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MEMORANDUM 30 November 1949
TO 1 Assistant Director
FROM :+ Chief, Machine Methods Division s

Chief, CIA Library, OCD

SUBJECT: Comments on Meanagement's Proposals Relating to
Abstracting and Coding of Intelligence Information

The memorendum of 16 September 1949 prepared by the Management Staff on
the problem of abstracting and coding techniques used in CIA has been circulated
for comment smong the key personnel of the CIA Library and the Machine Methods
Division. The results of their study end observations are embodied in this re=-
port. Three major changes in current operations were proposed by the Management
Staff:

1. Decentralization offlibrary classifiocation functions, both operational

cand adninistrative,” to substentive Units of ORE and 0SI.

2. Incorporation of IR end BR{ dossier files into the Library.
- 3. Centralization of OCD machin®& Pfunctions, both operational and adminis-
trative, in one machine operations Division.
There follows below a discussion of each proposed change in system.

PROPOSED CHANGE NOe 1 - DECENTRALIZATION OF LIBRARY CLASSIFICATION FUNCTIONS,

BOTH OPERATIONAL AND ADMINISTRATIVE, TO SUBSTANTIVE UNITS OF ORE AND 0SI.

Elimination of the professional approach to subject classifi-
cation and decentralizetion of classification functions are con-
sidered dangerous to CIA objectives. Professional library classi-
fication as a method of orgenizing informetion for determining ex-
haustively &ll materiel related to a given subject is a unique and
powerful tool. Coupled with e machine indexing system it is unex~
celled as an unususl research medium for speedy and accurate selec-
tion of information. The quality of any machine's finel product
is dependent wholly on the quality of the classification.

Once a classification system has been adopted, it is necessary
to esteblish special policies which are to govern its application.
The meening of terms and headings which appear in the system must
be consistent and inverieble. The professionel library classifier
thinks in terms of order and system, for this is his primary respon-
sibility. He is alert to gaps and overcrowded classes in the system,
and is able to recognize the weaknesses and strength of the system
for purposes of correction and improvement. Failure to continue pro-
fessional library clessification and accompanying centralized control
is almost certein to result in reduced user satisfaction, and may
ultimately require costly reclassification.
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In executing its function and responsibilities to the
Agency, the Library hes been engaged in the clagsification of ILLEGIB
specific subject and area informetion conteined in the intelli-
gence documents received by OCD. By emphasizing classification
functions in the Library, OCD has esteblished complete finding con-
trol over the intelligence materials received by the Agency pr&vriTEud&&&£¢ulbL___

wih -se—%he initial internal distribution to substantive offices.
Through such control over its documentary resocurces the Agency can
meke availeble to its research personnel informetion on documents’
received either by subject and area or by source and date. The
system employed combines into one operation the receipt, prepara-
tion of the source record, dissemination, classification, and me-
chine recording of the documents received in OCD. Experience has
demonstrated repeatedly in every research field similar to this
that decentralized procedures for bibliographic control have failed
to maintain the stendards required for economical use, and have re-
sulted in an index tool of drastically limited value, coverage, end
Scope.

It is not disputed that the research analysts in CIA may be
educationally quelified to perform olassifiocation duties. Their
primary responsibility, however, is the evaluation and interpretation
of foreign developments reported in the vast number of incoming pub-
lications. In addition to their daily, weekly, and monthly summeries,
these researchers are called upon to prepare special reports and
often work against pressing deadlines. Under such pressure it is
fiction to believe that the researchers will be able to devote suffi-
cient time to the thorough examinetion of incoming documents and still
perform adequately the indexing and abstracting functions which Manage-
ment suggests be assigned to them. The researcher's background,
training, and experience suit him ably for his analytical work; in~-
oreasing his responsibilities in a field foreign to him would cer=-
tainly result in a lack of proper emphesis on all aspects of his jobe
Attempts to assign classification functions to the researcher would
have the following negative results:

a. Loss of a Comprehensive Approach to Intelligence
Information:s Basically, the researcher interprets and
eveluates from the specielist's point of view only. It follows
then thet the index file of intellipgence materials would reflect v’
only those items of immediate interest to the particular researcher

SUbmitting material for incorporation into the system. His inter-

pretation and application of the classification scheme could not
be supervised adeguately, if at all. Similarly, each item would
receive the re rsonal emphasis of that researcher. It is question-
eble how far his abstracts and classificeation would go in reflect-
ing items of interest in the same document in fields other than
25X1 his own. (The| |in ORE makes no pretemnse at abstract-
ing every document it handles but relies on the Librery for gen-
eral coverage of all materisls.) As a result, no comprehensive
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ILLEGIB

approach to the intelligence resources of the Agency would be

evaileble to other researchers of CIA, including 00, OPC and
0S80, or for that matter, to any of the IAC Agencies. In addi-
tion, increased reliance would have to be placed upon the de~ o
tailed dissemination of the limited number of copies of incom= *
ing documents in order to ensure that all researchers are in-

formed of the total flow of information in their particular
field, a time-consuming processe

The inconsistencies of the personal classification program
of esch researcher, multiplied by those of other researchers
would soon provide an index file unworthy of the neme. To an-
swer - such routine questions as what proportion of incoming
doocuments have been indexed or how many remeained to be indexed -
would be extremely difficult; involving the use of highly com=-
plex and costly control procedures. The resulting gaps in the
orgenization of our intelligence information would nullify the
effectiveness of CIA intelligence production and service and be
e source of considerable embarrassment to ell concerned. A
piecemeal approach to foreign intelligence information would
serve no constructive purpose to en intelligence coordineting
agency such es ours. (At present the library classification pro-
gram provides an invalueble index tool that could not be dupli-
cated by a decentralized approach. Any ressarcher in CIA, or
in the IAC Agencies, now has access to complete up-to-date in-
formation on eny subject in any area within three or four days
after a document arrives in the Agency, regardless of the-swb~ |ILLEGIB
-segquent routing to substantive operational units.)

b. Loss of Control and Backlogging of Data for the

Index I'iles Under considerable pressure to evaluate
speedily and effectively, the resesrcher would be very slow in
forwarding abstracted end classified inflormation to the index
file. With bibliographic control, subject and ares wise, a
secondary function, it is not difficult to visualize the back-
logging of materials to be classified because of more pressing
business. (The Librery now provides complete subject and aree
control over incoming intelligence doocuments within thres or
four days efter receipt by OCD.) Not only would the unprocessed

documents pile up in the researchers files, but those copies
destined for the lLibrary would be unavailable to other interested
personnel for extensive periods and their location would entail a
long and arduocus seerch to satisfy a specific request.

0. Deterioration of Classification Scheme Standards: The
Library has always recognized the importance of enlisting the ad-
vice of subjeoct and arsa specialists in the development of +the
Intelligence Subject Classification Scheme, and it has repeatedly
taken adventage of such assistence. It can be said that the ISC,

Clasw.freation Sthenme
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a8 now constituted is primerily the product of the joint ORE-~OSI
Library efforts, (see Teb A), with the Library acting as
coordinator, moderator, editor, and publisher. Further, the first
edition of the ISC was prepared after consultation with representa-
tives of other intelligence agencies and after detailed review of
the filing systems employed by them. It therefore combines the
most useful features of existing schemes plus the proper arrangement
of intelligence subjects in accordence with the desires and require-
ments of the users. From & professional point of view, the system
is flexible end permite expansion when required. Additions snd
revisions have, in the past, been initiated by several interested
offices in CIA.

Generally spesking, the classification scheme can be mede
to be as specific as the researcher desires and this has been done,
for example, as in the case of the Medical Section for 0SI. It i=s
not f easible, economical, or practical to code every subject from
every minute detail, for there is & point of diminishing returns
beyond which the lsbor of imput (coding) exceeds the value of output
. (the end use by the researcher). Any method for the organization of
information requires the researcher to perform some search of a
small segment of the total information availables

In view of the differences of opinion and interpretation
existing smong the Divisions of ORE and 0SI, the Library has served
as & catelyst to produce results and mutual understanding. Without
this coordinated Librery function the classification system would v
certainly deteriorate to a jumblk of words and numbers.

d. Adverse Effects on Application of Machine Methods: The
most importent factor in the successful operation of a central index
file of intelligence information is the guarsntee that index cards
will be in the file as soon as possible after the document ie re- -
ceived in the Agency. Buch timeliness of indexing is particularly
important in CIA due to the nature of its objectives; it can be
made certain only through striect control procedures of incoming
materials. This theory has been proven true when applied to the
present procedure. However, it is difficult to see how it could be
similarly aepplied to the-proposed system.

(1) To emsure that all intelligence information of
value in all the doouments received processed as ex-
peditiously as possible, all documents are placed under
control upon their receipt in CIA and are r etained under
control through all processing operations inecluding the
filing of the index cerds in the Intello~fax files.
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(2) From the standpoint of machine operation pro-
cedures the system currently employed between the Library
and Machine Methods Division is by far the simplest poss-
ible. Under the proposed procedure it is certain that
some type of control of coding and transmittal operations
would have to be established regaerdless of difficulty or
cost. The complicated control end processing procedures
which would be required under the proposed plan would be
extremely difficult to operate. It is most unlikely that
the same efficiency and productivity could be obtained,
and it is certain that the operating procedures would not
be as economical a8 under the present plan.

(3) The inherent dangers of & system involving indi-
vidual document control which cuts aé¢cross Office lines
cannot be emphasized too strongly. 4 detailed explanation
of the highly compliceted teohnical and procedural problems
erising from the proposed system are included as Tab B.

PROPOSED CHANGE NO. 2 = INCORPORATION OF IR AND BR DOSSIER FILES INTO THE

LIBRARY,

The Library end the Machine Methods Division do not believe that
this proposal is feasible. Management states in Paragraph 5, Section ¢
of its memorandum: "All OCD information holdings, including bilographic
end industrial, be incorporated into the Library eand servicing be accom=~
plished by standard library procedures'”. Standard library procedures , i//
cennot be ubilized to service such highly specialized collectionsg. The
STafT in sach of the OCD Registers has been carefully recruited with
special requirements, pertinent to the respective Register, in mind in all
eppointments. The personnel so recruited are not librarians or library
clerks. To implement Menagement's proposal would, therefore, require
merely e paper transfer of certain Register personnel to the present
Library table of organization.

The need for maintaining seperate files of industrial, biogrsphiec,
as well as graphic intelligence was brought sharply into focus during
the war. Scatbtering the files of the Registers throughout the Library
would result in a loss of effective special servicing of this material
and would defeat the entire central reference concept. The Library will
always support any proposal designed to improve its services, but it
also supports the rights of other Agengyﬂgggggpents*§9mgggg%wservice. (%
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PROPOSED CHANGE NO. 3 - CENTRALIZATION OF OCD MAGIINE FUNCTIONS, BOTH
OPERATIONAL AND AIMINISTRATIVE IN ONE MACHINE OPERATIONS DIVISION.

a. Centralized tabulating machine operations are feasible where
the p?boessing operations and results are routine and standardized.
In a centralized machine operation, it is common practice to group
the operations according to the type of work performed such as: pays
roll, billing, accounts receivable, accounts payable group, etc.

Each group carries out assigned functions independently and is held
reaponsible for the accuracy of its work and for mseting reporting
schedules.

be The establishment of a central machine division under the
present organization and mission of OCD has been the subject of periodic
debate since early 1947. It has always been the contention of the
Machine Methods Division and the OCD Reglster Chiefs that a centralized
machine operation would not be advantageous because:

(1) The majority of the machine work e xcept key punching
is comprised of special studies and andyses which require
special instructions to the mechine operators %o produce the
desired results. These instructions are as diverse as they are mahy.
in—number. The special instruotions are prepared by the tabu-
lation machine planners in each Register.

(2) The tabulation machine plamners work closely with the
machine personnel of their Register both in planning new work
and in the execution of special job instructions.

(3) Requests upon the Register to produce intelligence
information from their files must be satisfied as expeditiously
as possible and speedy processing can be best obtained by orders
and instructions issued directly to their machine operators.

cs The above reasons for not establishing e central machine oper-
ations division are believed to be sound. The procedure hes been followed
for approximately three years, no Berious difficulties in allocating
machine time have been encountered, cooperation between the machine per-
sonnel of the several Registers has been noteworthy, and economy in
operation has been realized.
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REPORT OF THE MACHINE METHODS DIVISION ON THE PROPOSED
PLAN TO DECENTRALIZE CODING OF DOCUMENTARY INTELLIGENCE MATERIAL

A. PURPOSE OF REPORT

The purpose of this report is to enalyze the control, clerioal, end
maochine proocessing procedures now in effect and compare them with the pro-
cedures which would be required if the reasponsibility for coding and
gbstracting of documentary material were shifted from the CIA Library to
various divisions and/or branches of ORE and 0SI as sugyested in the memo-
rendun, deted 16 Septewmber, 1949, from the Management Officer, ClA.

The advantages and disadvantages of the present operating procedures which
jnclude & centralized coding operation send of the proposed operating proce-
dures which would include decentrelized coding operation, will be presented
realistically end concisely so thet a fair decision can be reached as to
which procedure would best serve the interests of CIA.

B. COMPARISON OF PRESENT AND PROPOSED PROCEDURES .

1. Importence of Control Procedures

The most importent factor in the successful operation of & central
index file of intelligence information is the guarantee that index ocards will ;/’
be in the file gg soon as possible after the document is received in the Agencye.
Such timeliness of indexing is particulerly important in CIA due to the nature
of its objectives; it ian be made certain only through strict control pro=-
cedures over incoming Materials. This theory has been proven true when
applied to the presentsprocedure. However, it is diffiocult to see how it
could be similarly applied to the proposed gystem.

To assure thatggél_intelligence information of value in all the docu-
ments received is processed as expeditiously as possible, doocuments are
placed under control upon their receipt in CIA and are retained under control
through every processing operation, inoluding the filing of the index cards
in the Intello-fax files.

2. Present Control Procedure from Receipt thru Distribution of Documents.

a. A brief outline of the procedure now in effect and the results
obtained through its operation follow:

(1) Upon receipt, documents are sorted into three groups: CIA
produced, IAC produced, and non-IAC produced material.

(2) IAC and non-IAC documents ere essigned & CIA control number,

and the groups are then broken into batches of approximately 20 to 30
documents. A batch control sheet listing the control numbers of the
documents included in the batch is prepared and assigned a batch control
nmunber. The batch control sheet and its documents are placed in an en-
velope folder on the cover of which is entered the batch control number
and the sequence in which the operations ere to be performede The batch

App AR AT 8 RO T3 Triadmobosontony bt and
850 Olle 1



" pdaiestt

Approved FOLReIease 2003/03/07 : CIA-RDP80R01731R003400090010-9

(3) A record of the patches placed in operation eech day is
mainteined by the Batch Control Clerk and is made available daily
to each processing division or branche

(4) CIA produced materisl is controlled in the same manner
exoept that the CIA report number is used as the coutrol numbers

b. The proper operation of the above procedure results in the

following advantages:

Be

{1) Sinoce each opereting unit is informed of the number of
batches put into process each day, it cen forecast its daily men-
hour needs to process each day's workload.

(2) Once & document is under control, index cerds must be com=
pletely processed snd placed in the Intello-fax files unless the
contents of the dooument have been determined to be of no intelli-
gence value. Where the determination has been made by the readers,
the multilith mats are marked "rodex.” The control number for that
document on the batch control sheet is also marked "unodex," and only
control slips are reproduced. Where the determination has been made
after the reading operation, the document number on the control
sheet is marked 'nodex," and the sndex cards previously reproduced
for that particuler doocument are destroyed by the Key Punch
Operators.

(3) To assure continuous and prompt processing, the procedure
is based on the premise thet each division, branch, or section will
deily process one day's workload and thereby meintain a constant
flow of work through each operation. Each operating seotion reports
its production each day. These reports are reviewed daily by the
Executive_ Assistant Director, 0CD; and when it appears that an
operating section is falling behind schedule, steps are teken
immedistely to determine the csuse end take corrective action.
Where the operation which is behind schedule is not under ocD
control, the EAD, OCD,confers with the responsible persons in the
office where the operation is being performed and requests that
remedial aotion be taken.

Present Control Procedure = Coding thru Indexing

8. Outline of Control Procedure:
Machin Mot s Futacn
(1) The MMD Comtrol Clerk is notified daily by the Library
Betch Control Clerk of the batch numbers assignede
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{2) The batch numbers are entered in & control ledger by the
MMD Control Clerk who enters against each batch number the date on
which the batch control slips and index cards were reproduced by the
Services sub-unite

(3) As the batches of coded control slips are received from the
Library analysts, they are reviewed to determine that all control
glips are scoounted for within each batch and that each control slip
has been completely coded. Batches which are in order are cleared
for the key punch operation by noting the date forwarded to the Key
Punch Supervisore

(4) If there are discrepancies, either in number of control slips
received or in coding, they are jmmediately brought to the attention
of the analyst supervisor for correction. In the case a correction
requires the procurement of a document, the item in error is removed
from the batch and the new or corrected control slip is included in &
subsequent batch. This procedure permits the original batech to be
cleared for key punching.

(5) The key punching and verifying operations are performed under
batch conbrol. When all operations are completed, the betoh comtrol
sheet is returned to the Control Clerk, and the control is cleared.

(6) Maghine processing 18 performed on a daily workload basise.
When e request is being filled, all cards in machine processing are
searched as well as the index.

b. Adventages of Procedure:

(1) The MMD Control Clerk checks the control record daily to
determine if eny batches are behind schedule, and the enalyst super=-
vigsor is informed of, and requested to expedite, those batches which
have been delayed. An average of 2.1 days is now required to distri-
bute, code, and trensmit coded batches to the Machine Methods Divisione.

(2) A document cannot unknowingly be "lost." llissing documents
are searched for until they are found, and it is alsoc known that the
index is complete except for dete contained in those documents which
heve not cleared the control. Since the procedure was made effective
in October, 1948, only 35 doouments were on the missing list as of
14 November 1949. Considering the number of documents which have
been processed, this is & remarkably finé record.

[P

{3) The batch control facilitates operations in the Key Punch
Seotion, since index cerds o be key punched cen be removed from the
retention file and assigned to key punch operators in batches. The
gelection of batches is fast and accurate, and the "petoh® is a
convenient work unite
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4, Control Procedures for Proposed Plan

The Management Officer's memorendun does not indicate that any changes
will be mede in the present procedure covering the typing of bibliogrephic
statements on multilith mats, reading documents for determining distribution
of copies, the reproduction of control slips and index cards, and the attach-
ing of control slips to their regpective documents for distribution. There-
fore, the present batch control procedure will remain intact through the
distribution operations, and the advantages of that control as described in
peragreph 2 b above will be retained.

From this point the control to ensure the expeditious return of all
coded control slips for punching &8 desoribed in paragraph 3 b above becomes
difficult. As soon as the documents with control glips attached are distri=-
buted to the substentive CIA offices:

s. The batch control will be dissipated. The documents within a
batch will be distributed to various Pranohes within each substantive
office, and

b. A control by individual doocument number will be reguired. itis
important to bear in mind at this time Thaet & pbatch contains between 20
and 30 documents. Control is now possible by betch. The work of main-
teining an jndividual document control will be substentially increaseds.
There sre several procedures which could be established for individuel
document control; end if the proposed procedure is mede effective, the
verious meens of control cen be given deteailed considerstion by 0CD and

the substentive officese.

6. Operation of control record will be more time consuminge It is
now & reletively simple metter to spot batches Whioh ere not erriving for
key punching within the allotted time, since there are not more than 40 \ /

new batches & dey added to the control. To spot and clear 600 to 800
new documents daily will require an individusl document control end more
clerical time than is now expendede

d. Follow up to expedite delayed coding or to trace lost documents
will be Time consuming because:

(1) The coding is now perforned by & group of trained classifiers
whose only responsibility is coding. Beceuse they are concentrating
on one operation they become specialists and acquire s peed in deter-
mining the proper codes to be spplied.

(2) The coding operation,to a researcher, is & secondary function
end probably one that he will not particularly like. He will never
become as adept as the trained classifier. There may also be a ten-
dency on his part to perform pressing research problems first and
perform the coding when he has time or is "needled” to get the job
done. In any case, the quality of the coding will suffere
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e. Several control points will have to be contacted. Each substan-
tive office must determine in advance which of its divisions or branches
will be responsible for coding and abstracting the documents received and
esteblish its own control so that the MMD Control Clerk can contact one
responsible person. Otherwise geveral division or branch chiefs will
require contecting, depending upon the distribution of documents within
the substantive office. The latter procedure would be more laborious
and costly them the establishment of oune control point in each office.

f. The responsibility for completing coding end abstracting opera-
tions on a daily workload basis orosses office 1ines. 1t is a fundamental ({

Tew of -e£ficient orgenization that diffioculties are encountered when one
office attempts to regulate or expedite the work performed by snother
office over which it has no administrative control. Based on experience
with the ORE reading operation, it is believed thaet this one factor will
create an uneven flow of work which will result in overtime in the machine
operations or in the meintenance of a permment staff sufficiently larg‘TLLEGlB
to process peak loads.

5. BEffects of Proposed Procedure on Nachine Cperations

a. Correction of Coding Errorss Under the present procedure, errorg
in coding found during the control and/ or key punching operations are re-
turned to the enalyst supervisor for correction. Under the proposed

procedure, coding errors would be returned to the substantive office in
which the coding operation wes performed. This office would then deter-
mine which of its branches performed the coding and forward the control )
slips to them for correction. The add tional steps eand persommnel involved \\/
as compared to the present operation will require more time for correction

of coding errorse

b. Matching of Coded Control Slips and Unpunched Index Cards: Under
present procedures, coded control slips are returned in batches. After
the batches are clesred through control, they are forwarded to the Key
Punch Section Supervisor as source documents for punching index ocards.
The index cards are retained in batch number groups, and the Key Punch
Section Supervisor simply pulls the corresponding batches of index cards
from the file and gives them together with their control slip betches to
various key punch operators for punchinge Each batch represents control
slips for from 20 to 30 documents. The selection and pulling of batches
is & rapid operation and is performed by the supervisor along with her
other duties. Under the proposed procedure the control slips would not
be returnsd in betches but individually. Each control slip returned
could be from any one of the original batches. The index cards would be
retained in batch groups as at present, end the following operation would
be required in the Key Punch Section to assemble the work for the key
punch operatorss
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(1) Sort comtrol slips into batch number groups end arrange
groups in batch number order.

(2) Find index card batch group.

(3) Read CIA dooument number or CIA control number on control
slip, find and pull the corresponding card group or groupse

(4) Arrenge pulled cards amd control slips in paresllel sequence
in two separate groups.

The pulled cards and control slips would then be assigned by the Key
Punch Supervisor to key punch operatorse. There is in the above operation
the possibility of error in pulling the index cards. ¢Cards pulled in
error snd the control slips with no corresponding index ceards would be
returned to the Key Punch Supervisor. The erroneous cards would regquire
normal refiling in their proper batch group and correct cerds pulled for
the control slips returned. Additional personnel would certainly be
requireds

c. Messenger Time: Under present procedures, coded control slips
sre trensmitted between two points in "M" Buildinge Under the proposed
plen the control slips would either be transmitted from various points
within the substentive brenches to their office control point and from
thet point to Machine Methods Division; or they would be routed from
the various branch coding points directly to Machine Methods Division.
Additionel messenger time than is now used would be required to keep the -
work flowinge

6. Disedvantages of Controlling Decentralized Operations

The diffioulties and disadvantages which are apperent in control re-
quired for the proposed procedure as compared to the present procedure are not
peculiar to the job under consideration but are inherent in the problem of v
establishing en adequate control over decentralized operations performed at
verious scattered points. For this particular job, the problem is made more
difficult because the responsibility for getting the job dome is alsoc scattered.
It cen be mede to work, bubt it will be wstly; the eflort needed to meet pro-
duction schedules will be tremendous. If it is decided to place the proposed
plan into effect, it is certein that & control of the coding operations must
be esteblished regardless of diffioculty or cost. To attempt to work without
it would meen that we would have to accept whatever coding end abstracting is
performed, whenever it is performed, end attempt to £i11 requests with what-
ever references happen to be in the index at the time.

‘Te Conclusions

a. In Ootober, 1948, the present plan was made effective and was the
result of the combined thinking of members of this Division, the Library,
end the Management Office. It is streamlined, highly productive, efficient,
and economicel. (Management Office estimated a saving of epproximately
$200,000.00 & year would be realized by the revised procedurss now in
effects)
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b. The control and proocessing procedures which would be required
under the proposed plan would be extremely difficult to operate; 1t is
unlikely that the same efficiency and productivity could be obtained;
end it is certain that the operating procedures would not be as
economical as under the present plan.

c. Therefore, it is strongly recommended that the present plan be
retained and that ORE and OSI research personnel be advised and encouraged
to furnish coded abstraocts of all meterial regardless of its source
which they believe should be included in the abstract file se

- T
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