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15 November 1957

THE STIMULATION OF INNOVA TION

1. Background: During the past three years the view has been
expressed authoritatively, both in internal studics and by the various com-
mittees that have reviewed the Agency’s operations from outside, that the
Agency could derive really significant bonefits from the more aggressive
invention, development, and exploitation of advanced technology, of fresh
approaches to the Agency's tasks, and of new operational concepts, At the
same tim e the Inspector General has pointed to the present wide diffusion
in the Agency of responsibility for rescarch and development and hag urged
that these activities be centrally monitored and controlled in order to bring
the resources of science and technology more effectively to bear on primary
objectives, In recent discussions within the Agency of the means of achiev-
ing this objective, broad decisions are assumed to have been taken to the
effect that an important effort should be made to achieve new break-throughs,
that research and development should be focused in & morc orderly fashion
en this task, and that a major grant of authority should be made to & senior
officer of the Agency to accomplish this purpose, The intcnt of this paper
is to propose specific actions to be taken at this time as the first steps in
giving effect to the foregoing decisions,

2, Approach - Organization: It io difficult to forcsee now, before
a start has been made, what permanent changes (if any) in the orgenization
of the Agency will eventually scem desizable to accomplish the broad puzT -
poses set forth above. Moreover, reorganizations are time-consuming and
time is of the essence., Accordingly, it is believed that there should be an
absolute minimum of reorganization at this time, The initial move should
be a broad grant of authority to an officer reporting directly to the DCI and
the D/DCI to direct appropriate action in the whole field of resecarch and
development by existing componcnts of the Agency, which should be left, at
least for the time being, within their present administrative framework,
This officer should then make 2 start on the substontive task of stimulating
vigorously the new things that ought to be done and directing effort away from
any less necessary or less promising things that are now being done, He
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should stndy the problem of organization as the substantive work goes
forward ond organizational chanzes should be made if and when the need

for thern Decomes clear. Tho following comuments will serve to explain

in part how it is proposed that the incumbent of the new position, who

will be referred to herein as the Special Assistant for Flanning and Develop-
ment should operate,

a. Although it will certainly be possible (given reasonable
goodwill throughout the Agency) to attack the real substantive
vroblems without first doing a great deal of reorganizing (and
clthough it may well turn out in the end that major permanent
changes in organization are quitec unnecessary) the SA/PD will
not be able to do even a part of what is expected of him without
zdequate authority. He cannot have the authority in his own
kands to cause the switching of personnel slots or money away
irom activities other than those (primarily rescarch and develop-
ment) for which he is rosponsible, But he must have the
cuthority to modify burdensome administrative and other procedures
end on occasion to employ unorthodox ones, In particuler, he must
kave real authority to act within his acknowledged field without
restrictive requirements for coordination,

b, If the approach herce proposed is to work, and if the new
EA/PD is to allocate his time and cnergy to the tasks discussed at
sreater length below, he will bave to select certain projects and
activities as those particularly meriting his attention and confine
his attention to them. There will be considerable research and
development work to which he can pay little attention and he will
not be able to concern himgelf greatly with the doy-to-day management
of any office. It should be made clear, therefore, that existing
programs are to go forward cxcent as the SA/PD may intervene,
on his initiative, to modify them, ond that the offices that are
carrying on research and deveﬁopxﬁemﬁ should net hold up any but
the most important decisions awaiting his approval,

c. Finally, it must be frankly admitted that the organizational
anproach here proposed will create an untidy situation (unless and
until an orderly permanent reorganization is carried through). The
heads of a2 number of offices will find themselves working for two
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masters; their regular superiors in the line of command and,
with respect to research and development activities, the SA/PD
in the Dircctor's Office. Despite its untidiness on an organiza-
tion chart, however, the proposed approach is believed to be
perfectly workable with reasonable goodwill on the part of all
concerned. The new authority granted to the SA/PD should be
used not just to dilute established responsibilitics by introducing
yet another restrictive requirement for coordination and approval
but to redirect efforts where necessary and above all to stimulate
and facilitate promising undertakings. If it is so used, the
required goodwill should be forthcoming.,

3. Approach - Direction of Tffort: In embarkirg upon the substan-
tive task the SA/PD should, it is proposed, be guided by three rather gencral
priorities in allocating his time and energies:

a, First, he should place primary emphasis on the opening
up of fresh approaches and on stimulating fundarnental reconsidera-
tion of needs and possibilities by experienced officers of the Agency,
"ie should place only & very secondary emphasis (at least to begin
with) on "tidying up'" the Agency’s resecarch and development
cetivitien, To be sure, resources must be focused which means
that the use of money and brains for relatively low priority tasks
must be curteiled. But the vrgent need is for more creativeness
and imagination; tidying up can be done as time and energy are
evailable,

b, Second, he should concentrate on the effort to bring about
important innovations utilizing new concepis and to achieve major
break-throughs, It should be & rauch lower priovity tack to provide
the tools of tne trade in support of existing and well-developed
cperational technigues and concepts, This io not to say that the
latter task is unimporztant or should be neglected, The point is
that thig task (the one for which, according to the Inspector
General's report, TSS was establiched) is already being competently
done, The new element that is needed is o continuous search,
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which should be both brozader in scope and more radical in
aoproach than the study of potential new tools, for whole new
nystems and new operational and organizational concepts,

¢. Third, he should not regard his ficld of intercst as
being limited to research and development in a narrow and
conventional sense but should assume responsibility as necessary
ond appropriate for the several kinds of activities that are involved
in carrying through important innovations and making them opera-
¢“ional, This will require him to be interested on occasion in
procurement and production, in the provision of new kinds of buman
ckills, in operational concents and technigaes (as already noted),
and sometimes in the actual conduct of operations, What is here
proposed iz a deliberate departure when necessary {rom the
standard military pattern (incvitable in 2 huge organization) with
its sharp separation between resecarch and development, procure-
rnent, and operations, Affirmatively, what is proposed is that
two of the most importent functions of the SA/FD should be (&) to
achicve a really effective relationship betviecn developers, opera-
tors, and (when intelligence collection is involved) comsumers, and
(b) to see to it that there is vnity of command over a2 particular.
rroject when this is nceded to drive through inter-related changes
in tools, operationzl concepts, persomnel, and organization. The
reason for emphasizing thesc functions is, as| |pointed
cut (in his memorandum entitled Organization for the Exploitation
of Advanced Technology), that the secret of success of more than
cne recent project has been ¥the unity and freedom of the command
ond the very close coupling between three major areas--research
ond development, operations, and the consumers’ requirements--
with the most candid interchonge between the three.'’

d, Lest the intent of the preceding paragraph be misunder-
stood, it may be useful to summarize the concept therein contained
of the SA/PD's job. Obviously, it is not that the SA/PD should
rave responsibility for all research and development and for
operations and various supporting activities as well (which would
rake him 2 second DCI), Fqually emphatically, however, the con-
cept is not that the dividing line betweeon his field of responsibility
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ond other domains should be the line separating all research

and development from everything clse that goes on in the Agency,
‘This conventional line of scparation, it is argued, is apt to inhibit
the most effective and rapid flowering new ideas into fully opera=-
tional practice., Accordingly, what iz proposed is that the SA/PD
chould devote most of his attention to a limited nwmber of projects
for the development and exploitation of new approaches, sclected
because they hold promise of important advances., The area thus
defined will encompeass only a part of the research and develop-
ment that is going on in the Agency but may well include support
ond operational activities from time to time, especially when an
innovation requires operations and support of 2 sort that does not
#it into the normal pattern,

4o Scope of Agency Interest: The scope of the whole effort here
under discussion to invent and carry through imporiant innovations must
take account of, and will inevitably be limited by, the responsibilities of the
ClA within the Government as & whole and within the intelligence community
in particular, There is a certain denger that the distribution of responsi=-
bilities within the intelligence community (like the distribution of functions
between the three military Services) will be outmoded by major changes in
techniques and will, if interpreted too literally and taken too seriously,
inhibit progress. Accordingly, it is believed that considerable freedom of
action to undertake research and development is appropriate and should be
acknowledged (at least within the Agency),ecpecially freedom from a strict
interpretotion of the Agency's responsibilities within the intelligence come-
munity, ‘‘hree areas are espcecially worthy of mentioning in this conncction:

a. Two principal tosks of the Clandestine Scrvice are
the covert acquisition of intelligence and covert political action,
Because many fascinating techniques have appeared in recent
years for the collection of intelligence (e.g. radar, balloons,
acousfical and infrared sensing devices), there has been 2
natural tendency to devote a vast arnount of scientific imagination
to the techniques of intelligence collection and relatively little
to the techniques of political warfare., Although it is by no means
certain that science has much to contribute to the art of political
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warfare or that freshness of approach in this activity is
cbtainable by any kind of research and development, this
conclusion should certainly not be taken for gsranted. A
cerious atteropt should be made to elicit néw ideas.,

b, Many of the promising new technicues for acquiring
intelligence are {as mentioned above) techniques for the
surveillance of denied arcas, In their advanced form these
typically fall outside of the normal pattern of Agency opera-
tioms, They require differcnt kinds of people and different
locations from those we uswvally cmploy, and surveillance
cystems can be costly, Moreover, almogt any kind of sur-
veillance can be described as o means of obtaining early
warning, which is claimed ac a military responeibility.
Finally, it is often difficult to decide whether a surveillance
activity is covert or overt in character. In short, this is one
cf the situntions in which the familiar juricdictional definitions
hreak down., It should be especially recognized, however, as
a field in which the Agency will not be inhibited in the develop-
ment and employment of new techniques, Indeed; there are
persuasive reasons for believing that the Agency should pay
rnore attention and deovote more of its resources to strategic
carly warning than it has in the past,

c. Closely related to the jurisdictional vagueness surrounds
ing the concept of surveillance is the undefined status of many
“gray’ activities which may acquire special importance as a
result of technical and organizational innovations., In part, these
are the surveillance activities already referred to, which may be
swelled by the undertaking of new types of surveillance in new
locations. In part these are actval or potential activities in support
of political action. The status of these 'gray' activities is apt to
become more doubtful as the American military establishment
abroad shrinks in nwmbers, ond its freedom of action in foreign
countries is increasingly hampered by political developments. The
point to be made here is that uncertainty concerning the jurisdictional
authority for Ygray! activities should not be allowed to hamper our
pursuit of rewarding innovation. This Agency, it is believed,
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chould be increasingly willing to statiom civilian personnel in
remote locations, to use indigenous perconnel in its own direct
employ, and to cooperate with foreign governments in both
intelligence gathering and political action programs, This wille
ingness should be assumed in a search for new ways of doing the
Agency’s business,

5. The Specific Proposal: The foregoing exposition of an organiza-
tional approach and a substantive emphasis beliecved to be promising in an
cffort to stimulate radical innovation leaves many practical questions unanswered,
Accordingly, the following is an outline of the specific arrangements proposed.
It is assumed that these arrangements would be operated in accordance with
the generel principles set forth abeove,

a. There should be established in the Office of the DCI & new
position for a Special Assigtant to the Director for Planning and
Development. He should have broad directive authority with
rospect to research and development activities in all components
of the Agency (as explained in sub-paragraph b, below) and full
line of command authority over the Technical Services Staff (sub-
ject, however, to a special arrangement with the DD/P as explained
in sub-paragraph ¢, below),

b. The SA/PD's general directive authority should empower
him to review research and development programs, direct modifica-
tions therein, approve or disapprove specific projects, or direct
the undertaling of projects. This power should be limited, however,
to the reallocation between projects of personnel and funds in any
component already committed or proposed o be committed to
rosearch and developraent activities, Thus the SA/PD would not be
erpowered to direct, say, the Office of Communications to engage
in research and development activities on a scale that would require
diversion of funds fromn other activities, The offices mainly affected
by this directive would be the Office of Communications, Office of
Scientific Intelligence, | of the FI 25X1
Staff, DDP, and certain clements of the PP Staff, DD/P, 25X1
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¢, The Technical Services Staff is the principal component
of the Agency that is concerned with research and development,
A such it is appropriate that it should report to the SA/PD,
Thus situated it could serve as his staff and rencder UNNECESSary
the creation of any new separate group, On the other hand, a
considerable portion of its activities consist of support to the
Clandestine Service rather than research znd development, For
many reasons it would be undesirable to try to split TSS in two
parts (at least at this time), Accordingly, with respect to all
of those activities which are primarily support to the Clandestine
Service, the SA/PD should report through the Deputy Director
(iI*lans)

d, The SA/PD should have considerable latitude to direct
the reallocation of funds and personnel engaged in research and
dovelopment, and of specific resecarch and development projects
between components of the Agency, or to direct their transfer
to special project status. Such action should require the concurrence
of the appropriate Deputy Directors since it could affect the non-
research and development functions of the components concerned
oz the administrative and other support roquired by them, With
the concurrence of the appropriate Deputy Directors, 2 transfer
of this character should not require the approval of the DCI unless
it involves an immportant organizational change or an important
doviation from normal Agency practice, (such as the creation of
o special project or the granting of unusual authorities), The
authority covered in this paragraph and the limiwvtions therein
should apply to transfers between the Agency and proprietaries
thereof except that all such transfers should reguire the approval
of the DCI,

e, The SA/PD should be authorized to approve projects for
presentation to the PRC (or for DCI approval without PRC action
if the DCI 89 determinces) without extensive laterz] coordination
ezcept to the extent that the interests of the DD/F, DD/I, or DD/S
are plainly inveolved,
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fo The SA/PD should be permitted to authorize direct
contracting by TSS with suppliers in specific cases where this
procurement procedure will simplify or accelerate desired
action, It is contemplated that this avthorization will be used
most sparingly unless it appears that normal procedures are
excesgive burdensome,

25X1

RICHARD M, BISSELL, JR, ||
Special Aggistant to the Director
for Planning

ce: D/DCI
DD /P

Approved For Release 2004/07/08 : CIA-RDP80B01676R002600130061-5




25X1

Approved For Release 2004/07/08 : CIA-RDP80B01676R002600130061-5

S———
MEMORANDUM FOR: - o
NDXD Ko

= Y L S ~
SBTOWRLL g cmw Tore dmesmoas
. ‘s - Kipdd T i
R QrTmmie ol

mi‘@?@‘_}\? £y enTR
&

VPN vy 2 RE wora 2h 3O VIO E 2 o 37 |
€3 il PN mes o, a A i o
L9 v e D T By -] > " A
3 . SEN S J 5 ; \
€ Pe g s ~ ()&L .wu..r.O.L.‘(l [t et tl\‘.}
& e sl R ey A Py ~ e t7
¥ 10} N2.9:55 ‘/& 7 O p

o @
s VIEARg D o 3 A
JOUR Teacton at an early
Lo a o
‘ 7

FORM NO.

1_AUG 54

REPLACES FORM 10-104

1 A 101
L 2u6 54 7 WHICH MAY g yggp,

MEMORANDUM FOR: MR. DULLES

Copies of the attached have also been distributed
to the DD/I, DD/C and the IG. As you will recall
it was agreed that we would again discuss this
paper at the Deputies' Meeting on 25 November.
General Cabell has seen it.

22 Nov

(DATE)

FORM NO. |0| REPLACES FORM 10-101
WHICH MAY BE USED.
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