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FROPOSAL FOR THE

RAPID TRANSMITTAL CF INFORMATION REVORTS AND CUSTOMER REACTIONS

The Problem

The problem faced by the Agency Planuing Group in the routine in-
telligence field comes under three heedings:

a. BSpeed of processing, taking adventage of nev techoology;

b. Quality of reporting, dismissing submarginal information -- and
sources -- at the earliest posslble stage;

c. Tallor-msde dissemination to keep analysts from being Plooded
with materiﬂlﬁ not pertinent to their work.

These facets are interrelated. Processing deleys in getting reporte
to customers breed additional delays in getting reactions and svelustions
to the collsctors. The half-life of information is thort; loss of interast
in it due to time leg produces lsck of interest in improving the source‘'s
production.

If we are able significently to cut the number of processing ateps
and thelr agiregate time, users will better recognize Lhelr ovn interast
in furnishing feedback to the collector. Collectors will sppreciate this
timely interest in their operations; and case officers and sources allke
will be encouraged by the speed with which their material was handled, and
the Interest Washington has taken in it.

Speed and quality are particularly closely interwoven in the fieid
of marginal or submarginal reporting. If users can let the collector

know quickly that certain mauterials are valueless, operations cen be
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affectively re-directed or stopped, fresing fisld manpower for more con-
structive enterprises. If the discovery of lack of velue is delayed, or
not communiceted, operations go on imdefinitely, producing nothing, and
the Agency's best appet, its pr#feasional manpovar, remsins tied up in
them. | ‘

In late 1958 the Dol appointed a plgnning group, representing all
slements of the Ageacy concernad, to recommend a commmnlcatlons end re-
porting system for CIA which would resuli in a zz;geasiier_and more efficlent
flov of reports to the using analystﬂ. The propogal below hes been de-
veloped by members of tnigwg.’m an group. It is designed to cover &
falrly limited number of CIA rﬁportn in the early éteg@s of ite opera-
tiona. It ia aleo desizned, however, to be expanded to cover a larger
percentage of CIa feporta end. pousibly even the weports of other intelli-
gence sgencies 1 operating experience pmveéx. what these ateps may be

desirable.
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The Need for a More Expeditious System of Reporting

{8 a resull of recommondations made by the President‘'s Board of
Consultants on Foreign Intelligence Activities {ths Rull Comnittee), the
President has directed the intelligence community to establish & system
for the reporting of critical intelligence within speeds approaching ten
minutes. The - system hes been designed to meat this spacifie
tazk. In devising thellsysten, novever , the Critical Communica-
tions Commitiee sdvanced, and the USIB epproved, the view that for ony
system of reporting of critiesl intelligence to achleve maximum afficiency,
it wan essentlal that there be an incremeed flov of more tinely backeround
data sgalnst which to assesn items of critical intelligence.

In view of the emerging capabllity of the Soviet Union in the field
of gulded miselles and the general speed-up in the rield of weapons and
commmnications, the DD/I has set Aa 2 goal the eatablishment of s repori-
lug system in the intelligence commmnity which will gt aubstantislly sll
intelligence information to the analyst within tventy-four hours after
the preparation of the report in the fieid. meications and other
mechanical technigues are sufficiently advanced to meke this a feasible
goal.

Before develoging a system that can include the reporting of the
zotire intelligence community, it is necessary thet CIA develop e system
for its own reporting that will move toward the schievenent of the
tventy-four hour goml. The experience gained and the techniques devised

in the development of this internal system might well provide the bosis

Fo D 09 ﬂR‘ o
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for a rapld system encoxpassing the remaivder of the intellligsence
conamnity.

b8t the present time tnformaiion is received by intelligence snalyels
‘over an extended pericd of time arter the event boing reported. Some
information 1o received in a matter of houre ¢r doys from the FBIS and
the cabled reporte of otker reporting sgeceles including the Clandestine
Bexvices of CIA. The bulk of the information, howvever, is received in
Aispaten or report form over several weeke or monihs Pollowlng. For
exzuple, Clandestine Secvices pouched reporte, secordicg to a recent
twe-day ssuple, reach the analyste’ desks on an av&r&gelaf Sk days alter
thedr asquisition in the field. A schematic chort of the present aud

the desired patterns of the receipt of reporits by scalyets follows.

<a

4 -
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TheWolume of Reporting

: 1
in the mmwber of TDs disseminated. Tuis volume of reporting -- even

supposing it to be wholly dasigable -+ Imposes grave st‘rfsses on

available facilities, paraonneji and procedures. It appeﬁrs to have

L A
* o et
outgrown the Agency's ability to hebde antuse 1t effectively. Evi- 'OVM 1

dence of this is to be seen in deh.yu between the receipt of informa-
tion repéfts at Headquarters and their delivery to customers such as
those repcrted above.

C3 reports laterally disseminsted in the field 5@3‘%’.‘1&% reach
other agencles and departments 1n Washinghon through z,heir charnels
appreciably sconer than throu@ ClA. In scoe instmcees-,% other sgencies

and depﬁ.rbmentn have dissanim‘:sad information taken ficm CIA reports

in their own publications befoz'e the Agency received its own cepies.
Customers complain that they mceive tco many reporvs ’t}:xe'y do not
need, and that they fail to receive inforeatlion they do xpaea@ The

limitations of collection mch&nisms agide, collecting chvonents re- |

tort that customers fail to mﬁ«:g their needs know through clearly
| |
phrased, up-to-date requirements end substantive evaluetion of reporbal

A lack of commnication between the two elements is evident. |

-6 -
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The Cuidancae Factor

Adequate guidance would do mch to improve CS res;aerting in 8ll
these respects., It would info,m the £ield = promptly and. frequently
-~ vhat the commmnity vents, and‘ thereby encble the collector to

concensrate on acquiring Mt infmtiom In doing “chial it would

reduce the volmme of reporting -- and this fmellex vaiiume‘of better
material. could be handled more a;peedﬂy There is & saholalofthmz@nt
vhich argues that formel Reqaimnts alone dictate what L.m?omtion
is to be procured. Thls isimzetoanextant' an;ronﬂpri)curing
information which falls within the scope of & specific re@i.rement
will send it in. But this does nat in practice limit the pracurwn:t
of infmmtion vhich is not zespmzsive to needs, or vhi e.h is only
barely s0. ‘

The lnmsn Te€asons axre ainxpie- et one end is the Inmgry writer of
requirements. He writes looaely in order to obtsin all imfomation
vhich may bear on his subject. At the other end is the Aield cage
officer. He will find some bearing on some requirenent :l‘n elmost
anything. The "Initial Reactions proposed in the pmaeg:c paper are
intended to supplement mquiranente and substentive esva,l.\imtmn.s with

& new fomm of rapid, freque@t, critical apprecistion of production,

‘and thus ald in establishing cc&mmicatiom betvesn customer apalyste
‘ \

and pro@cers of information. |
The DD/P hes set as o goa.l the weeding out, at CS f}.’eld stations,
of volume reporting below the Level of siggnﬁ.ficance to ﬁLe intelll-

gence commnity, through the Judie:l.ous a.pplication of these snd cother
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Synopsis of the Propoaal

The cycle of the pruposed system consiste of the rollowin.g clements:

a. Reports are typed at the field station in TD format on a Flexo-
writer with a tape by -product . |

b. After mechsnical enc%tim, tepe 18 i‘orwe:dad t".o Headqusrters

by unaccompanied pouch or, as Kw-aé squipment dbecomes av&ilable, by
| \

electrical means.
|

e. After nechanical decrypting at the Besdquartars Slgnal Center,
clear tex’ tape is furnished the Cable Saecretariat.
@é. On a twin of the inpuﬂ Flexovriter, the clsar text tape is auto-
m*ically typed in TD format, and carbone mrniah@:i to the sction desk.
e¢. An OCR document analyst assigned to the Cabla SLcretariat places
appropriate ISC ccdes on the ms;t , together with an indication of the dis-

semination nofmally accwplishéd by OCR. Simultaneocusly, the action desk

reviews ite copies, edding apprapriate release and disseminsticn instruc-

tions and mk;lng minor corrections. A completed copy is returned to the

_ Ceble Secretariat.

f. The fully ISC coded, releaaeﬁ, corrected, and CL-—numbered ™ is

then run off for external and Lntetml distribution by messenger or elece

trical transmission.
_ | |
g. Initial Reaction Sheets (see Attachment A) are filled in by

enalysts vith substantive interests, and returned within three vorking
days to OCR. 25X1A |

h.’ The _procea:wa inecming Initial Reaction

Bheeto&on punched cards. Listj of Regquirements are processed in the sene
‘ .
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manner. Re?roduced. decks of these cerds go to the _ RID,
nn/p. |

25X1A

i. OCR furnishes DD/I iniernal diesemination and cfocmnt proceasing
offices with apprapriately arganized tabulations of analys‘as* resctions to
disseminations they have recaiwd {Question 1), and uatn of ISC coding
proposed by sanslysts which was not foreseen in the initisl coaius proceas
{Queation 8). | | ;
|25X1A I ,

! J. Meantime, the | in the CS has punched cards of other

information, such &3 report nuizbez-s ; projecta, sources, originating ste-.

| |
tions, appraisal, sublect, etc; Upon recaipt of the cards made from Initial
Reaction Sh@etn, it procesma thgzm for transuissicn of specifically perti-

nent tabulatiam by pouch or taleimpe to the field, with eo:piea to the
' ‘ 1

desks and Siaffa concerned. |

: A pilot model of this system can te prmnptly established with the

25X1A I :-:: oo ciportence vith this mdel,

: the whole system can then be adapted for upe elgewhery. a.nd pmtieular
features spread out ta cover G$ rapﬂr%ng across the m The issue of
vhether and hovw to epply the systm to customers in a“i:hqr Aganqies can
then be worked on plecemesl. | ‘

There is no mecbsnical re%,scm why the full cycle 0% reporting to the
customer, and return of initial customer resctions to t%@ field, need take
longer than ten working days, if una.ccm@nied pouch is 1t,us‘e,w:l, and leass if

tape is transmitied by alectriéal MEANS «
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ssing by the Field Reporis Ofﬂcze
The formst of the report to be used by the £ield station is & come

promise betveen the cable ansi the pmamt dispatched Informetiocn Repart.
The intention is to provide a mns by vwhich the first typing of the
report remains the only one in ﬁhe whole process, unless extensive re~
writing, and thus ratypin_g, becémes necessary. To sehieve this, the
£1e1d will use the format of the Eesdquarters T.D. b imitio for this
method of reports processing. | ‘

Ae a distinction in formt; between s Teletapel T.D. ia:n-tl a cabled
T.D., the original typad in the Pield will be covered by the Operstionsl
and. Scourc& Cover Sheet which is normally attached to pw.l:h@a Informetion
Reports. Use of these forms will assure & cozplete myaratim of dis-
gseminsble information from sll ottm‘.

Typing tekes placs on & Flexmmer according to e hms, formnt
&bcdied i{n a Manunl. The fomt should satisfy locel diasminati.m
needs as well as those of Hes.é.qu&rt&mo The station is tree to take
sdvantage of the verious mechaﬂical features of the Flexmiter which

permit automstic typing of staﬁdm informetion, snd initisl typing in

" draft follcwed by automatie fina.l typing. Sk.e.neﬁ cpemtors will soon

obtain opt-lnmm results. |

In eny event, the £1nel typing of the Operationcl end Source Cover ‘
Sheet, and the T.D., is mode with the tepe punch oad. Thm finished tape
is then gj.vm to the statlion’s Signal Center for converaim to an en-

crypted tape. .
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The Office of Ccmmnicaﬁ@ has elaborated the necessary proce-
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Processing by Field Signal Center

dures to be used in field and Haadquartems Signal Centers for the

Teletape encrypting and decrypfaing procesa. The ecaence of these pro-
I

ceduree is to prevent conm:lunj between clear text snd encrypted tepes

After emcrypting, the originel clear text tape is destroyed and

prior to diaspatch.

the encrypted, secure tape disp%atchad by fastest available means. Tele-

tape experience to date indicates thet this will be the unaccompsnied

State Depertment pouech which moves by air mall and is J;ri.tv:ilegeﬂ: |

Agreements with the sir lines prevent it from being "bumped.” Nor is

it held up in customs upon arrival. | '
Arrangemsnts bsve been made vith the Depertment of Bt&te to move

Teletapns packages by nexi airyi&n@ » ra.t.hex then welting ‘fm' & larger
shipvent. It has been found poscible by these mesas 3 %0 move & Teletape

dispatch from the originator's typwriter to t;he Heady rs desk con-

camed in one working day (ta.kring gdvantaze of the aaﬁt«‘to»west tinme

ufferenual), altbough the ncm 18 two to three dsye. (For detalls on

Teletape see Backgrourd Paper #5 )
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Cnnﬂrrmtion Copy

In the subseguent Px-awssing of the taps, the mgim.r:i% hoth in
the field snd at BesdqQuerters aa;e bypassed. In order Lo aau:sfv the
records neede of both, we zove éh;a originel typed copy of the Telstaps
dispateh by pouck, and treat it in the sane mepner a8 asoy other dis-
pateh for records purposes. l‘mj,s c@nfir:tn‘tian eopy would also be used

%o back us up in any situstion in w%:sich sape 15 lost {no such eventi has

cccurred to date). Resdlees to ‘say; earbon coples of the original

|
typing are used in the field m:t* the stetlon's flle apd documsntation
purposes. It sppenrs ndvisablej to uee the some mebhod 4 the Teletape

reporting process.

.12 -
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masw Arrivel at Headgquavrters

- Maguate Messenger m@s&mﬁs exist for the mmmnﬁ of Telataype,
upon arrival in an mcew@am.ea‘. ponch at the Departrsat @f Gtate, to
"RID. The tepoe is merely mggea‘ae a unlt and moved by hmarl to the
Signel Center in L Building vitkout delay. There msehanieel processing
produees a clear text tape. m the Teletape process as !i@ have tested

|
it so far, this clesy text m}ge in delivered to the Division for further

bandling. For the reporting Ea;rgms@, howcvw, we M that 1t go
diraetly oy d.umh-waiter upstmrh the (eble £ umremrmé
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Procesaing by Cable Secretariat

The fivet itqntoappearmdrmmsupewiubethenonu
disseminabie Operational and Source Cover Shest. The typist in the
Cable Secretariat will place ons 61‘ thene shests, with the number of
carbons required by the Division, sin her Flexowriter ard sutomatically
type this porticn of the waterisl. The machine stope at tge end of
the pege. The typist then puts s T.D. mat, with three or four carbons,
into the machine and resunes autcmatic typing of the 41 ssentinable por-
tion of the report. '

The Cable Secretariat retains the T.D. mat for treatment as
deseribed below. The %emtimai and Source Cover Sheet and carbons,
and the carbons of the T.D., are furniched by maspenger to the
Division reports office whieh has scetion on the report.

T |
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Processing by the CS Area Division

Incoming reports ave sscmem& by the reports off iem' coneernssd Lo
separate lmmedistely mleaea&;le material from thai which requires re-
writing. ?

Normelly, immediately relcasable msterisl vill be handled first.
It vill be given & C3 repord numb@r and. the &iS%ributiﬁnl asgigned. The
copy vsed in tuls review will then be releesed by the Division reports
éi'ﬂear and forvarded to the Ceble Secretsriat with an lodicaticn of
the number of copies required in the Division for the purpose of internal
C8 distribution. HMincy ewm%tim » 1T 1ndicated by the Division, can
be mede efther on the finishel T.D. met, or by ewtamtic Tetyplng fran
the original tape in the ffablﬁ; Secroiariat.

Moterinl vwhich must bve W&aeﬁ prior %o qisaemﬁ.mmm will be
retyped in the Divisicn on & qw T.D. ok, Tais is 'E,h@ furnished to
the Ceble Svcrotariat for asa&zwimtion. This will cause the destrue-
ticn of the original mot by 'th@ Cable Secrateriat. A% f;mmahle
intervels, & meuber of the Bequiremsnts Staff reviews mlmeﬂ T.De

at the Cable Secretariat end inguives into the causcs bT unfiue deluys.

- 15 - |
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Simultamous Coding

¥While this :.*ev.tew rocess takes place in the m@iaﬁ.ca, ap CCR
docwment anslyst, stationed nt the Cable Sscreteriet, has assigned
pertinent ISC mmberse (pmmmy from the new, revised version of the
Code) to the report, aod noted them on the PD mat. rsxeﬁxas also indi-
cated the dlsseminalion the raport chould receive be;mmﬂ that =ssigned
by the C3. All run-off coples will s beer the cndafnmbew&ﬂ
disseminetion, and 5o proceasing time was lost by Injecting these
essentisl steps ut this stage.

As soon &# the release capy of the B0 is received ﬁm the Divi-
sion, the Cable Secratariat *ir vpes the U8 number oo the met, as well
88 anmendmers Lo the standexd €8 distribvution ledder. Hinor correcs
tions in tfxe text can also be taken care of &b this stepe. The ID is
then xur off in the requialie nwber of coples for in:mm apd exier-
mal OB -idsseminetion. Courdes etrioution takes plece alcmg with the
now cusbomery distrﬁ.hnﬁ.im of ca‘ble& s, |

It ic possible at this stage ‘ta toke advanbage of the available
clear text tepe which waa used in the eutomnbic typicg u;f‘ the TD ‘i;o
relay the report e} ectrically to customsrs. The ehapceﬂ‘ are,hmm,
that wntll KH«B’{ equipmont bocomes available this type of processing

Vi1l be linfted %o offlecs waich have the essembial equigment now
functioning, 1.e. easentialliy O0T. We consider 4% waixébm to make
elecirical ddspemismsion bo aci in order vo seguire the #eee&mry

- 16 - ’
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| |
operating expsrience agalnst the doy when it may be necessary or de-

sireble to make extensive electrical dissemination to a wide rgnge of

custoners.,

For details on KW-37 and its potential, see Bacl«;greund Paper No. 8.

.17 - |
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The Initial Reac’kim Sheet |

kalle the form is self-explanatory several mixai:a should be mede
in swport of it.

livery depertment of the Agency kas experlenced s atmd,y inerease
in busiiess, volume of pepar, operat:!.oml actlivity, umvfber of reparts »
nubes of cable groups transmﬁtsd ele., every year. There appsars to
ba » steady annual growth of be-twesn 10 and 15%. It is the result of
15 years of preperatory work uﬁw giving us, in volume :I_f not in quality,
nereasingly the product ve hsw& sought. On the other IFand, we have
reached ow' peak in manpover. ; |

Sconer or later this conf het will cease to be mer@ly exnoying.
Host of us plead that we ere zw overloaded that we ceauot toke o
another piece of paper or moi*her form. Individual cmm&nﬁas strive
valiently t¢ improve the ei’metiveneaa of their uvse of %ap«owr by
regulating themselves a litﬁ:le h@v.ter in one raspect ox another, but
the pa.per 2lood does not dlmmish. ‘

The fact ie that all el.&ugme in the reporting business, from
procurenent through analysis, am parts of a single %mle. Cnece 4he
most seriocus problems faeing ea‘,ch of the componeats ave Wmmd, not es

their exelusive, individusl cegcem but &8 sspects of a aingle layge
problem, then new golulbious affm thewselver which may tend 4o be

simpler and more effec"ki.ve

25X1A

25X1A

Iet us have the courage to fece the anslyst -- o ngin with
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within the Ageney -- with anat-h T Porm. The payoeff will be worth 1t.

Soé-C-R-E»T

Three ea;pects of the reporting gmb‘i@m are combinet in 1%: thoge of
appropriately limited c?.issampatiaa ’ of adequate IS0 eeding for later

retrieval, and of & quick e?pméss.on of intevest to afmim th@ cguector.

Cnly those ansnlysis shmzwd be askad to use the form whose "feedback"

will be worth expleiting, i.e. the specialiots concerned with the sub-

Jeét nstter reporied; those résﬁwmuible for writing csllactim' regquire-
|
ments; 't.‘nosc whoge work will suffe:c if Inmformation is no't edegquately.

retrievable for lack of eodmg.} 1t stends to reacon &h;\i: thelr coopera-—

| |
- tion will be quickiy rewsyded by receiph of fewar vepovhs which sre of

no interest to them; by mt?iav%zl of filed materisls they need in resesych;

\‘
by more direct and effscitive contsek with the collectors, triggered by

their responses ocn ths IRS.

The analyst bog more mgrﬁam tusingns than o F1i1 in forms;
hence tha form muet b2 simple, and eesy to use and wa'l. Yo night

provide participating snelysts with blenk forms, sud g;ai@i;aﬁﬁrzeaam
envelopes coataining msantifying pre-punchnd cards, o méhe procassing
|

easy at all steges.
Punched-card proceasing gi‘ filled-ir IRS f’ama mmici be used for

all reporting derived from Lb. mg w11l ellow ua %o uvse the fom in
1 \

| . i
a single copy mever regquiring wmanpel serbing snd ﬁist"’ibu‘biﬁi‘w‘t Al
derimd produets toke the f«:ﬁn m tellop-mnde mﬁchtm ,,@.‘aulaﬁmmnm
The form es it ap?ears in 'é;he ettachs aan:t, althoush meighed in

SDReAYaNncd, is mer@ly & _draﬁ% fqr discunssion snd mm??a? refinemant.

|
\ i
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Fezdback for Coders

Every theoretical discussion of reirieval probl@ma brings out the

inevitable buman limitetions i“l the ¢oding process. For 8 recent review

o wis i, |

Analysts in the Document Division are act omniscient universal
geniuses; they sre ably to ae%sign the apparently ess&nfiial codes, but
they eare bound to overiock, ozi* not to be avare of, angies under vhich
retrieval might in future become essential. This is the primary ceriticism
of the present 1ibmr§r 13yetein, leveled at it by personnel using it. The
Intelligence subject ccde, present or reviesed, is a ﬁp]Tendid instrument,
useful exactly to the point to which coders properly féresea the headings
under which msterial muy need to be recovered, bubt no further.

The better end more widely known the Intelligenue ;Sub,ject Code, the
more it is directly used end contributed to Ly experis jin thelr various
fields, the better the retriew}al system. The Initial Eeaction Sheet pro-
vides a simple mathod of ecmtri vuting to the ccding. This progumes that
the ISC codes originally assigned by document enelysis are available on
the report for review. Auy analyst who receives e c@ﬁ;}i 'cc-m vake care of
his own interests beyond the initie.l ecding oy adding &ﬁpr@ria‘ae ccdes
on the form. )

Mechanically, the edditionel entries will be rei‘ex{ted to the Docu-
ment Division in weekly tabulations. These will cite the nene of each

contributing enalyst, the sdditionel codes euch hes p.ro?sosze:i ; and the

Approved For Release 2001/03/07 : CIA ﬁ%P92801090R002600120028 7
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report numbers to which these jperf:ain. They can sppear in document number
or ISC Code order, or any other desired arrangenent, for discussion with
the proponents if this is indicated, and integration in%bo the system.

Once this feedback prmeés has been underwsy for spme time, and
anelysts have become used to ﬁ: it is to be hoped thm; they will dévelop
such confidence in the ability of the library -- partic}zla.rly a8 mechani-
zation provides increasingly reliable end rapid service -~ to retrieve
‘what they need, that they will be willing to dispense with the bulk of
their own paper holdings. Withaut participation in the coding process,

this confidence, we believe, cannot ba established.

|- 21 -
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Feedvack for Disseminators

Background Papers Nos. 1, 3 and L, vhen read tOgcather, spell out
another cauge of delsys in processing information reports to the ultimate
Agency user: The yethod, now in use, of successive disaemination through
organizational chimnele, with major distribution to the Office, froem there
to the Branch, irom there to individuals. Bulk procaasiTng through several
stepg is Inhevently inefficient » vhen zeen as a vhole, Aot only in terms
of time, bué also in terme of the number of copies requimd which must be
based on exhreme potential needs, rather ‘than gpecific knmm needs.

Alternatively, dissemination might be achieved v‘ith‘in the Agency,
from & central point directly to individual snalystis, on the' baels of
their specific requirements, kept up-to-date on a conuiquing basis, by a
feedback system suitable to mechanization.

Under such a system, dissemination can take plece by subjects coded
in the ISC, thus teking sdventage of the fact that-re@orts moved by the
proposed reporting system will carry pertinent codes on eveéy copy. Coded
requirements, on the cne hard, amd coded reporis on the other, are a pre-
requisite for any &t’cempt to machenize the routine yarm.‘on of the dissem-
ination process. (Unusual spot reguirements would be handled outside the
system. )

'An analyst's Statement of Requirermenis may be devived in the first
instance by tabulating his response o Question 1 of nhxe Ioitiel Reacﬁimn
Sheet over a perlod of scme months. The tabulation w&ulji centain all the
reports he received, and their subjects in terms of the“}SC Code.

Approved For Release 2001/03/075_%1 2%5%92801090R002600120028 7
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Document analysts could translate this tebulation into a‘ tentative State-
ment of Requirements, for refirement in diseussion with ﬁhe' analyst con-
cerned. This would yield the analyst's current S-‘aatemenf. of Requirements
on which disseminations to him would be based. This in turn would be
kept up-to-date by the conti.nuing feedbock of his r%ctiqjms on the IRHS.
The experiment in autamatic disseminstion now uml.em;w in -25X1A
- indicates that much additionsl paper is pumped into thev zivsill by the
stralght-faced, undiscriminating mechine. This is dus tt; insdequately
spelled out reguirements which are adequately understcod by trained
asnalysts, but cause hash by machine. & feedback system ?s proposed here --
properiy uged -~ will tend to give the auslyst and his supervisor direct
control over the volume of mféxmation delivered to the "In" basket.

The supervisor ig an interested party inthis proeess because of his
responsibility for & proper workload distributicn to his iaubordinates.
This, in practice, is o wmost difficult task; wmost sup«arv:f sors caryy thelir
own vworkloads, and do not inspect their subordinstes’ "Iz*" baskets at
regular intervals. Based on the Initial Resction Sheot, }wpervwars may

recelve every week, or at any other convenient intervel, & tebulation by

name of their subordinetes of the reports they took in, and their reac-
tions to them. This ig a tool which might lend itself vexry well to

proper workload distribution.

- 23 - ' i
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Feedback for Collectors

The remmining material on the form is intended to guide the collector.

It does not contaln written evaluations » but provides fér checking off
the simplest and, under the circumstances s moat useful élmnts of
guidence. A punched card system will be developed to bring these ele-
ments to the rapid attention of field stations and Heuxl%uarters deske and
Staffs concerned. The system smbodies the essentisl facts of projects,
sources and reports, i.s. the Operationsl snd Source Cover Sheet, the CS
report form, or its TD equivelent, Project Summary Shost, and 11sts of
Requirements and their numbers. Non-operational portions of these cards
¥ill be reproduced for OCR for tabulations of use to DD/I elements. Oa
the basis of this material, and the Initial Resction Shaea cards recelved
from OCR, _m the €8 will be in a‘p«nsi}um to distribute

such reports as the following at appropriate intervals:
l. To the field --

By station or bese, source cx yptonym and re-
ports officer: a tabulation of reports in‘ field report
and cable number order, citing the €S nrmb%a‘ » the subjJect,
and each ,Initial Reaction received to d&ﬁ@; equirements
_levieci on the station, clting reymwbs‘amd "ms reactions
pertinent to each; a list of reports not diseeﬁunated by
Hesdguarters, giv’ing brief reasons.

2. For the Heedquerters h-anch -

Coples of the above; in Source ;or €5 number

order, a list of outstanding evslustions (from Question T

i
Approved For Release 2001/03/07 : ClaAxRDP92B01090R002600120028-7
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of the IRS) with the pemes end telephone ‘numb@rs of the
analysts who promieed them.

In order of customer officez:  a tabulation of
- C8 reports originated by the Branch, giving the names of
individuel anslysts and thelr initial 's-’eagticms.

Coples of materials deotailed bcflaw,

3. For the Regquiremmnis end Project Steffs --

i
I

By Requiresent Rumbers: mﬁﬁa referenced to
them and Initlal Raaciions raceived. ;
By source cxyptonym: & tabulastion of materials
rejected by customers in response to Questions 2 through 6
of the IRS. |
While the velue of mmm of this sort should be epparent -- bake,
for exsuple, the operaticpal usclfvlnesz of a gulek reaction o Cnestion 3 --
the limitations nead to be pointed up as well. The chief m‘ifs‘entipn is %o
provide officinls concerned with a convenieul hondle by sfhieh teo investi-
gate o situatlen. IF Jolbtisl Reaeblons run conslstenbly \hﬂ.gh on & low
cost source, Hesdguarters persconel nead to spend little ;‘tirw on 9pErae
ticpel wassags ln the z*eaew]’. process.  On the other h&ﬁﬁ\, if Initial
Resctions run edversely, this provides sn indicaticn to t§1a desk aud the
Staff %ﬁhat the situatlicn nesds Lo be loocked inbto. The purpcse of the
tabuiat:&cm is not to allow rejoctions to be drowmsd in m\? f;‘?z,gck of poper
which 1s guvfaced once o yerr in the projoct ranswal 13;*(:&::%:::@ » bat W pro-
vide a convenlient method for the prompt closing of wmerginal opsrations

in the light of 8ll pestinent fects. |

- 25 -
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Effect _on Substentiva Evaluations

The amount of bockkeeplng now undorisken in th: C8 to kesp track
of indivlidual rrojeci;s and thelr reporbting produch is very considers
ablie. The scheme &s outlipned here does not encoaypass the presznt
substanhtive evalustion process, the imgortance of wh:i,cq is in no vay
affected by it. Iu present expzrieace, move than baifl \of the rather
el;%borgﬁ:e Form 39 are returnad by customer enelysts with chez.ﬁk markg
only, end no substaabtive comments vhatsosver. By div@z?\'ssing thess €0
the IR3, end by freoing desk and 8taff personnzl of woubine bookkesp
ing chores, it ehould be femsible to spend mere time in psreonal or
telephone contact with gualified eralyste to obiain za;z;ezéific useful
CODMSNtE .

Cue novelty of this schemo, vhich is apb to mest wi&h BUT2 BHDTee

hengion in the C8, consists of the &lrect, uninhibited 'i;‘wf:-«w&y

canmmication between the recipisnts of inforambion end ixs psr'@duc@rs;
An inikisl rewction to the pruduct is sent right back tmsheut in#s::r»
vention at the Headguarters desk. This carries the rigk that the
field may act indepcudently on the feedbaek to aé‘ca:;p o redirvaect o pro-
A;)ec'tg ag the cas2 may be, without belng so dirscted by the Hesdgragrtbers
degk. Theore ere two sldes to this conbroversy: we woald argue thab
the C8 have personnel in th2 £ield so competend thabt we ﬁ;n“&;m% them
srith the conduct of opera.tiéms vaich gumetines cexry co&gié‘&@mhie risk;
we can roly on them to discrimivate. Furthermore, tha c?fzé\zﬁk is in &
wosltion repidly o add lis em’:amm'a to the material cm%mie&‘ted %0
the fleld; aince it recaives o copy sitmlianeously.
.“ % . |
Approved For Release 2001/03/07 sGiIA-RER92B01090R002600120028-7
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|
Under the impetus of this system, it is to be hopeci Ithat substane
tive ev&ltmﬁ\ions will be processed to the fleld with a épeed
approxﬁ.mting that of the Initlal Remction system. ‘They now take on
the order of six months to reach the field from the dute of the orig~
ipal report. They ere often valueless by that time. Thé reasons for

|
these delays ere for the most part mechanical end will be separately
investigated end dealt with. |

|
-27- ‘
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Mechanical Aspecis

me mechanies of the ywocess from the avelywtls poird o viw
ave siuple encugh. Upan his Pirst reeding of oow imm:ﬁ,xjsg # berinie
he will £1i% cut the form. He vill also hﬁw In bin \'%5311 blamk deo
tailed evaluntion sheets whish ha may wapb b0 wie &% e sen: Glme, or
later on -~ althoush ag socn as pﬂembma The lcrms, w B ;ii,@gsm

25¥dnkaining them, sre all asddrossed to the sawe odnt: —
: _ Ve estimste that cne keypuncl opezstiey ocn bndle six

or olght hundred foziss of this type & doy. ‘

After keypunching end verifying, the bulk of Inidial Reoclicn

25X1A

gheats should te dosbruyel. They heve no docimponiary w:»;ime el 2re
campletely aploitod by machiae processing oumes G whew? 1&3’3, ‘comtaln |
verbal instructlions om such sublects as A&EQ els MALT N e:s v one wilk
then be havd-prosacescd. ‘

The caplete dock ¢of caris should be reprainosd Mi}y fir wie by
the CS; and possed on 4o the Machims Brench of LI Pox ﬂ WEEOT PEQe
eessing, |

We showld explore the possibility of tekim; THI c:aﬁf:@ wdch are
the percdnet of this m}sﬁe&@mg, sorbing thes | Guour & aﬁmg :i.um |
order for disceminsbion to £isld staticns, cepvertlig E:arTf 7 s ohenle
cally to S-cheanel dape, and pessing the resuls beosh %o 'r:m field
via the 1‘@1@"&»&@9 achee . 1 _

Subject to proof? t@ e wntmﬁ? iv the corrss of ﬁz‘.%% g this
gchams, 1t is ouwr ceswmpblon that mopgpouey K‘%’?qﬁhi“@i ia ﬂx g ¥rehins

Rocg of OCE 224 the C8 wlll, r:ve & fyaction of %laa'm ﬁz&wzs&: in tho Divi-
slons, the £isld, the CE 3%afls, end the seversd oifice of BI/I.
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Repreduction Bottleneck

While the model eystem will uce eiectrieal ﬁranumiﬁaign from Pro-
ducer to conaumer, fof e amall portion of CS production, this will not
be the cese for soms time for the great bulk of it. Ustil lcctrical
transmission becomss the rule, we shall kave te continuz to rely en
rmltilith-type reproduetion facllities.

Althoughvthe reproduction and dissenination processes are élmost
“identicel, Cuoble Secreteariat repro&uées cabled rcoporis faridi@seminatien,
and Printing Services Divisicn dces the gam: for pouched ﬁeparta. The
reason is that the Cable Secretarial hass praved‘its carability for spsed
in ite tesk, and therefore hes retained this responsibility.

We feel that the reprc&uetién facilities of ths Cﬂblé Secratariat
are properly used for all interne) disgemination of ina@ming cables, and
fér electrical transmission cutside, but thet a better caﬁability gshould
be esteblished by F3D for all reports not electrically trénsmi%%ed to
customers under CS numbers -- cabled, pouched or Teletaped. This
facliity, 1ike the Cable Secretarist, would have to vork arousd the
clock end otherwise develop the same high degree of @fficiency. If one
of cur tergets is to speed up our routine reporting &crgsg the beard, 1t
vould be counter-productive in the long run to proczes a Lmall sector

efficiently, slloving all else to lag.

- 29 - ‘ :
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Equiprent:

. Assvming £ jozable conclusions from ihe tesi » tae issue of brosdening
the system's sy ileation will arise. Should presently amilabm equipmens
be acquired for this expansica, or should we walt for o p@tt@-r woldel?

Gn: of the ezkest aspecis of the sysvem 1s i%ts key element, the
Flezowriter. Scae of the probiems we heve with it ave dl%c.r:i.‘bad in
Background Fape- Ho. 10; others ave ipherent ia ite mcbm;.c&l operation
and cause trovbl2 for the typist. The GFfice of @mmmi;&mws » while_
canbioning 1¢8 svwmech Por bem;&-ei’ gaflgets, should sericms}y conelder par-
ticipating in dlo: Jevelopment of Improved devices of the 3?1@zmiter
Sypes  $.@. t@p wrliters whis =h rake it ccm@niu% for a a&%m*e’c&ry to
Bprofuce g clear eubt tage -- or even ean @a{:xfypm@. ta, «»L 83 a by-product
of typing, for ‘renewmiselon srd later procesging, 'z»riamaﬁzwr re-keying.

Speed eside, o8 keying and retyplng preocssacs are c,.zrha.,namﬁ,, this
as}gmach would ¢u the one hapd offer iucreasesd ioput “fa,slaw fox the
groving olscirical communicaticns capacity developed by th@ Orfice of
Communications, and on the other offer ei gnif‘iﬂant WY 'T&r eavings.
Properly design .sl 2ol protzetsd Flevoswritsr-tyge devices ah@um allow us
w0 wmploy seorelariss/commnicators in the }fiém with r.mly monderately
increazed demand 3 ca trainivg and g:ills. Hs have in&ic:&%;igns that
satisfactory equipment will be available in the swres of 1961,

The cost of such a syshem, while hig,h » By not be ow%, of line.
Thise of the devicus - th@ m.,m.zmm for one link -« gwy likely to cost

about ag mich ar eny overseas employee in obe yaar.

E

-
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Extension of System %o Other Agencies

The applicability of the system to our work with other agencies
requires study. It iz our belief thet pertinent parta of’ the system,
such a3 the Initiel Reaction Sheet, should initislly be tested in-
side the Agency only. Extension might then be exsmined first of all
to those other agencies, i.e. notably Air Force, vhich uge the ISC.
8peciflc negotiations should be conducted et the proper time with each
posslbly interested agency; this approach may well lead to the develop-
ment of different versions of the Initial Reaction Fneet for each.

This broadening cut, in turn, might meke the ISC useful to more members
of the community and thus cause them to rely more heavily on the doce

umentation facilities provided by CIA.
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implemantatlon of oy onge sysbes oan, of FOBEEE, ROl Lk oaoed o

caneralivies,  Our atebions and Lasor heres wEms Ly

sampisdosbions . There sre metiodn of st

Livan toape processing vhich will Sied thelr ploce 1n whe ol zooeue.

The photogmphle pace-at-a-ting encrypting process wxplainsg iv G o

srvannd Paper 33&“@; 8 1s arna of the most promising of thess, and iy
Ly he ﬁm:m for certain onte cories of siatlons and matorisis.
The cunycm«mtm concerned will have Lo enpase (now nn' sl oy
’ .
@ml wtud,; OF what mode or noedes of communieasioas will bes hedd

suited to each point abroad ; With the porticipation in each ceac

" peradingl thoroughly acquainted with loeal conditions..

Me&ntimé “the ’teat proposed here, 1f the Coamittee noroes than it
L9 worth tryinm win, aerve to focus the thimki:w of the papbtic{pmoanyg
on apecifica, aml to surface their new ideas an well as thalr qualifierd

cmlmc;;amﬁ .buth » in the end; probsbly of equal walue .




