical and managerial subjects. While we think it proper that

ORD should sponsor a variéty of training for its employees, it has
been too lax in acquiescing to requests from employees for training
that is of interest to the individual and perhaps of personal benefit

to him but not to the Agency. There is need for a more careful
review of training requests in order better to relate the potential
bénefits to the needs of th;a Agency. The new Chief of Support for
‘ORD has taken recent steps to sharpen the review of training reques.ts.
This should place the Director of ORD in a better position to judge

the worth of the proposed training bef-ore he approves it. _

24, We received on].yi one formal complaint on personnel
matters from those we interviewed. That complaint alleged personal
misconduct by ce:;'tain named employees. Since there were distinct
security implications in the allegation, we referred the matter to
the Director of Security for investigation. We did not pursue the
matt.er further and take note of it here only for the record.

Z5. On the whole, we heard remarkably few adverse comments

about personnel matters of a type that usually are the subject of

criticism; for example, rate of promotion, working conditions,

- 18 -
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fitness reports, and unfair treatment by supervisors. There were

no complaints about uninteresting or unchallenging work; on ti:le
contrary, most of those with whom we spoke liked their work and
were enthusiastic about it. Most of the criticisms that were made

to us arose from a deeply felt concern about matters of major import:
permissive and inefficient ORD management, lack of clear policy
guidance, uncertain delega;tionAs of R&D responsibilities, and inter-
and intra-office rivalries and disp'utes: We discuss these subjects

in detail'in later sections of the report.

Procurement Management Staff

26. The Procurement Management Staff was established in
February 1969 and was given r‘esponsibili-.ty for reviewing, nepgotiating,
and executing ORD's contracts with its suppliers. The Staff consists
of a chief, two contract negotiators assigned from the Office of
Logistics, an auditor assigned from the Office of Finance, an
industrial security officer assigned from the Office of Security, and _
a clerical staff of three. The auditor reviews the accounting and
cost sSrstems and the financial reliability of the contracter. The
security officer examines personnel and physical security. The

negotiators review the business and legal aspects of contract

- 19 -
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proposals and work out the technical details with the project officer
with whom they jointly negotiate the contract.

27, Although the Procurement Management Staff met with
some hostility within ORD when it was first established, the
relationships between the Staff and the division chiefs and project
officers are now gt;od. The team approach has worked well in
practice and has resulted in noticeable improvement in ORD's con-
tracting practices.

28. . The Procurement Management Staff is responsible for
only about two-thirds of ORD'se contracts. The other one-third

26X1A6a
are negotiated and administered by the Office of Logistics’-

— The Chief of the Procurement Manage-

25X1AB6a ment Staff acts in an advisory capacity to the Director of ORD on

some aspects of these contracts and coordinates the activities of his

own staff with those of the [N NG .-

separation of the two staffs poses some awkward problems of 25X1A6a

communication, record keeping, and reporting.

Physics-Chemistry Division

29, The Physics-Chemistry Division, which was formed in

1964, initially focused its efforts on the nuclear area but did some

) - 20 -
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work on power, materials, and electro-mechanical systems. Over
the years, the scope of its program expanded, and the emphasis

changed. It now is engaged in a broad program of exploiting science

and technology to enhance intelligence collection capabilities. Included

—

among ite objectives are: weapons detection and characterization,
diagnostic collection against weapons tests and reactor operations,
clandestine sampling techniques, remote technical collection, delivery
systems, and power sources.

30. The division consists of the chief, eight technical officers,

and two secretaries. The division administers 20 active contracts

25X1A1a '
During the period from 1964 through 1971 the Phyaics-Chemistry
Division completed 13 R&D projects that were identified by ORD as

being technically successful. Seven of the 13 projects became

operational. The division chief does not believe in carrying any

project beyond the prototype stage. It is then turned over to the

operational element for development of an operating capability.

Radio Physics Division

31, The Radio Physics Division was established in February

1963 and was assigned responsibiﬂty for conducting research and

- 21 -
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development on electromagnetic antennas, propagation, over-the-
horizon radars, electromagnetic surveillance systems, stay-behind
systems, and the retrieval of data from stay-behind devices. Its
program has since been expanded to include long-range emplacement

systems and navigation systems.

32. The division consists of the chief, eight technical officers,

25X1A1a . and two secretarics. HENEEEE
— It currently administers 20 active contracts. During the

period from 1964 through 1971 the Radio Physics Division completed
15 R&D projects that ORD characterized as being technically successful.
( ) Five of the 15 projects became operational.

Applied Physics Division

33. Work in the fields of audio surveillance and audio counter-
measures was begun in the Radio Physica Division in 1963. The
division was eplit in February 1965 with the audio-~related work
and the people as Bocgiated with it forming a new division, Audio
Physics. The name was changed to Applied Physics Division in the
fall 0f 1966. The division concerns itgelf with R&D in the fields of

audio surveillance, audio surveillance countermeasures, emanations

intelligence, advanced penetration systems,. and microtechnology.

( - 22 -
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34. The division consists of the chief, eight technical officers,

— During the period 1965-71, the division completed

44 R&D projects that ORD categorized as being technically successful.
Nineteen of the 44 projects became operational,

Optics Division

35. The Optics Division was established in January 1963.

Initially, it directed its efforts to optical collection devices, primarily

in direct support of OSA's overhead collection systems. Iorecent

e e

years, its interests have expanded to include fields that are only
indirectly related to optics. Developing and testing flying platforms
is an example,

36. 'The division consists of a chief, eight technical officers,

_ The division is currently administering about 33

contracts. Fourteen of the projects that Optics Division completed _
during the period 1964-71 were classgified by ORD as being technically
successful. Five of the 14 were put to operational use within the

Agency, and another three were used by the Department of Defense.

- 23 -
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Analysis Division

37. The Analysis Division was formed in 1964 and was given
" responsibility for research and development of information handling
devices, of techniques and systems at or near the edge of the state

s Y of the art, and of developing computer technology that could not be

tested in an operating environment. Its work has evolved over the

years to include such théings as impro'ving computer networks, time
sharing, computer security, interactive processing methods, mass
memories, display technology, microprogramming, and communications

technolo gy

38, The division consists of a chief, 17 officers, and %hree

256X1A1a

secretaries.
At the time of our survey, the division had 41 active contracts and
was doing a considerable amount of in-house research using ORD's

IBM 360/50, a PER-3 graphics processor, and the hybrid analog-to-
' 25X1A5a1

digital computer equipment located in tne [N

ORD categorizes 28 of the division's projects completed during the

period 1964-71 as having been technically successful, Eleven of them

were put to operational use.

- 24 -
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Medical and Behavioral Sciences Division

. 39. The Medical and Behavioral Sciences Division, as presently
o constituted, came into being in June 1965 when th;a former Life
Sciences Division was split, for;xuing two new divisions. It.s concern
WH‘ is with the exploration and application of advanced technology to
enable the development of systems or methods that will enhance the
Agency's capability to measﬁre, asgess, predict, influence, and
control human behavior. Its work includes an important program
having to do with narcotics and dangerous drugs.
40. This is a small division consisting of the chief, four
officers, and a secretary. The officers do a small a,mc;unt of in-
house research, but the major portion of its R&D work is done undexr

25¥X1A1a some 30 currently active contracts—

-. - ORD records reveal that the division completed 15 major

projects during the period 1965-71 that were considered technically
successful. Six of them were put to operational use.

Biological Sciences Division

41. The Biological Sciences Division was the other division
formed in 1965 by the splitting of the former Life Sciences Division,

The division was given the mission of studying biological systems

- 25 -
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and their application to the intelligence process from the standpoints
of covert action, collection, and processing. While human factors
engineering would seem to be more appropriately placed in the
Medical and Beha.viora.}. Sciences Division, by agreement between
: the two division chiefs it has been_retained_ in the Biological Sciences
Division. The division gives highest priority to its work in BW/CW
detection.

42, The division consists of a chief, seven technical officers,

- It had 19 active contracts at the time of our survey. ORD

records reveal that 14 technically successful projects were completed

¥ 25X1A1a

during the period 1965-71. Only two of the 14 were put to operational
use,
Special Projects Group 25X1A2g

43, The -program was begun in ORD's Applied

Physics Division. It soon blossomed into a large multi-faceted

program in which almost all technical components in the Agency

eventually became involved. The Special Projects Group was formed

- 26 -
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25X1A2g
in mid-1966 to consolidate the -efforts and to bring them

' under centralized program manager-x;lént. The group consisted of
the progran‘é&a}fﬁfgr, five engineers, and two secretaries., The
R&D phase of _wa.s terminated in July 1971 when the
M‘ program was transferred to OSA. The prog.ram was completely
abandoned in December 1971.
44, To see almost Bix years of work go down the drain was
a traumatic experience for the members of the Special Projects

Group. "Their situation was made vvorsgslier1 Hfgfact that the group

continued in being after July 1971 when -wa.s transferred

to OSA. but without any sfecific guidance or di;:ection as to its future
mission or area of responsibility, The group chief has found other
assignments for two of the technical officers and one of the secretaries.
He has worked out a program for those remaining that includes long-

range collection systems, payloads, emplaced sensors, and electro-

magnetic collection systems.
45, This program, no matter how imaginative it may be,
does not justify the continued existence of the Special Projects Group

as a separate entity. Each of the elements of its program directly

- 27 -
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relates to work being done in other ORD divisions or is being carried

out as a follow-on to work previously done in other divisions. With
25X 1A2g P

the demise of_ the need for a Special Projects Group

ceased to exist, and we believe that the people still assigned to it

a-‘! could be used more profitably elsewhere in ORD.

Recommendation No. 4

That the Director of ORD abolish the Special Projects
Group and reassign its members to other elements of ORD.

- 28 -

el

Sanitized - Approved For Release : CIA-RDP88800553R0001b021 0001-5




Sanitized - Approved For Release : CIA-RDP88B00553R000100210001-5

THE ROLE OF ORD

1. The Directorate for Science and Technology had its beginnings
in February 19‘62 when the position of Deputy Director (Research)
was established. ORD came into beiné, on paper at lee“x.st, in July
1962, but it did not begin taking shape as an office until November 1962

—_—

when the Agsistant Deputy Director for Research was assigned the

additional duty of Serviﬁg as Acting Assistant Director, Office of

Research and Development.

2. ORD's founders envisioned that all Agency R&D activities
would be centralized in ORD, but this concept promptly :;'an afoul
of opposing views held elsewhere in the Agency. The opposition is
understandable, because ORD was a Johnny-come-lately into an area
in which some Agency offices had wo;'ked for nearly two decades and
in which there were well entrenched operational and proprietary
interests. Those opposéd to centralization argued that:

--- It would be insecure and ineifficient.

--- It ran contrary to the already established concept that

the diversity of the Agency's activities required that
it operate on a decentralized basis.

- 29 -
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--- Operations would suffer if they were divorced from the
R&D required in support of them.

The opposition won.,

3. ORD is only one of seven Agency offices charged with major
R&D responsr:.bilities, and the R&D responsibilities collectively
dt;legated to the other six embrace almost all of the scientific
disciplines in which ORD engages,

~-- OSA conducts R&D in methods for conveying advanced
technical collection devices. :

~~~ OEL supervises or conducts R&D regunired for Agency
ELINT and related COMINT activities,

~~~ OSP has a large R&D program in its field of special
interest,

-«- Commeo formulates and implements policies and programs
for applied research; develops and engineers electronic
equipment to meet special needs of the Agency; and
develops techniques, procedures and facilities and under-
takes research, development, and analysis programas to
support activities of Agency components in the special
intelligence field. ‘

~~-- NPIC conducts R&D to enhance the exploitation process
by introducing improved equipment and technology for

interpretation of imagery acquired by the various
collection systems. .

- 30 -
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--- TSD conducts a program of development and engineering
designed to produce new or improved capabilities, equipment,
materials, and techniques to support Clandestine Service
activities.

In addition to the major R&D programs cited above, the Offices of

iy Security and of Medical Ser;rices conduct minor research programs
in support of their operations. These other technical offices conduct
R&D as an adjunct to and in the furtherance of their regularly assigned
mLissions. ORD, however, ig charged with conducting R&D of common
te<chnica.1‘ concern to all Agency components, and R&D is its only
mission. |

4, The first draft of a statement of ORD's m.issir:;n and functions
for publication in Agency regulations was preg;a.red in ;962. It took
over eight years to reach agreen?ent on the text of the statement,
reportedly a record and one of which we have no cause to be proud.

The text of the published statement is reproduced on the facing page.

A review of the trecords pertaining to efforts to coordinate the statement

o reveals that the delay in publication was attributable primarily to
S strong differences of opinion among the various Agency technical
offices as to precisely what ORD's role should be and as to the extent

and nature of coordination between ORD and the other tech_nical offices.

gy |
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The final text was the best compromise attainable among those con-
' tending views. It is an ambiguously worded document that tends to
institutionalize a‘.nd perpetuate the conflicts and differences of opinion
on R&D responsibilities, rather than to resolve them.

5. The functions that ORD actually performs bear little
resemblance to those enumerated in the regulation. Most of its
activities relate to the function assignedwin subparagraph d(2)(g):
Minitiate and administer specific external contracts in Buppo£t of
%.pprove& research and development programs.' The function of

—_——

serving as essentially a bridge between Agency technical components

= : .
6 and the rest of the scientific world, to the extent it is performed at
s :
all, is not carried out through any orderly mechanism. There is

W
no provision for ORD's undertaking R&D work on behalf of other

25X1A1a Government agencies; yet, it has done so to the tune of as much as

| P

6. It might also be noted that the definition of ORD's mission .

in HR 1-11d is in conflict with the provisions of a memorandum from
the Executive Director-Comptroller to all of the directorates dated

8 March 1972 on the subject of R&D, which defines three types of R&D

- 32 -
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efforts to be conducted by the Agency: (a) Exploratory R&D to probe
new areas that may potentially contribute to CIA's mission, (b) Direct

support R& D to support ongoing operations through the development

of new equipment and techniques closely related to ongoing operational

needs, and {c) Multiple application R&D involving the support of more
than one cu.x:rc.ant need or operation, Tim.t memorandun a.s“signs
primary responsibility for direct support R&D to the respective
operating directorates, assigns responsibility; for exploratory R&D

to the DD! S& T, and provides that multiple application R&D efforts

may be routed through the newly created R&D Board for determination
of the assignment of a particular R&D effm:"t to an appropriate technical
_office. The memorandum also estabiishes a Technical Coordinating
Committee to foster technical exchange, coordinate programs, surface
gaps and redundancies and other special problems, and makes important’
provisions for reporting. on R&D activities.

7. We were tempted to r;acommend that ORD revise the statenient

of its mission and functions to conform with its aci.:ua.l tole, but we

were dissvaded by the realization that this would be a hopeless

exercise. The present statement is a compromise document, and

- 33 -
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it is unlikely that ORD would be able to negotiate & new statement

that would be any mpl:e realistic. Furthermore, the mechanisms

established by the Executive Direct;Jr-Comptroller's memorandum

of 8 March have not yet had ti:me to prove their worth. Experience
~ may demonsirate thé.t modifications are necessary, although the

general concept seems eminently sensible and workable.

- 34 -~

A g

Sanitized - Approved For Release - CIA-RDP88B(00553R000100210001-5

N




THE WORK PROGRAM

1. In simplest terms, ORD is charged with conducting
R&D of common technical concern to all Agency components,
and R&D is its only assigned mission. It is charged with "the
investigation of scientific and technological developments
relevant to the accomplishment of the Agency's mission.' The
statement of functions in HR 1-11d provides that ORD will d:ave-
lop and implement, in coordination with other R&D offices of
the Agency, basic and applied research; will provide conceptual
analysis as to technical feasibility of advanced systems; will
conduct research and fea.sibiiity studies on techniques, com-
ponents, and ysten.ls of cornmon technical concern; .and will
administer specific external contracts,

2, These broadly stated responsibilities are broken down

by division into a series of specific objectives. The following list

of these objectives is not ali-inclusive, nor are all of them being
worked on at any one time, but the list does give a feel for the very
wide range of scientific and technical areas with which ORD is

concerned,
- 35 -
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"’" ‘ ‘ 3. ORD does some internal research, but not very much, A
few of its objectives can be met by monitoring the work of others
at no cost to the Agency; however, most of its work program is in

the form of external contracts with industrial concerns or educational

’ anbnliniialiiie
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institutions. Some of the contracts, especially those calling for
the building of hardware, are relatively short-term efforis; some
of them, especially thoase involving exploratory research, run for

_ 25X1A1a

: years, In cost, they range from a fegv hundred dollars to the
ﬂ million that had been spent or% at the time of its termination,
reportedly the largest single Agency R&D program funded entirely
with Agency money,

4. The results of ORD*®*s work program are difficult to evaluate.
A major problem in this regard arises from differing definitions of
what constitutes success in an R&D effort, ORD takes the long-
range view that continuous exploration into the state of the art is
necessary to acquire the knowledge needed by the Agency to adapt
and to improve its processes, -ORD considers an R&D project to
have been successful .if it realized its intended technological objective.

The customer components take a shorter range view, They consider

an R&D project to be successful if it yields a product that is needed,
at the time it is developed, that can be engineered and produced -at

an acceptable cost, that is suitable for use in the expected opera-

tional and security environment, and that wiil do the job intended

for it-

w 4] -
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5. Thus, many of ORD!s completed R&D projects are
evaluated as successes. by ORD!s definition but as failures by
" ORD's customers? definition, Some of them achieved the techno-
logical objectives that were sought, but there was no requifement
'__? for the product at the time it became available, So;ne of them
found application in operations, but the benefits derived from
them were minimal, Some had the potential for yielding significant
benefits but at a cost that would have been prohibitive. Even a
project that was unsuccessful by ORD's definition may have made
a major contribution in the form of a2 fallout of useful knowledge or
a by~-product with application elsewhere, An unsuccessful project
that disproves a popular theory may form the basis for avoidin
2EX1A2g
. a larger undertaking destined to end in costly failure.
is an example of a project that ended short of achieving its objective
yet added significantly to our R&D inventory,

6. ORD recently made a statistical tabulation of its technically

successful projecta that were completed during the eight-yeaxr
period from 1964 through 1971, with these results:
~-= The total of R&D funds expended on R&D projects during

the period (exclusive of management-support costs and
funds transferred from other government agencies) was

approximately] N

25X1A1a - 42 -
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--- Approximately 42 percent of the funds were spent on
projects that were technically successful; 58 percent
on projects that were not successful,

--~ There were 150 technically successful projects, The
unsuccessful projects were not tabulated.

=~= Of the total of 150 successful projects, 55 were imple~
" mented by Agency operating components; 95 were not.

-~~~ Of the 55 projects that were implemented, 35 were
developed in response to formal requirements levied
on ORD; 20 were developed without a formal require~
ment, although some were started with the acquiescence
of an operating component,

«-+ Approximately 20 percent of the total funds spent was
devoted to projects that were successful and were imple-
mented; about 80 percent was spent on projects that were
either unsuccessful or, if successful, were not implemented.

7. We doubt that these statistics provide a basis for any broad

conclusions about the worth of ORD%s work program, no¥ does ORD
so represent them, Perhaps the most significant of the findings was
that only about 20 percent of the R&D money was spent on projects

that resulted in usable end products, but even this finding has litfle
meaning in the absence of a fixed goal against which to measure it,"

8, It can be (and has been) argued that success=to~failure

ratio is not a fair measure of the value of R&D efforts, and this is
a theais with which we tend to agree., When one is working at the

.

far fringes of the state of the art, as ORD often is, there are a
- 43 =
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great many unknowns, Sometimes the only way to discover whether
something can or cannot be done successfully is to try it. ORD
' cannot be faulted for its failures, or at least not for too many of
them. Where it can be faulted, in our opinion, is in the very large
Y number of projects that were identified as being "successful but
not implemented' (63,3 percent of the total of technically successful
projects), In our interviews in the components using ORD!'g ser~
vices, these were the reasons most frequently cited for failing to
use an ORD product:
--- There was no requirement for the product when the
project was started, and there was no application for
it when it was ready for delivery.
==« There was a requirement for the product at the time
the project was launched, but the requirement had
vanished before the project was completed.
«~== The ORD project was designed to mest a requirement,
but the product it delivered was not configured to fit

the specific need or could not be used in the operational
or security environment of the operating site,

~== There was a requirement for the product, but by the
: time it was completed a better or less costly product
had become available from another source,

~== The product that was deliveréd would not effectwely
do the job intended for it,

- 44 -
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9., Over the years, various mechanisms have been created
! for achieving a better match between operational needs and R&D
" programs, Some of the mechanisms worked poorly or not ‘at all;
none of them worked well, Committees or panels of distinguished
scientists have been formed to examine future R&D needs, Their
reports have been of value, but it is difficult to judge what real
impact they have had, We are irclined to doubt that it is possible
to build an effective bridge between operations and R&D when they
are widely separéted, both physically and organizationally, We
noted in a recent survey of TSD that, in our opinion, one of the
major impediments to more effective performance in the audio
field was that development and engineering was too far removed
from operations, yet the two are in the same division, ORD is a
directorate away from most of the operations it supports,
10. Many of the officers that we interviewed in ORD's

customer components highly valt;e ORD's advisory services on

technological matters and the assistance ORD gives them on their

own R&D programs., They consider this advice and assistance to
be of more benefit to them than are the results of the formal R&D

projects undertaken by ORD. Admitting that our sources have a

- 45 -
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bias in this regard, we still believe there is merilt in their point
of view. The role assigned to ORD includes evaluation of world-
wicie R&D programs as well é.s scientific discovefies, monitoring
of research conducted by private enterprise and the academic
community and making its benefits available to the Agency, and
conducting liaison with other Government agencies to identify
findings that have intelligence application. ORD does some of this,
sometimes on sPev;i.fic request, but more often on a sort of as-we-
see~fit or as~time~-permits basis, In our view, maintaining a
capability to advise and assist others shoMew

scheduled segment of ORD's ram, Itis not, We found

no .evidence of any established mechanism for performing these

functions or any systematic method of disseminating information
to other components of the Agency to keep them apprised of current
R&D activities elsewhere in the scientific and technical community.

Recommendation No, 5

That the Director of ORD establish a formal mechanism
within his office for the conduct of those functions spec:.f:.ed

in HR 1-11d(2){d), (f), and (i). 25X1A1a

11, ORD received_during FY-72 by transfer from

other Government agencies, most of it from the Départment of
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Defense. In FY-71 the Agency as a whole reccived_

R&D money, all of it from elements of the bepa.rtment of Defense,
25X1A1a
and ORD's share of the total was approximately-v. We
note that the statement of m-;i.ssion and functions of ORD does not
provide for the conduct of R&D for other agencies of the quernment,
although it has been done for several years. We encountered
differing views within ORD as to the appropriateness of ORD's
engaging in R&D activities on behalf of other agencies. There are
many who believe that a net benefit accrues to ORD from access
to the much larger pool of R&D money available to the Depariment
of Defense and from the technical spin-offs that result from this
research. Also, many of the érojects ha;ve direct application to
Agency operations., There are others in ORD, however, who beliaeve
that the time and'talent expended by ORﬁ on behalf of other agencias
could more profitably be used on higher priority Agency-funded
projects, There are some who look on these externa;l‘funds as é.

means of reviving a project proposal that was disapproved for fund-

_ ing with Agency money.
12. We are in no position to choose between the contrary

points of view, although we lean in favor of the position that external
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funding of R&D projects results in a net gain to the Agency, Itis
! something that should be kept under close scrutiny, however, to
avo;'.d allowing an imbalance to develop between the work ORD does
for the Agency and the work it does for others. Certainly, external
funding should not be employed as a way of circumvez'ating the pro-
ject approval process. We understand that the DD/S&T now requires

his specific approval of each externally funded R&D project.
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CONTRACTING PRACTICES

1. ORD had 663 ocutstanding contracts at the time of our
survey. Of this total, 218 were active contracts and 445 were
inactive, The large number of inactive contracts is attributable
to the fact that the Department of Defense does the final audit of
overhead rates on most of these contracts, and final closing must
await completion of audit. Roughly two-thirds of the contracts

25X1ABa were negotiated and administered by ORD*s Procurement Manage~ 25X1AB4

ment Staff; the other third were handled by Logistics'—
(« — The Procurement Management Staff handles

the negotia.tions for about 175 funded contracts each year and
executes an average of about 225 unfunded contract amendments,
Contracts upder $50_, 000 are approved by the Director of ORD;
those between $50,000 and $150, 000 are approved by the DD/S&T;

and those over $150,000 require the approval of the Executive

Director-Comptroller. The majority of new contracts executed
ok for ORD are for exploratory research involving less than $50, 000;
however, in many cases there are follow-on amendments that carry

the contracts into the category that requires approval by the DD/S&T,
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2. The ten contractors having the largest dollar value of
outstanding contracts with ORD at the time of our survey were

as follows:

Contractor Dollar Value

25X1A5a1

3. Most of ORD's contracts are let on the basis of informal-

proposals received from one or more contractors, rather than

through formal competitive bidding, The follow-on nature of the -
,_,.3 . " R&D work covered by many of these contracts is often used as the
just;ificatic:m for sole-source contracting., A written justification
for sole-source contracting is required in each instance, The Pro-

curement Management Staff scrutinizes these justifications carefully,
- 50 -
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recommends the solicitation of proposals from other contractors
when it thinks appropriate, and refers doubtful or contested cases
to the Contractor Selection Board or to the Director of ORD, Over
the last two years, efforts have been made to increase reliance
on the formal competitive bidding process, and some progress
has been made. Seventeen such competitions were run in FY-71,
and twenty were expected to be run by the end of FY-72,

4, In the case of formal competitive bids, the Procurement
Management Staff contracting officer, as required by law, receives
all bids and maintains strict control of them to prevent direct
communication between the contr.a.ctor and the ORD project officer
until the contract award is made. However, most informal con~
tract proposals are solicited by and received direct].y by the ptro-
ject officerse. The Procurement Management Staff contractir-xg
officer usually does not see these informal proposals until after the
Blue Book # has been prepared and approved by a.n ORD division ciﬁef.

5, We believe this practice should be changed and that all

contract proposals should be routed immediately uvpon receipt to the

% The Blue Book consists of all the documents (bound in"a blue
cover) required for the approval of a contract.
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Procurement Management Staff for review, recording, and acknow-
ledgement. They should then be forwarded to the project officer
for further study and review and for refinement of apecifications
and work statements and the like, There are a number of reasons
why it would be desirable for the contracting officer to receive a
contract proposal at the earliest possible date:

--=- To allow for an early check on the contractor®s pre=
vious performance under other contracts with the
Agency or with the Department of Defense,

--- To ascertain if other divisions of ORD or other
components of the Agency are currently negotiating
other contracts with the same contractor and, if
so, the type of fees that are being negotiated,

~=- To examine the availability of alternate sources
before the proposal becomes so specifically tailored

that only one source can be considered.

-== To call attention to a possible need for refinement
of specifications and work statements,

~=~ To identify as early as possible any legal, patent,
or other similar problems that may need clarification.

-~ To prevent informal negotiations from proceeding to
the point where moral obligations become binding.

«=~ To provide the ORD Contractor Selection Board
with the information needed for an objective selection
of the best contractor.
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Recommendation No. 6

That the Director of ORD require that all contract
proposals be forwarded immediately upon receipt to the
" contracting officer in the Procurement Management Staff
for acknowledgement, recording, and review.

6. In further expaunsion of this point, we note that the ORD
Contractor Selection Board's review of contracts is concerned
primarily with a review of the justification given for sole~-source
contracting, and this review is conducted after the Blue Book has
been completed, We believe that this review should take place
much earlier in the selection process and that it should encompass
all factors having bearing on the selection of the best contractor

for a particular R&D effort.

Recommendation No, 7

That the Director of ORD consider revising the
scheduling of contract proposals for review by the
Gontractor Selettion Board to allow for the earliest

possible Board review,

7. The first formal step in the contracting sequence is the

initiation of the CHEQUE, The CHEQUE system is the internal,

4
j4
i

mannal ORD contract information system. It is a 5x8 Kardex {file,
and the paperwork begins with the completing of the first entry on
the CHEQUE card,
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8. The DD/S&T Project Officerts manual 'sets forth certain
standards and criteria for the guidance of technical officers in
" doing the pre-contract award work and the management of contracts,
The manual provides that, before initiating a request for funds, the
"":1 equivalent of a literature search be completed to determine whether
any applicable work or studies are available, Certain key areas
should be checked to make sure that there ig no duplication.
9, There is great variation among ORD technical officers
in complying with these standards, We reviewed a large number
of contract folders and found no written evidence in any of them
that the technical officers had dons all of the required pre-contract
work, We did note that some of the initial CHEQUE proposals
contained brief statements ab'out the state-of-the-art in justifying
the proposal. We were assured that ample oral discussion takes
place before the CHEQUE proposal is submitted,

10, In order to test the vahdlty of these asaurances, we

reviewed three new projects pr0posed for FY-73, with these results-
a. In one case, the technical officer who signed the
CHEQUE denied ever having heard of the projéct. He
raferred us to another technical officer who also disclaimed
any knowledge of the project. We then checked with the
- 54 ~
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division chief. He assured us that cons{derable discussion
had taken place with other components of the Agency and
commented {o us trat neither he nor the Director of ORD
requires any written evidence of pPro~proposal investiga-
: tion, other than wtatever might be noted on the CHEQUE
card.

b. In the second case, the responsible technical
officer was on leave, but we were told by another officer
that he bad actually prepared the CHEQUE in thé absence
of the responsible officer and that he had had numerous
discussions in ORD ard with the contractor, There was
no record of any of these discussions,

¢. In the third case, the responsible technical officer
also was on leave, The division chief informed us that
the work statement was in the process of being prepared
and that the required technical and scientific review was

being made corcurrently with the preparation of the work

statement,
11, With regard to the third case cited above, the division

chief stated that the internal budget cycle operates in a-fashion that
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makes it impossible to do all of the homework that is specified
as a prerequisite to submitting the‘CHEQUE proposal., He also
" commented that this particular project was a "fishing trip" and
that he submits many proposals of a similar nature. He knows
A that a number of them will be turned down, but by submitting
many of them the chances are that a few will survive the a.gprova.l
process,
12, We believe the evidence supports the conclusion that
ORD technical officers far too often fa.‘il to make a reasonably
complete background investigation and scientific review before
initiating a project proposal. We have no reason for disbelieving
the assurances given us that there are preliminary oral discussions
of proposals, but we are troubled by the fact that these conversa~
tions are lost to the record, If the Director qf ORD required that
a properly documented record of pre-contract work accompany the
prﬁject proposal, fewer contracts would be proposed {which might

be all to the good), but those that were submitted would include the

basic detail necessary for informed judgment.

Recommendation No, 8

That the Director of ORD consider establishing a
formal mechanism for recording the substance of scientific
and techniaal reviews conducted prior to submitting
project proposals for review,
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13, The Procurement Management Staff works closely with

the project officers to ensure that contract specifications and work
', statements are clearly stated in the contract and to try to separate
the work into phases or parts that are susceptible to performance
measurement; such as, feasibility study, breadboard or prototype
hardware, or definable development work, This is sometimes
véry difficult to do, however, because clear specifications and
work statements are hard to come by m the case of exploratory
research contracts. We noted; that proposals from some of tﬁe
prospective contractors are in the nature of academic dissertations
containing no action verbs clearly defining what the contractor is

required to do.

14, The Procurement Management Staff is always on the
lookout for contractual arrangements that might involve a conflict

of interest--real, apparent, or possible, Many ORD employees

have worked for contractors in the past, and many former Agency
employees are now working for contractors., I the Staff has any
reason to suspect that a conflict of interest may exist, it seeks
advice from the Director of ORD, the General Counsel, or both.

We noted instances of inquiries having been made of contractors
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to ascertain if a former Agency employee would be engaged in work
on an ORD contract, Occasionally, clauses are inserted in con-
" tracts specifying that a former Agency employee is not to work on
the contract nor to have any interest in it.
Y 15. The inquiries we made of those we interviewed (admittedly
in very low key) did not surface any cases of possible conflict of
interest not already known to ORD management, The cases that
were known to exist had all been surfaced and checked out with the
Director of ORD and with a representative of the General Gounsel,
In most instances, however, these checks were informal, a.nd- the
reco;:ds available for review did not always disclose the reason
why a contract had been initiated when an "apparex;t" conflict of
interest existed or why an alternative contractor was not chosen.,
16, The DD/S&T and the A/DD/S&T are very much aware of
the possible embarrassment to the Agency if good judgment is not

used in the handling of such cases, and they take an extremely

hard-nosed approach to the matter of possible conflict of interest.

5
-

We did not find a comparable degree of awareness and concern at

the ORD level,
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COORDINATION AND COOPERATION

I. The responsibility of the Director of ORD "does not
include research and development activities which are specifically
delegated to other Agency technical offices." (HR 1-11d) The
statement assumes that a cle_a.r and precise distinction can be
made between those R&D activities that are asaigned to ORD and
those that are specifically delegated to other Agency technical
offices, In fact, however, if it is possible to make such a clear
and precise distinction, and this we doubt, it i8 one that is im-
pos si:ble to maintain over time, The Agency's R&D pie has been

. . -—’kﬁ—‘-_——h_—_‘.
rather oddly and quite messily sliced. There is inevitable over-

lapping, redundancy, and gaps that can be overcome, if at all,
only by continuing coordination and cooperation among the geveral
technical offices.

2. There is much room for improvement in this area between

ORD and the other technical offices and within ORD itself, The

problem of internal coordination is for ORD to solve. There are
things it might do to improve its external relations, but cooperation

is a two~way street, and ORD meets at least as many obatacles to
- 59 ~
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betterment as it creates, One of the major problems that ORD
faces in this regavrd is that, becaunse its own R&D activities cannot
be cleatly differentiated from those of the other technical offices,
many of its programs run in competition with programs elsewhere
in the Agency, and competitors do not often coordinate graciously.
3. Let us first consider the matter of internal coordination.
ORD is fragmented into eight tiny divisions (actually seven divisions
a.nd one group) along linea of scientific disciplines. In practice,
however, much of the work of the office does not follow the pattern
of its organizational structure. Two factors contribute to the
mismatch between organization and work., One of them is that often
the work does not fall cleanly within a gingle scientific area, Fly-~
ing platforms, for lexample, can be configured in a variety of ways
to accommodate an assortment of collection devices and techniques.

It is not surprising, then, that we found a number of ORD divisions

PU——

involved in some fashion with the exploitation of flying platforms..
h__..—-——-’/

The other factor has to do with the differing ways in which ORD
projects originate. Those that are conceived in response to external
requirements usually are assigned on the basis of the primary

technology involved in the development of the product, Many of
» I
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them, howevér, begin as the brainchild of one of ORD?!s technical
' officers, and the practice has been to allow the man who came up
with the idea to develop it as a project. It is not uncommeon to
find a project in one division involving a primary technology that
.'“-*.. is the specialty of another,

4, It is widely believed among ORD's technical officers that
the man most likely to get ahead is the one who has the most ;.nro-
jects involving the most money. The belief may have no founda-
tion in fact, but it exists nonetheless. Since surrendering an idea
would mean losing a project, there is a tendency in all of ORD!s
divisions toward pos!ses;‘siveness, secretiveness, and competitive-
ness, Some of this can be attributed to a proper concern for the
need for compartmentation, but ﬁuch of it is nothing more than a
reluctance to share ideas or technologies, Some of it; we are
sure, is a consequence of professional arrogance--an unwillingness
to concede that someone else might have a better idea, Another -

element is that of Ygetting credit, ' a near obsession with man
g ¥y

of ORD!s officers, These are typical of some of the examples
that were cited to us:

--~ The technical officers in the Radio Physics Division
who are developing the somewhat similar OMEGA
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and LORAN navigation systems deal with each other
very much at arms® length.

=~- The Radio Physics Division developed a computer
simulation for use on one of its programs, which
it then offered to the Physics-Chemistry Division
for use on one of its projects. The Physics- Chemistry
Division did not avail itself of the offer.

~~= The Radio Physics Division is interested in an avoid-
ance system for an amphibious vehicle. The Applied
Physics Division had a project involving an ultra-
sonic avoidance device that might be adaptable to the
amphibious vehicle. The Radioc Physics Division
technical officer was unable to get the data about the
avoidance device needed to determine whether it
could be adapted.,

-~~~ The Radio Physics Division failed to request support
and available technology from the Analysis Division
on the development of a mini-computer.
5. The extent of consultation and exchange of technical informa-
tion within ORD varies by division and by individual. Mostof it
is informal and oral. There is, in our opinion, less of it than
there should be, Some of the work is highly sensitive and must

be tightly compartmented, but much of it is not, There is no

excuse for one division submitting a contract proposal for work

that had already been done by another division, and we know of at
least one instance in which this has happened. What is lacking is

a mechanism for administering an orderiy and c.ont:rollédw exchange
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of technical information in ORD, There is at present no central

location in ORD where an officer can find out what R&D work has
" been completed or is currently being worked on by other divisions
or by other technical officers, We believe that it would be feasible
to develop something along this line and that it would be preferable
to the present situation, which is heavily -dependent on individual
initiative in seeking out information and on individual willingness

to release it,

.Recommendation No, 9

That the Director of ORD consider establishing a
central repository of information concerning R&D work
that has been completed, is in progress, or is contemplated,
6. Let us look next in some detail into the nature of ORD's
working relationships with other Agency offices to which ORD
renders R&D support. These relationships vary so widely in nature
that it is impossible to generalize about those of the office as a

whole, To tally them fully would almost require treating them on

an officer-by-officer basis, because the extent of coordination

and the degree of cooperation is heavily influenced by personalities
within ORD and among those it serves, It may be illustrative,
however, to summazrize our observations and the results of customer

interviews with regard to each of ORD!s divisions.
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Radio Physics Division

8. We received mixed responses to our' queries about
reiationships with the Radio Physics Division. OEL reports that
the division is generally responsive to OEL requests but is lack-
ing in understanding of near~term operational requii‘ements.
Close monitoring is required in order to get a specific answer
to a question within a reasonable time. OEL feels that Radio
Physics Division has a tendency to expand each project into a
five-year research effort, SOD cited the LORAN effort as a very
good program characterized by excellent working relationships.
We received a favorable report from OEL and an unfavorable

report from FMSAC when we ‘asked about their experiences in

working with oo |

25X6C :
- FMSAC also cited another project proposal on which

25X1A2g

ORD listed FMSAC as having "coordinated' when FMSAC had in

L:'; fact specifically disagreed with it.
£ Applied Physics Division
“ 9. TSD and the Office of Security are the primaty useré of
products developed by the Applied Physics Division., TSD is less
than happy with the Applied Physics Division. Although the
- 65 -
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reasons were expressed in such general terms as non-coordination,
lack of communication, or lack of cooperation; we believe that

personality conflicts and historical animosities are the primary

causes of friction., Neither side is without blame. The division

chief told us that he tries to obtain a memorandum of interest or
coordination from the interested component for any work he plans
to undertake; however, some work is performed without coordi-
nation if the division chief faelAs that the operating component is
wrong-.- TSD cited this as being a practice to which it objects.

10. The Technical Security Division of the Office of Security
had nothing but praise for the Applied Physice Division, Technical
Division stated that there is n.o competition or duplication of
effort between the two organizations. Technical Division holds
fruitful discussions with the Applied Physics Division on require-
ments to ensure that they are fully understood, that the operational

climate is spelled out, and that targeis are fixed. The two com~ -

ponents work together in defining concepts, in selecting contractors,
and in preparing work statements, They jointly visit the contractor,
attend briefings, and review contractor progress reports, There

is no formal procedure governing this close _relaticsnshi:p. It has
- 66 -
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simply evolved over the years, It appears to be rutually
beneficial,

Optics Division

11, This division stresses that every R&D requirement
should be related to an end product and be able to stand the {est
of relevance to the intelligence process, Division officers
staté that they constantly strive to interface with the customers
during every stage of the R&D process so that the end produc%.
will conform to the original requirement, be compatible with the
operational environment, and satisfy the customer’s need. The
results of this approach are noteworthy. Customer components
were high in their praise, not only for the success and profes-
sionalisﬁx of Optics Division's work, but also for the cooperation
and close coordination tﬁa.t ex_ists.

Analysis Division

12. Historically, relations between the Analysis Division
and many of its ;:ustomers have not been good. The frictions .
appear to have arisen, in part, from disagreements with the chief
of the Analysis Division about the nature of requirements for R&D

work in computer technology and, in part, from lack of understanding
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on the part of the customers of ORD*s role and of the contribu-
tion it could make. We found, however, that working i'elationahips
have improved noticeably within the last year or two., OCS,
which in the past complained that ORD initiated projects without
consultation and that the end products often were not applicable

- to needs or would not work on existing machines, reported that
relations with ORD have been vastly improved recently. OCS is
now working closely with the three branches of Analysis Division
on prc;jects of direct interest to OCS, Worthwhile results are
being obtained., OSI and CRS feel that they are being provided
useful service by the Analysis Division and have noted a much
greater interest in their needs on the part of Analysis Division
within recent months, OSR and FBIS also report beneficial inter-
faces with Analysis Division. NPIC is the only office we found

that still has less than satisfactory relations with Analysis Division.

NPIC is not at all sure that Analysis Division’s R&D efforts on

R 25X1A29 image manipulatio_ will produce results of
benefit to NPIC. There also is evidence of some rather sharp

jurisdictional disputes between NPIC and ORD, which may be the

main cause of the friction,
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13, The general improvement in customer relations seems
. to be the result of initiatives taken at the branch level and by
individual officers in Analysis Division to focus more sharply on
the specific needs of each user and to spend more time and effort
in consultation with the using offices and on in-house research.
This contrasts with the former approach of developing devices
or systems and then trying to ''sell" them to the customer, It
was clear from our interviews in the using offices that the cus-
tomers prefer to deal directly with branch chiefs and individual
officers in the division, rather than with the division chief.
Many officers in the using components consider the division chief
to be unfamiliar with the reqi_lirem.ent and operations of the
Agency and to be needlessly difficult to deal with,

Medical and Behavioral Sciences Division

14, This division works reasonably harmoniously with OSI

and the Office of 'Security, :but its relations with some elements
of OMS and TSD are very much in disarray., OMS has detailed an
officer from its Psychological Services Staff to work in ORD in
the hope of fostering a closer relationship. Customers cited as
examples of beneficial work by the division its projects- on hand-
writing analysis for TSD, polygraph research for the Offic;a of
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Security, epidemic modeling for OSI, and program-assisied
instruction in the Vietnamese language for the Office of Training.
T 15, The division's work about which its potential customers
are the most dubious is that in the field of the behavioral sciences,
m ‘ Its critics contend that the division is not well enough aware of
what is required or is feasible in this field to make a useful
contribution and tends instead to follow its own notions or interests,
The most controversial project at the time of our survey concerned
Behavior Prediction System.' The project reportedly was initiated
e at the request of the DCI, The contractor had been w;:rking on it

25X1A1a
.for three years, and about had been spent. As it neared

completion, & cominittee of prospective users was formed to

assess the worth of the projects. The committee concluded, in
effect, that the contractor had assumed the availability of data on
the ta.rgetR"IP_s\jtha.t did not exist and was not feasible to collect. _

Biological Sciences Division

16, The primary customer for the products of the Bio~
logical Sciences Division has been TSD. TSD was consulted on

the BW/CW program during the early stage of its development
-0 -

etk

S

Sanitized - Approved For Release : CIA-RDP88B00553R000100210001-5




Sanitized - Approved For Release : CIA-RDP88B00553R000100210001-5
) Y —

and has been kept informed of progrese and results, Officers of
the two components visit each other irequently. TS8D has had

free access to the contractor and has visited him often, TSD has
offered suggestions and ideas that have resulted in redirection of
the contractor's effort. It is noteworthy that the working rela-
tionships betwesan TSD and the Biclogical Scienceg Divisgion are
better than those between TSD and most other ORD divisions.
Much of the credit is due to the fact that the roles of each have
been well defined, Biological Sciences Division carries an idea..
from conception to feasibility demonstration or prototype stage
with TSD contributing as an advisor, At that point, TSD assumes
responsibility for making the product or system operational with
Biololgical Scie.nces Divieion acting in a technical advisory capacity.
This division of work makes for harmonious working relationships
and avoids the competitio'n and friction that appears to dominate

many of the other working arrangements between TSD and ORD.

LR

17, As can be seen from the above, the coordination~coopera-
tion picture is neither all black nor all white., ORD's working

relationships with its customers are smoothest in those fields

/o

| o—— i,
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in whiéh the two. are not in competition for a larger share of
the Agency's R&D budget, but there are examples of excellent
" cooperation in areas inwhich both ORD and the customer have
an R&D interest. Apart from a will to cooperate, which is an
""‘j essential, there are certain features that mark these good
working relationships and which are missing in the poor ones,
a. There is a clearly defined need for specific
R&D work that has been agreed to by both ORD and /
-the potential user,
b. The project has been formally coordinated
between ORD and the pﬁtential user,
c., There has been close and frequent contacts
between ORD and the using component throughouj:
the life of the project,
d. The using component has participated with

ORD and the contractor in continuing review of work

in progress,

e. There was a clear unde:."standing between ORD
and the using componant.a.s to how far ORD would carry
its development before turning the product over to the
operating unit.

-T2 -
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18, In the final analysis, most of the frictions ;nd
dis agreem;nts arise from differing interpretations of ORD's
role in the Agency's R&D arena, It is a problem that was
addressed directly by the Executive Director-Comptroller in
his memorandum to the directorates of last March in which he
defined and assigned responsibility for exploratory, direct
support, and multiple application R&D, Because the directive
was of such recentbdate at the time we were pursuing our
survey, we did .not have an opportunity to observe and to report

on its impact.

-13 -
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MANAGEMENT

" 1. The recently retired Director of ORD was the first

,_—:_—,___—————————“""\’\__\
full-time director of the office, He built it into what is is today;
/——*""m
and its organization, methods of operating, and style of manage-~

ment are largely of his making, The office W

director with a different pe'rsona.lity and background, and many

—

of the situations and practices that we observed during our survey

a.r;3<1i_ke1y to be changed. Change, in our view, is desirable, .

because the style of management of the former Director was not
well geared to getting the most from the resources available to
him.

2, The dominant feature of ORD management to date has
been permissiveness., The Director has never really taken charge

of the office, Many of the very fine technical officers in ORD

)

have turned in work that has been of immeasurable benefit to the

Apgency, but many of them have been allowed to drift into fields *

of activity that are of personal interest to them but which offer
little or no prospect of benefiting the Agency, There is -consider-

able variance between the R&D work that is programmed and that

- T4 -
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which is actually undertaken, The distribution of work among
the divisions is not consistent with the organizational structure
and delegation of functions. Since positive direction and guidance
by the Director has been lacking, the divisions have been left
to their own devices for solutions to problems that should be of
immediate concern to the Director. We did not consider the
management standards and procedural mechanisms we found in
ORD to be adeqguate to ensure proper validation of R&D require-
ments, allocation of priorities, review and monitoring of work
in progress, or evaluation of the work force and of the R&D
end~product.

3. In our discussions with the Director of ORD, he defended
his management concepts in terms of the inherent difficulties of
managing and evaluating R&D activities; the historical evolution
of R&D activities in the Agency with the attendant fragmentation
of functions, indistinct‘authorities, rivalries, and irhbala:;ces; -
the necessity of avoiding bureaucratic rigidities in order to main~-
tain an environment that was conducive to creativity and innovation;

and the failure of top management to identify gaps in the intelligence

-75 u
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process requiring R&D effort, While acknowledging that there

is some merit in each of these points, we feel that the Director

of ORD has had the authority and the latitude required to make

needed improvements, but he has failed to do so. Although he
4»*1 was highly regarded for his technical ability and for his imagina
| tiveness, we received criticisms on the wa.y ORD was run from
employees at all levels within ORD and from officers of other
Agency technical components,

4, Oddly enough, or perhaps not so oddly, many of the
officers in ORD who were most critical of the loose managemeh’c
of the office were quick to add that they personally preferred to
work under this style of ma;.na;gement;, because it gave them a
gréat deal of freedom in their work, There.probably is a quite
fine balance between maintaining control and encouraging innova~

tion, but we came away from this survey with the distinct impres-

sion that maintaining control has been lost sight of in ORD,

Policy Guidance

i
F
1

5.  The most frequently heard refrain during our interviews
at all levels in ORD was over a lack of policy guidance from the

upper echelons of the Agency. There is a widely held belief that
‘ - 76 -
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it should be possible for some individual or group fo id;antify
long-range priority national intelligence R&D objectives, which
ORD could then translate into a work program specifically
focused on major gaps. The five-year program forecasts were
criticized as being too general in nature to iden;cify these gaps
and that, as the forecasts filter down, not enough interpretation
or guidance is added to them to enablé the technical officers to |
design R&D projects directly responsive to major needs,

6. We think that the difficulty lies primarily within ORD
in f&ﬂing to identify and to concentrate its éfforts on programs
of major significance. ©@ne officer that we interviewed over-
stated the problem, but he identified it corz.:ectly: "ORD kills
itself with thousands of little projects," Most officers would be
happy to see definitions of the R&D scientific dis_;ciplines for
which they are responsible, a clarification of criteria for the
validation of requirements, standards for evaluating on-going

projects, and provisions for an open and mutual exch'ange of

technical information between ORD and other technical components,
They believe that, if these things were done, their concerns
over lack of policy guidance would diminish,
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Organizational Factors

7. The organizational structure fhat we examined in ORD
is not, in our view, well designed for efficient management.
The office is fragmented into a series of small divisions. Six of
the seven divisions have fewer than a dozen professional officers
assigned; one, the Medical and Behavioral Sciences Division,
has only five. The divisions supposedly are organized on the
basis of scientific disciplines, but they de not actually operate
that way. This is so, in part, because many of the projects
that are{ undertaken require the application of several scientific
fiisgiplines for their completion and, in part, because the divi~
sions are allowed to initiate projects that are incompatible
with their assigned areas of specialization. Furthermore, it is
not uncommon to find two or more divisions working on essentially

similar problems. Because there are 8o many divisions and

because they intrude in others® areas of splecialization, there
O are problems of coordination and communication that would be
of a much lesser order if the organizational breakdown were less

fragmented,

~ 78 -
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8. Consolidation would also make it easier to apportion
' the workload evenly, or at least more evenly than it now is,
The average workload is now about three or four projects per

technical officer, but it is highly variable, We found one officer

Y

handling 15 projects and some with only one or two. In addition
to variations among individuals, the workload is not apportioned
evenly among the divisions, The Medical and Behavioral Sciences
Division is a case in point. It does not have the funds that are
really heeded to conduct in-depth research in ail of the areas
aelectwed for exploration nor does it have the staff that would be
reéuired to properly oversee work in progress, Its resources
are stretched too thinly., A partial solution to this problem

might be achieved through reorganization and redistribution of

the workload within ORD, but we believe that what is needed in

this case is a realistic appraisal of the worth of on-going and

planned projects in terms of the staff time necessary for their
proper management. It may be that the best solution would be
to assign more people to the division, but we have the impression

that some of the division's lower priority work could be eliminated.

. - - 79 -
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Recommendation No. 10

That the Director of ORD review the work pro-
gram of the Medical and Behavioral Sciences Division
" in terms of staff and resources required to manage
these activities properly and terminate those activities
for which adequate staff or other resources are not
available or cannot be provided,

g, We also believe that there would be advantage in con-
solidating separate activities that are closely related, which
probably would call for organizational adjustments. This. -
observation is based on our repeated encounters with technical

officers in the various divisions who were working on the deve-

lopment and testing of flying platforms, Even Optics Division

-

has a program in this field. While it is true that each of the
divisiong that is developing sensors has a valid interest in the
use of flying platforms as a means of emplacement, it appeared
to us that each of them was addressing itself to an essentially

similar problem: how to get the device to the target. We

believe that it would be worthwhile to expiore the feasibility of
centralizing ORD's activities relating to emplacement platforms.

Recommendation No, 11

That the Director of ORD review all on-going
or planned projects concerned with emplacement.
platforms to determine the feasibility of conaolidating
these efforts within one organizational element of ORD,

- 80 ~
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10, The organizational structure that we examined in the

' course of our survey was obviously one that suited the style and
disposition of the then Director, In our view, a numbex of other
ways could be found for apportioning and supervising the work
that would be more effective than the present arrangement, We
are sure that it is a topic to which the new Director will give
early attention.
Reporting

© 11, ORD's division chiefs keep abreast of the status of
their projects by reading their technical officers’ trip reports
and contractor progress reports, by occasionally accompanying
the technical officers on visits to contractors, and by discussions
in daily contacts with the technical officers. Most of the divisi:)n
chiefs are thus able to keep themselves adequately informed on

those projects for which they are responaible, This informal

system breaks down sometimes, however, A recent example
26X1A5at -

was a Radio-Physics Division contract NG {o: zirborne

navigation equipment. The contract developed a serious overrun

that did not come to the attention of the division chief until after

the contractor was already deeply in trouble. That contract was the

subject of a special report to the Executive Director-Comptroller.

- 81 -
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12. We found no evidence of a systematic mechanism for
keeping the Director of ORD similarly informed on the current
status of work in brogress. He héld two staff meetings each
week and kept an open door for division chiefs or technical
'-1 officers to brief him on work under way; however, the initiative
for passing information to him restsd with the division chiefs
and technical officers, One division chief reported to us that
there were only three occasions on which he discussed projeci;
work with the Director of ORD: (a) when a project was in trouble,
(b} when a project was compieted and the results were to be
presented, or (c) when the Director of ORD epecifically requested
information. We believe it imperative that a means be devised
for X;eeping the Director of ORD informed of the current sté,tus
of all work in progress. He needs less detail than do the division

chiefs, but he certainly needs more than he has been receiving,

13, The Procurement Handbook (HHB 45-3) specifies that -

a component having technical cognizance of research projects is

’
!

responsible for, among other thingsl, Yperiodically documenting

the progress and prospects of each project under its jurisdiction,”
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ORD management does not‘have a clearly enunciated policy or
even a conaistent attitude toward this requirement. As a con-
sequence, we found considerable variation in interpretation of
and compliance with the respons ibility among the technical
officers. Some divisions require their officers to submit these
progress reports, and we found them in the project folders;
however, some divisions do not require the reports, and they
are not made. The divisions who do not require progress
reports by the technical officers justify their action on the

grounds that the division chief is in such close daily contact with

his officers that oral reporting is sufficient,

14, Progress reports are received from the contractors,
but the ORD technical officer is not required to make any sort
of written analysis, evaluation, or comment on them. The tech-

nical officers do submit the required contract inspection reports,

but their preparation calls for litfle more than placing check
marks in a number of boxes.
15. We believe there is a need for periodic written pro-

gress reports by the technical officers in which they are required
- 83 -
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to state their own analyses of the contractorfs work to include

an evaluation of progress and an assessment of future prospects,
1t would be a beneficial exercise for the technical officer, and it
would yield a basis for summary reports to the Director of ORD,

Recommendation No. 12

That the Director of ORD review present report-
ing standards and practices within ORD and revise
them as he feels necessary to keep himaelf informed
on the status of work in progress or planned for the
future. :

Looking Ahead

16, Many of ORD's management practices are open to
criticism, but these are problems that can be attacked and solved
internally; however, the Agency's policies and standards for
conducting R&D have a profound impact 01'1 the way ORD conducts
its business, and ORD has limited influence over these externally
imposed policies and standards, The Agency has chosen to

disperse the R&D functions among & number of technical components,

; but it has not in the past established a framework of common

management disciplines and practices that would apply to all com~
ponents engaged in R&D work to ensure that théy work together
toward common goals., Thete are wide differences in Opinion
) - 84 -
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and practiée among Agency technical offices as to the pre-

z;equi-sites for undertaking an R&D effort, the manner in which
' it should be conducted, and the method of evaluating the results,
The Executive Director-Comptroller's memorandum of 8 March
1972 establishing an R&D Board and a Technical Coordinating
Committee is a major step toward clarifying R&D goals and
resolving dispufes that arise in the R&D arena. We believe that
a legitirnate follow-on endeavor would embrace the establish-
ment -of uniform standards and mechanisms for the management
of R&D activities and for the evaluation of the results of the
Agéhcy's R&D efforts, The ultimate goal should be:

--- To ensure that R&D proposals are consistent
with the Agency's primary missions and objectives.

=-= To ensure that there ig a realistic match between
technical and operational feasibility.

--- To foster purposeful consultations and disciplined
interaction and coordination of effort among the
Agency's technical offices engaged in R&D.,

~--- To foster a freet exchange of technical information,

~--- To minimize unprofitable rivalry, competition,
and duplication of effort.
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-=- To strengthen the requirements and standards
for pre-contract work and the monitoring of
contracts in progress,

" ~~- To synchronize and improve the Agency's ADP
contract management systems.

--- To establish a system for evaluating R&D efforts
in terms of contribution to the intelligence process,

- 86 ~
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