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. Forevarsd

The initial terms of reference for tha performance
evaluation were proposed in the JOI proposal to NSF of July 1983,
These were put in final form at the JOI Board of Governors
meeting in Miawl, Mareh 1985. The introduction to the terms of
reference state:

*During the 1ife of the Ocean Drilling Program, it is
essential that JOI a3 the prime contractor have a3 method for
periodically evaluating the performance of its subecontractors,

In its proposal to the National Science Foundation in July 19873,
the Corporation set forth ita intention to conduct a performance
evaluatlon of Texas A&M University, the science gperator,
Lamont~-Doherty Seological Observatory, the subcontractor for
logging servicas, and other subecontractors aand program gctivities
on a biannual basis. This process is slated to begin in the fall
of 1§85,

The President of JOI, after consultation with the JOIDES
Executive and Planning Committees and other appropriate
individualsa, has appointed the evaluatinn panel and chosen it=s
chairman.” 7 -

This raport summarizes the work of the JOI Performance
Evaluation Committee and the response of the zubscntractors for
the Qcean Drilling Program. This waszs the first such raview for
the program, and as a qonsequence, it served a dual purpose of
both providing a comprehensive review and establishing guidelines
and recommendations for future reviews,

The report as presented here congists of three major parts:
the full report of the committee {which includes the detailed
terms of referencel), the specific recommendations and respanses,
and suggestions for future reviews, A detailed chronology of the
overall activity i3 appended.

In brief, the Commitiee's report praised the program aand the
performance of the subecontractors, noting the need to move from a
Start-up phase to a fully operational phase. The detailed
recommendations aund subcoutractor response are provided in
Section 3. Many of the specific recommendations have been
already addressed in the FY 31987 Program ¥Plan,

From inception ta completion, thiszs firat review took
Somevwhat longer than we had anticipated. In summary, the first
request for nominatlions to the Committee was sent out in January
1985, and the JOIDES comments on the Evaluation Committes's
recommendations were received in September 1986. A large part of
the delay was imbedded in the commititee selection process and
in obtaining agreement on meeting dates and a time to visit the
sttip in port. -We were very aware of the need to get the right
pecple, but it was not easy to find a time when the entire group
aguld meet,




Once the group did meet, however, they carried out their
waork expeditiously. The first meeting was at the end of October
1985 -and the final committee report was received at JOI in early
Mareh 1986. Since then, time has been spent in collecting formal
responses from the subcontractors and JOIDES and preparation of
this summary document. Qur suggestions for future reviews
focuses on the need to speed up the whole process.

We were very pleased with the membership of the review group.
It was esasential for us to find experts who were famlliar with
the program but not currently formaliy involved in any
substantive way, and we needed a broad spectrum of expertise. We
Wwere fortunate to have Dr. William Hay, former President of JOI,
now Director of the Museum at the Univeraity of Colorade, agree
to serve as Chalrman of the group. His long-time involvement
with drilling programs assured a competent review. We were also
fortunate to have Dr. Joe Creager and. Dr. Jean Franchebteau as
representative past members of the Planning Committee, Dr. Myron
Horn from Cities Service to cover logging, and Dr. John Maxwell
from the Unlversity of Texas and Dr. Karl Hinz, both long-time
participants in various drilling activitiea. None of these are
substantively involved in directing ODP, but several serve on
panels of the PCOM.

The terms of reference call for substantive involvement of
JOIDES in the nomination of Committee members; I am pleased to
report that Drs, Creager, Maxwell, and Horn were recommended by
JOIDES, and that Dr. Franéheteau substituted for Dr. Aubouin, who
had, on the recommendation of JOIDES, agreed toc serve, but whose
schedule would not permit meeting with the group. Membership
nominees were also discussed with JOI, NSF and outside experts.

The procedure was the following: the PEC met in plenary

" session thnree times In late 1985 to eollect information to
prepare the report, The report was received in March 1986 from
the PEC, but there was too little time for review and response by
‘the subcontractors before the April 1986 EXCOM meeting. To
ensure that the issues ralsed by the PEC were noted early, a
draft copy was circulated to the EXCOM then.

. After the meeting, formal responses were 3solicited from each
of the subcontractors on the part of the report addressed.
specifically to that subcontractor. This final document includes
the PEC report, subcontractor responses, general comments, and
recommendations for future reviews (see section 4).

Stal'f support was provided by ainthony E.S. Mayer. Mr, Mayer
did a superb job of collecting, recording, 'and collating
committee minutes and in asaisting Dr. Hay in preparing the draft
committee reports. We owe him, and the Committee, a debt of
gratitude,




We note that this is not the only review of program and
management activities of ODP and JOI. TAMU has held a meeting
and solicited commentsfrom co-chief scientists on the operatlon
of the program, and NSF {s now carrying out a management revlew
of three of its academic coasortia, one of which 1s JOI. Note
that the issue of a full review of the entire ODP program,
including JOI, is discussed in Section 4, We feel that on-going
reviews such as these lead to a healthy and efficient program.

D. James Baker

President

Joint Oceanographic
Institutions Incorporated
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INTRODUCTION; MEMBERSHIP; TERMS OF REFERENCE; and ACTIVITIES

1. Introduction

PR

It had been recognized that during the life of the Ocean Drilling
Program, it was essential that JOI as the prime contractor should
have a method for pericdically evaluating the performance of its
subcontractors. In its proposal to the Naticnal Science Foundation
in July 1983, the Corporation set forth its intention to conduct a
performance evaluation of Texas A&M ‘University, the Science
Operator, Lamont-Doherty Geological Cbservatory, the subcontractor

* for logging services, and other subcontractors and program

activities on a biannual basis. This process was scheduled to
begin in the fall of 1985. :

The President of JOI, after consultation with the JOIDES Executive
and Planning Committees and other appropriate individuals,
appointed the Performance Evaluation Committee and chose its
chairman.

2. Membership

Dr. william Hay, Chairman

Dr. Joe S. Creager

Dr. Jean Francheteau

Dr. Karl Hinz

Dr. Myron Horn

Dr. John C. Maxwell (only available for College Station visit)
A.E.S. Mayer, Executive Secretary = ’

3. Temms of Reference

3.1

Committee Operation - JOI laid down the following arrangements for
the operation of the Camittee: "The Committee will be briefed by
the Chairman of the Board and other officers of JOI in advance of
the beginning of the performance evaluation, Following the
evaluation, the Committee will debrief officers and then Corporate
members of JOI within the gerieral guidelines provided by the Terms
of Reference. The Committee will first develop and then transmit
in writing to the subcontractors being evaluated the scope and
procedures of the evaluation, together with any questicnnaires or
questions to be answered. The same infommation will be transmitted
to the President of JOI. The Camnittee will conduct its evaluation
at the principal headquarters sites of the subcontractors and will
visit the drillship during its St. Jonn's, Newfoundland port call
in the later part of October 198S5.

The Camittee will interview co-chief scientists and/or members of
the scientific party as appropriate of Legs 101 througn 105, which
will have been campleted at the time of the performance evaluation,
as well as members of JOIDES camittees and panels.




3.2

3.2.1

3.2.2

3.2.3

3.2.4

After the completion of the evaluation, the chairman of the
Committee will discuss the Cammittee's findings with the President
of JOI and the senior official of the subcontractors and/or the
subcontractors' staff, as is mutually agreed.

Within one month of the evaluation, the chairman of the Camittee
will submit a draft of the evaluaticn report to the President of
JOI. 'The President of JOI or his representative will discuss with
and transmit the report to the subcontractors and will ask for
written comments, including plans for any action required. After
receiving the subcontractors' comments and plans, JOI will discuss
the report with and transmit a copy of it to the Chaiman of the
EXCCM and POOM and to the Naticnal Science Foundation.

The ultimate objective is to achieve a reliable and effective
evaluation system that will best serve the scientific community.,
NSF and JOI. Committee members are encouraged to suggest to the
President of JOI ways in which the process can be made more
effective.”

The Camittee adhered to this operational plan.
Scope of the Evaluation - JOI stipulated that the evaluation should

include an examination ¢of the following program management
elaments: =

Achievement of scientific cbjectives - The report of the Conference

on Scientific Ocean Drilling, November 1981, established the
blueprint for ten years of scientific ocean drilling. It was the
document upon which a peer review was conducted and program
approval awarded by the Naticnal Science Board.. 1t was recognized
that at the time of the evaluation, only five of an anticipated
sixty or more legs had been completed. Nevertheless, sufficient
plans were in place which enabled the Committee to make some
general observations with regard to the initial direction of the
program and its consistency with COSOD objectives.

Program plan management and adherence - Each year, the principal
subcontractors, TAMJ and L-DGO, provide JOI with a program plan for
the following year which is based upon the scientific directions of
JOIDES. Since two program plan years, FY 84 and 85, had been
completed at the time of the evaluation and a program plan for FY
86 initiated, the Camittee was asked to assess the subcontractors'
success in meeting the plans' objectives.

Budget preparation and adherence ~ Detailed subcontractor budgets,

prepared as part of the development of annual program plans were
available. The Committee was asked to review the budget
preparation process, the budgets themselves, and the
subcontractors' performance. .

Perscnnel policies and management - The success of a major program

undertaking rests toQ a major degree upon management's ability to
attract and hold capable individuals and to elicit a consistent,




3.2.5

3.2.6

3.2.7

3.2.8

3.2.9

3.2.10

highly motivated attitude toward program executicn. -The Camnittee
was asked to take a retrospective look at staffing, making a
judgment on the subcontractors' success in developing the
appropriate cadre and establishing an esprit de corps.

Engineering maintenance, develcpment, application - The maintenance
standards established by the subcontractors for all shipboard
equipment, either directly or indirectly under their control, have
a major bearing on the quality of scientific results achieved. The
development of enhanced technical capability to cbtain information
heretofore beyond the capabilities of GLOMAR CHALLENGER, and the
application of those developments to the service of science are
essential ingredients of the COSCD report. The Coammittee was asked
to assess these aspects of the program engineering effort and make
judgments regarding engineering staff adequacy, organization and
performance during the initial phases of the program. '

Attention to envirommental conditions - The field portion of the
Ocean Drilling Program 1S an inherently dangerous undertaking in
which lack of adequate preparation or carelessness in execution can
have sericus envirommental consequences. The Committee was asked
to assess the standard operating procedures for adequacy and assess
subcontractors' adherence to these procedures and if possible make
a judgment of contractor performance in the face of unforeseen
develomments,

Safety - Cperations on board a drillship are inherently dangerous
to personnel. The Committee was asked to attempt to review the
safety procedures, adherence, and persomnel training as well as the
statistical measure of success in providing a safe envircorment.

Overall management effectiveness and efficiency - The Committee was
asked to attempt to make a judgment of each of the subcontractor's
success in this category in terms of the cost consciousness of
personnel, the management of subcontracts, the timeliness of
reports internal to the subcontractor, as well as to the prime
contractor, the dissemination of public informaticn abcut the
program and the general orderliness with which the business affairs
of the subcontractor are being carried out.

Relationships with JOIDES, JOI, NSF - Each of these bodies is an
integral part of the total program management structure. The
Committee was asked to assess the interrelationships with special
attention to the fidelity of camunications, working relationships
and any perceptions that suggest remedial attention might be
required. -

Morale -~ The Committee was asked to make a judgment in each

subcontractor crganizaticn as ko morale, confidence in the future
and the general outlock of individuals associated with the program.

4. Financial Review and audit
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Concurrently with the performance evaluation, a financial audit
is being conducted at TAMJ by an independent public accounting f£irmm.
The general scope of work for the audit is attached ‘as Appendix 4.
This was of assistance in identifying possible areas of coverlap
between the performance evaluation and the financial audit, thus
limiting the scope of the Committee's activity where there might
atherwise be doubt. There is no concurrent audit at L-DGO, unless
of course DCAA elects to conduct an audit,

The Committee did not feel required to ‘investigate the more
financially orientad subject areas that are set out in Appendix 4.
At some future time the elements of that work statement will be
examined by an appropriate audit authority.

4., Activities

4.1 The Performance Evaluation Committee met at L-DGO on 24/25
October 1985. It received an initial briefing from the President
cf JOI and then proceeded to interview the Borehole Research
Group, Schlumberger representatives, and M, Zoback (Stanford
University), a consultant to the logging program. On 25 Octcber,
the Camittee visited the East Coast Core Repository and the ODP
Site Survey Databank as well as holding discussicns with the PCOM
and EXCOM Chairmen and meeting with the Director of L-DGO.

4.2 On 26 Qctober, the Camittee travelled to St. John's, Newfoundland

' and visited the JOIDES RESOLUTION (SEDCO/BP 471) on 27 October.
During this visit,. the Committee met one of the Masters (Cpt. E.
Oonk) and SEDCO Drilling Managers (D. Steere) as well as ODP
personnel including the engineers sailing on Leg 106,

On 27/28 October, the Cammittee met a co-chief scientist fram lLeg
102, the Leg 105 co-chief scientists, and held a plenary session.

4.3 The Comittee visited TAMU College Station on 6-8 November 198S.
This meeting involved seeing most ODP staff as well as the Leg 101
co-chief scientists and the Dean of the College of Geosciences,
TAMJ. A final plenary session was also held.

4.4 The Chairman and Professor Creager made an informal visit to JOI
Inc., Offices, on behalf of the Cammittee, on 20 December 1985.

S. Acknowledgements

We wish to thank the Director of L-DGO and the staff of the
varicus ODP groups at L-DQO for their hospitality and cooperation.
We also wish to express our appreciation of the cooperaticn and
hospitality shown by ODP/TAMU staff both at St. John's and at
College Station.




— We also wish to thank the others who met the Cammittee ar‘d wera
prepared to talk frankly to the Ccnm:.ttee
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FINDINGS AND CONCLUSIONS

l. General
1.1 Firstly, we wish to congratulate JOI and all its subcontractors on

142

1.3

~ l‘4

‘general in a very short period of time,

the speed and efficiency in which the Ocean Drilling Program has
moved from a propesal to an cperaticnal reality. This has depended
on the enthusiasm and skill of the personnel involved in the
Program and espec:.ally those at Texas AsM University, the Science

Operator.

The Science Operator has mounted a major effort in order to procure
a drillship, convert it to its scientific purpese, design and equlp
the laboratories and recruit staff to support it and the Procgram in
We consider this to have
been a highly successful operation. The Program, although now into
its sixth leg, is still "shaking-down" which is only to be expected
in view of the speed with which the start up has been acoomplished.

However, it is appropriate to note that the Program is now moving
from its start-up phase into a steady-state operation which will
require different approaches to ensure its success.. This is
particularly true of the Science Qperator who needs to maintain
enthusiasm and commitment without becoming possessive. The ODP is
a multi-natidnal and multi-disciplinary scientific effort which
must be responsive to the overall geoscience community.

Qur detailed comments should be viewed as constructive suggestions
to ensure that the Program remains on course and successful and
should not be viewed as criticisms of the considerable achievements
which have been made already in launching the ODP.

2. Science Operator

2.1 General Management, Organisation and Administration

2.1.1

2.1.2

We inguired, in scme detail, into the management and administrative

structure of the Science Operator and the relationship of the CDP
function with its host mstztution, Texas AsM University. It is
élear that TAMU sees ODP as one of its major programs and is
contributing large-scale support including the provision of a new
headquarters building and core repository as well as providing the
temporar.y facilities at v1rtually o cost to the Program. .

The arrangement whereby the administration of ODP is carried out
J.n-house is cleax:ly beneficial in providing flexibility in the
procurement and admlmstratz.ve procedures which are necessary in a

’ pro:]ec: of this canplex:.ty The current arrangements between TAMU,

the Texas AsM Research Foundation (TAMREF) and ODP work well.
Normal md:.rect cests, which could amount to roughly $4m p.a. are
not levied on the QDP operation. Instead. there is a $200k
administrative fee and the administrative support to ODP is a
direct charge to the Program. We looked at this arrangement in




detail and are convinced that there are no "hidden" overhead
charges. ODP clearly benefits from its close relationship with
TAMU and TAMRF. At the same time TAMU benefits in being able to
have scme 10 graduate students employed as part-time assistants to
QOP.

2.1.3 The overall staff structure seams camplex but reflects the tasks of
the Science Operator. It appears to be a large increase over the
staffing levels used by DSDP although it should be noted that DSDP
contracted out many tasks currently undertaken by the Science
Operator and that there is an increased level of sophistication in
ODP, especially in camputing services, both of which are used to
justify the overall staffing level suggested for the Science
Operator. We were samewhat uneasy about the proposed overall high
'staffing level which was based on optimistic budget assumptions,
“including an assunpt:.on of a larger mwmber of member countries than
was the case in FY 85. We consider that there could well be staff
increases in'‘engineering which is understaffed and in
marine technicians, but this would have to be at the expense of
other aresas of the operations, including Science Operations and-.

. Science Services especially publications.
Y

2.1.4° The administration of the Science Operator is carried ocut by a team
of highly skilled individuals who are responsive to the demands of
the other groups within the organisation. We commend the
Administration Newsletter and other activities which fully involve
the administrators as part of the overall team.

2.1.5 ' We heard some criticism that reports, budget propcsals, etc. are

. often late in submission to the prime contractor (JOI). However, ,
we would expect that this will improve as ODP approaches a steady-
N state operation. The next Performanee*ﬂv“mat-roa—s-honld pav
. attent:mn to this matter.

2.1.6 © Although recognising that the budget process is necessarily complex
" we found that it was difficult to relate the Science Qperator cost
centers to particular scientific activities. We accept that this

is often difficult to do but it is necessary when scientific
priorities are being considered in the budget preparation. We
consider that the Science Operator must also be realistic in

oL determining budgets. It creates considerable difficulty to include
' all the requests fram JOIDES in a single budget which exceeds the
 target figures set down by NSF and JOI. Activities (e.q.
-, engineering development to improve drilling technology:
¥ publications; computer and database develcpments) need to be
clearly ‘identified and costed alongside fixed costs  (base budget)

so that the community can advise on priority tasks which can be
accamplished within the given budget limitations. The Science
Operator must be prepared to accept these pr:.ont:.es and adjust .
accordingly, even to the extent of staff reductions in low priority
areas should this be necesgsary. The Science Operator should also
present  the budget in such a way that the base budget activities
~are clearly examinable and justified. 1In addition, the budget
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- needs to be given at different. target levels, especially for FY 87

2.1.7

2,1.8

when the!mternatz.onal manbership posz.tion is st'.l.ll uncertain.

' Procurement of equipment for COP 13 a,pohtxcally sensitive issue.

It is important that the procuranent exercise is conducted in all
the partner nations as well as in thHe U.S.A. and that sufficient
time is given for possible bidders to rsporzd.

A relative minor problem is that the Science Oper.ator experiences
dz.fflculty in presenting infommation in.a conc:Lse fom that focuses
the issues. Reports to JOI could be trimmed and made more
informative and effective. The Evaluat:.on Comeittee found itself
deluqed w:.th orinted 1nformat1 an.

2.2 Sc:.eme;”;_eratmns R

2.2.1

2.2.2

2.2.3 »

2.2.4

2.2.5

‘Science operations is one of the most v151ble parts of CDP/TAMUJ and

the section with which most of the sc:.ent:.flc community has the
greatest contact.’

The section is staffed by a multi-national team of young scientists
who are bound to benefit from the links which are being established
with the Gecsciences Faculty in TAMUJ. This link should ideally
enable the Science Operator to attract and retain a high calibre of
staff scientist. ‘

The role of the staff scientist'in relation to the co-chief.
scientists needs clarification. We heard scme comments that the
staff scientist has functioned practically as a third co-chief

.scientist. The staff scientist should be an assistant to the

co-chiefs, representing the Science Operator and ensuring that the
latter's responsibilities are carried .out on any particular leg
For instance, the preparation of the.}draft science prospectus is a
respons:.b:.l;ty of the co-chiefs andi'not the staff' scientist.
Similar, daily shipboard science reports should be made in
consultation with co-chief scientists. Responsibility for press
releases and the preliminary reports (including the Nature and
Geotimes articles) rests clearly with the co-chief scientists
with assistance from the staff scientist. Overall coordmat:.on of
the activities of the shipboard SCLQntlflc party and the
techm.c:.ans re.sts with the co-chief scientists.

There appears to be a need for greater interaction between the
staff scientists and the marine technicians, many of whom are
almost as well qualified as the staff scientists. A closer link
will be mutually beneficial, especially in terms of any research
which may bé undertaken by the st:aff scientists in temms of their
faculty role. The marine technicians could also be involved in
assistance to computer servlces, especially 'in software'
developnent.

In terms of this research, it has to be stressed (and we return to
this point elsewhere) that the scientists in the subcontractors
organisation are in a privileged posn::.on regarding. acoess to ODP




2.2.8

&
'

data. Any research undertaken by the staff scientists should
clearly not abuse this privilege. We have no evidence that this is
the case, but we do urge caution with regard to this issue.

The policy with regard to the publication of paéers for the Part B
of Proceedings of ODP seems unnecessarily restrictive if it
excludes the marine technicians from authorship. Should a member
of the shipboard science party wish to co-author a paper with a
marine technician, it is to the benefit of the Program as a whole
that this should take place.

The role of the staff scientist has been expanded and systematized :

compared with that in DSDP which is an improvement although it
demands more time, especially pre-cruise. However, we do not
consider that this should necessarily mean an expanded interval
between sea-going. TR =

" 20-Z+ months sSce=ils somewhat infrequent.

the level of staffing in Science Operations could be reduced.

Staff scientists have been assigned liaison functions with JOIDES.
Panels. We have regervations whether this is necessary for all

panels. Such liaison can be very useful if the staif sciéntist is
supplying operational information needed for planning. It is also
very useful for the Science Operator, in planning for the future,
to be made aware of panels' "thinking."

2.3 Ergineering and Drilling Operations

2.3.1

2.3.3

Engineering development was a key element in DSDP and is even more
so in ODP. The rapid design and fabrication of the bare rock
guidebase is an example of the responsiveness of the ODP
engineering program to the needs of the scientific community.

Although the engineering development group is small, it has

succeeded by the judicious use of outside consultants and

contractors. We encourage this method of working, noting that it
demands that close contact be maintained with the extra-mural
subcontractors. Lt may well be_that future develomments justify
increased staffing in this aroup. TAemT o T -
We commend the approach taken by the Science Operator in convening
workshops to discuss engineering and drilling priorities and to
respond to likely future scientifc needs. The JOIDES TEDCOM should
be a main avenue of contact both with JOIDES and the engineering
community, and it is very important that this Comittee be
re-activated as scon as possible. We encourage it to develop a
link to engineering similar to that of the DMP to the Wireline
Services Contractor.

We concur with the view that the engineering group should continue
to improve and develop drilling capability utilising the experience
of staff in both its engineering and operations sections. The
major future developments would appear to be drilling, coring and

2~ 10
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sea-going of about Once per-i2=l5 months, which seems reasonable, .




2.3.5
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logging in hot hydrothermal areas and;reseerch to alleviate hole
instability and bridging, and improvements in Ore recovery. It is
likely that 'increased re ces (consul staff) will need
to be devoted to. these programs.

The operations sectlon continues t:o work extremely well and
inspires the confidence of the scientific party. It is dependent
on the experience of the shipboard: operatlonsi superintendents. We
note that most of the development’ engl.neers have had some
experience in this capac:.ty. In the long term, it may be desirable
to invite outside expertise from industry to supplement that
already in-house. ..

2.4 Science Services

2.4.1

2.4.2
2‘4..2.1

2.4.2.2

2.4.2.3.

Included in this group are a number of important activities viz.

‘computer services, publications, curat:.on and databases and we

address our comments to each section.
Campuiter services:'

The initial purchase of four vm( 11/750 machines (with two orshore)"

and 99 DEC/PRO 350 machines seens scmevmat excessive given that the - -

onshore machines were , not twlnned. y We aoubt the necessity for
having the two onshore mach:.nes, especially as, there will be access
to the um.vers:.ty machlnes J.n' the nsar ;future. Having oc:rmuttedﬂ
this purchase it is, however,’ mportant that the onshore machines
are efflclently and fully ut.'LlJ.Sed. -

. __.:._ Rmaaben nds TS SRR L

-....___

The s__ze of the conputer services gro\g within the Science Qperator
structure reflects the lncreased emphas:.s given in the new program
to computerisation beoth in data capture and manipulation and in
documentation. Given that this was an initial requirement of the
Program, we cons:.der that the Sc:.ence Operator has responded
correctly.

—

For the most part,' the computer services group has used
off-the-shelf software as much es possible. We cammend this policy
rather than that'of developmg software ab initio. However, we do
have scme concerns. Firstly, as the shore-based VAX 111/750
machines are not' twinned and{ software is, requn.red to’ belon both
plus the shipboard ccmputer,} software packages are, acquired
in multiples of three wh:.ch is expenswe. E‘urther,lwe are
concerned that same packages: which were purchased are expensive
when cheaper and equally su.xtable alternat:.ves exist (e. g. SURFACE
II fram the Kansas Geological Survey oould have been used in place
of DI 3000). We recommend that, within the computer services
budget, prioritv should be g:.ven to. tw:.nm.ng the VaX 11/750
machmes using VAX Cluster. THis would credtésavinds in software
acquisition cests. Secrmdly, mampulat:.ve software will be needed
by the shipboard sm.entlsts and others fram the communlty to
continue to utilise the data wh:.ch have been acquired. Currently,
the off-.the-shelf purchase pollcy means that a scientist in the
cammunity (particularly in the‘non-U S. partner countries) has to

¢
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2.4.2.4
"‘2..4.3

2.4.3.1

2.4.3.2

2.4.3.3
2.4.4

2.4.4.1

2.4.4.2

2.4.4.3

2.4.4.4

purchase duplicates of the machines and software used by the
Science Qperator. We consider that scme effort must be devoted to
software development in order to providée cammumity scientists with
the necaessary manipulative software packages.

- .-
Better integration of logging and other data is needed; there must
be planning for how to accomplish this both at sea and on shore.

Publications:

We have noted the JOIDES publications policy regarding the results
of ODP in Parts A and B of the ODP Proceedings. We have also noted
the comments of the PCOM Publications Review Subcamittee and EXOOM
on this matter.

We Iegar@s being of the m.ghest prlorlty I-!avmg
established a program of this magmtude J.hdﬂIﬂ“b"EI‘&;lc: not to

publish results_grom the program in a timely way. It is impertant
that there az: in publication whether these be Part A or
Part B. It appears thdt the proposed staffing for the publications
group is unduly large when campared with DSCP. Whether it is more
cost-effective to have the entire publications group in-hodse or
partially contracted out depends on estimates from publishing
houses and.we understand that this infomatiogﬁm
obtained. Overall, it would be in keeping with the philoscphy ©
—————— . - ] 3 -
engineering and computer services to "buy-in" expertise as required.
However, the outcome is dependent on cost. It should be noted
that, even if the publishing house option is feasible, there will
still be a need for same publications staff within the Science
Operator to monitor the contractor's performance.

It should be made clear to the members of the shipboard scientific
party that they have an obligation to contribute to both Part A and
Part B in a timely manner. The inclusicn of prime logging data is
necessary in Part A to use it for petrophysics studies (para. 4.3).

Curation and core repositories:
This section is based on dlscms:.ons at Co ege e Station and a visit
to the East Coast Core Repository (ECR) at L e T

The ECR was well managed, proceduresifor the protect:.on and
sampling of cores were being followed ngorously and the staff were
dedicated and enthusiastic although carrying out very r:out:.ne tasks.
The facility was efficiently organised and. there is room for a
medular expansion should this be necessary.

Facilities at L-DGO are good as the repository is below ground and - .

protected. L-DGO is cooperative in every way although the
facility comes under the directicn of ’I'AMJ which also amploys the
staff,

Examination of the archive halves of cotai', particularly the older
material, showed that cores are drying out and fracturing and that
A

1
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this is destmymg the sedimentary structures. This material would
probably be significantly damaged' should the repository be
relocated -~ a proposal which we do not recommend fram either a
curatorial or fma.nc:.al viewpoint. There is a‘need for the Science
Qperator to commission a professmna1 study of the long-term
curation and utilisation of core material m order to develop
procedures for its further protection.

2.4.4.5 The Cammittee gave some consideration to the problem of archive
survival through a disaster and noted' that archival and working
halves and returned samples were all housed under one rocf. Again,
it is recamended that a study |be undertaken to determine how best
to protect the cores and ensure survival of at least scme matenal
through a disaster at any one locat:.on.

2.4.4.6 We also considered the futuz:e pOllCV for the locat:.on of cores;
the present policy has new Atlantic and Antarctic cores
housed at L-DGO while all other new core material will go to the
new repository at TAMU. - There are a number of factors to be
ceonsidered: a) curation of all new mat:er:.al under one roof would
not necessarily create staff savings as the L-DGO repository would
still need to he staffed and maintained; b) the likelihcod of
degradation of ex:.st:.ng materlal during a phys:.cal transfer; <) the
danger of a major disaster 1f all material is located under cne
roof; d) the importance of geographical® lecation in as much as the
vast majority of sample requests are dealt with through the mail.

2.4.4.7 1deally, all core material frcn DSDP and CDP should be housed under
one roof or, at least, that all opp cores shodld be together. The
-first suggestion is not pract:.cal glven that core repositories
‘exist at Scripps Institution of Ocea.nography (SIO} and at L-DGO and
any transfer would be prohlbltlvely expensive. However, the
present plan will split Pac:.flc and Ind:.an Ocean material between
DSDP cores at SIO and ODOP cores at the Gulf Coast Repository (GCR)
and will divide ODP core material between Atlantic cores.at ECR
alongside the existing DSDP‘archwe and the rema:.m.ng material
which will be housed at c::llege St:atmn. We recognise that the GCR
has been planned with a 10 year life to rake all Pacific and Indian
ODP cores with Atlantic and Antarctic cores continuing to be housed
at L-DGO which has sufficient space. Any transfer of the West
Coast Repository to the GCR would reduce the lifetime of the latter
to 5 years before expansion |is. necessary. Taking into account the
practicalities and expense involved, we recamend that the present .
policy for core storage should be continued, recognizing that there
will b:la geograpmcal split of Indian Ocean and Pacific Ocean
materi

2.4.4.8 In terms of sampling policy, we ncte that this has been agreed by
JCIDES both for post-cruise sampling and for on-boarxd sampling.
Some co-chiefs felt that the latter was scmewhat restrictive.
Extensive sampling for destructive tests was usually not allowed
unless additional core material was obtained. We would support
a review of the guidelines for on-board sampling Lu:gmg a flex:.ble
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and pragmatic approach from both the viewpoint of proper curation
and the shipboard scientific party.

H

2.5 Technical and Logistics Support ~ i

2.5.1

2.5.2

2.5.3

2.5.4

2.5.5

This area of the Science Cperator organisation oontams two rather
distinct tasks, one being technical support on board -JOIDES
RESOLUTION and the other being logistic suppert J.ncludmg
packaging, receiving, dealing with ship's agents, customs
clearances, etc. This latter task is being carried out efflc:.ently
and we have no further coments.

Technical support consists of what might be cal*.led*“trad:.tlonal"
marine technicians and specialist technicians ass:.qned to the new
laboratory instrumentation on the RESOLUTICN. The fonner tend to
be in supervisory and laboratory officer roles. The latter consist
of a group of highly motivated and trained jmlorlscmntz.sts acting
in a technical capacity and it is to be expected that many will
continue their careers as research scientists.

It should be recognised that the marine technicians are
prof&es:.mals, take a pride in their work, and are the first line -
in ensuring that data from the RESOLUTION's laboratories are of
high quality. The marine technicians have prime responsn.b:.llty for
the quality-of data produced. 1In order to ensure the quality of
data we advocate that some of the technicians must have specific
laboratory instrumental responsibilities and should operate under
the guldance of acknowledged outside experts as has happened with
organic and inorganic geochemical measurements. The Science
Operator should ensure that these outside adv:.sors maintain an
oversight of the data produced. In addition) there should be
routine measurements of standard reference sanples to maintain high
quality of data (See para. 3.7). We consider that it is important. .
that this work is recognised by preducing techn:.cal memoranda on
new procedures and by publlshmg the analyst s name with each
published analysis. The latter is nomal procedure and identifies
the analysts with rellabll:.ty of data. .

The marine technicians have a rota of one leg at sea followed by
one leg on-shore including compensatory time off. Although sea pay
is important to the technicians, prolonged service on this basis is
likely to be deletericus and additional recruitment to, redyce the

_frequency of sea-going should be oons:l.dered. R

The Comm:..ttee lends its support to whatever means:. are flecessary to
retain the high-calibre technical staff and ' to. assure that the
technical staff are able to continue to produce reliable results
whnile coping with frequent sea-going duty.




2.5-6

We would encouraqe greater lnteractlon between the marine
technicians and the staff scientists while on-shore. We consider
this to be mutually beneficial and to be encouraged. Furthermore,
it is important that the marine-technicians have clearly defined -
and useful tasks to perform on-shore. Although we encourage
greater interaction with Science Ope:at.v.ons we do not advocate any
change in the management structure in this regard. However, we
consider that the rigid "class boundaries® between technicians and
staff scientists should be abandoned. Should greater interaction
be realised, then the role of graduate students vis-a-vis the
relations between the technicians and the staff scientists should
be re-examined.

2.6 Public Relations

2.6,1

2.6,2

2.6.3

2.6.4

Public relations is important in ensuring that the Ocean Drilling
Program is seen, particularly by the public and by politicians, as
the successful project which it is. However, it is a multi-national
Program in which the scientific community at large takes the
leading role in the scientific planning of the project and makes
the Program possible. It is important that due attention is paid
to this. This Cammittee made same suggestions as to the wording of
press releases which covers this point.

The matter -of £lags flown on JOIDES RESOLUTICN portcalls, although
a trivial point, is nevertheless a sensitive issue. We suggest
that the Science Operator and follow nautical tradition and
£ly the JOIDES "swallowtail" at the masthead rather than give
amphasis to both TAMIJ and SEDQO. -

We realise that it is important to the staff of the Science
Operator at TAMD that they have a pride in their work and receive
due acknowledgement., Nevertheless, a fine line has to be drawn
between this ard an over-emphasis on ODP as being a TAMU project.
We urge this to be taken into consideration at all times'in the
matter of public relatioms. ‘

The naming of the ship has created scme confusion. We understand
the views of the owners that their company names be included in the
title as was Global Marine Inc. in DSDP. The present informal name
and the official name are rather clumsy. It is doubtful, however,
whether anything can be done at this stage, other than accepting
the official name (SEDCO/BP 471) along with JOIDES RESOLUTION in
all comumications and publlcatlons

2.7 Miscellanecus

2,7.1

2.7.2

Two important issues are considered here which do not fall
naturally into the above sections.

Ship clearances:

2.7.2.1 This is a complex and time-consuning issue and one which requires

approaches for cruise clearances well in advance of drilling. It




it

2.7.3
2.7‘3.1

2.7.3.2

can also affect cruise staffing dependent on the coastal states'
requirements. There may be a case for assigning a staff member
full-time to ensure that clearances are obtained in good time and
to troubleshoot any problans.

Shore-based laboratory: -

The concept of a shore-based laboratory was included in the initial
proposal accepted by NSF. It is costly and has been deferred as
there are higher priorities. However, it was raised severzl times
during discussion at TAMIJ as being the facility which would be used
by staff scientists and marine technicians as well as visiting
scientists.

We do not believe that the shore-based laboratory should be
included in future plans for a number of reasons. Firstly, it is
a cost at a time when the Program is under-funded. Secondly, it
might provide an undue advantage to TAMUJ staff to conduct research
cn CDP material over and above their support to the shipboard party.
Thirdly, it is unlikely that shipboard scientists would ask for
samples to be analysed at College ‘Station with the results mailed

- to them. Most scientists will wish to analyse samples themselves

at their own laboratory, Finally, it would be costly for visiting
scientists to work at College Station for the likely length of time
necessary to cbtain meaningful results. This is especially true of
scientists frcm the non-U.S. partner nations. Any samples nct
analysed on board on one leg can always be analysed at the start of
the following leg or in port. Consequently, we recammend that the
pPlan for a shore-based laboratory should be re-examined with a view
to cmitting it from future plans. .

2.8 Conclusion

2,8.1

2.8.2

The Science Cperator should be recognised and commended for the
effort and dedication involved in establishing the ODP in an
operational mode in such a short time. This recognition should
include all the staff inwvolved.

‘We were impressed with the enthusiasm and calibre of the staff at

all levels., The Science Operator need not be defensive about the

" achievements so far and which we are confident will continue.

2.8.3
2.9.4

2.8.5

It should be recognised that the Program is still in a "shake-down"
mode and that the evolution of the Program will remove many of the
concerns and criticisms expressed above. '

The Science Operator should be prepared to develop budget and
stgffing plans in accordance with priorities established by the
scientific commumity and should adjust his plans acoordingly.

Detailed recommendations are made regarding the future development

of the Science Operator and these should be included in future
policy.
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2.8.6 The Science Operator sticuld recognise the need to vary the present
managerial approach to ensure continued success as the Program
progresses to a steady state operation.

3. JOIDES RESCLUTION - Facilities

-

3.1 We toured the ship at the end of Leg 105 when it was to be expected
that not all the systems had been brought to their optimum
operational capacity.’ Nevertheless, we were very impressed by the
speed and theroughness of the ship's conversion from drillship to
science laboratory. Reports indicated that the ship has already
proved itself in extremely difficult conditions.

3.2 The ship is extremely well-maintained by SEDCO. Evidence fram the
Science Cperator and co-chief scientists indicated that there is
good collabkoration between SEDCO and the science operation. Both
factors augur well for the future of the Program.

3.3 However, it is obvious that the ship was not custam-built for its
present role and that there are some difficulties with the
operation mainly caused from its layout. We realise that there
were physical constraints which had to be imposed in the conversion
of the vessel. Nevertheless, the living quarters seem cramped for
such a large vessel and there seem to be toa many 4-berth
staterooms. The Science Operator, by judicious berthing and
staffing arrangements, is overcaming this difficulty. The Science
Lounge is small, noisy, and not very conducive to scientific
discussion. At the same time, the laboratory space was more than
ample and scme people expressed the view that its spaciousness
would lead to compartmentalisation, working against the close
relationships which developed on GLOMAR CHALLENGER.

3.4 We received some complaints that the power supply was "dirty" and
that this was the most likely cause of equipment malfunctions. We
understand that the Science Operator is discussing this problem
with SEDXO for a quick resolution of this problem.

3.5 We heard that the hull is "noisy" for geophysics and that there is
an inability to obtain good geophysical data at speeds in excess of
6 knots. We must stress that the SEDCO/BP 471 is a drillship and
not a geophysical survey vessel. The underway geophysics is
necessary for final site selection when ship speeds are low and
results are adequate. Although scme improvements may be desirable,
we do not recommend any major commitment of funds to the
improvement of underway geophysics. The Science Operator should be
encouraged to make minor improvements as necessary and to maintain
an awareness of new technologies for high (ship) speed seismic data
acquisiticn.

3.6 There should be an improvement in communicaticns between the bridge
and underway gecphysics and the bridge must becane more involved in
final position fixing for a site. This is particularly true as
underway geophysics now has a G&S navigation facility. A minimuan
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3.7

3.8

3.9

3.10

4-

requirement should be for GPS/SATNAV position cutput display on the
bridge.

The laboratories have been equipped with advanced and often
"state-of-the-art" instrumentation. This must be the first time
such a collection of instruments has been housed in such an
enviromment and there are same inevitable shakedown problems. 1t

ig vitally important that this equipment is supported by

well-trained technicians under the oversight from the community
acting as informal consultants to the Science Cperator (see para.
2,5.3). There is a case for an increase in the number of
technicians assigned to the scientific party.

An increase in the tecbhnician complament of the science party would
be at the expense of the scientists in the party. 1t was sudgested
that a smaller number of scientists wourd increase the
interaction between pecple which we camented on in Para. 3.3 above.
This is not a recommendation but a suggestion which could be
explored in future staffing.

Overall the ship is an impressive tool for the Program; we commend
all those concerned with the acquisition and conversion of the
SEDCC/BP 471 and the excellent spirit of cooperatlon which has
already developed

One of the members of the Evaluation Camittee considered that it
is important that there should be an early test of the full
capabllztza of the drillship in deploy:.ng its maximum drill strmg
and in setting re-entry cones in the maximum water depth. This is,
of course, a matter for JOIDES planning (see para. 6.4).

Wireline Logging Services

4.1

4.2

A major difference between ODP and its predecessor is the inclusion

of a full logging program within the scientific operations. This..

program has been developed at L-DGC/Borehole Geophysics Group (BRG)
with a fu::ther subcontract to Schlumberger.

We recelved presentations from both the L- DGO/BRG and from:
Schltmberger and it is ¢lear that Schlumberger is deploylng
"state-of-~the-art" loggl.ng tools and support in a very econmic
manner. Schlumberger is keen to be part of the Program, including,
taking the unusual step for the company of developing new:
instrumentation. This collaboration should be fostered not only .
though L-DGO but also in the community at large and on the ship.
L-DGO/BRG is meeting their contractual obligations to OOP/JOI in an
exemplary manner. They have provided the Program with the cutting
edge of logging technology, and the Committee sees nothing to,
indicate that this should change in the immediate future.
}iefqnnendatmns for maintaining this superior position are given

ow.
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4.3

4.4

4.5

4.6

o

The thrust of the logging operation could well be moved away fram
Borehole Geophysics towards Petrophysics. This may seem to be a
matter of semantics, but in fact, it is mot, Borehole geophysics,
as practiced by most research groups, tends to concentrate on the

. ability to make effective measurements in the borehole. It has

been, the experience of at least one member of the review panel that
research in this area tends to evolve into developing exotic
measurement systems and associated tools that yield minimum
practical information from a cost-benefit standpoint. Examples
include borehole gravimetry, downhole electramagnetics, and, in
certain cases, in situ neutron activation analysis.

On the other hand, groups that have tended to concentrate on the
petrophysical aspect of well logging research have traditionally
been more successful. Priorities are set on establishing effective
correlations or linkages with the system that is being méasured.
In the oil industry, the linkage has been almost exclusively the
fluid system (oil/gas/water). Only recently has there been a
general interest in the industry to provide sophisticated linkages
between well logs and the rock matrix (litholegy, mineralogy.
elemental analysis). As far as the Ocean Drilling Program, the
primary linkage would be with the latter case -- the well log/rock
matrix system. )

In terms of ODP, a petrophysical orientation would tend to
pricritize efforts to relate, in a multivariate statistical sense,
the collected core data with the obtained logging suites. 1In
practice, this means scmewhere within the JOIDES framework greater
empnasis should be placed on analyzing log response in terms of
physical, chemical, and mineralogic properties of the cores. - If
this could be done aboard ship, so much the better., The staff at

- L-DGO/BRG would be extremely capable in shifting the emphasis as

recommended. In Paragraph 6.10, we refer to the need for PCOM to
consider the need to juxtapcse lithological and logging infomatieon
in terms of publications so that both data sets may be seen as
canplamentary and to encourage the scientific community to take
advantage of the opportunities for petrophysics research.

Wireline operations associated with the ODP are inherently
different than "normal" onshore operations. These differences are
not discussed or even hinted at in the ODP/BRG Logging Manual
(March 1985). A section should be added to the Manual that
explains, using graphics, the wireline operation, including rig-up
and rig-down, and any special problems associated with the
shipboard operation.

In order to maximize effective communication between logging
experts and the rest of the ODP cammunity, the former group should
minimize the use of acronyms, abbreviations, etc. when referring to
their logging packages.

In order to increase frequency of log data acguisition, efforts
should be made to overcame open-hole bridging problems associated
with ODP holes. Obviously, this is not an easy problem, and may be




4.7

4 0'3

4.9

4.10

basically insolvable due to the unconsolidated nature of the
section being penetrated, coupled with the special nature of the
ODP drilling operation (for example, no routine use of drilling
muds). Nevertheless, because of the importance of . the problem,
further study should be carried out, especially in the area of
formation damage and clay mineralogy. One possible solution te
this dilemma could be the use of the drill to position the logying
sonde. Discussions are also underway between L-DGO/BRG,
Schlumberger and the Science Operator to develop the use of a
side-wall sub.to provide a means of using the drill string to push
through bridges without wireline trips.

The well logging training and education program associated with the
ODP should be carried out by the subcontractors, both onbhaard and
at L-DGO. In addition to L~-DGO/BRG carrying out their missicn in
this area, Schlumberger has volunteered to carry out onboard
training and education. This opportunity should not be overlooked
as it apparently has been up to the present. The cammunity must be
made aware of the data resulting fram the logging program and their
value. L-DGO/BRG will need to undertake a major education and
liaison program and will need to be involved in co-chief pre-cruiss
meetings, increased liaison with the Science Operator and with
JOIDES panels. All of this will require an increased travel budget
for L-DGO/BRG.

Complaints had been received fram co-chief scientists regarding the

time estimates for lcgging. These did not include hole preparation

which considerably increased the overall time devoted to leogging.
Furthermore, L-DG) had not been involved in co-chief scientists'
meetings at TAMU when detailed drilling plans and schedules were
devised., It is clear that total logging time estimates are needed
(we understand that this is now underway) and that the L~DGO
logging staff scientist must be involved in the co-chief
scientists' pre-cruise meeting.

Tool development by L-DGO and its associated scientists (M.
Zoback's group at Stanford University) is progressing in accordance
with the priorities assigned by PCOM. _

Efforts should be made to minimize the purchases and/or leasing of
exotic log analysis packages. The major interpretive challenge to
the log analysts associated with the ODP is the petrophysical
correlations. Certainly it is true that these petrophysical
correlations are carried out in a multivariate sense within scme of
the sophisticated systems provided by TERRA and ENERGY SYSTEMS.

Nevertheless, it is our opinion that same of the basic algorithms

found in these purchased systems are available to the analyst
within published sources. Furthermore, purchase of these software
packages restricts the analysis of data to shipboard scientists or
visiting scientists to L-DGO/BRG. The latter is costly and the
only alternative (equally or more costly) is the purchase of the
same software by the scientist at his/her home institution. We
consider that it would be appropriate for L-DGO/BRG to develop
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4.11

4,12

4.15

5. oop

% . R

portable log analysis packages which could be made available to
scientists in the general CDP cammunity. -

The L-DGO group is in a privileged position regarding the logging
database in that this is physically sited at L-DGO along with the
log analysis packages. It must be made absolutely clear to the
camunity that the L-DGO is performing a scientific support role
akin to that of the TAMU staff scientist with the additional
freedan fram working on orle topic ia a specialist laberatory. The
need for both a logging staff scientist and a "community” logging
scientist in the shipbcard scientific party is imperative.

The present level of staffing at L-DGO seems appropriate for the
tasks mandated to the group although we note that original
underestimation of costs has reduced the staffing level by cone
f.t.e. We accept that the L-DGO logging scientist will be at sea
more than the equivalent TAMU staff scientist. It has to be
recognised that the latter performs many shore-based tasks and has
prime responsibility for post-cruise activities and the production
of the Part B volume, In the case of the L-DGO staff scientist,
the requirement is to support shore-based log analysis and
intrepretation by other scientists and to carry out the
education/liaison task noted above.

Management of the logging program has been good and responsive to
the needs of the prime contractor and of NSF.

The L-DGC/BRG budget seems adequate to meet the Program's
objectives. However, we do recamend that provisicon for travel to
meet .the education and liaison regquirements is made in future
YeaIS. :

Cverall, we were very impressed with the scientific calibre and
enthusiasm of the L-DGO group and we are confident that its
difficult role regarding data analysis, science support, education

- and training will be accomplished. L-DGO/BRG is in a very

privileged position with regard to the provision of logging
services and it is essential that the community obtains the full
support of the subcontractor and that the latter not pursue his own
logging research at the expense of the scientific comumity.

Site Survey Catabank

5.1

The ODP Site Survey Databank has already been subject to close
scrutiny by the Klitgord Review Panel and we note that this has
been accepted, in principle, by JOIDES and by JOI Inc. The
Klitgord Review Panel laid down procedures and priorities for the
Databank for the fulfillment of its mandate. If adhered to, these
will improve the efficiency of the operation and eliminate any
duplication with national data centers such as NGSDC in the U.S.A.
and similar centres elsewhere.
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5.2

5.3

5.4

5.5

5.6

5.7

-
6.1

6.2

The Rlitgord Review Panel split into majority and minority
recamendations concerning provision for the assessment of data

_adequacy for site surveys. A pragmatic apprcach (given budgetary

constraints) has been to allow the JOILES Site Survey Panel to take
over this role (as per the minority recommendation) and this is
reportad as working well. B ' :

The Klitgord Panel recommended a modest increase of $3k-4k on the
original FY 85 budget to allow for the employment of low-level
support to assit with photocopying and the compilation of data
packages. However, this has not been included in the FY 86 budget
which we found was fixed samewhat arbitrarily.

As stated above, every effort should be made to ensure that the
Databank does not duplicate other national data centres as the ODP
database, other than that necessary for compilation of the data
packages. '

The Databank budget is now at its minimum viable level and efforts
should be made to include the Klitgord Review reccmmendations in
future budgets. This should not be too difficult to achieve in
view of the relatively minor cost of this activity in CODP.

. Although we do not recommend a seat for the Databank on the JOX
Interface Working Group, a representative of the Databank should be

invited should it be a subject on the agenda.’

Deposition of data in support of drilling propcsals is a delicate
matter and we recognise that there is same sensitivity to their

" location at L-DGO. Every effort should be made by Databank staff

to ensure that the data are protected fram unauthorised use by
other researchers.

We also recognise that there is a need to publicise the efforts of
the Databank and to encourage data deposition by the ODP community
and the audthorised use of the facility. As a first step, we
recamnend that the JOIDES Journal resume publication of data
deposited at the Databank. (We understand that this recommendation
has been implemented in the October 1985 issue of the Journal.)

JOILES Scientific Advisory Structure

The structure is overly complex and has become more so fram the
increasing camplexity of DSDP and, thence, ODP and from the
internationalisation of scientific ocean drilling. Nonetheless, it
is very necessary to allow the full JOIDES community to develop a
science plan to meet the QUSCD cbjectives, on which the Program is
based. '

.The present plan for drilling was develcped in the final stages of

DSDP and the early part of CDP and exhibits characteristics of DSDP
science planning, in that too many diverse scientific objectives
tend to be included in each leg. The result is often that the
prime target sites tend to run out of drilling and logging time.
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6.3

6.4

6.5

6.6

6.7

6.3

The shiphoard pa:ty is also large ih“order to meet the varied
scientific targets of each leg; this can result in strong lcobbying
by the scientific party for projects assigned only second priority
by POOM. ‘ .

We note that the present advisory structure is under review by PCOM
in early 1986, There appears to be some concern in the community
that the present structure over-emphasises regional rather than
thanatic chjectives and we understand that this will be addressed
in the above review. We consider it to be of great importance that
the thematic objectives of COSCD are allowed to emerge in the
JOIDES structure. ’

There should be greater flexibility in JOIDES planning as legs are
being too tightly scheduled. Allocation of more than a single leg
in succession to a pricrity target is entirely appropriate in CDP.
There also seems a reluctance on the part of JOIDES to assign more
than one leg to a particular target (other than in MARK drilling)
and this contributes to the dispersion of sites, many of which are

‘left unfinished. JOIDES planning should also take advantage of the

capabilities of the drillship in temms of drill string length (deep
water/deep holes) and in deploying re-entry cones in deep water.
Furthermore, there must be flexibility to include additional legs
to complete priority targets commensurate with the constraiats
imposed on the Science Operator in terms of logistics, staffing and
cruise clearances. :

We believe that relations between JOIDES and subcontractors are
good and that the latter are responsive to the JOIDES science plan.

PCOM members must take care to cbserve the rules regarding pessible
conflicts of interest as drilling proponents or as members of

" institutions actively funded through COP.

The collective inexperience of the POOM membership was,K raised. The
lack of corporate memory on the part of PCOM has always been an
issue, but the recent rapid turncver of membership has heightened
the problem., Time has shown that the PCOM should not tightly
schedule legs or attempt to overly fine-tune operations. Middle-
and long-range planning is often forsaken by the press of
operational problems., Cnly experience will resolve these problams.
It is mest important that the POOM Chair be a person aware of these
issues and difficulties and able to steer the Camittee down a more
useful path. The practice of chairmanship of the PCOM being-
assigned to a relatively inexperienced member of the committse -
should be avoided.

The rotation of the JOIDES Office among U.S. institutions was
discussed. The views we heard were unanimous that this should
continue although the mest cost.effective way of rotating the EXCOM
and PCOM chairmanships and their support should be studied and
options investigated. A two year period for rotation may be too
short as up to 6 months of this time is spent on the learning curve
and in winding down the Qffice. A period of 3 years should be
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6.9

6.10

considered, although this has significant implications for the
career of an active scientist. In addition, it would be
appropriate for JOI to determine if some egquipment might be
transferred with the Office, The appointment of a non-U.S.
representative to the JOIDES Office should be continued.

We understand the concern about the involvement of PCOM in
budgetary matters when these impinge on the science plan. We are
satisfied that JOI and its subcontractors involve PCOM as early as

possible and that due attention is paid to its scientific guidance.

We feel it is important and appropriate to juxtapose lithological
information available fram leogging and that already available from
the core harrel sheets. The PCOM should consider this and advise
L-DGO/BRG and TAMU accordingly. There is currently no planning for
this and the interaction of the two subcontractors would have to be
measureably 1ncr:eased should PCCM implement this pol:.cy (see Para
4.3).

7. Genexal Management Issues :

7.1

7.2

7.3

7.4

We heard some criticism of JOI Inc. in its management role as the
prime contractor to NSF for the Ocean Drilling Program. Scme of
this related to personal relationships in the JOI Contracts Office.
We gather that these are much improved and should continue to do so
under the direction of the new Contracts Manager. Other criticisms
related to JOI in its performance of its management function. On
the one hand it was seen as not involving the JOIDES scientific
camunity {thrcugh the PCOM Chaimman) early enough or sufficiently
fully in the budget process. We do mot accept this and are assured
that where there are implicationg for scientific pnontzes, the
PCOM Chaimman is fully consulted.

However, JOI is perceived as having too "transpa.rent" a management
role in relation to the subcontractors. It is JOI's function to
ensure that the subcontractors prepare their budgets in a timely
fashicn and in response to the community's priorities and that

. these are reviewed and amended as appropriate by JOI. Ultimately,

the subcontractors must respond to JOI and not vice versa.

There may be same tendency on the part of the OOP Office in ¥SF ard
the Foundation in general to lean over the shoulders of JOI in the
management of the Program. Although a close working relat.'xonshlp
is necessary, a little more distance between NSPF and JOI is
desirable and JOI must be allowed to take full managerial
rasporm.bxllty for the Program

Sufficient scientific direction and management exists within the
Program through the Project Director {at TAMI)) and his staff, the
Project Director (for Wireline Logging Services), and the PCOM
Chaimman. We consider that the present structure at JOI, with a
Program Manager, is the correct cne for the Program. However, we
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7.5

7.6

7.7

Py y
R y 4 *

ST foe. l.:
consider that the prime liaison between JOI and the scientific
planning process should be the JOI Program Manager.

Generally, we are satisfied that the links and relationships
of the funding agencies (principally NSE), the prime contractor
(JO1), the subcontractors and their further subcontractors, and the
JOIDES scientific commumnity are working well.

At this point we should like to discuss one item of budget
presentation of concern to the non-U.S. partner agencies. Outside
the U.S. science budgets tend not to include overheads which are
provided through other budget headings. It, therefore, creates
difficulties when non-U.S. science dollars are spent on overheads
which are seen as supporting U.S. institutional infrastructures.
We suggest that identifiable overhead charges in COP should be paid
directly by NSF with co-mingled funds being applied wholely to
program ¢osts. This would not reduce the overall cost of the
Program but would aid in budget accounting in the non-U.S. partner
nations.

Members of the non-U.S. scientific and engineering community must
be encouraged to participate in all aspects of the program at
L-DGO/BRG and with the Science Operator.

~—

8. Performance Evaluation

8.1 Timing

A two-year interval seems appropriate for conducting the
performance evaluation. This current evaluation took place at a
time when the Program has still not yet reached a steady state.
However, the timing is useful in that changes in procedures and
performance may be implemented before the existing system is too
well established.

8.2 Membership

It is important that the membership include representatives fram
industry and the non-U.S. partner nations. Furthermore, future
reviews could well include members who are not necessarily familiar
with the Program, in order to assess performance from a truly
independent standpoint. Some continuity between members of
successive evaluation cammittees is desirable.

8.3 Activities

8.3.1

We considered it very useful to interview people from a wide
variety of levels in the organisation. It was also essential that
these interviews be conducted in private in order to protect
confidences. Managers of the subcontractor crganizations should be
prepared to agree to this point.
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8.3.2

8'3-3

8.3.4

Paperwork should be concise, and prepared and transmitted to the
Committee in advance of interviews. We were deluged by paper
during our visits. ,

More time is necessary for visits and it is desirable for visits to
$ubcontractors to be contiguous if at all possible.

We found scme of the procedures laid down in the temrms of reference
wnecessarily cumbersame. Only after a final report is agreed upon
by the committee members should it be presented to the President of
JOI, who would then obtain camments from the subcontractors. The
report plus the commentary should then be forwarded to the JOI
Board of Governors and to JOIDES.

2-26




SIMMARY OF RECCMMENDATICNS

1.

Science Operator (TAMI)

1.1

1.2

1.3

1.4

1.5

1.6

1.7

1.8

l‘9

1.10

L.11

1.12

1.13

-y

There is some concern at the overall staffing levels although
there could be an increase in engineering and marine technicians,
possibly at the expense of Science Services and Science
Operations. There should be no increase in the overall staffing

level.

The next Performance Evaluation Camittee should examine the
record of TAMJ for timeliness of reporting.

Budgets should be realistic and should clearly identify
activities rather than cost centers and should be presented in a
way which enables the base budget to be examined.

_ Equipment procurement should involve non-U.S. as well U.S.

suppliers.
There should be a major effort to reduce and simplify paperwork.

Staff scienfists' role with regard to co-chief scientists should

be stated as being an assistant to the co-chiefs. Overall -

responsibility for scientific activities on board JOIDES

RESCLUTION must rest with the co-chiefs.

There should be greater interaction between staff scientists and
marine technicians on-shore although we do not recommend
management changes. The role of graduate student assistants

‘ should be re-examined.

The need for staff scientists to attend all JOIDES panel meetings
should be reviewed.

There should be no arbitrary restriction as to publicaticn in the
Part B of ODP Proceedings. ‘

There is a case for an increase of staffing in the engineering
development section. :

TEDCOM should be re-activated as soon as possible to act as an
advisory panel for engineering develcpment.

Priorities in engineering should include drilling in hot
hydrothermal systems and improvements in drilling and coring
systems as well as attempts to sclve problams of hole instability
and bridging.

Consideration should be given to inviting expertise from industry
to the engineering and drilling operations activities.




1.14
1.15
1.16
1.17

1.18

1.19

1.20

l.21

1.22

1.23
1.24

1.25

1.26

1.27

Priority in the computer services budget should be givén to
twinning the shore-based VAX 11/750 machines.

Some effort must be deployed in software development for the
scientific community.

Publicaticns should be regarded as being of the highest pricrity.

Prime logging data should be inecluded in Part A of the
publications.

A professional study should be commissioned on long-tem curation
and utilization of cores.

The present plan for core curation at repositories at the Eaét
Coast (L-DX)), the West Coast (SIO), and the Gulf Coast (TAMO) 1S
endorsed.

There should be a more flexible approach fram-all concerned with
regard to shipboard sampling of core material.

Marine technicians should be recognized as being a cadre of
professionals and that acknowledgement is given in published
analyses and elsewhere. Publication of technical memoranda
should be considered.

Clear responsibility for each of the onboard scientific
instrunents should be assigned under the oversight of outside
experts. Standard reference samples should be run routinely to
ensure high quality data are produced. -

It is important that compensatory time for sea-going staff should
be increased considerably. We trust that TAMU will accede to
this request £rcm COP. '

Public relations should ensure that due acknowledgement is given
to the scientific cammunity which makes the Program possible and
that there should not be an over-emphasis on TAMJ.

There may be a need for additional staff support for cruise
clearances.

We recommend that plans for a shore-based laboratory should be
reconsidered and not be included in future plans unless a strong
case anerges.

. Management should be flexible in order to move smeothly to a

steady-state operation.

. 2. JOICES RESOLUTICN

2.1

A stable power supply should be a priority item.
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2.2

2.3

2.4

3.

3.1

3.2

3.3

3.4

3.5

3.6

3.7

4.
4.1

4.2

4-. 3

4.4

4.5

S.

We do not recommend any major expense be incurred to improve
underway geophysics.

There should be an improvement in communications between the
bridge and underway gecphysics in terms of navigation with a
repeat output of GPS fixes being on the bridge.

The official name (SEDCD/BP 471) should be used in communications

"and publications.

Wireline Logging_Services

The amphasis in the Program should be moved to petrophysics.

The Logging Manual should be revised to include details of

shipboard logging cperations.

Acronyms, abbreviations and logging jargon should be eliminated
as far as possible.

A major effort, involving TAMU and Schlumberger, should be made
to overcame bridging problems encountered in open hole logging.

The L-DGO/BRG has respousibility for a training and education
program. The transfer of expertise and sharing of knowledge to
the whole ODP comunity must be encouraged.

Travel budgets should be increased to allow attendance of
L-DGO/BRG perscnnel at co-chief pre-cruise meetings and at JOIDES
panels,

The purchase of exotic log analysis packages should be minimized.
The development of "portable" software packages is reccommended.

ODP Site Survey Databank

Duplication with other data centers should be avoided.

Every effort should be made to protect data from unauthorised

use,

A modest increase in low-level support should be included in
future budgets.

The Databank shculd be involved in IWG as and when necessary.

Greater publicity should be given to the Databank activities.

JQIDES Scientific Advisory Structure
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5.1

5.2

5.3

5.4

‘5.5

5.6

5.7

5.8

5.9

6.

6.1

6.2

6.3

6.4

7.

7.1

Every effort should be made to develcp scientific planning in a
thematic rather than a regional context as is proposed by the
COSOD Report.” Allccation of more than one leg to a target should

be considered. ’

The planning process should ensure that prime objectives are
coampleted.

The planning process should include tests of the full capability
of the drillship. '

There should be greater flexibility in planning commensurate with
the constraints acting on the Science Operator.

Members of PCOM ‘'should abide by rules governing conflicts of
interest.

The arrangements for rotation of the JOIDES Office should be
reviewed,

A non-U.S. representative should continue to be appointed to the
JOIDES Office.

The EXCOM should keep the composition of POOM under continuous
review to ensure that there is not only scientific expertise but
that there is adequate adm:.nlstrat:.ve and JOIDES experience
available for chairmanship.

PCOM should consider the need to bring logging and coring data
together and should ensure increased cooperation between
L-DGO/BRG and the Science Operator to achieve this.

Management

JOI must be allowed to manage the Program without undue
interference fram NSEF in the management function.

JOI has the prime responsibility for ensuring that subcontractors
adhere to budgets, guidance, etc.

The prime liaison between JOI and the scientific planning process
should be the ODP Program Manager.

A system should be devised to identify overheads as a U.S.
responsibility within the budget.

General

Both TAMU and L-DGOC are in a privileged position regarding OQDP

data. Care should be taken that this position is not abused.

!
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7.2

7.3

The subcontractors' roles should be re-emphasised as being that .
of providers of services.

Non-U.S. involvement must be encouraged in all aspects of the
program at L-DGO/BRG and with the Science Operator.




APPENDIX 1

LIST CF PECPLE INTERVIEWED

1. Lamont-Doherty Geclogical Cbservatory

24 CQctcber:
D.J. Baker (President, JOI Inc.)
_ R.N. Anderson (Director of Operations, Borehole Research Group)
D. Moos (Scientist-in-Charge, BRG)
C. Broglia (Log Analyst, BRG)
M. Zoback (Stanford University)
D. Fornari (Manager, Logging Sexvices)
J. West (Schlumberger, Houston District Manager)
. R. Ghiselin (Schlumberger QOffshore Services)
P. Stambaugh (L-DGO Contracts Office)

25 ‘October:
R.N. Anderson '
S. Asquith (Bast Coast Repository Superintendent)
J. Ladd (Principal Investigator, ODP Site Survey Datahank)
R.L. Larson (JOIDES PCCM Chairman)
J. Knauss (JOIDES EXCOM Chairman)
B. Raleigh (L-DGO Director)

2. JOIDES RESCLUTION/Other Interviews (St. John's, Newfoundland)

27 October:
M. Salisbury {(Co-chief Leg 102)
G. Brass (ODP Program Director, NSE)
M. Arthur (Co-chief Leg 105)

-Visit to JOIDES RESCLUTION included discussions with the following:
L. Garrison (Deputy Program Director CDP) .

Cpt. E. Oonk (Master, SEDCO/BP 471)

D. Steere (Drilling Superintendent, SEDCO)

L. Hayes (ODP Operations Superintendent)

T. Gustafson (ODOP Laboratory Officer)

S. Serocki (Supervisor, Development Engineering CDP)

S. Howard (OCP Development Engineer)

28 Octcber: .
S. Srivastava (Co-chief Leg 105)

3. Science Operator, Texas AsM University

6 November:
P. Rabincowitz (Program Director)
L. Garrison (Deputy Program Director)
R. Kidd (Manager Science Operations)
A. Meyer (Assistant Manager Science Operations)
C. Auroux, J. Baldauf, B. Clarent, A. Palmexr, E. Taylor, s.
O'Cormell, K. Emeiss (Staff Scientists)
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S. Herrig (Administrator) ~

Y. Pamerville . (Administration Manager)

W. Lancaster (Fiscal Affairs Manager)

L. Holst (Contracts Manager)

R. Merrill (Manager, Science Services) -

W. Rose (Supervisor, Publications)

J. Foster (Supervisor, Camputer Services)

W. Meyer (Chief Shipboard Systems Manager)

M. Sun (Shorebased Systsms Manager) :

W. Johnsen, N. Fortson, M. Ling, D. Bontempo (Camputer Services)

7 November:

J. Austin (Co-chief Leg 101)

W. Schlager (Co-chief Leg 101)

C. Mato (Supervisor, Curation and Repcsitories)

A. Bakker (Supervisor, Databases)

P. Brown (Assitant Databases Supervisor)

B. Harding (Manager, Engineeéring and Drilling Operations)

G. Foss (Supervisor, Drilling Cperations)

L. Hayes (Opérations Superintendent)

M. Stoms, D. Huey (Engineering Develomment)

P. Thampscn, W. Robinson (Drilling Engineers)

C. Mabile (Visiting Engineer - IFREMER France) )

R. Olivas (Manager, Technical and Logistics Suppert)

J. Peloso (Assistant Manager, Technical and Logistics Support)

C. Jones (Supervisor, Legistics Support)

D. Graham (Superviscr, Technical Support)

T. Gustafson (Laboratory Officer)

B. Julscn, B. Dameyer, J. Weisbruch, G. Peretsman, R. Current, D.
" Messman, J. Jones, W. Autio, T. Frank, H. Grosche, H. Huton (Marine

and Electronic Technicians)

8 November:
" K. Medel (Public Information)
L. Garrison
P. Rabinowitz ,
M. Friedman (Principal Investigator & Dean, College of Geosciences)
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-4

REPORT CF INTERVIEWS

Strictly confidential and not included
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APPENDIX 3
LIST OF PAPERS PRESENTED TO THE PERFCRMANCE EVALUATION COMMITTEE

1. Program Plan FY 84 and 85
2, Program Plan FY 86
3. FY 86 Budget:
a. Letter fram D. James Baker to EXCOM (24 May 1985)
b, Report of EXCOM Budget Review Subccmuittee {27 June 1985)
¢, Memo fram J. Clotworthy to EXCCM (23 September 1985)
4. Report of the PCOM Subcommittee on Publicaticns (1985)
5. Report of the ODP Databank Review Panel (1985)
6. Report of the JOIDES Adviscry Group on Equipment for Laboratories
(1984)
7. Written sulmissions from co-chief scientists:
' a. Leg 103 - G. Boilloct
b. Leg 104 - 0. Eldholm
8. Staffing structures and numbers for DSDP in 1978 and 1980
9. Extracts of subcontract to TAMJ
10. Extracts of subcontract to L-DRQ (Logging)
11. L-DQXO/BRG logging contract and. budgets (D. Fornari)
12. 1-DGO/BRG project overview (R. Anderson)
13. Legs 101, 103 & 104 analysis of logging v coring time (R. Anderson)
14. PDetails of Merlim Module (Terrascience Inc.) (R. Anderson)
15. L-DGO/BRG data acquisition analysis and presentation programs (C.
Broglia)
16. Letter (10/14/85) fram J. Thiede {Leg 104 Co-chief) to R. Anderson
17. Letter (8/28/85) fram P. Lysne (Sandia) to R. Anderson
18. Letter (10/23/85) fram R. Anderson to J. Thiede
19. Letter (10/3/85) fram R. Larson (PCCM Chaimman) to D. Hunt (JOI)
20. Staff structures and office layouts at TAMU (P. Rabinowitz)
21. Staff scientists' background and leg responsibilities (R. Kidd)
22, Staff scientists' responsibilities (R. Ridd)
23. ODP Staff Handbook (S. Herrigq)
24, ODP Administrative Newsletters (S. Herriqg)
25. TAMI/CODP overhead review (S. Herrig)
26. Relationship of TAMRF to ODP. (S. Herrig)
27. COP contracts (L. Holst)
28. CODP administrative services (Y. Pammerville)
29, - COP fiscal affairs (W. Lancaster)
30. Coanputer services presentation and status report (J. Foster)
1. Off-the-shelf purchases of software by COP camputar services group in
FY 85 (J. PFoster)
32. ODP publications program (W. Rose)
33. Revised database timetable and status report (A. Bakker)
J4. Typical cruise sampling plan (C. Mato)
35. Instructions for completing a cruise sampling plan (C. Mato)
J6. COP curaticn and repositories (C. Mato)
37. Costs to establish a bare rock hole to 400m (B. Harding)
38. Typical public information pack (K. Riedel)
39. Sumary of public information activities (K. Riedel)
40. Press distribution lists (K. Riadel)




41.
42.
43.
44,
45.
46,
47.

48,

Water chemistry procedures on SEDCO/BP 471 by J. Gieskes & G.
Peretsman

Extracts fram Organic Geochemistry on JOIDES RESCLUTICN by K.
Kvenvolden & T.J. Macdonald

Caments on staff scientists’ responsibilities (W. Schlager & J.
Austin)

TAMJ College of Geosciences structure and staff lists (M.~ -

Friedman)

Drill string limit gu:.delma (G. Fess & S. Serock:.)

DSDP staffing chart

JOI Office costs FY 84, 85, 86 including breakdown of ODP Databank and
JOIDES Office costs (J. Clotworthy)

History of CDP/TAMJ Shorebased Laboratories concept (D. Hunt)

In addition to the above, the Camnittee also received the following
publications:

Onboard JCIDES RESOLUTION

CCP publicity brochure

JOI Inc. publicity brochure

ODP Sample Distribution Policy .

Cperaticnal and Laboratory Capabilities of JOIDES RESOLUI‘ION -
Technical Note No. 2

Shipboard Scientists’ Handbook - Technical Note No. 3

Wireline Logging Manual

JOIDES Journal Special Issue No. 4 - Guide to the ODP

2-36



DPPENDIX 4

¥’

2 SECTION C DESCRIPTION/SPECIFICATIONS

Audit of the Qc¢ean Dr1111n§'Program admidistéred by Texas A & M Research
Foundation (120+ mililion, five year Cost Reimbursament Type subcontract) and
major lower-tier subcontractor (drillship operator: Underseas Orilling, Inc.)

- I Background

Joint Oceanegraphic Institutions, Incorporated (JOI, Inc.) is under a five
year $140+ mi11{on contract with the Mational S¢ience Foundaticn (NSF) to
manage the Qczan Driliing Program (ODP). JOI, Inc.'s majer Subcontractor,
Texas A & M Rasearch Foundation, is under a fiva year subcontract with

JO0I, Inc. to serve as the Scienca Director for 00P. The drillship operator,
Underseas Dril1ling Incorporated (UDI), {s under agreement with TAMRF,

-1t is the expressed policy of the Texas A & M Research Foundation (TAMRF)
subcontract with JOI, Inc, that the National Science Foundation Contracting
0fficer or his representatives and the JOI Contract Executive shall have
the audit and {nspection rights to examine books, records, documents, and
other evidence and ageounting procedures and practices, sufficient to reflect
properly all direct end;indirect costs of whataver nature are claimed to

have been incurred and dnticipated to be incurred for the performance of that
subcontract, :

In addition, 1t s the responsibility of JOI, Inc., in its dasignated
management role over the Ocean Drilling Program to insure that lower-tier
subcontractors receive similar audit and assist TAMRF {n that objective.

Accordingly, JOI, Inc. has a need to have audited the reported-and claimed
- costs of their cost reimbursement type subcontract with TAMRF for that portion
© . of the subcontract.perfod of performance February 1, 1984 through September
. 30, 1985 ($45+ mi1lion, two.contract years). Additionally, at the request of
- TAMRF, and in the mutual best intarests of both TAMRF and J0I, Inc., JOI, Ine.
" requires simultaneous audit of TAMRF's major lower-tier Subcontractor, Undersea:
Ori11ing Incorporated (UDI - a wholly owned SEDCO/BP joint venture subsidiary),

IT Scope of Work

The IPA shall audit the Subcontractors' (Texas A & M Research Foundaticn
and Underseas Orilling Incorporated) accounting records and financial

operating procedures. The examination shall fnclude, buf nead not be 1imited
to the following: " '

1. Examination of ¢osts incurred and encumbered to be reportad cunu-~

lative .on the Septambar 30, 1985 Monthly Basa Project Summary
submission to J0I, Ine. _ :




2. All general ledger program areas shall be audited except for:

a) TAMRF cash, whereby all cash . transactions (receipts and

disbursements) are administered by TAMRF through their

-y comingled checking account, audited annually by TAMRF's
independent CPA firm. A review of the CPA's latest: audit
coverage of the cash area should be made, if possible and
‘determined by the IPA that sufficient audit work was performed
when testing actual cash receipts and disbursements (i.e. —
canceliled checks, bank reconciliation, et¢.) to prevent
duplicate -audit work by both auditing firms.

b) A count or obsarvation of the TAMRF physical inventory
(equipment’ purchase) will not be required since JOI has
contracted services to account for items in this area.
However; inventory records, etc. will be available for review
by the-Contractor at request of the IPA.

- 3. Réview the:allowability and allocability of costs as defined
under the pasic JOI, Inc./TAMRF subcontract.

4. Determine fhe compliance with OMB..Circular No. A-21, cost nrinci-
ples for educational institutions (for TAMRF) and Part 1-15-2
of the FPR, "Contracts with commercial organizatigns," for UDI.

- 5. Review 1nterna1 control procedures and overalT financial management
procedures

6. Review and itemize insurance coverages currently in effect for
which premium reimyrsement is being provided by JOI, Inc.

- 7. Determine adequacy of Subcontractors' disclosure statements
' and certificates of current cost or pricing data from lower-tier
Subcontractors.

a. Review TAMRF Administrative fee from a cost effectiveness point of
view in its role as a substitute for TAMRF' s normally charged and
Federally audited indirect cost rate.

The fol1ow1ng information is provided for information purposes to assist
in preparation of both cost and technical proposals:

Average Number of Monthiy Transactions - TAMRF/ODP & UDI/SEDCO

For TAMRF/ODP,. the monthly average is 2,600. This includes about 200 trans-
actions a month due to automatic postings of payroll and ancther 400 per month
as a result of check disbursements by TAMRF accounting. The 2,600 transactians
stated above would include these resulting from UDI/SEDCO 1nvo1c1ng 00P. The
UDT related transactions average approximataly 25 per month.

The 0DP average was based on activity since September, 1984, but should be -

fairlg indicative of the February, 1984 to September, 1985 anticipated audit
peria .
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3. Summary of Recommendations and Responses

In this section, we provide the response to the summary
recommendations that have been taken directly from the main body
of the PEC report. The recommendations of the PEC and the
response of the subcontractors TAMU and LDGQO; JOIDES and JOI are
provided directly after the PEC recommendations.

In each case we feel that the recommendations are belng met
in a substantive way, either through modified procedures or
through the budget and the Program Plan.

In some cases, particularly for JOIDES, some of the
recommendations directed to TAMU or Lamont-Doherty were more
logically directed to JOIDES. We have asked the PCOM to address
these as well as those directly applicable.

In the request for these formal responses, JOI transmitted
only that part of the PEC report relevant to the particular group
asked to answer. The PCOM response suggests that it would be
better for JOI to send the entire report, so that the
recommendations can be read in context. JOI views this
suggestion as eminently sensible, and will carry out fubture
reviews in this way.




l.

PEC- Recommendations .on
Science Operator (TAMU) and
- JOIDES RESQLUTION.

Sciernce Operator (TAMY)

1.1

1.2

1.3

1.4

L5
1.6

1.7

1.8

1.9

1.10

1.11

.12

1.13

There is scme concern at the overall staffing levels qltpough
there could be an increase in engineering and marine technicians,
possibly at the expense of Science Services and Science
Operaticna. There should be no increase in the overall staffing
level,

The next Performance Evaluation Camittee should examine the
record of TAMU for timeliness of reporting.

Budgets should be realistic and should clearly identify
activities rather than cost centers and should be presented in a
way which enables the base budget to be examined.

Equipment procurement should involve non-U.S. as well U.S.
suppliers. :

There should be a major effort to reduce and simplify paperwork.

Staff gcientists' role with regard to co-chief scientists should
be stated as being an assistant to the co-chiefs. Overall
responsibility for scientific activities on board JOIDES
RESCLUTION must rest with the oo-chiefs.

There should be greater interaction between staff scientists and
marine technicians on-shore although we do not recommend
management changes. The role of graduate student assistants
should be re-examined. ;

The need for staff scientists to attend all JOIDES panel meetings
should he reviewed.

There should be no arbitrary restriction as to publication in the
Part B of COP Proceedings. .

There is a case for an increase of staffing in the engineering
develomment section,

TEDCOM should be re-activated as scon as pogsible to act as an
advisory panel for engineering development.

Priorities in engineering should include drilling in hot
hydrothermal systems and improvements in drilling and coring
Systems as well as attampts to solve problems of hole instability
and bridging.

Consideration should be given to inviting expertise from industry
to the engineering and drilling operations activities.
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1l.14

1.15

1.16
1.17

1.18

1.19

1.20

1.21

1.22

1l.23

1.24

1.25

1.26

1.27

Priority in the computer services budget should be given to
twinning the shore-based VAX 11/750 machines.

Scome effort must be deployed in software development for the
scientific commmity. .

Publications should be regarded as being of the highesﬁ priority.

Prime logging data should be included in Part A of the
publications.

A professional study should be camissioned on long-temm curation
and utilization of cores.

The present plan for core curation at repositories at the East
Coast (L-DGO), the West Coast (SIO), and the Gulf Coast (TAMU) 13
endorsed. , :

There should be a more flexible approach fram all concerned with
regard to shipboard sampling of core material.

Marine technicians should be recognized as being a cadre of
professionals and that acknowledgement is given in published
analyses and elsewhere. Publication of technical memoranda
should be considered.

Clear responsibility for each of the onboard scientific
instrunents should be assigned under the oversight of outside
experts. Standard reference samples should be run routinely to
ensure high quality data are produced. .

It is important that compensatory time for sea-going staff should
be increased considerably. We trust that TAMU will accede to
this request fram CDP.

Public relations should ensure that due acknowledgement is given
to the scientific cammunity which makes the Program possible and

" that there should not be an over-emphasis on TAMIJ.

There may be a need for additional staff support for cruise
Clearances.

We recommend that plans for a shore-based laboratory should be
reconsidered and not be included in future plans unless a strong
case emerges, '

Management should be flexible in order to move smoothly to a
Steady-state operation.

2. JOIDES RESCLUTICN

2.1

A stable power supply should be a priority item.
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2‘2

2.3

2.4

ES

We do not recqmﬁend any major expense be incurred to improve
underway geophysics.

There should be an improvement in communications between the
bridge and underway geophysics in terms of navigation with a
repeat output of GPS fixes being on the bridge.

The official name (SEDCO/BP 471) should be used in camunications
and publications. . :




'TAMU Response to Science PEC Recommendations
on Science Operator and JOIDES RESOLUTION

July 1, 1986

Dr. James Baker

President

Joint QOceanographic Institutions Inc.
1755 Massachusetts Ave, NW Sufte 800
Washington, D.C. 20036

Dear Jim: ,

Enclosed are our responses to recommendations {1. and 2.) of the JOI
Performance Evaluation Committee Report. The positive remarks made by the
Committee are appreciated. We will continue to do our utmost to
successfully carry out our duties as Science Operator, and to be responsive
to the Scientific.Community.

_Thank you for this opportunity to respond to the Report,

Sincerely,
Philip D, owTeZ ':
Director
PDR:pvs
cc: M, Friedman
A. Maxwell
L. Garrison
3-5
Ocean Oritling Program
s ASM University
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1.1

1.2

1.3

1.4

1.5

1.6

1.7

There {3 some concern at the overall sataffing levels although
there could be an lncrease in englineering and marine
techniclans, possibly at the expense of Sclence Services and
Sclence Operations. There should be no increase in the overall
atarfing level.

We agree that the staffing, as outlined in the Program Plan, is
at the proper level. We do not intend to either lncrease or
decrease staff unless functions as outlined by JOIDES change.

The next Performance Evaluation Committee should‘examine the
record of TAMU for timelinesas of reporting.

We agree., TAMU-ODP has an excellent track record in the timely
submiasion of reports for the lasat 15 montha and intends tao
continue with punctual submissions,

Budgets should be reallstic and should clearly identify
activities rather than cost centers and should be presented ln a
way which enables the base budget to be examined.

We concur. We have previously used a format as outlined by JOIL.
We now also submit Program Plan Budgets by task.

Equipment procurement should involve non-U.S. as well as U.S.
suppliers, '

We agree. TAMU-QDP has a very good record in this regard ang
has enjoyed favorable comments by JOIDES, NSF and JOI for those
successful efforts.

There should be a major effort to reduce and simplify paperwork,.

We wholeheartedly concur, ﬂny actions to reduce and simplify
paperwork on the part of the Science Operator would be very much
appreciated,.

Staff sclentists' role with regard to co-chief scientists should
be stated as being an assistant to the co-chiefs. Overall
responsibility for sclentific activities on board JOIDES

‘RESOLUTION must reat with the co-chlefs.

Absolutely. This has been TAMU-ODP's interpretation and has
been the basis for operational procedures since the lnaugural
cruise. . :

There should be greater interaction between staff scientiats and
marine techniclians on-shore although we do not recommend
management changes. The role of graduate student assistants
should be re-examined.

Staff scientists and marine technicians indeed should continue
to interact. ’
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1.8

1.9

112,

1.13

The need for stafr sclientists to attend all JOIDES panel
neetings should be reviewed.

Qur review overwhelmingly supports representation by staff
selentiats. It is necessary for TAMU-QDP to be fully responaive
to JOIDES, and it 1s essential for our own planning.

There should be no arbitrary restricticn as to publlcation in
the Part B of GDP Proceedings.

We agree. We follow JOIDES policy in this regard and do not
believe the policy contains any arbitrary restrictions.

There is a case for an increase of staffing in the engineering
development section.

We concur and have added staff in this area (one of which is an
enhancement in the Program Plan),

TEDCOM should be re-activated as soon as possible to act as an
adviscry panel for engineering development.

This {3 a JOIDES matter.

Priorities in engineering should include drilling in hot
hydrothermal systems and lmprovements in drilling and coring
systems as well as attempts to solve problems on hole
instability and bridging.

We agﬁee. We have, and will continue to direct major efforts In
these areas.

Consideration should be given to inviting expertise from
industry to the engineering and drilling operations activities,

We agree. We have and will continue to involve industry.

Priority in the computer services budget should be given to
twinning the shore—based VAX 11/750 machlines.

We agree. When funds become available, this will be a high
priority item. In the meantime, we are configuring the present
equipment for maximum efriciency.

Some effort must be deploved In software develogment for the
scientiflic community.

The economics of developing and supporting software to run on
the many different computers with the variety of peripherals and
environmental considerations avalilable to the scientifie
community are awesocme, We are not staffed or funded tc compete
with commercial software cowmpanies; however, we are happy to
asaist individuals in solving their problems,
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1.20

1.21

1.22

et " At ve

Publications should be regarded as being of the highest
priority. . e

We agree and are acting-accordingly.

Prime logging data should be included in Part A of the
publicatiocns.

We agree., JOI and L-DGO are currently working out funding for
preparation of camera-ready copy.

A professional study should be commissioned on long-term
cqration and utilization of cores,

We agree. This study has been underway for about one year, and
will require several more to complete.

The present plan for core curatlion at repositorlies at the East
Coast (L-DGO), the West Coast (SI0), and the Gulf Coast (TAMU)
i1s endoraed.

Acknowledged.
There should be a more flexible approach from all concerned with
regard to shipboard sampling of core material.

We agree and we are re-emphasizing curatorial flexibility during
pre-cruise briefings.

Marine technicians should be recognized as being a cadre of
professionals and that acknowledgement 1is given Iin published
analyses and elsewhere. Publiecation of technical memoranda
should be conasidered.

We agree and are pleased that the committee acknowledges this.
Clear responsibility for each of the onboard scientific

instruments should be assigned under the oversight of outside
experts, Standard reference samples should be run routinely to

enaure high quallity data are produced.

We have inhouse expertise for all but one piece of equipment for
which we are presently discussing the possibility of using
outside expertlse.

It is important that compensatory time for sea-going staff
should be increased considerably. We trust that TAMU. will
accede to this request from QDP,

We don't belleve thls to be within the terms of reference for
the committee, This {3 a State-of-Texas [3sue.
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2.2

203

2.4

Public relations should ensure that due acknowledgement is given
to the scientiflc community which makes the Program possible and
that there should not be an over-emphasis on TAMU,

We agree,

There may be a need for additional ataff support for cruise
¢learanceas.

We do not believe this position is necessary. We have a 100%
track record of obtaining clearances. ’

We recommend that plans for a shore-based laboratory should be
reconsidered and not be included i{n future plans unless a strong
case emerges,

This 13 a JQIDES, JOI, and NSF matter.

Management should be flexible in order to move smoothly to a
steady-state operatien.

We agree., We have and will continue to take steps to ensure a
smooth, steady—-state operation.

A stable power_supply should be a priority item.

We agree. 'This lasue has heen addressed; it has and will
continue to recelve top priority, ‘

We do not reccmmend any major expense be incurred to improve
underway geophysics.

We agree. There have to-date been changes made based on
co—-chiefs' recommendations; we believe no other major changes
will be necessary, -
There should be an improvement in communications between the
bridge and underway geophysics in terms of navigation with a
repeat-output of GPS fixes being on the bridge.

This has been done (per 2.2, above).

The offlicial name (SEDCO/BP U471) should be used in
communjcations and publications.

We agree.



3.
3.1
3.2

3.3

3'4

3.5

3.6

3,7

1?EC Recommendations for
Wireline Logging Services

Wireline Iogging Services

The emphasis in the Program should be moved to petrophysics.

The Logging Manual should be revised to include details of
shipboard logging operations.

Acronyms, abbreviations and logging jargon should be eliminated
as far as possible. '

A major effort, involving TAMU and Schlumberger, should be made
to overcame bridging problems encountered in open hole logging.

The L-DGO/BRG has responsibility for a training and education
program. The transfer of expertise and sharing of knowledge to
the whole CDP camunity must be encouraged.

Travel budgets should be increased to allow attendance of
L-DGO/BRG personnel at co-chief pre-cruise meetings and at JOIDES
panels. -

The purchase of exctic log analysis packages should be minimized.
The development of "portable" software packages is recamnended.




L-DGO/BRC RESPONSE TO JOI PERFORMANCE EVALUATION REPORT
OF FEBRUARY, 1986
3. Wireline Logging Services (page 29).

3.1 The emphasis in the progran shéuld be moved to

petrophysies.

Qur mailn th;ust all along has been to deliver to JOIDES
a loggihg program customized to dolng geologlcal sclences, a3
opposed to tﬁe major technological thrust of the tools which is
to find hydrocarbons. That means to develop technlques to
measure rock properties in situ, not just to determine pore fluid
content. We therafore concur with the performance evaluation
report that petrophysles is the direection in which the JOIDES
logging program .should proceed. Snyergism between the continuous
measurements made in situ by the logging suite and the limited
core recovered in ODP holes 1is necessary to maximize the

scientific return from both the core and the logs. We are now

making a powerful set of scientifle observations in ODP

_ boreholes, including neutron activation, multichannel sonie
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refraction, ultrasoniec imaging, phasor induction electrical
resistivity, direet drawdown permeability and pore pressure
measurements. Most of these data are delivered every 0.5 feet

throughout the logged interval of each hole.

Regrettably, the weakesat of the laboratory analyses
performed on the recovered core aboard the JdIDES-RESOLUTION are
the physical properties that would locate where within the logs
the core came frém. Pordsity, ﬁermeability, electrical
resistivity, compressional and shear veloecity, density and
radicactive mineral content should be measured on every core in
order to better establish the correlation between logs and core,
which i3 petrophysies. Lucklly, the geochemical measurements
from the XRF and XRD when they are working are excellent ties to

the neutron activation logging.

Qur mission is to éevelop geological uses for logs, not
to develop new. "gee-whiz" measurement technigues in the borehole.
We leave that to the commercial logging companies. We instead
track new tool d;velopments in the oil industry and ask how each

may be customized for doing geology in ODP holes.

Acting upon the Performance Evaluation Report will
require JOI purchase of physical property laboratory equipment.
We will develop integration software to analyze the core and log

petrophysiecs. Synergism has been our direction all along.
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3.2 The Logglng Manual should be revised to include

details of shipboard leogging operations.

We concur and will integrate such a section into the
seientific logging issue to be produced in concert with our
loggzing schools to be held in the JOIDES member countries in FY

87.

3.3 Acronyms, abbreviations and logging Jjargon should

be eliminated as far as possible.

We concur and are attempting to eliminate their use
whenefer.possible. The industry is shot through with
acronym-itis, perhpas as a security precaution, so we ourse;ves,
who are from the scientif;c community, not the logging community,

have trouble with acronyms too.

3.4 A major effort, involving TAMU and Schlumberger,
should be made to overcome bridging problems encountered in open

hole logging.

We have indeed made such a jolnt attack on this
problem, with the results soon to be determined. Our logging
statisties shnow that 22% of loggable hoie is being lost to
bridges caused by clay swelling. We can prove the correlation
becaﬁse of the inerease in radioactivity from the gamma ray log

at places where the calliper log shows bridging.
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Ciays rich in radiocactive elemerits swell when contacted
with drilling muds of different salinity to the pore fliuids. Our

attack on this préblem is two pronged:

1. Correct the drilling mud =salinity to that of the
pore fluid. Turning to the expertise on the JQIDES Downhold
Measurements Panel, we asked ARCO for help. They assigned their
most eXperieﬁced mud engineer to help us. TAMU brought in their
mud supplier, Milchem, and Schlumberger volunteered their field
engineer to provide onboard engineering assistance. AsS a result,
e determined that "the flushing muds used by TAMU were too
fresh-water for the clays. A new mud program was developed by
ARCO and Milehem which utilizes a small chemistry experiment
perfaormed on the cored clays to directly match the mud salinity
to that of_the ¢clays onboard ship. Then KC1 of the appropriate
quantity is custom mixed for each hole. We anticipate major
improvement in the mud SWellng problem froam this mud salinity

change, beginning on leg 110.

2, To further improve the bridging situation, Lamar
Haves of TAMU, and Schlumberger have t;gether developed a
Sidewall Entry Sub logging technique to allow the drillstring to
be lowared to knoeck out any bridges encountered during a logging
run WHILE THE TOOL IS STILL DOWN THE HOLE. This system was

tested on leg 108, and should be operational by leg 111.
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3.5 The L-DGO/BRG has responsibility for a training and
education program., -The transfer of expertise and sharing of

knowledge to the whole ODP community must be encouraged,

We completely concur. Early on, we were oc;Upied with
establishment of the loéging services on the ship itsgelf. HNow,
Wwe turn to the second of our major charges: to teach the
scientific community about the powérful science one can extract

from these sophisticated in situ measurements.

We are developing geophysical Weapons“such as synthetic
selsmograms and exdess pore pressure detectlion techniques, and
geological methods such a Milankovich Climate cycle time series
analysis, volcanie cycle identificatlion, and rifting history
extraction methods. The mission 1s to allow the scientists
aboard each leg to fully utilize the logglng program to answver
the unique problems posed by each leg, while providing techniques
which will provide information to the scilentific data base

growing with each successive leg.

In order to teach these techniques, we must first
develop aad extract them from thae influence of an industry bent
on finding oil and gas. Then we must package them into an
understandable format, and the addition te the logging manual of
a seation called Scientific Well Logglng i3 the next atep (to be
completed by December, 1986). Next, we must have schools in each

of the member countries to directly convey these techniques to




the JOIDES community. We have elicited Sgchlumberger's help and
oo

are currently scheduled to have schools in Japan in November, and

England, France and Germany in January. The French meeting 1is

under the aeéis of the European Sclence Foundatien. Unscheduled

but discussed are similar schools in Canada and Russlia (if they

join). We need help in planning such an effort in the U3

(perhaps from USSAC?).

This comment hits another point raised in the text of
the Performance Evaluation Report about the L~-DGO/BRG being in a
"privi;eged position with regard to the‘ODP logglng data, that we
should be conscious not to pursue our own logging research at the
expense of the Scientifie community.” We are trying very hard to
develop new ways for the ODP to do sclence with the legs. At the
same time we are active ocean scientists-that is one secret to
the success of the ODP logging effort in that we are not oil
industry engineers. We are hoping that over the years, JOIDES
Wwill see that we have not pursued our own interests, but have
instead sacrificed to make this the best logglng progran in the
world. Only'time will prove how successful we have been, but we
are making every effort to place JOIDES interests at the top iﬁ

every inatance. !

3.6 Travel budgets should be increased to allow
attendance of L-DGO/BRG personnel at co-chiefl pre-cruise meetings

and at JOIDES panels.




We have been absent at these meétings only because of
the extreme shortage of funds in FYB8Y4 and FY85. For FYB6, we
have reprogramed monies internally to go to these important

meetings, and in FY87 we have new funds to continue.

3.7 The purchase of exotic log analysis packages should
be minimized. The development of "portaﬁle“ software packages 1s

recommended.

We see the usefulness of-thishdirective, but the
software existing in the marketplacg is complex, sophisticated,
and protected by patent and copyright laws. We needed such
expertise for the ODP progranm, and so purchased one packKage and

were given another for $1.

The expertise exists and the economic ciimate is
appropriate for ua to obtain such a portable ODP package from a
subecontractor if additional funds were made available to us in
FY87., Modification of the KOALA system de&elobed by John Doveton
at.the Kansas Geologlcal Survey is a prime candidate. We do not
have the expertise at the L-DGO/BRG to produce such a package
ourselves. We could, however, hire a full-time programmer for
about one Year to produce the basics of such a system for ODP

purposes., This is a money preblem.
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PEC Recommendations for
ODP Site Survey Data Bank

-/

4. OOP Site Survey Databank

4.1 Duplication with other data centers should be avoided.

4.2 Every effort should be made to protect data from unauthorised
use. ‘

4.3 A modest increase in low-level support should be included in
future budgets.

4.4 The Databank should be irwvolved in IWG as and when necessary.
4.5 Greater publicity should be given to the Databank activities.

-
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ODP Data Bank Response to
PEC Recommendations

JOIDES/ODP SiTE SURVEY DATA BANK

Lamontperny Viennodte 31 O bsers Gtary
Paiisarip~ NY. BV
Trewmpinone: H 3. 3550 2000

July 2, 1986

Dr. 0. James Baker

JOI, Inc.

The Brookings Inscitution
1755 Massachusectz Ave., N.W.
Suite 800 .

Washington, B. C. 20036

Dear Jim,
In response to the Daca Bank section of che Performance Evaiuazion
Commictee report, we have the following comments:

4.1 We agree that duplicacion with ocher data centers should be
avoided. Of course we make every efforc to establish contacts
with other data centers, boch U.S. and intarnacional, with the
intention of acquiring daca thac may be usefuyl for ODP purposes.
However, we do not feel it is appropriace for the QDP Data Bank
te routinely supply individuals wich daca that is freely avail-
able from, say, the NGSDC. We make exceptiocns in this policy
only when responding £o requests from scienrists in the non-U.S.
community (because ctheir access to U.S5. data is limited) and
in responding to U.S5. scicatists whose institutions do not
have a mainframe computer on which chey can house such data.

Becausa our mandate 13 co serve the JOIDES commynity by support-
ing the Site Survey Panel, the Safacy Panel, and the science
cperactor, thera is no danger of any overlap of tasks with anocher
data cencer. The Data Bank's aentire effort is devoted to ODP
tasks auad 1s supervised and directed by the JOIDES communicy

via the Site Survey Panel. The priorities of the Data Bank as
laid down by the Klitgord Review Panel and the Dara Bank's
pivitol position in the proposad raview procass both ensure

the efficlency of its operation and the "single-mindedness™ of
ics efforrsy,

4.2 We are very sensitive to the JOIDES community's concern thac its
dara be procected from unauthorvized use, and we take every pre=
caucion to ensure that cthe daca's proprietary nature is respected.
Tc my knowledge there has never been a breach of this policy.

s B -
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4.3

4.4

4.5

-2-

JOI has responded to this recommeddation in.the implementacion
of the FY'37 program plan., We would like to stress that the
Klitgord Review Panel and the PEC intended chis to be a per-

- manent modificacion for inclusion in the FY'38 budger and

beyond.

We strongly agree, and hope that JQI will.follow through on
this recommendatien.

We agraee, and feel this 13 already taking place via publicircy
in the JOIDES Jourmal and such activicies as the recent tour
of the Daca Bank during che May PCCM meecing.

1 hope the above couments are useful to JOI and EXCOM.

C3/ms

o

Sincerely,
- &J‘- (I;‘:; \-q - -

Carl Brenner
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JOIDES/QDP SiTE SURVEY DATA BANK

Lammont-Domeeny Geotogicdl Csemcaadan
Pajiwitits N Y, 110RS
Tedvnbhome: e 3500 20H)

July 3, 1986

Dr. D. James Baker

JOI, Inec.

The Brookianzs Insticuticn
1755 Massachusatts Ave., N.W,.
Suite 300

Washington, D. C. 20036

Dear Jim,

Regarding odr letter dated July 2, 1986 cresponding to the Performance
Evaluation Committee report, please be advised of the tollowing correccion.
The third sentence in the second paragraph of Section 4.l should read as
follows: "The priorities of che Data Bank as laid dowm by the Klitcgord
Review Panel and the Daca Bank's pivitol position in che proposal review
process boch ensure the efficlency of its operation and the "single-mind-
edness" of its efforts."

Sincerely,

C3/ms
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2. Science Cperator

PEC Recommendations Relevant .
to JOIDES Scientific Advisory Structure

2.2 Science Operations

2.2.8

Staff scientists have been assigned liaison functions with JOIDES
Panels. We have reservations whether this is necessary for all
panels. Such liaison can be very useful if the staff scientist is
supplying operatiocnal information needed for planning. It is also
very useful for the Science Operator, in planning for the future,
to be made aware of panels' "thinking."

2.] Ergineering and Drilling Operations

2.3.3

We commend the approach taken by the Science Operator in convening
workshops to discuss engineering and drilling priorities and to
respond to likely future scientifc needs. The JOIDES TEDCOM should
be a main avenue of contact both with JOIDES and the engineering
community, and it is very important that this Camittee be
re-activated as soon as possible. We encourage it to develcp a
link to engineering similar to that of the DMP to the Wireline

Services Contractor.

2.4 Science Services

2.4.4.8 In terms of sampling policy, we note that this has been agreed by

JOIDES both for post-cruise sampling and for on-board sampling.
Some co-chiefs felt that the latter was somewhat restrictive.
Extensive sampling for destructive tests was usually not allowed
unless additional core material was obtained, We would support
a review of the gquidelines for on-board sampling urging a flexible

and pragmatic approach from both the viewpoint of proper curation
and the shipboard scientific party.




3.

JOIDES RESCLUTION - Facilities ‘

3.10

4.

One of the members of the Evaluation Camittee considered that it
is important that there should be an early test of the full
capabilities of the drillship in deploying its maximum drill string
and in setting re-entry oones in the maximun water depth. This is,
of course, a mattar for JOIDES planning (see para. 6.4).

Wireline logging Services

4.3

The thrust of the logging operation could well be moved away fram
Borehole Geophysics towards Petrophysics. This may seem to be a
matter of semantics, but in fact, it is not. Borehole geophysics,
as practiced by mcst research groups, tends to concentrate on the
ability to make effective measurements in the borehole. It has
been the experience of at least one member of the review panel that
research in this area tends to evolve into developing exotic
measurement systems and associated tools that yield minimum
practical infcrmation from a cost-benefit standpoint. Examples
include borehole gravimetry, downhole electromagnetics, and, in
certain cases, in situ neutron activation analysis.

On the other hand, groups that have tended to concentrate on the

" petrophysical aspect of well logging research have traditicnally

been more successful. Pricrities are set on establishing effective
correlations or linkages with the system that is being measured.
In the oil industry, the linkage has been almost exclusively the
fluid system (oil/gas/water). Only recently has there been a
general interest in the industry to provide sophisticated linkages
between well logs and the rock matrix (lithology, mineralogy,
elemental analysis). As far as the Ocean Drilling Program, the
primary linkage would be with the latter case -~ the well log/rock
matrix system.

In terms of ODP, a petrophysical orientation would tend to
pricritize efforts to relate, in a multivariate statistical sense,
the collected core data with the obtained logging suites. 1In
practice, this means samewhere within the JOIDES framework greater
emphasis should be piaced on analyzing log response in terms of
physical, chemical, and mineralogic properties of the cores. If
this could be done aboard ship, so much the better. The staff at
L-DGO/BRG would be extremely capable in shifting the emphasis as
recommended. In Paragraph 6.10, we refer to the need for POOM to
consider the need to juxtapose lithological and logging information
in texms of publications so that both data sets may be seen as
ccmplanentazy and to encourage the scientific community to take

. advantage of the cpportunities for petrophysics research.




.6.
6.1

6.2

6.3

6.4

6.5

6.6

6.7

JOIDES Scientific Adviscry Structure

The structure is overly complex and has becocme more so fram the
increasing complexity of DSDP and, thence, ODP and from the

_internationalisation of scientific ocean drilling. Nonetheless, it

is very necessary to allow the full JOIDES community to develop a
science plan to meet the QUSOD objectives, on which the Program is
based.

The present plan for drilling was developed in the £inal stages of
DSDP and the early part of CDP and exhibits characteristics of DSDP
science planning, in that too many diverse scientific objectives
tend to be included in each leg. The result is often that the
prime target sites tend to run out of drilling and logging time.
The shipboard party is also large in order to meet the var,
scientific targets of each leg; this can result in strong lc:)l:ﬁ::yi'g-"l
by the scientific party for projects assigned only second prioricy,
by MM. -~ ’

We note that the present advisory structure is under review by PCOM
in early 1986. There appears to be some concern in the community
that the present structure over-emphasises regional rather than
thamatic objectives and we understand that this will be addressed
in the above review. We oonsider it to be of great importance that
the thematic objectives of COSOD are allcwed to emerge in the
JOIDES structure. :

There should be greater flexibility in JOIDES planning as legs are
being too tightly scheduled. Allocation of more than a single leg
in succession to a priority target is entirely appropriate in CDP.
There also seems a reluctance on the part of JOIDES to assign more
than one leg to a particular target (other than in MARK drilling)
and this contributes to the dispersion of sites, many of which are
left unfinished. JOIDES planning should also take advantage of the
capabilities of the drillship in temrms of drill string length (deep
water/deep holes) and in deploying re-entry cones in deep water.

Furthemmore, there must be flexibility to include additional legs

to complete priority targets commensurate with the constraints
imposed on the Science Operator in temms of logistics, staffing and
cruise clearances.

We believe that relations between JOIDES and subcontractors are
good and that the latter are responsive to the JOIDES science plan,

PCOM members must take care to cbserve the rules regarding possible
conflicts of interest as drilling proponents or as members of
institutions actively funded through COP.

The collective inexperience of the POOM membership was raised. The

lack of corporate memory on the part of PCOM has always been an
issue, but the recent rapid turrover of meambership has heightened
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6.10

the problem. Time has shown that the PCOM should not tightly
schedule legs or attempt to overly fine-tune cperations. Middle-
and long-range planning is often forsaken by the press of
operational problems. Only experience will resolve these problems.
It is most important that the PCOM Chair be a person aware of these
issues and difficulties and able to steer the Camnittee down a more
useful path. The practice of chairmanship of the PCOM being
assigned to a relatively mexpenenced member of the committee
should be awvoided.

The rotation of the JOIDES Office among U.S. institutions was
discussed. The views we heard were unanimous that this should

"~ continue although the most cost-effective way of rotating the EXCOM

and PCOM chairmanships and their support should be studied and
options investigated. A two year pericd for rotation may be too
short as up to 6§ months of this time is spent on the learning curve
and in winding down the Office. A period of 3 years should be
considered, althéugh this has significant implications for the

career of an active scientist. In addition, it would be

appropriate for JOI to determine if some equipment might he

transferred with the Office. The appointment of a non-U.S.

representative to the JOIDES Office should be continued.

We understand the concern about the involvement of PCOM in

budgetary matters when these impinge on the science plan. We are..

satisfied that JOI and its subcontractors involve PCOM as early as

.pessible and that due attention is paid to its scientific guidance.

We feel it is important and appropriate to juxtapcse lithological
information available fram logging and that already available fram
the core barrel sheets. The POOM should consider this and advise
L-DGO/BRG and TAMU accordingly. There is currently no planning for
this and the interaction of the two subcontractors would have to be
measureably increased should POCM J.mplement thzs policy (see Para
4.3).




JOIDES Response to
PEC Recommendations

JOINT OCEANOGRAPHIC INSTITUTIONS for DEEP EARTH SAMPLING (JOIDES)

JOIDES Office :
Graduate School of Qceanography Telephone: (4Q1) 7928725, 6726

University of Rhode Island Telex: 9103802848 (JOIDES URI UD)

Narragansett, R1 02882 ’ Telemail: JOIDES.UR!

September 5, 1986

Dr. 0. James Baker, Jr., Presfdent
Joint Qceanographic Institutions, Inc.
1755 Massachusetts Avenue, N.W.

Suite 800

Washington, D.C. 20036

Dear Jim:

At the August PCOM meeting, some time was spent in
reviewing the report of the Performance Evaluation Commit-
tee, particularly as it relates to the JOIDES operation.

"The PCOM response is attached. I have also reviewed the
Performance Evaluation Committee report and in particular
jts recommendations and comments with respect to JOIDES.
The PCQOM response reflects my own views on these matters.
The issue of the timing and extent of PCOM involvement 1in
each year's formulation of the 0DP budget is complicated.
It is almost impossible to satisfy all constituencies and
still proceed to a budget formulation in a timely manner,
but there is little question in my mind but PCOM has a role
to play. My views on this have been elaborated in a letter
to Don Heinrichs of (a copy of which is attached.)

Sincerely,

John A. Knauss
Chairman, EXCOM

JAK :abb
Att.
cc: R. Larson

FROGRAN -
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= JOINT OCEANOGRAPHIC INSTITUTIONS for DEEP EARTH SaMPLING (JOIDES)

.

JOIDES Office

Graduate School of Oceanography ' Telephone: (401) 792-6725, 6726
University of Rhode Island Telex: 9103802842 (JOIDES URI UD)
Narragansett, Rl 02882 Tetemait: JOIDES URI

-y -

18 August 1986

Dr. John Rnauss e’
EXOOM Chairman

Graduate School of Oceanography

University of Rhode Island .

Narragansett, RI (2882

Dear John:

Please find enclosed the response of the JOIDES Planning
Camittee to the portion of the Performance Evaluation Committee
(PEC) report provided by JOI President, Jim Baker, for our review
and reply. The views expressed here were agreed to by the entire
PCOM after consideration over the summer and debate at our most
recent meeting on August 11-15, 1986, We present this report to

. EXCOM for their consideration in formulating a formal response fram
the JOIDES Advisory Structure to JOI, In¢. In submitting this
reply to you I emphasize that our comment on the PEC Terms of
Reference is the most important statement in our report. I also
convey to you the consensus view of PCOM that a review of these
specific portions of the PEC report should have been done after we
had seen the entire report, not just these selected excerpts. We
request that this samewhat more open procedure be followed in
future reviews.

Sincerely yours,
A”M
‘ jer L. Larson

Chaiman, JOIDES
Planning Camittee

cc: PCOM Members
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18 August 1986

T0: John Knauss, EXCOM Chairman
FROM: Roger Larson, PCOM Chairman

RE: POOM Raply to the Performance Evaluation Camittee Report

The portions of the draft report of the JOI Performance Evaluaticn
Camittee (PEC} relevant to the JOIDES Scientific Adviscry Structure
were distributed to all members of PCOM at our meeting on May 28-30 for
review and camment. Below is a point by peint reply, numbered in the
same fashion as the draft report, that is the consensus of POOM's
positions and opinions regarding the points raised by the PEC. The
views expressed here were agreed to by the entire POCM after
consideration over the summer and debate at cur most recent meeting on
August 11-15, 1986. Before describing those specifics, however, BPCOM
makes the following statament on the PEC Terms of Reference that is
our most important ocomment on this review.

PEC TERMS OF REFEFENCE

Although the-PEC conducted a detailed and often insightful
investigation, this investigation is basically flawed and incamplete.
The FEC focused only on evaluating how the various QDP subcontractors
carry cut their functions, and reported these findings to JOI Inc. who
is the prime contractor. POOM believes that the PEC Temms of Reference
ghould have also directed the PEC to include a canplete review of all of
JOI's functions as the prime contractor for OOP, and the PEC should have
reported d;.rectly to EXCM. It is only possible to have a caomplete and
impartial review of the entire COP structure if the prime contractor is
included in that review, and if the report is made directly to EXCCM as
the principal oversight body. 1Indeed it would seem that the conduct and
analysis of such a review should became one of the prime functions of
EXXOM, now that ODP is on a firm membership footing, POIM believes that
this change in the Terms of Reference in the future will answer the
lurking question of ™who watches the watchers" and assuage any possible
accusations of "whitewash.”

SPECIFIC PCOM COMMENTS ON THE PEC DRAFT REPORT

2. Science Operator

2.2.8 Science Operations - PCOM generally agrees that it may be
unnecessary for TAMU staff scientists to attend all JOIDES
panel meetings, although it is often useful.

3  Engineering and Drilling Operations

3.3 PCCM agrees that TEDCOM is a useful element in the JOIDES
acdvisory structure and re-activated the Camittee under
Chairman Jean Jarry ¢f France who convened their most recent
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meeting in February 1986 in Marseilles. We point out that it
is unlikely that TEDCCM will serve as an engineering link to
TAMJ similar to that of DMP to Wireline Services because IMP
is composed mainly of users of ODP while TEDCOM is camposed
mainly of advisors outside of ODP. '

.4 Science Services — i

2
2.4.4.8

Sampling policy - PCOM agrees that sampling policy should be

.reviewed and have directed our Information Handling Panel to

& so. We have alsc asked that new member suggestions for IHP
cane fram the sample user camnunity rather than fram the data
base cammunity.

. [ 4
L d

3. JOIDES RESOLUTION

3.10

PCOM has no specific plans for an early test of full
drillstring length (30,000' = 9150m) or maximum depth of
setting conventional re-entry cones (20,000' = 6100m). Such
tests will probably be conducted in late 1988 in the western
Pacific when we encounter water depths in excess of €300m for
the first time.

4. Wireline Logging Services

PCOM believes that the main thrust of the logging program

is already a petrophysics description of the berehole.
Furthermore, we are convinced that the Wireline Services
Contractor has always had this orientation and is capable of
carrying ‘out this basic mandate in the future. I.oggmg data
will be printed directly after lithological data in the Volume
A ODF reports. The format is now being finalized as described
below in Para. 6.10.

&, JOIDES Sc1entif1c Advisory Structure

POM agrees that the present advisory structure is camplex and
considered directly the question of revising it at their
January 1986 meeting. The cutcame of that discussion was in
accord with a previcus EXCOM opinion that stability of the
present structure is more important at this time. PCIM
instead redirected the regional and thematic panels to
different specific tasks as described below in the PCM
Chaimman's letter to panel chaiman dated 4 February 1986:

"Instead of changing the JOIDES panel structure or hierarchy
at this time, POOM decided that the duplication of effort
between regicnal and thematic panels could be eliminated, and
yet the checks and balances of the present system could be
preserved by re-directing the regional and thematic panels to
different specific tasks in the planning procedure. Ideally,
we see this as.a sequential, three-step process for each
geographic area of planning as follows. First, we request the
thematic panels to specify the overall thematic objectives
that can best be achieved in this geographic area, placing
this area in the world-wide view of their subject that lies
within their panel's mandate. Second, this information is
then camunicated to the regional panel (s) responsible for




3y

6'2

6.3

6.4

this area, and the regional panels are asked to define a

_ specific drilling program within the thematic constraints set

down by the thematic panels. Finally, this proposed drilling
program is reviewed by the thematic panels who camment on its
adequacy in meeting the thematic objectives. This advice is
then camunicated to the PCM who are the final arbiters of
the drilling priégram. We do not sée’that the regicnal panel
function will be changed drastically fram its present
function, except that drilling programs should be created
within the specific thematic framework, rather than the
present "carte blanche" method of planning. Thematic panels,
however, should seriously de-emphasize the review of all
specific drilling proposals that are forwarded” to them, and
concentrate on leng-term world-wide planning. The JOIDES
Office will continue to forward specific drilling proposals to
thematic panels in the present manner so that proposed
drilling programs created by the regicnal panels can be
intelligently reviewed., However, we hope that the regional
panels' prioritization of specific proposals, and their
subsequent proposed drilling programs will serve as initial
screening processes for thematic panel review.”

As of this writing, this new system seems to be working very
well for Pacific planning. Further attempts will be made to
fine-tune the panel structure in the future if necessary.
POOM disagrees that "often the prime target sites tend to run
out of drilling and logging time (due to too many diverse
scientific objectives)." This can probably only be arqued for
Leg 104, and there it is debatable.- Furthermore, 20/20
hindsight in that case suggests that both the basement and
palecenvironment objectives are very important scientific
results and the enly planning error was not to allocate more
drilling time to Leg 104. PCOM tries to avoid multiple
objective legs if possible, but when this is unavoidable, such
as the upcaming Leg 112 on the Peru margin, we now attempt to
optimize the situation by scheduling additional drilling time

‘for those situations.

PCOM cammented on their review of the advisory structure in
6.1 above. We agree that the thematic cbjectives of QCSCD
should be the focus of this program, but point out that
different oceans are in a different state of exploration, and
that it is more appropriate to plan leng-term thematic
experiments in well-explored regions (the Atlantic/eastern
Pacific) than in poorly-explored cnes (Indian Ocean):

POOM does not believe that greater flexibility is possible, or
even desirable, in the present phase of CDP. This is because
we have chosen to utilize to the fullest JOIDES RESCLUTION'Ss
station keeping/drilling. capabilities to investigate both the
northern and southern high latitude oceans in the first three .
years of ODP. This is basically a different strategy fran
DSOP planning because we are forced to meet very narrow
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6.6

6.7

weather windows in various remote parts of the world., 1In DSDP
the flexibility of including additional legs to camplete
priority targets was done by simply deferring the subsequent
program by the amount of additional time required. This is
not possible in CDP because of the high latitude weather
window constraints, and the only recourse would be to
eliminate other upcoming legs. Given the high degree of
scientific coordination necessary to organize each program,
this would be very unfair to© a leg's personnel who were
eliminated on short notice, and PCM has not yet found

an uncampleted target of sufficient pricrity to justify the
elimination of an entire leg on short notice. PCOM points out
that the upcoming Antarctic campaigns, first ih the Weddell
Sea/South Atlantic sub-Antarctic and second in the
Rerguelen/Prydz Bay area are both planned to a certain extent
as interlocking, multiple leg programs. PCOM further points
out that JOIDES RESOLUTION will not encounter a water depth
that even approaches the maximum drillstring length until 1988
and that we see no a pricri reason to seek out very deep water
drill sites prier to that time.

PCOM agrees, especially at the level of subcontractor )
representation at PCOM meetings, that relations between JOIDES
and the subcontractors are good and that the subcontractors
are responsive to the JOIDES science plan.

PCCM liaisons and JOIDES panel chairmen have been re-advised
on policy related to conflict of interest. The text -of that
most recent statement fram the POOM Chairman dated 3 June 1986
follows:

"This letter is to reaffirm PCOM's position regarding
conflicts of interest in the consideration of drilling
proposals for ODP. Basically this position is that proposal
proponents should not be involved in panel discussions
relevant to the potential inclusion of their proposal in
drilling plans, and panel members who are proponents should
not participate in votes related to their proposals. In
asking you to implement this position in the conduct of your

.panel meetings, I am well aware that many panel mambers, as

well as same PCCM members, are proposal proponents, and that
it is this personal interest in the evolution of the drilling
program that, in large part, encourages them to contribute
their time and expertise to the JOICES advisory structure.
Thus, the issue of potential conflicts of interest is a
sensitive and personal one that requires everyone's -
cooperation. I urge you to use good judgement but fimm
guidance in continuing to provide the PCOM with the best
possible set of scientific plans for COP."

POCM is aware of its collective inexperience and requested
EXCOM to permit two long standing members, Dennis Hayes and |
Jose Honnorez, to stay on the Camittee one additional year in
order to provide additional "corporate memory." We also view
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our "eollective inexperience”™ as an asset that brings new
leadership blood into the program and prefer that to the
stagnant situstion during DSDP when some PCOM mambers were
allowed to remain on the Camittee in excess of & decade.

PCOM believes:that its past, present;. and upcaming chairmen
have been, are, and will be the best ‘people for the job, given
the manpower and other commitment constraints facing American
oceanographic institutions, .

PCOM agrees that the JOIDES Office should continue to rotate
ameng 4.8, oceanograpmc institutions, but feels that the
two-year yotation period is about right. Extending the
rotation period beyond twe years would make it impessidble to
continue to f£ind the best person for the job of KM Chairman,
because the best people are reluctant, even now, to abandon as
mich as two years of prime research time. Rather, funding
should be approved for a short (several months) overlap of
POOM Chairmen and JOIDES Office persomnel during transitions.
PO fully supports the appointment of a non—u 8.
representative to the JOIDES Office,

PCOM will continue to reserve the right to review the upcaning
fiscal plan in accord with their motion passed at the May 1984
meeting:

"Motion 473A: The Planning Camittee requests that it receive
each year a draft of the proposed ODP budget at a sufficient
level of detail so that it may have full information for

T future scientific recompendations.

Vote: 14 for; O against; 1 ahstain®

PCOM accepts the combined advice of LDGO/BRG, TAMI, and the
JOIDES Information Handling Panel that logging data will be
published directly after lithological data (the barrel sheets)
in Part A of the Proceedings. The logs will be keyed to the
barrel sheets by core nuwbers and will be unprocessed. This
sequential fommat, rather than juxtaposed format for the
logging and lithological information, will allow additional
data to be displayed for ready visibility without encouraging
spurious correlations between the two data sets.
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PEC Recommendations on Management
“and General Issues

6. Management
6.1 JOI must be allowed to manage the Program without undue

interference fram NSF in the management function.

6.2 JOI has the prime responsibility for ensuring that subcontractors
adhere to budgets, guidance, etc.

6.3 The prime liaison between JOI and the scientific planning process
should be the (DP Progran Manager.

6.4 A system should be devised to identify overheads as a U.S.

responsibility within the budget.

7. General

7.1 Both TAMU and L-DGO are in a privileged position regarding COP
data. Care should be taken that this position is not abused.

-

7.2 The subcontractors' roles should be re-emphasised as being that
of providers of services.

7.3- Non-U.S. involvement must be encouraged in all aspects of the
program at L-DGO/BRG and with the Science Operator.




JOI Response to PEC Recommendations aon
Management and General Issues

iy n‘ b

6. Management

6.1 JOI must be allowed to manage the Program without undue
interference from NSF in the management function.

JOI has a ¢lose and mutually beneficial relation with NSF
and believes that the aurrent management interactions do not
involve undue interference,

6.2 JOI has the prime responsibility for ensuring that
subcontractors adhere to budgets, guidance, eta.

In the past year, JOI reorganized and appointed a Director
for Ocean Drilling Programs to ensure that this prime
responsibility is appropriately carried ocut. THe new
organization appears to be working well.

6.3 The prime liaison between JOI and the Scientiric planning
process should be the (JOI) ODP Program Manager.

We‘agrge, and such liaison has been established.

h.4 A system should be devised to identify overheads as a U.S.
responsibility within the budget

We are exploring with NSF varicus means of identifying and
paying overhead costs for the Ocean Drilling Program, In the
meantime, 1t must be recognized that thess are real progran
costs, inecluding office rental, legal advice, communication and
duplication, depreciation, and salaries and benefits for
corporation employees directly working on ODP. Toward a bettaer
understanding, the Program Plan now provides a breakdown of QDP
absorbed overhead cosata by category.




7. General

7.1 Both TAMU and Lamont-Doherty are in a privileged positian
regarding ODP data. Care - should be taken that this position is
not abused. ’

Each of these subcontractors is well aware of thisa
privileged position, and to date, we have not had a problem. We
will monitor this. .

7.2 The subcontractors' roles should be reemphasizad as being
that of providers of services,

This point is continually emphasized, and we believe that
the requested services are in fact being provided. At the szame
time, it should be recognized that the subeontractors are centers
of intense sclentific and engineering activity, a benefit to the
1ntellectual environment at the institutioen,

7.3 Non-U.3. involvement must be encouraged in all aspects of
the prograam at L-DGO BRG and with the science operator.

We believe this i1s being done now, and we continue to
encourage it.
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4, Suggestions for future evaluations

1. General points

The general terms of reference for the first PEC review have
been addressed by the PCOM and by TAMU. It 1s useful to note ‘
their comments so that future procedures can be drafted with all
interests in mind. It was noted that the PEC often took terms of
reference more broadly than its charter might have allowed, and
in many cases addressed criticism at TAMU, the sclience operator,
which was more appropriately addressed to the overall management
or science advisory structure. In JOI's view, such criticisms
need to be redirected to the reaponsible body and then evaluated.

TAMU also noted the potential conflliet of interest with the
Executive Assistant to the Chairman of PCOM (Mr, Maver) serving
as principal staff for the PEC. Although JOI is satisfied that

the procedure followed was stricet and careful to avold any

overlap, nonetheless, even the appearance of a potential conflict
must be avoided in a review process, Thus in future PEC reviews,
the staff support will come from JOI headquarters sataff or the
staff of the PEC chairman.

There was also a lack of follow-up procedures after the
interviews at Texas A&M. Neither Department Managers, the
Program - Director, nor the Deputy Director were given exit
interviews, which could have been helpful for both the PEC and
TAMU. TAMU noted that the committee is to be commended for their
comprehensiveness in the time allowed, but that alloting more
time to the committee would help resolve the problem., JOI notes
that the PEC should ensure that all are heard, This direction
will be given to the next PEC.

Finally, we note that the review was of subcontractors only,
not of JOI itself., See Section 4 below for a discussion of this
point. T , '

2. Terms of reference for future Performance Evaluations

In our view, the terms of reference should be examined
before each PEC convenes to ensure that any spegific i1asues that
have come up since the last review are addressed, The terms of
reference as used by the first PEC are a good starting point, but
we would add on the basls of our experience the following points
in membership and mode of gperation; with an emphasis on speeding
up the whole process.

Membership:

To be chosen by the President of JOI in consultation with NSF,
JOIDES, JCL and other experts.

Secretariat to be provided by or through JOI.
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The committee should be chaired by an eminent scientist,
knowledgeable about ODP but not involved. Other members, to be
drawn from the international scilentifie community will be eminent
sclentists and engineers able to review all aspects of the
Program. In all cases, they should not be currently active in
ODP or JOIDES., It may be desirable to include members not
previously involved in scientific ocean drilling to provide a
fresh look at QDP.

Mode of Operation:

a) The PEC will visit JOI Headquarters in Washington, D.C. and
all subecentractors at L-DGO, TAMU, and the JOIDES Office. The
PEC will visit JOIDES RESOLUTION should the vessel be i1 a
convenient part of the world.

b) The PEC will interview selected members of EXCOM and PCOM.
¢) The Executive Secretary will transmit a list of 1s3sues and

questions to be raised by the PEC, directly to JOI and the
subeontractors in advance of visits. This document wilil be drawn

‘up by the PEC Chalrman and the Executive Secretary, who will also

determine the type-and style of paperwork tc be provided, again
in advance of interviews.

d) The PEC will decide its own interview process. It may be
necessary, occaslonally, for people to be interviewed privately
or on a group basis, e.g., marine technicians, ete.

e) The PEC will have the right to call for any papers or
information whieh it deems necessary.

"f} The PEC should have the right to propose specific studies of

QODP and its operations by professional consultants, as
appropriate.

) At the end of each visit, the PEC must assign time to discuss
its impressions and conclusions, and it must provide exit
interviews with appropriate supervisory personnel. After
completion of the evaluation, the chairman of the PEC will
discuas the Committee's findings with the President of JOI and
the senigr official of the subecontractors and/or the
subcontractors' staff as is mutually agreed.

h) The report should consist of a descriptive section outlining
activities, a section dealing with observations and impressions,
and a section on congclusions and recommendations. The report
must bDe accompanied by an executive summary.

A record of the ilnterviews will be Kept on a strictly
confidential basis and will be deposited with the President of
JOI. The draft report will be prepared by the PEC Chairman. It
will thea be c¢irculated to other PEC members for comment, and
revisions will then be made, It may be necessary to convene a
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special PEC meeting to discuss the final repoert. But the final
report shall be completed within two months of the evaluation,
On agreement of the final report by all PEC members, a copy
should be transmitted by the PEC Chairman to the President of
JOI.

The President of JOI or his representative will discuss with
and transmit the report to the subcontractors and will ask for
written comments including plans where action is required. After
receiving the subcontractor comments and plans, JOI will discuss
the report with and transmit a copy of the report and response
to the Chairmen of EXCOM_and PCOM and to the National Science
Foundation., This should occur within two months after receipt
from the PEC. ’

3. Timing

In terms of timing for the next PEC reviews, we believe that
the next site visits should take place in April-September 1988,
about 2-1/2 years after the last site visits in October-December
.1985. This would allow review of the program 3-~1/2 years into
its operational phase, and would allow the report to be finished
in January 1989, wWell before Program Plan preparation and the
April 1989 EXCOM and Council meeting. The table shows the
specifiec recommended dates. :

We would intend tec carry out two subsequent reviews with the
same relative timing in 1990-931 and 1992-3, In thils way, the
program is reviewed every two years, with site visits and
evaluation in the summer, the most convenlent time. This would
allow four evaluations over the life of the progranm,




TABLE 1

Timing for .the Performance‘ﬁvalggtions

~

PEC 1
Jan-Jul 1985
Oct-Dec 1985
Apr 1986
Sept 1986
PEC 2

Dec 87-Apr 1988

. Apr 1988

Apr-Sept 1988
Sept-0Oct 1988
Nov-Dec 1988
Jan 1989

PEC 3

Deec 89-Apr 1990

Apr 1990

Apr-Sept 1990
Sept-0ct .1090

Nov-Dee 1990

Jan 1991

LA oy v
BN

Nominations for membership solicited,
members appointed,

Site visits and evaluation.

Committee report completed.

Final responses received and report
distributed.

Nominations are received for
Performance Evaluation Committee
by the President of JOI.

President of JOI selects Performance
Evaluation Committee in consultation
with NSF, EXCOM, PCOM, and others as
appropriate.

Evaluation accomplished.

Prepare evaluation report and
submit to President of JOI.

JOI receives formal responses from
subcontractors and prepares final
report and action plan.

Performance Evaluation Report presented to
EXCOM. Copies distributed to NSF/EXCOM/
PCOM.

Nominations are received for
Performance Evaluation Committee
by the President of JOI.

President of JOI selects Performance
Evaluation Committee in consultation
with NSF, EXCOM, PCOM, and others as
appropriate.

Evaluation accomplished.

Prepare evaluation report and
submit to President of JOI.

JOI receives formal responses from
subcontractors and prepares final
report and action plan.

Performance Evaluation Report presented
to EXCOM. Copies distributed to NSF/
EXCOM/PCOM.
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PEC &

Dec G1-Apr 1992

Apr 1g92

Apr-Sept 1992
Sept-Cot 1992

Nav-Deg

Jan

1993

1992

Nominationa are recgeived for
Parformance Evaluation Committee
by the President of JOI.

President of JOI seleats Performance
Evaluation 1Committee in consultation
with N3P, EXCOoM, PCOM, and others as
apprapriate.

Evaluation acconplished.

Brepare evaluabion report and
submit to President of JOI.

JOI received formal reaponses fronz
subegntractors and prepares final
report and action plan.

Performance Evaluation Report presentesd
to EXCOM. Copies distributed to N3F/
EXCOM/PCOM,
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4., A larger scope

The PCOM also raises a more fundamental issue by suggesting
that the PEC should haVe reviewed all of JOI's functions as the
prime coatractor for ODP, and that the .PEC should have reported
to EXCOM. There are two iasues here:

(1) The need for JOI, as a requirement of its contract with-
NSF, to review the performance of its subcontractors; and

(2) The need for a review of the eatire program, including
the prime contractors.

The PEC was established in accordance with provisions of the
JOI contract with NSF to address (1) above. Such a review of
performance will always be required periodically by a prime
contractor, and JOI {3 obligated contractually to provide such a
review,

However, the need addressed ian (2) above for a review of the
entire management chain, i3 a legitimate one, Since JOI has
contracted with NSF for the operation of the program, it is JQI's
view that NSF is the appropriate body to carry out sueh an
overall review, perhaps with the oversight of the ODP Council.
The results of the review, which would include the science
advisory structure as well as the operations, would be made
avallable to EXCOM, PCOM, and other groups as appropriate. If
such a comprehensive NSF review were undertaken, then it would
encompass the JOI PEC review, which would then not be necessary.

We also note that NSF, under contract with Prlce-Waterhouse,
is undertaking a comprehensive review of management efficiency of
JOI as well as the Universitv Corporation for Atmospheric
Research (UCAR) and the Associated Universities for Research in
Astronomy (AURA). Although the Price-Waterhouse review does _not
substitute for a total review of ODP since it is not being
carried out by experts in ocean drilling, any new comprehensive
review of ODP by NSF will have to take this ongoing management
review into acecount.




5. Appendix
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Chronology of events} Performance Evaluation Committee

1985
January 23 Letter from Clotworthy to Xnauss - initiate
request to JOIDES for names.
~ February U4 Response from Knauss
March 20 JOI Board meeting - discuss members, terms of
reference, dates
October 15 Membership selection complete

October 24-25 PEC meets & LDGO,
Logging
“Data Bank
JOIDES, PCOM, EXCOM
Bast Coast Core Repository

Qetober 26«28 PEC meets @ JOIDES RESOLUTION
Onboard Ship - Master/Drilling Manager
- ODP personnel
Co-chief scientists 102, 105

November 6-8 PEC meets @ TAMU
) ODP Staff
Leg 101 co=-chief s3cientists

December 20 PEC chairman and J. Creager visit JOI office
Accounting and contracting staff




1986

January. 30

Fabruary 29
March U4

Mareh 18

april 18
April 25

april 28

May 22
June‘23

June 23

June 23\
July 1

July 2
AJulY 4
Septeaber 5

September 30

PEC Curonolaogy

-y

Final draft of report completed and distriduted
to PEC for comment

Final report completed by PEC

Final report received at JGI

PEC report distributed to TAMU, Lamont-Doherty,
JOIDES for response - major errors, clarification,
ete., .

JOI asks Hay for minor clarificati&ns

Response from Hay

Distributed advance copy to EXCOM, JOI agrees to
seand copy of PEC plus responze to PCOM, EXCOM,NSF

Formal request to JOIDES for response
Formal request to TAMU for response

Formal request to»Lamont—Doherty (Logging) for
response.

Formal request'to Data Bank for response

TAMU response received

Lamont-Doherty Data Bank response received

Lamdnt-Doherty Logging response received
JOIDES response received 7

Final report plus responses delivered to EXCOM,

"PCOM, NSF




