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I, Paper on Reading Panel

1) Preliminary. The purpose of the reading panel is to discharge a
shadow responsibility within O/RR for the routines, paper work, and all that
is involved with current intelligence support. O0/RR has been distinetly
relieved of any dIrect responsibility for current initelligence in order to
freo it for woerk on its sole responsibility--unasseilable, fazctual, authori-
tative regearch in eccomomise intellipgence--primerily on the Soviet problem.
Theref'ore, ary circulation of incoming pepers must be gorutinised against
this responsibility, amd justificationc for increazed facilities or limita-
tions on output should not be confus:d by a current mission which is not
O/RR's responsibility at the present time, '

Certain routines and certain pressures derive from the hardling of
incoming documsnts and materials om a current basls., Since the processing
of ineoming current documsnts constitutes an immediate and unpredictable
demend on his tine®, the analyst*s ability to plam his work load, or to
extend himself in undisturbed rescerch is extremely limited.

It must be olear thet the present personnel of O/RR is limited and the
bagic reseerch mission is an extraordinsrily big job for which the office
is greatly understaffed.

2) Problem. The precise resvonsibility for voluntary support for
current intelligonce should be defineds

Ae CCI has the direct responsibility for reporting, daily,
on current intelligence, The latter office is not staffed
with an economic support steff. .0/RR furnishes some current
support through its Strategic Division., However, CCI has
need of a broader economic reporting base {a) to screen for
OULBSLAaNnding OCONOmMIC events, (D) consuitation on SpPot icemsSe
The problem concerning this support 18, for 0/RR, primarily
the paper routine and ths amount of time to be taken on coan-
sultation, and pencilled comments on documents of outztamding
current economic importance.

B, Current evaluations. This is a currernt support problem
vwhich involves CiA¥s two collecting offices “

These collecting offices have a need for rapid evaluation
which will scoreen out their most egregious mistekes in
collection. These offices also require fram the supporting
office some agrocd-upon standard of eveluetion. Such an
evaluation procedure does not at all involve the process of
"requirements.” In the past the bulk of the research snalyst's
requirements have beesn derived from current intelligence

anbOlEIRRISEnp—
Approved For Release 2002/02/25 : CIA-RDP75-00662R000300010039-9

25X1



Approved Forgglease 2002/02/25 : CIA-RDP75-00663400300010039-9

evaluation (formal or informal). This is not a scientifie nor
practical approach to economic intelligence requirements,

Due to the past emphasis on current intelligence, invol=
ving all that it does in the way of processes and deadlines,
economic intelligence requirements have not been thoroughly
oollated and thought out in a form vhich would provide the
collecting offices with a2 wrking basis. Therefore, the spot
requirements have been conflicting and a burden upen the col-
lecting facilitice. (Thére is also the problem of precise
definition of requirementa, sad the means of communications in
conveying what is needed by the researcher.)

Since O/RR has & primary research res ility and
accountability, the evaluation support of must take a 25X1
secondary rolc and be regarded only as preliminary evaluation.
There is need, however, for e mechanism to be arranged between
the oollectmg offices ard the research off'ices for arriving
at firm evaluations.

C. Another problem of current support (somewhat nebulous in
the definition of being current) is that support to be given or
solicited by other IAC agencies in the form of intelligence or -
information which they require against desdlines for deparimental
intelligence. This is a problem vith vhich to strugzle, and
depends on O/RR leadership within the IAC.

D. The finnl piroblem facing redearch analysts is, avowedly, the
intellectuanl inconsistency of separating bamsic from current intel-
ligence; the matter of being au courent in & specialized field.

This purported inconsistency provides the enalyst with a comfor-
table psychological reason for failing to errive at a specifiec
definition of his job and to prepare the specific requirements
needed to carry out his responslbility for guthoritative research.

If coentral files and library facilities cam provide current service
on ary given research task, then the eanalyst's insistence om
currency is merely reflecting a passlve attitude towards intelligence
research, and certalin possessive instincts about the intelligence
informations The real problem then, is dei'ining mission and function,
and procuring supporting library (central files) facilities,

E. The final problem is one of whether the office wishes to under-
take ourrent intellipgence responsibility on its own initiative and
risk, ‘hich must be at variance with its limited facilities ‘and
mission provided for it by the Director.
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ITI., Orgunizaticn and Mission ol Reading FPanel

The reading panel ias the s.:pring‘mard for making the most effective immediate
use of eny incoming drcument. '

1) Persornel qualificaticns. FEssentielly every person operating on the
reading panel must be ain enaly te It is desired that the perscm have a background
in econamiecs, preferably . ith ceme werking experience. Vhile mo s»ecialization is
required, femiliarity with all fields is needed, Tsirscmal cualifications of
alertness, imagination, exd commem sense are natursl requisites. Since it is
impossible to know specific details of all fields, it is essential that the
aralyst be basically heomest ia understanding his own limitations and secure
answera &8 to the significance of a spscific piece of informatioa from those
who are competent.

The analyrt must be familiar with current evenis and cssentially those
movements which viould reflect on the significence of incoming economic infore
mation, The personality quelificetions demsmd a consistent eprroach, the drive
and ability to work under pressure, and efficiency in rationing the time to be
soent on consultation, reading, screening, etc.

He must be required to lknow what the prevailing demande are im 0CI, what
limitetions there are in the fields of current econcmic intelligence reporting,
the individual competency within O/RR, and the sp2gific research project
responsibility of the individual enalysts withinm O/RR.,

2) TFunotions. The functions of the current intelligence reading panel
ere tho fellowing: »recding end placing of incoming documents; recognition of
significant items and e mmenting therszom or securing ocomments thersong
evaluat ing SO, 00 and Alr Force documsnts or securing evalustions thereon;
overseeing or gulding ti:e central {iliang of documenis.

A. Reading end placing of dosuments. The analyst must kesep abreast
of an allccated number of Incoming documsniz. He must assess the
signifiicance of ltems covered and their rszistionship to all intele
ligence factors., Fach incoming decument demands some kind of
immediate use. The enalyst has responsibility for placing this
documsnt with, not 2ll the people concerned but, the porson most
concerned who carn make an immediate current use of the information.
Sometimes this will necessarily involve pointing out to the persom
concerned the value and significence of the document. The analyst
nust distinguish between that item which is of immediate concern
and regquires actiom, emd that whioh will be of use later on.
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B. Rezoprize gimificant itsn and comrenting thercey, et In
suppors af econolis revortinz for UL 4t Wiil be nccossary for the
analyst to select items of cutstanding importance snd to write
quick, shert, pencllled notes celling them to the shtention of

the proper authority in O0CI. In some cases it may be necessary

for the analyst to consult other O/RR persomnel before vriting such
a comment. This .ould be true where the analyst wes unsure as to
whether the 1tem was or was not of current significsnces. In support
of OCI the analyst must be thoroupghly femiliar with OCI "indications"
lists. OSuch comrents must be of the most ¢ursory nsture since an
farther deteiled follow up will be initiated by OCI with other O/RR
or OCI pergcnnci.

Co Evaluating BN : - rorce documents, The reading penel
must indervake tc give prsiiminary or quickie evaluations to those
documznts wequiring such, within resding punel standerds set by the
chief. Evaluzticrs must be consistent, wlthough recognizably not
providing for a "research" grading or cormenta. Again where ths
enaly:t does not honestly know how to evalvate the document, comaulta=-
tion with an appropriate nerson should be lLeld,

De Guidance to OCD. To sumnarigs; allocationm by the analyst of any
docunent would fall into the following three classes: (1) to centrel
files for later uce, (2) to current intellipence for immediate use,
(3) to research personnel working on & specific project in which the
document is a matter of vital importence, This lest requires of the
current reading 2nalyst a thorough femiliarity with the projects
carried by the of'fice and a nice sensec of jJjudgment (possibly after
consultation) ss to the importance and portinemey of the subject
document.

Concerning the first clsssification sbove, the reading paneliste
must carry a sensge of responsibility for the proper cuidance to OCD

. in its functionm of filing, coding, etec. The enalyst should inquire

and agssure himself that the many possible relevancies of a documend
can be explored through the OCD system vhen the neced arises. Netween
the rsseerch units and the reading panel, (;/RR ought to be assured of
e proper check and balence on the servicing facilities withim OCD.
However this funciion of the reading pemel implies the need to "ride
herd" on the efficiency and performence of OCD's services,

Corollary problems.

A. Extraction of information. If the reading pensl as outlined above
is put into full cperationy the question arisecs as to the need of any
extracting being done by the research amnalysts for use as reference et
a later dete. Presumably the analyst will bs working only on papsrs
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for the irmediate project problem and will have all the necesaary
papers noted, filed, or carded for the organigation of his paper,
Therefore, the analyst is not involved in extracting from current
incominz materials. Perhaps the reading panel should taks on this
job. However, if 0OCD's facilities are adequate (coding of materials,
eto.), it is questionable vwhe'her an additional extracting should be
done. Or, if still required, whether in the process of OCD coding,
extracting should not be made, This involves a lot of paper work
regarcless of vhether it iz dome in OCD or elscwhere,

B. ' Abstraction. Abstraction can cut across several prdblema. End
use snou e precisely defined. It would seem thet in most ceses
reproduction of a document vould more f‘ully serve the purpose,

Ce Vital statistics,

Daily incominz documents 400 - plus
Average no. pages per document , 3

Incoming cables 200 - plus
Reroutinz and rercading unknown

Present panel strength 6

Reading time per page per amlyst % minute = minus

The above does not include a great deal of material directly
coming to OCD and put on microfilm or handled otheruise (project
Wringer, ete.). o

The above number of documents can be congidered a minirmn since
activation of other 0/RR units and increased requirements will -
multiply the number of incoming documents,

4) librery facilities. The effectiveness of the reading panel and basically
the research activ of' O/RR will be entirely desendent on the efficiency and
rapid service of OCD facilities. There are two outstanding reqirements on the
use of these facilities: (a) The library must provide a code system vhich will
be capable of servicing the analyst on specifics and also on a comprehensive
crosse-reference basis. (b) The analyst must know how to use research facilities
and be able to define his needs in terms of the facilitics, '

5) !iscellaneous. From snot analysis it would scem that g ratio of four
supporting employees In OCD to one employee in O/RR are needed to permit O/RR
to function properly. If such suport were not furnished te 6/FR, an increase

-of approximately 20 employees in O/RR to each employee now on the 0/RR T/0
would be necessary. ' '
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