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ECNOMIC AREA CO MENTS ON PRET:UT SYSTEM OF TIME IISTRI. UTION

&, (eneral

(1) In reviewing the many comments made ty Economic Area division
and tranch chiefs on the present reporting system of time distritution,
a few cogent comment® were noted and the thoughts, ideas, and sug-
gertions contained therein have bean utilized where feasitle in the
oroposed type of syrtem., “ome of these pertinent comments hcve teen
quoted and are informally diecussed am follows:

(a) Question

"What is the usefulness and value of time reporting in
terme of o"fice menagement?®

(t) Answer

" Time reporting can be useful to tranch and division
chiefs as a device for studying the distribution of
responsibilities among personnel of their staffs., It
alsc can te useful to persons resvmonsil.le for program
planning a8 a measure cf unit capability for undertaking
new activities and to individual analysts as a measure

- to manage that time more offectively. To be useful for
these ourposes, such time reporting must be detailed and
accurate. Some ORR anzlysts will record their time
daily. Otaers will bring their reports up to date on a
weekly basis; therefors, the time reporting form must
be such as to encourage maximum possible recall.?

{c) Discussion

The question poss? reporasents the basic qualificetions
of any reporting syster. In any Eystem there is always
2 definite cort factor to maintain it; hence, it should
more than nay for itself in terms of being useful and
having value to manaremant., It if felt that the
rocommended proposed tyoe of project control system will
be useful to management as well at the analyst and that
its valve will be reflected in more effactive control,
planning, and production,

The suggestions tendersd as to the need for accurate
and detailed time renorting have teen adopted in the
proposed system with modification as to detail, It
i1s felt that too much datail detracts from the value
of reporting on a production hasis ageinst reporting
B--1 .
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on a job Lasis. Only that datail which is voth desired
and justified should ! maintained., Proposed reporting
forme have bteen designed to reflect minimum justified
and required detzil in a handy, reference-type, easily
understood format, permitting maximum possible recall,
with a mimimum of reporting effort required,

Interpretation of Depree of Comopletion of a Project

(1) Comment : ¥
——ta - iap -

o (8) "Where jtime records ar: keptten specifit projects, it is
suggesied that the mechanical interpretation of Gegres of completion
of a project indicated by time spent divided by the total time allo-
cated for the vroject be used with caution. No project is completed
until it is submitted by the resncansible anslyst. An ordsr to pro-
duce three-fourthe of a project »t the point in time at which throee
fourths of the time allocated ha: teen used will usually result in
the production of a limited series of notes, reflections, and work-
ing drafts of a few 1solated seci:ions of the report. The producing
analyst, -branch, or division, hovever, should ordinarily be stle
to indicate the status of a piver project in such terms as: (1)
ontline completed, (2) data collection underway, (3) data collection
comnleted, (W) data being procesced, (5) first draft being prepared,
ete, At this nolnt, it is sugge=ted that the branches give serious

conrideration to the accumulation of expérience factors on time ree
quired for the various phases in project production. In addition,
data such as length of time for typing of various drafte, branch
review, and division review should he coneciously accumulated and
used with other information in planning the hours required and due
dates of projects. It is recognized, however, that the phases of
production may overlap, and varicus irregularities may appear in
vractice. Therefore, the nroblem of time accounting should te
anoroached on the rranch level i1 an experimental manner M

(2) Discussion.

(#) The practicality of the suggestions contained in this
commeng hes teen revieved carefully. Py having project progress
reporting .in terms of subjective degrees of completion rather than
on percentage of estimated time for completion, a more reslistic
portrayal of actval status will te ohtained. This reporting
concept has been incorporated in the proposed type of reporting
systam, e :

fb) vrovision for. accountirg for other than research time,
such af typing of drafte, review, ete., is desirahle in order
that complete time costs be ottained. The maintenance of factual
time cost statisties will result in sound, proven statistics for
future planning, scheduling, etc. The rocormended type of sycte

~ nrovides for this tyne of complcte time accounting. '
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(¢) The value of approaching time accounting in an
axperimental manner is questionatle, It is felt that any
well-develeoped time accounting system, after its introduc-
tion, should be maintained as standard working procedure.
There rhould, however, bte enough latitude in the system to
provide for continuing improvement as well as local adapta-
tion without disruption to the system ac it effects the
total overation.

iteduction of Number of Time Categories Reported

(1) Comment

(a) "On the level of the Fconomic Research Area or ORR g5 a
whole, it 1s sugrested that time reporting should be comtinued,
but that the number of categories reported should be reduced.
Time spent on numbered projects should be reported since such
accounting may be used in budget justifications and serve planning
uses iIn the area or oifice. Where considerable time is spent on
support activities for OCT and other consumers, it should like~
wisé he of value to have same messure of the magjnitude of such
suppcrt sven though it may seldom come in numbered rrojects.

It would be desirable therefors, to develop definitions ani
reporting symbols to facilitate sueh reporting by analysts and
to permit easy aggregation of reports on higher levels. The
definition of "Mesearch" shouli be broad enough to cover intel=
ligence production, intelligence support, and intelligence
maintenance, The remainine categories of time reported by
analysts could refer to training, administration, and leave,
Within these four chief catego:'les of the times spent, further
study should be given to the degree of refinement of sub-
categories. - It is suggested that a suitsble number of symbols
be developed for the time reporting scheme or that the report
form can be made smaller than st present.”

(2) Discussion

(a) In developing eny procedure of reporting time, progress,
etco, it is of prime importance that full consideration be given
to the additional work-load thet will be fncurred in the main-
tenence of the new procedure. In order to reduce this required

maintenance time, full use should be made of short-cut reporting
techniques, reporting aids, anc, of course, to provide for as

few reporting items ae possible to portray the administrative
needs required, '

(b) The proposed recommended type of system has been
developed with these needs in mind ani leaves room for the use
of reporting symbols. The forms have been designed with an eye
to size, ease of handling and zdequacy for the reporting job to
be accomplished.
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Present System Complexity

(1) Comment

(8) "The fault of past time allocation systems has been
that they comprised too many categories 3 @t the same time, there
were many activities in which the analysts were engaged whioh
were hard to classify in terms of any of the categories, The
result was that the analyst often would use his own discrstion
as to how to allot his time in terms of the time allocations
sheet and the latter became, to that extent,, meaningless, More-
over, the overall complexity of the system influenced the ana-
lyst to allot his time in an entirely cavalier manner —- a
reaction which tended to render the entirs system meaningless,"

(2) Discussion

(2) This comment reflects an existent situation that must
be corrected if any renorting system is to be successful in re-
flecting factual eriteria. By nin~pointing time accounting
clearly to project numbers, programs, consumers, etc., by means
of forms and procedures which ave not complicated and require a
minimm of analyst decision, it is felt that any "cavalier !
manner” regarding the iime accounting process will be eliminsted.
However, 1t iz necessary to point out the fact that the mainten..
ance of a time and comtrol system, if it is to be successful,
mast be accomplished in the prover work spirit, for in the lgst
analysis any report or reportin: system is only as good az the
material being reported ard the individuals.doing the reporting.

Brevity, Clarity, and Cooperaticn

(1) Comment

(a) "Use of symbols, clear definition, and short form
should make a reporting scheme rore palatable to the analysts.
In any event the rurpose that tle renorts should serve should
be made explicit to all concerned so that sympathetic cooperation
can be rained,”

(2) Discussion

(a) Stressing agsin the velue of having forms designed
in formet and procedure so as t« provide for the full utilization
of sumbols, checks, etc., and alse to be clearly understood by
those having to use them. is reretitious at this point, but it is
important and was sincerely conzidered in the formulation of the
proposed type of systenm.

(1) Likewise, the murpore of the reports as operation tools
of management, indicators of production, work~lcad, and backlog,
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and also as guides for planning, scheduling, tudget, etc.,
tut not as afficiency indicators, regarding the output of
individuals, is definitely tc he made perfectly clear to all
personnel concerned, for without sincere cooperation this
system, or any system, cannot succeed.

Reporting bty Area Code

(1) Comment

(e} "It is sugpested that consideration be given to reparting
'‘Research’ bty area coda. This would give ar indication of time
epent on each of the countries in the “oviet Bloc and might serve
2 useful purpose for planning.®

(2) Niscussion

(a) It is planned that "Ressarch" time expended will be ]
accounted for in terms of project numters, programs, consumers, '
etc. There 18 no reascn why the iist of chargeable accounts
cannot be ertablished to include accountability by ares code. In
fact the development of this list can include and should include
all categories deemed necessary to provide the required data for
adequate planning, operations, et:,

Personnel Covered by Time Reporte

(1) Comment

(a) "Personnel to i'e coverel by time reports rhould be
determined hy the uce to be made >f the report, Is it suggasted
that the division chief's, deputy division chiefs, and higher
supervisory personnel not be required to submit time reports., Their
total time can perhaps te adequatsly allocated, if necessary, in the
fama proportions as the total reported time of tae branches. Until
a need can te demcnstrated for renorting the time of secretarial
and clsrical personnel, revorting on these personnel chould not be
required. ®

(2) Discussion

{a) This corment has been included for discussion tecsause
it represents thinking somewhat i:: contradiction of the consensus
reparding the reasoning tehind the basie purposes of accounting
for time expended on nrojects, etc, as previously stated.

(b) The proposed type of system iz flexible in that time
may be reported without change to t.ue forms and basic procedure,
in accordance with criteria estabiished after due deliberation
and decision bty all levels of munegement. It is felt, however,
thiat the aceounting of time, if 1+ 418 to provide complete information
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for the purposes previously menticned, mu:t be mate troad
enough to reflect overall time costs per project, program,
consumer, ete. To do this, then such time cost totals should
reflect all operation time expancad, and it may well te decided
that 1t include secretarial and clerical time =o expended.
Review time, conference time, ati'., of management personnel,
chargeable to a predetermined ch:rge accouni, may alsoc be
accomtahle,

Study to Netermine Revorting Purposas

(1) Comment

(a) ®It is recommended that a continuing study be mace of
time accounting and menagement procedures and that further re=
finement of time reports be tested on a pilot basis, say, with
the cooperation of a small sample of analyets. Such a continuing
study should establish what purpcce the enlerged or changed scheme
of renorting will serve and should exsmine what other offices or
organizations are doing in this ezrea. Time reports can te used
for judging time allocitions onlv where stardards of meacurement
exist, "™ese standards should : = mace explicit, i.e., an optimunm
allocation should be shown and inferenca of af ficiency should be
made with care.®

f2) DMscussion

(a} The introduction of the proposed type of Project Control
System to the Fconomic Area oneraiional organization may wall te
introduced a8 a product of their wn suggesting, As a result of
continmaing study of time accountiig and management procedure; the
proposed type of system was develoved for their use as well as
for ton management.

{t} With s minimum of refinament and davelopment the proposed
iype of system may be introduced sither on a pilot bhasis or as new
»tandard "acrossthe-board® nrocoiure. Tt may be decided that
complete introduetion shoulii take place first with any changes or
revisions needeld to be added on an "if, and/or, when" tasis.

{e) Continuing study of a nvoilem is all well anid good up to
A Jogical point whera sincere ra=ippraisal of ths protlem should be
macde and & positive path of actior taken. This point has teen
resched in this care, A trial sy:tem has ta@en in effect now for
over & yoar and while ite resulte have not been entirely catisfactory
it has provided hasic experisnce snd'data uoon whieh the proposed
iype of system is predicted. This eystam ie cne patterned on stand-
ard business .as well as indvstrial practice in the area of time and
sontrol orocedure, '

ti;  Time revorts, properiv raintained in accordance witn a .-
- baudard orocedure, will reflect in the sccumulation of nositive
=ineriance factors that can be ur:d as planning time allocations.
R & ‘
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These experience factors becoms in effect planning standarde

and measurements to be used as programing guides and due to the
nature of the werk parformed in ithis area no use of these standards
should be intended us efficiency guldes of individual or collective
performance.

Accuracy of Reporting

(1) Comment.

_ {a) "Insofar as accuracy ol reporting is concerned, this can
be handled in pert ty requiring that time reports by analysts be
submltted daily. Definition of activities should be made with
greater pracision than in the pa:st,t

(23 Discussion

fa) While this corment is wimed orimarily at the present
time distribution system, it is cignificant in its application to
anv reporting system, Accuracy, however, is only one requirement
Tor sueccersful reporting., Reporiing should te factual, complete,
in accordance with a standard prccedure, as well 8s accurate.

‘t) It is interesting to note here that no definite time
cyele of reporting is oronosed i the recom-ended type of rystem.
Jt i8 felt that the turden of rasrorting should 'e held to the
barest minimum necefsary to maintain currency of the control
“information,.

(c¢) Precise, cleer definition a= to orocedure, activities,
atc, would be developed in the final syrtem procedural packags
nrior to operational introductior,




