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The tasks to which this study is addresscd are the definition of management

informaticn needs, reassessment of the current Management Information Systom
S (MIS), and consideration of alternatives. The intent is to view the MIS and
managenent information nceds, and their relationships to Center activities, in
general, in broad perspective so as not to obscurc the issues with umiecessary
detail. No attampt will be made to fully swmarize the appendices, since that
information speaks for itself. However, the appendices will be liberally
referred to and significant points noted. : '

It is extremely difficult to place a specific value upon management infor-
mation, particularly in a non-profit emvironment. About all that can be said
is that Center management (and other appropriate authority) should have avail-
able, by one means or another, thet information which it must have to accomplish
its objectives and fulfill its missions and that the associated cests should
not be excessive. Certainly this information requirement can be met at a cost
comuensurate with the importance of the NPIC product and with fulfillment of
the national role in the intelligence commnity. : ‘

The problem then is briefly one of, firstly, defining the objectives and
missions and, secondly, defining the information which is essential to accemplish
these in order to assess the assets and liabilitics of the MIS and consider
‘alternatives. The importance of objectives, goals, etc., has been discussed =
elsewhere a number of times, so the focus of this study will be upon the second
item. This deceptively complex subject, the information necessary to manage,
nothing more and nothing less, is the legitimate concern; that is, a management
information system, not a strategic planning tool, not an operations research
technique, and definitely not just an operational control device for monitoring

o

specific tasks, although this latter activity is certainly rclated to a management
‘information systom and may indeed be a subset of such a systen. o '

There is much confusion about menagement information systems in general and
tlie MIS in particular; this is the root cause of many of the problems besctting
the current MIS. Questions such as "What do I want it to do and why?" 'What
should it do?"' "What can it do?" ‘What can't it do?" need ansvers. Stated

bluntly, it is quite clear that many persons do not either understand or agree,
or perhaps both, upon the purposes and capabilities of the MIS, or any manage-
. ment information systcm for that matter. This is evident from the responses
obtained from the Groups and Staff, and from discussions with JAS, to certain
questions posed to them on the MIS and management information needs (sce
Appendices B, Questions on Definition of Manageinent Information Needs and
Reassessment of the 116, and £, which summarizes responses to the questions).~
Perhaps, tco, it is naive and unrcalistic to expect full understanding and
agreement, and it should not be inferred that any onc answer to a question

- posed is necessarily correct. The answer to a question such as 'What are your
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n%ﬁ]ﬂgff”“ﬁt Information noeds?' will depend vpon, among other 1})1n..,, such

variables as what the parson is supposad to do, vhat ha actuglly does, how he

does it, the particular pLOUICma he has cicountered in the past, the rcqumJLs

he has had ai anticipates for informaticn about his arveas of responsibility,
. and even personal deb S, - ' ' '

///\ khen twyinn to categorize and enalyze the substance and validity of responses
: %\ stating information ne?d" plus epinions as to what is wrong with or lacking in
[ as an ongoing system, which 2150 3 reilect ‘hc variazbles mentioned above, it is next
R T to inmo ossible to c SSny, much less reach conclusions about, the responses
;)\5? _ wnless seme sort of framswork is provided upon which to "h: ﬂp” the infommation;
(}}*‘ that is, to r“]au its parts and make it a cchesive pwctwlv, so 25 to furnish

a perspective vhich is valid and can bv of scme use in making the appropriate:
decisions, '

Plannlngnsnd Centrol, Althouzh some might consider such an app:02ch '(oo
theoretical” and a "waste of time," it is hoped that the point has been made,
; ' and it will Lp rainforced below, that this is absolutely essential. All oo
) often, there is a t endency to 50 charging off in all directions with solutions
to the problems before the problcws are leally defined or understood., The
intent herein is to desrive the right solution for the real problem, not what
someone thinks it is but what it cClUd11} is. (For cxemple, would it not be
rather foolish to make the MIS yeal time when there is almost unanimous agree-
i - ment that the MIS information content is i]aacluqte?) And it doss not matter
so much vhezther or not there is agresment upon the conceptual framework (there

i '  Such a f amevork is providad in Appendix D, Management Information and

; probably won't be since there are “almost as many views of the management process
P as there are managers); what is important is that the classification scheme is

understood so that therc is commmication using a ]unoungo mezning the same
things to all involved., For example, it is hmmsd that ,‘7hcn operational control
" decisions arve referved to, all are thinking about roughly the szme type of

o decisions with respect to time span, organingCJc 1l level, irpﬁrtance, amount
of judgment involved, and so fow*}, 10 matter what others might have preferred
or even what might have been preferable to term that class of decisions. The
SR main definitions derived in Avpendix D are repeated here for convenience,

Strategic Plamning: the process of desciding on objectives of
i {he orgenization, on changes in the ochbilv\J, on the
P S .. gross resources ”ﬁd 1o at 115n these objectives, and on
' pol:c;os that are €0 govern tho acquisition and use of
these resources.

: y ;Manincm nt Control: the process by which RaNagers assure
i S o tha» resources arg obtained and used ef ectively and

2

/

S-E-C-R-E-T

Approved For Release 2008/09/23 : CIA-RDP73T00325R000100010015-6



wOni Approved For Release 2008/09/23 : CIA-RDP73T00325R000100010015-6 ¢y, 1115 LADER

Main Report
cificiently in the accomplishment of the organization's
objectives. It combines both plaming and control within
- the context of objectives and policics determined in the
strategic planning process; effectivensss and cfficiency
are the criteria relevant £01 JUd“]H“ actions.

Operational Control: the process of AS%UTJHJ that specific
tasks are cairied out fflclontly and cffcct1vo]y; “enphasis

1s upon execution of tasks.

v

It was not poss:ble to obtain the f17st or or:g:na) cost of 1he current

MIS, but a very conservative estimate of current ana 11 costs to NPIC, more .
or 1eoq directly attributable to MIS operatiens, is or, 1ooL1ng at 25X1
it another way, less hardwsre costs of about yearly, this is the  20X1
equivalent of about 1 (NPIC average grade) man-years. It should be 25X1
noted that hardware co sentially a sunk cost since NWPIC owns its computers

and contracts for regular mainte enance, and those costs equivalent to the extent
that MIS output obv<atcs other systems probably should be subtracted from the

" annual cost fioure if it is desired to arrive at an absolute cost figure.

'Abl endix c, B71cf Description of the Current MIS, and Apnondlx F, Samples

of MIS Standard Out}ut, Toughly sketch the operation of the System and indicate

‘its capabilities, Briefly, the MIS can provide regular time hours, overtiwme hours,

and dollar equivalents sorted in various ways HCCO“dan to organizational. element
(Group, DlVJSJOH, etc.), project block (major work effort, such as KH-4A '
processing, basic reporting, etc.), specific project muber, and activity or
skill code(s). It is capable of providing reports or listings showing active
projects on ‘record, active projects by responsible component, all projects on
record, new plOJCCLS established, projects completed during a pevied, projects
cancellod and products and time recorded against cancelled and completed pro-
jects. These reports generally include project muber, project title, organiza-
tional element responsible-for the plOJect, categoyy or specific type of Pt roject,
country or area of interest, requesting organization, project pricrity/weight,
begin, dcudlnnv, and completion/cancella ion dates, and security claf<1£1C¢t10n

~code of the requirement form. Also available is a report, Component Time
Allocation, giving weekly informaticn on each omnloyno by component; it shows

name, budge nuber, grade, component, week ending date, projects worked on,
activities against projects, nd regular tinme, ovc1tuwe, and dollar eouava1onta.

-In addition, there is a MIS Capablllty for specially formatted lololts' that is,

prcsoniutaon of data in other than standard formats in answer to ad hoc requests
but not necessarily in any format dcsllco——thc1c are constraints .as to how
the data may be aggregated and presented. :
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In shovt, this is the current MIS C“p“bi]ify hwch does not mzan the

System canuot be dmproved, if desivable, in a muwber of ways, including pevhaps

reprogramaing.,  The vosi ser&or» constraints by fai on JnuLovcw“nL of the

MIS ave dictated by its record struciure, which sinply meens that it is

possible €o 1npuL and & MLOLV data only in certain rigid Fformats and amounts and

to associate the data in only certain ways., In other 3 words, thare are somz real .

constraints upen vihat may be doae, W;knin reason, Wit ch the current MIS. By

“within reason' is meant thwt,~'[ ve are speaking of making the MIS into a real-

time system, with near veal-time input and output, then, for all intents and

purposcs, we are, or ought to be, speaking about a new .”~tcm one in which

it would -be worse than ;ooleh to incorporate these sericus constraints. This

implies a very fundamental change, comprising rcdesign and at least major re-

programming., If, on Lhu other hand we ave really considering only wmaking the

- current MIS cmnfir“ 2tion real- t;mv, that is, imagine that essentially tha

current output were available in real time, then we are no longer speaking of

- a managemsnt systom with real applicability to mgnagement planming and control

(cxcepnlon reporting), but only of what would be basically an operational control

mechanism,

The . CleGﬂt MIS is mainly OfJCHLLd toward project ﬂcrountjnﬁ, or the re-

ordlng of data against discrete tasks. This has meant that, since all the

time of every crwloy ee is recorded in the MIS, when utilizing the MIS all Center
activity must be conceived of as being applued to discrete taqkd, an cbvious

and serious error. The System tries to "hedge' against this misconception,

vhich unfortunately has had certain ramifications in how some persons fundaments A]y
view the sctivities of the Center, by setting up "open" project numbers and.

othar devices which in fact obscure rather than aid asse ssement of accemplish-

‘ments and 01tcn nreatly frustrate management attempts to use the stLem Peirhaps
‘it is of relatively minor importance, but this has also increased costs through

unde Sirsule redundancy betwean Ol?uJ1Z tional elems 11, activity code, and
project nuaber, , - o .

Not to belabor the puint buL this essentially task-o: 1ented approach is
nceptually jnvalid and is the greatest single detriment to the System's
i atio

i
Jmpatod purpose, to prov:c managenent information, Although there is some

S Jegitinate we Jaccmﬁnu juformation "fallout" from the System, ccaprising certain

aﬂvrcohtio1 of project oriented data, the System xs,b) ~design.basically an.

0> _...-..m--—-ﬂﬂ

opera ational control mechanism vhich hes been forced to masquerads as a manage-

L mEHE 3 RO TRATION™ SyoLLﬂT “Aaid as a s specific task-oriented. system, by consensus

it fails a wost crucial test--it is not timely C”'UOh

Tn managing specific tasks, it is 1mport nt to Know when, and also how
far, something is d“vnennn from plan or is out-of-control, so corrective
action can bu taken either by supervision or line management. It Is, of course,

» . : . 4

S-E-C-R-E-T

| Approved For Release 2008/09/23 : CIA-RDP73T00325R000100010015-6




T T

FORK1M Approved For Release 2008/09/33 ° GIA-RDP73T00325R000100010015-8 RILIG IAPIR

Main Report S '

a MnLLCL of 1Ud wmient and a function of the lethulal activity being monitored
jusit how L1m~1y information must be, but appavently the System is not tinely
cnouoh because™ it rarely, if ever, is actually used for control purposcs by line
managenment and supervision; that is, 01Lh0“ to ascertain if things are going
dCLOldlng to plan or if things are out-of-control. The PMB is moving into the
control .areca, monitoring projects using the MIS, but its position also is that
the MIS is not timely cnouﬂh for this purpose. And with respect to monitoring
specific projects, upon which the PMB scheduling function is aruud]]y bascd,

one could wonder if this line functicn, project scheduling and control, has not

_been relegated to what could be considered a rather high-level staff activity

(even thougl the PMB is cemposed primarily of line representatives who meet
daily) due in great part to the failure to provide line management with the

~data it needs in a timely fashion. Of course, the PMB has the additional

responsibility of scrutinizing and validating requests for products or services.

As mentioned, it is Lhﬂ consensus of NPIC components that the MIS is not
timely enough for those uses the components envisage for it. It is safe to
say that JAS would prefer more timely output. As pointed out in Appendix C,
output relating to time sheets is normally received about one week after the
data is submitted to AID. This can mean that, for a specific project, since

"the time sheets cover a one-week period, it could be up to two weeks before

information were available; for example, if the information pertainsd to tine
recorded against a project completed on a Monday. For other types of data,
even thﬁunh the data is often input daily to AID, the lag in time can be {rom
about two da)s (as a best case for items such as products produced, changes
in project status, picking up new projects, etc.) to about one full veck
This is bccquqc Lpddu]ﬂﬁ is accomplished only once a week. .

No system can be all- thwnos to all poop] 25 in spite of vhat some computer
specialists will say, but this is the position in which the MIS has been pldCCd
It is perhaps worthwhile to note that, while system's designers and operators
may have many virtues, managerial Jn<1vbt and competence are not necessarily
among them, but management is often afraid %o challenge these specialists

“publically lest it display its ignorance. Such discussions usually get bogge

down in detailed technical considerations, freely .laced with confusing computer

jargon, and the battle is -fought on the computer specialist's own field, so to’

speak., This is unfortunate, and it should be-just the reverse--the systom
exists to serve management and the computer center is a service organization
which sheuld be able to communicate with management in the language of manage-
ment. ' v

Because C\pCCCdL}ODS and needs have rot and can not be matched by per-
formance, the MIS has failed to do any job as well as it should be done, either
in the areas of strategic planning, management control, or operational control.

It might be preferable to medify, as neelcd and 1mp10 Ve Lh MIS (incidentially,

5
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also to renamez it) and cs ulf) assign 1o it the job for which it is best
suited; that is, monitoring JUQ'7J|C tasks in the o;c*9«10131 control area,
fo expect it to function 11u1y as a true managoment system, at least in its

present configuration, is just waveslistic, Perbaps with modification, ulti-

e

iy

mately it could have real utility for those discrete activities which are

amenadble to establisiment as sprcific projects, This does not mean hewever,
that the mamzgemont information "fallout" mentioned carlier sf ould be disyeg rard-
ed wless or vatil other provisions are made,

Interestingly, the MIS has fonjd its greatest applicnbwllgy in an area
inconsistent with its design; that is, in the ﬂ?ﬂ? of what is primarily manage-
nent plann*“ﬂ (a subszt of what is cal]cd managanent control). This is excm-
pl1r:od by its use in the PPR proce: , in lzding P“? docuentation; for examinle,
in the planning and pregramning of Le”'wrces to omplish approved program
elements and sub-eleanents. And within this use

acc
A , the hOﬂ.LlﬁnLClﬂl accounting
function is greatest; that is, keeping track of "how nANpOWET resources were
applicd to major work categories. Rough measures, based upon this historical
data, are used wainly for P rojecting fiutare manpower needs; those who use these
measures are quite aware of the slack within the System. The total financial
aspect, the touchstone of the PR3 System, is essentially outside the MIS )
capabi]ity, as is any objcct C]&ES/p”O“T?l clement crosswalking. In addition,
certain other uses are made of MIS data, such as forecasting for the PMB, with
the exnress knowladge that the chuvco are rough, overall plamning inputs vher
;he vaTvcs of the yeal varizbles comprising the escnhau1ng statistics are not
Qown, »

Aside from the obvicus deficiencies in capabilitics and operation o{ the

System, too much information nsaded by line management is not 1“Forporated
Jd.e., financial, human resource, an otfalies wnd materiel resocurce snformation,
”

espacially if £ with all its attributes (1(31?ub, targets, qchcdulea, ctc.)

is: t}bmgnt of as a materisl res WJTCG-"Lglz aps an uncontrolled input, but none-.

theless a material rescurce. In the future, electronic transmissions of a
real- cnwa collection ,yern would be analoguus to this primary materiel input.
Appzidix D makes a point of the primacy of “the management decision process,
vhether it be for planning or controlling purposes, or any blend of these

activities; this is the area toward vhich a management 1n£o mation system must
be divected--1 t TAST p”ov14“ comprehensive lnLOlMKtAOﬁ on thz ongoing operation.

“To be comprehensive, it muist pTUVide hupan resource, supplies and matericl

resource, and 1nxornal and CXLtha] financial information geared to the type
of decisions which nust be made and to external Joquajom?nts for infoimation,
and all this must be accomplished in the proper time frame. Also, as was noted

~in Appendix D, the central fumction of a management control system is motiva-

tlon mOL1VAt1“” manascement to make dCCJSlOPS and act in ways consistent with
the overa11 organizational ObjCCLl res,  The relationship of the system to
other systems nust be reccgnized, but hn syscaa should fl]bef and condense

6'
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information, vremoving that wiich is irvelovent for uzncgcfenc puEposes,

While the MIS is v%cd primecily as a historical record, often the basis
for rough manpower projections, andd welat ively little for OpelulJOﬂQ] decision-
making by Jlins ‘mzpagement, in hose cases viere MIS information CoverVubJY
could be usced for dscision-n aking, there is a great deal of hesitancy to do s0
bacanse of deap ¢ suspicions concérning the accuracy of *Dc information, (There
are exceptions concerning GCQU?“u) in some ccnloosni nd the IAS,) The accuracy
concern bas ‘Ldl'f is a function of three things (1) CV]LQLH aspects of the
Sysuvn itself, not amenable to change; i.c., It is not suf llCLOHT]y verlective
of Center act;\ctjo"; (2) certain S)d?om mechanisms and plochuv s which Trustrate
accurdcy of 1upwi and output bui vhich are amenable to change, and (5) lack of
JnLC““su 1n S‘s em resulting in little enforcement of the procedures, '
vtion of 1n9uL data, and inattention to potential uses ana
-Lortxﬂnjio 11D*UV»R,ALS. Manag crent at all lovels nust share the blame for
the latter twd p<oo]*wv; it yc,"*a11y do:: not 'hack the System" and turns a
deaf ear even when real problems ave surfaced.  Of course, this is noﬁ true
in eve ery case, and those components Jn vhich-it is not i;v° are prec ly the
ones wnxcn devive the most benefit fvom the MIS,

’)r*

Furthar, this lack of backing is not neces ssarily the fault of top manage-
ment, as is so often charged, because it is the vesponsibility of the lowest
“Jevs] of managemant dealing with the “[S.Ahpuh data to insure that 1t is accurate
and ‘as ilmely as the Systcm permits. The Executive Director, for exampls, - o
neither can, should, ror will check all the time sheets for accuracy on Monday

mornings; all he can say is that the input cata wust be accurate and the Group
“and Staff Chiefs nust reflect this command and pzss it on to the appropllacc '
persons. I the MIS is retained for any pcrlol and in vhatever foim, Center
_personnel should be informed thoroughly of its accuracy requirements, its
OU“”GT‘OW capebilities, 15nit1tiou%, and basic purposes, pO“h DS Lhro“ﬂh a

Fata

snoru coarse" as suggested by T8SG and PPBS/PPS.

— e

B ——

\

A rcaaoqabT approach to design of a “anﬂgbaent information systen (what
it should do and why, what it can do, and what it camnot do) is to concentrate
upon the decision process, ide entifys nn the decisions to be made and the informa-
tion needed to make them, These decisions are both plamning and control decisicns,
all of which vary in a muber of }aremétera. The material in Appendix E will
“not be repeated here, but it is obvicus that, (O a very great CALCML, the MIS
is conceived of as a gigantic data bank able to spow ocut specific answers on
immediate demand to varities of quastions in usaqlc form mevely by pressing a
button. For example, such cepa ijiTios as data for use in answering QL”St)OHs
(unspecified), com0111nv PAPSTS and reports, ybar]y sumnations, etc., ave called
for, This chp1cL“1v misses the point, although in fairness decision information
is implicit in much of what was asked for. But it s also cbvious that me ely

asking managzrs for answers as to what is necdgd is not nearly a precise enough

7

S | © S~E-C-R-E-T

Approved For Release 2008/09/23 : CIA-RDP73T00325R000100010015-6




\'{iﬁsi‘\‘(})_ Approved For Release 2008/09/23 : CIA -RDP73T00325R000100010015-6 CRRTGG PALER

Main Nepore

OSSP SR,

manner in which o deteminge ﬁ?ﬂ””‘”‘nu inFormation needs.  Whot must be done is
to study the dae: JlfLLl_U 1256 in de nLh to identify the decision points, the types
L4

of decisions mEAT, the {requancy of those decisions, the relevant time frames
in which they must be mede, and the data and 3 infornation needed,  Then the
system can be designed, wich {full consideration of both hardware and cost/
effective questions, to meet as many of the requirements as possible and to
1nco;p0racc logiulﬂﬂce external information requircments, :

the information cited in Appendix E, dlonv with the new needs that wll crop up
in the CoUrse o; - redesien, viere o be 1ﬂfo porated - in a new system, we would
ba approxinai ac tarted, and rest assured that any 5};?cm pre-
1d bu a 1a11urc, in addition 1o being excessively
esirad, an unhurried, in-depth study nust be ©
nformation and data are aCtUJll, neaded by
managenant and a syst ig med to provide these, There is no other viasble
31L01n8LL”° to the su c<s ful desien and institution of a vor cthwhile, new
system, - , _ - , A

Vhile the MIS is now adjudzed inadeguate in a muiber of res pects, f all
i
? A

expensive, If a new SVSCGm is
underiaken to de.owm1ne v

v S
dicated vpon such an approach o
-, (}

ni

W Y-J
o

This also 1wn110; e 1king a good look at what the Center is actually doing—’\
and vhet it will be doing in the future: that is, definition of current and ..
projected outputs. (Somz vork has bmen‘accomplished in this dirvection recently
which could be of use.) This also concerns inputs and is essential becavse
it is the ultimate concern of management; that is, the proboss about vhich
decisions nmst be made--vhat does and will the Center produce? Output is not
necessarily a visible product which can be precisely measured; but explicit
recognition of and understanding about Center cutput must be achieved, : This
has be en a problem in the past, and not only with respect to the MIS. For
example, first-phase mission exnloitation means wany different things to
diff rent people.  To some it means the OAK, but oov1ovcly the hard copy OAK
is only a part of the first- -phase because other tangible and dntangible products
arve forthcoming from the exercise; e.g., briefing boairds, cables, information
tranJLc from film to PI to analyst perhaps via telephong, enhgnccmanu of the
s knowledge and expertise later reflected jn a basic report or special study,
etc. It should be clear that the hard copy OAK (it is possible that there may
not even b2 such a roport in the future) is not the only or even necessarily
the best measure of first-phase processing, that it does not adequately define
the ouLpHx © Perhaps the Center s
and transfer link in a communicati
neans of inforration £l measure
according to discrete, tongible pr
vehicles for the information trans
011 -temgn,ble output dtems may not
is misplaced. What then ave ve 1

as an information processing

h an output susceptible to some
2 n trying to assess cutput

oc ally are only the media or

f er. - 1%15 dog s POL mean that informnation

2 useful, but c“ly that perhaps the emphasis
&3 nitcia

u
11y S)CleD" about as initial output wncn a
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mission is received for expleitation? What is the nost significant attribute
of this process, und what sheuld and can a management information system tell
us ﬂbout the prULcss? This is the type of ﬂna1)31° reguired,

The PPB Staff was recontly asked to give OAK unit costs; these cannot be
derived ObJL\TIVLLV from the MIS for the reasons alluded to above. If hard
copy OAK prOuuanow were stopped tomorrow, but SOPCihlﬂ” anzlogous to first-
phase processing continued, it is conceivable tha there could be relatively
insignificant savings, particularly in PI time, tho point being that we do
not have the information needed readily available in the MIS to meke decisions
in this area with any degree of assurance, nor do we know if it is possible to
obtain such informztion in any qua ntifiable sense because the activity has not
been explicitly and deql\LL]Y defined. The gross figures available could be
of some use, along with a healthy input of Judnmﬁnc, in assessing the problem,
pa7L1cu1ally i the question were directed toward the broad subject of all
first-phase processing, but beyond that there are serious difficulties. Nor
should be attempt to impute accuracy because wé have Soxe figures; attaching

a nuaber to scmstning does not make it a fact!

In spite of the many problems attendant to the current MIS and 1ts s
utilization, the System does have positive aspects which should not be overlooked

or m1n1m140d The MIS is used: to determine grossly how the Center uses its

manpdwor how ‘and on what the componans spcnd th“ll time, and the costs of
specific projects or categories of projects; for various planning purposes, and -

n the documentation for the PPB System. As was stated, it is walnly a historical
“record on which few current operating decisions ave bascd however, instances

-of decisions based primarily on MIS data can be cited; for example;, by IAS.

.As PSG/RD pointed out, all of the MIS data can oov1ovs)v be put to some use,

_.although theve is little evidence of a great dna] of ef(or’ haV1no 2Cil ex-
‘pended in this direction. =

“Perhaps the best way in which to look at the positive aspects of the MIS:

“is to consider what the state of affairs would be if the MIS were suddenly

discontinued. Obviously, Center management nceds some data similar to that
available in the MIS; in fact, the eal problem is that more and also certain
different types of JnLormutlon are needed and some of it in a move timely
fashion. If the MIS were deleted, components would be forced to establish
systems, mdnual and/or d:tom ted (Jn addition to those systems already existing

- outside the Ml%), to fill thc,oap, and at the top management level at least,

there would be a major problcn of mutual reconciliation and interface of these
systems. Thele is absolut clN no assurance thnt this \owld be any lcss COSL]y
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1t must be vemembered also that NDIC now bas an ongoing, tested :ysicn
whose capabilitiecs--and de f‘CLVn~cJ we Juown quantities; to discontinue the
MIS means moving into an arca of whi ch litele 1s known and in which there u d
1y would boe wany p*ubTLN . Faployess are now femilier with the MIS, and its

particular demands upon them, and are usad to the routine, Dis contlnxiuo i}e
'MIS would mean discarding the positive aspects, and any syaccms replacing the
- MIS will have real costs relative to iﬂJuLLILDN.LOD.QDd re-establishment of a
routine. ‘ -

oubted-

This leads to the conclusion that, until something better is available,
the basic MIS should be retained--not ne scessarily in its current conffiguration--
unless furthey study proves this to be a bad conclusion; that is, unless the
valid information re qqu\“enLq now nbt by the MIS can be met 1hrounh other
decentralized and wore efficient systems, provbably basxcqlly’mznuql and unit
‘record or ADP, whose opezatloﬂ and costs present a wore favoreble alternative.
jowever, before this can be determined, any and all other systems nust be well .
defined in further study so th y can be veighed against the MIS. In other
words, it would be a mistake to announce discontinuence of the MIS and genera
probably vhat would be a mad scramble to esteblish other systems; if it were
decided to discontinue th° MIS and not wreplace it with a more pcworful centralized
and automat cd sy;?em, the steps fo]lou«ro the demise and any other systems to = -
be operaied in lieu of the | MIS should be well planned, Uud”"SL“ﬁd and agreed to
by 2ll. There are positive mprovements vhich could be made in the MIS, along
se in costs to be achieved, pavticularly i with respect to
MALPOWEY savings @sscciated with data input and 1n““rprcLaL1on and manipulation
In effect, the System can be trimmed end tailoved to bestter meet \(

o~ n‘

of output, )
needs nove efficiently, ]d perhaps its prlmqry orientation redirected so that
its potential can be better 1c31L ed while, at the same LJNV; not discarding the
information useful to management; that is, the m%ﬂ&ngOﬁu information ”;?110u*”
f)om the System. : ‘ -
, .o .

A new systen, bﬂsed upon in-depth study of Cente izpui and output, the
decision processaes, and external 1nJ01;atlon requirements, would be focused -
upon -the managen: em sl

%t control area. However, the system should have the capability
of drawing upon data storved and 1 1sed for oaa"qtloﬁal control and strategic
b

< ~

(2]
plann1ng purposes. The applif“i 01 would therefore be an integrated data pro-
cessing system i '1 1[0]&L!‘ firstly, pertinent human resource, materiel resource,
for management decision- w:]xnv end external
iled opﬂlaa1or11 control data, “deemed 1°CGSQaTy
system, and CCTLalu strateg ¢ planning informa
v

xv‘).

X
r, fia
and flnanC)al informaticn us cl ¢
“reporting, and, secondly, detaile
and feasible o include in the
tion. As p01nLod out in Ap #d
'.ICQQ1b1c for the systen to < VD EL

I

,!
<

D, however, it is neither desirable nor
t rox*lnﬁly the Jtrat001c plgrxsng activity,

I

f o
: 10

M
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Thereforve, flexibility is of pavamount importance; that is, the capability
to add, delcte, and alter both application programs and storage files, bezcause
managenent information needs, much less operational control systems, ave not
static over time and lead times are often such thet a system can be outdated
before it is Op“ldTWO al. This approach is now within the state-of-the-art.
For example, with such a systom, it would be possible to add new types of infor-
mation as needs change, to delete files no longer worthwhile to retain, and to
change prograns which' a\SOWch and manipulate data drawn from storage files.
This capability, possibly along with real-time access and remote display devices,
would be built into and be an integral part of the system, obviating the exten-
sive and expensive reprogramning now attendant to any major Lhﬁﬂ“CK "to the MIS. |

manageinent cysbrm' private industry is now working on the concept.
”Vlaple alternﬂtives to the managament information problem arc:
1. Dis QOﬁtlnuo the present MIS; reject the centralized,

- automated system concept, and cstablnsh thc apprOpliaLc de-
contlﬂ11ved sys tem%.

2. Discontinue the present MIS; use oth T 1nxcr1rns)5Lcnq ;
-and move (owxrd a new, more pouerfu] centralized, automated . ‘

systan. ; S

3. Con inue the yresent NTS improving it as much as
A
p0491b]c, and do not cons;del Olhb] SYS tems.' :

S Conklnup tl pxc)cnt MlS improving it as much as
pOSSJblL, and mOV“-tthxd a nvn, n01c power 1u1, centralized,
automated system., *© 7. 07 S T T

Major factors, dev010p d 1n the plGqulﬂo discussicn, bearing on the problem

. 1. As a nanGORman 1rr07;ation syqtem, the current MIS
is conccp\ua11y invalid p;.mﬂllly because of its pro;cct '
account- orientation and its narrow scope.

T e e

2. The MIS is now aciually 1nﬂdcqu te as & management
information SYS tem, and for other purposes for that matter,

- in a number of ICQPPCLJ, Jnclu41no tlnhllnbss, accuracy, output o
formats, and data content. - S . . ‘

3;' The. full potanl 11 of the current MIS hqs not beéﬁ‘
vealized. S S

11

S-E-C-R-E-T

Voo i

Approved For Release 2008/09/23 : CIA-RDP73T00325R000100010015-6




e crmaasis xre

112 Approved For Release 2008/09/23 : CIA-RDP73T00325R000100010015-6 RIEG PRI

MR

Main Report

. 4. The current MIS is not excessively costly in view
of its stated purpose, but it is costly in view of its actual
performance. -

5. The current MIS can be modificd to meke it wore efficient. .

6. If the MIS is discontimued certain benefits will be
foregone. ' '

‘ 7. There is no assurance that there will be any savings
to accrue from discontimuance of the MIS. -

8. Replacement of the MIS with deccntralized systems 1is
liable to be fraught with problems whercin significant information
gaps could emerge. ' , ‘ :

;9. It is doubtful that other than a céntralized, automated
system can meet the needs of Center management.

110, Except for one Group, there is unanimous interest in
more timely information, particularly in real-time capability
“and remote output devices. S .
. 1). In certain cases, NPIC management conceives of a new
" system as a gigantic data bank able to respond rapidly to almost
any question. This is not a practical concept.
12) There are two fundamental objcctives for a managencnt
“information system: to provide cssential information necded
for management decision-making and to provide information
legitimately demanded by éxternal authority. Auy new system .
should be designed to achieve only these objectives. Extranecus
and '"mice-to-have" information should be excluded from the
system. o T : '

. 13. The type of system able to achieve the objectives is
~within the state-of-the-art. ' :
Matching the alternatives with the major factors bearing on the problem,
the following conclusions and recomendations have been reached:

O - . t 3

1. - The Center should stick with the concept of a
centralized, automated management information system; to
" reject this concept is a step backward. This is in line

12
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with the kxecutive Director's stated desive that the Center
move toward automation and optimization of the exploitation
process, - ' '

2. ‘The current MIS should be retained and modified at
a rcasonable level-of-effort. o

3. The modified MIS should be kept in operation while
~a study of management information needs, with emphasis on
" the decision processes and externdl information requirements,
15 performed. T i ”ﬁ

N

o 4. As a result of the study, a new system concept should
N be developed. o : - , )

: . ‘5. Preliminary cost estimates for modification of the
“al .- . current MIS, if feasible, and new systems capable of fulfilling
the needs stated in the systems concept should be generated.

6. Cost/effectiveness evaluation of the alternatives
. should be carried out and the results, along with the final
systems concepts, presented for executive decision.
. . , 7. The decision reached in step 6 should be pursued
i . vigorously and strongly backed by NPIC managcment through
' to and after implementation. It will be not only desirable,
“but necessary, to assign scme of the best assets of the
L o Center to this task. o

: 8. Becauss development of a new systems concept will
i .. «yequire an in-depth study of NPIC with respect to current -
: and future input, output, decision processes, and externdl
snformation requirements, there will be worthwhile side
benefits from the study with applicability to other Center

3 - problems.

L B 9. Such a study should be yun primarily in-house, =7
| : with contractual assistance as nceded. — : S

s e e Lo R

. 13:
S - | SEC-R-ET

! . { - Approved For Release 2008/09/23 : CIA-RDP73T00325R000100010015-6 -~ © = =" =& ™




