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The mid-1950's were » cuiet period for OCD (OCR after
1955). No msjor orgenizetion=1 changes _occurred until the
Document Division (DD) was formed in November 1956. Top-
level personnel also remsined much the same. Systems es-
tablished during the formative yesrs were now working fairly
smoothly, though refinements were coﬁstantly being made. '
195% .

In January Machine Division (MD) began to use Filmsort
aperture cards for storing documents on 16mm microfilm in the
‘Intellofax System. In April s Radio Ststions Branch (RSB) was
established in Speclel Register (SR) in accordance with the
recently promulssted NSC 169, to process and evaluate infor-
m=tion on foreign radlc frequency usage and on radio station
operations. By September OCD had achieved full-scale micro-
film coverage of s1l IAC informstion reports and selected
enclosures.

The only versonnel chaﬁge in » span of nearly 4 yesrs
occurred in Septemver: [ Chict of MD »nd the men 25X1A9a
‘directly ‘responsible for the development of labor-saving '
ecuipment for the central reference facilities since 1947, re- 25X1A5a1
signed to joto N TN o o

- 25X1A9a

Assistant Chief of SR, was named Acting Chief, MD, ~fter [N
departure.

In November 3R members of the Task Force on Tntelligence
Spemanimnx Activities $Eimele-Commitieer~arfterdbamGhadrmanraGen
MHoxk.Clazk) of the Hoover Commission on the Organization of the
Executlive Branch spent several dags reviewing OCD operstions as
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part of their survey of CIA. OCD collected a great deal of
Jask Foree, Known asthe)

. . -
briefing materisl for the[Clark Committee)Q{fer its Chairman, Gen. Mark Clark,

As of 1 July, acc¢ording to this briefing moterial,
OCD had 752 persons on board out of sn authorized T/0 of
820. By November the number on bosrd had dropped to T3h-=
24k clerical and 390 professional--primarily because of
rezulsr turnover and the difficulty of recruiting ocuelified
replacements. v

Working Group on Information Handling

“ In a 14 December memorsndum to the Assistant Directors

of ocp, orR, 0SI, 00 #nd oCI, NN then Assistant 25X1A9a

to the DDI (Planning) established a Working Group on Infor-

sation Benctis, swetos [ O = 25x1A9%

@wows Chairmsn. Other addressees each appointed a represen-
tative, and in some céses on slternate, hewhivemémeonp, OCD's
representative was _ the Executive; John Vsnce 25X1A9a
of the Library was OCD alternate.
Working

The December memorendum broadly directed the,\Group to
review and evaluate exlsting fecilities and n(;}:hodologies of
informetion handling and to develop a program of system snalysis
for future imﬁrovements. The Group was to consider the problem
in full recognition of the "new snd highly potent possibilities
for the handling of mmss dats" that had been made practical by
recent developments in electronic technology. It was not, how-
ever, to consider the problems of machine technology. At its
‘early meetings the Group decided the study would be directed %k

prineipelly st information-processing centers, test exemplified

Egxibmxmxthahke SECRET

No Foreign Dissem

L]
h

Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5




Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5

SECRET

No Foreign Dissem

Tty the existing library system and its related services
as maintsined by OCD.

25X1A9a —subsequently met With the Group snd fixed
its specific objecbives =s follows:
1. To identify the yalid deficiencles of the mﬁsystem
"ms seen from the points of view of the research offices;
2, To identify velid deficiencies in research methodology
that might exist in these offices; v
3. To suggest wrys to allevimte these deficiencies.
He emphasized that one.of the purposes of the survey should
be to strengthen the working relationships between the
researcher snd the supporting service components.

The Working Group made an exhsustive survey of svailable
facilities and exlisting deficiencies and in its final report in
May 1955 recommended to the DDI:

1. That a program of system ana‘lysis be maintained in the
research offices in research principles and methodologies

£} they sffected informstion-handling systems; that the DDI
designate one research office to provide the chalrmsn of a standing
gAroup to monifor this progrsm nndﬁnstruet the other research
~offices =nd OCD to designate members; sand thet this standing
group should give first priority to the matter of division of
lstor between resesrch analyst snd informration specialist.

2. That s program of system snalysig be formaslized on the
comprehensiveness of the Ageticy information system; that the
DDI instruet the AD/CD to adminj?ter thig program, by con-
tinustion of existing procé%i&c‘ﬁs}z% development of pew PMENEM

No Foreign Dissem

3

Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5




Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5

SECRET

No Foreign Dissem

procedures as might be necessary, and initislly to determine,
by aegreement with other operating officials, the extent of
pérticipation of their offices; and that the goals of this
program should include (a) snalysis both of those elements
within OCD and of elements under other DDI operating officinls;’
(v) continuing reyiew of px existing policies as to ineclusive-
ness in collections and in the central index; »nd (c) eval-
urtion of proposed additions in terms of cost snd of value to
the Agency.

3. That a more formal program of system analysis function in
precision of indexing and recsll; thet the DDI instruct the
AD/CD to assume responsibility for and sdminister this program;
sid thet this program should explore miltilvel classification
systems and determine their applicsbility to the needs of the
Agency.

4. That spproximstely once m yesr the DDI request Menagement
Staff to make = spot pheck of some part of the resesrch area
for efficlency in routing of documents.

1955

Most—of OCD's few noteworthy activities in 1955 were

Few.

yeinled—bomiire—openpbiontofniho-CiA-Libzarys In January the
Intelligence Subject Code (ISC) was released to SHAPE, at the
suggestion of the Army Department, for adoptlion »8 » collating
system for hendling its intelligence materials. TIn that same
month, the CIA Librarian, |l vos designates c1a 25X1A9a
régixesentative on the Interdepartmentsl Committee on Tnter-

netional Exchenge of Publicetions, at the request of the
SECRET
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gecretary of Commerce.

In April the AD/CD proposed to the Project Review
Committee, with the approval of the DDI and the concurrence'
of the AD/00, thst OCD take over from 00 fiscsl support end
monitoring of a project with the US Bureau of Customs. This
oroject provided for procurement of foreign lsnguage materinals,
narticulerly filmsg, through Customs' chennels at the Port of
New York, st en annual cost to CIA of $25,000. The CIA
Librarian wes sppointed project monitor. (In July 1957 the
Chief of Graphics Register replsced the Librarian ss pmohemk
sole CIA contact with Customs.)

Minicard

In a 25 April memorandum to the Project Review Committee
OCD proposed

To conduct in OCD an early and large-scale test of

a family of data handling equipment known as Mini-

card, which 18 bellieved capable of gubstantially

improving CIA's Intellofax System as a principal
instrument in support of intelligence research.

Minicard promises to contribute improved means for

collation of intelligence data, greater speed snd

flexitility in the conduct of document searchei,and
economles in operstion, notably spacewise.

The reason for this propossl was that since its
inception the storsge and retrieval capsbility of the Intel-
lofax %ysfem had been increesingly strained by the flow of
information until by 1955 storsge, retrieval snd cost prob-
lems were considered urgent. The incressed growth of the
file had been accomplished ty multiplication of IBM equip=
ment rentals, storage units snd personnel. Anelysts' re-
quests at that time for total sesrches of the F-year file:
amounted to 60 percent of §Eﬁzﬁ$?¥%§ts recelved. Complisnce
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with those reouests in cntegories numbering tens of thou-
sands of cards lengthened search time, multiplied overlap .
problems and overloaded requesters with insufficiently
refined answers. The possibllities of additionel space
and personnel ceaged, and the alternative to an improved
system was reduction in range, speed and quality of

_ Intellofax service.
25X1A5a1

25X1A5a1

Minicar:iJ wee o system being developed by the _
B ¢ = contract with the Alr Force; ¥ held
prospectas of being the improved system needed in OCD. It
was said to combine discrete item control, wiltiple =ccess,
flexibility of electronic searching techniques, snd inviolate
film storage. It could combine coded information and document
images that were handled separately by Intellofax. It could
ease the critical storsge problems with cards snd hard-copy

documents. Much faster retrieval rate wag expected, In

a ddition, it was anticiprted that Minicard would "hssten and
expsnd adoption of common dats handling procedures throughout
the intelligence community." Cost reductions would be sub-
stantial if other agéncies uged Minicard and exchanged Mini-
cards after processing on a common basis; savings in machine
rentals would be subgtantial; the major economy would be space.

Anticipated results then were for (a) s community
program for comprehensive one-time processing; (b) common

community storage and retrieveal using a common code, identical
ecuipment and procedures, and inviolete code record snd docu-

ment storage; (c) improved reference service,particulsrly
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with retrieval according to subject associations, pi‘ompt
access (50-T5 percent faster), and essentially simul-
teneous processing of overlapping requests; (d) economies
iéoperation.

The Minicard project was approved ’ vand' in June 1955
an order for eculpment was placed. At that time the equip-
mert was in the blueprint stage, with delivery scehduled
for completion in December 1956. (Delivery sctually
occuryed in November 1958, an%lnstallation was not completed
until the following February. The.tegt perlod, beginning with
document selection, rsn from 15 Jenuary 1959 to Msrch 1960. At
that time, because of msny chenges in circumstances in the
intervening years, Minicard was rejected =8 an operational

system for OCR.)

l!:'av‘aé/;;hmnf et/

In Mey the}Ac egreed to establish an Ad Hoc Subcommittee
on Informstion Processing (AHIP), in accordance ¥ith proposalé
made by Mej. Gen. Arthur G. Trudesu, ACS, G-2, Department of
the Army. The success achieved by CIA's Intellofax equipment
=nd the services it performed for other agencles and devartments
were lergely responsible for the TAC decision to esteblish AHIP.
CIA welcomed the formation of the new body and egreed to aceept '
its chairmenship, asg sugzested by General Trudsau.

AHIP membership consisted of Intelligence officers from
»ll the IAC agencies, plus NSA snd USIA. The TAC Cheirman,

Lt. Gen. Cherles P. Cerbell (the DDCI) nemed _

DAD/CD, Cheirmen of AHTP. NS the Tibrerisn, became
SECRET
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Secretary ,ef-AHE, The pest of CIA's membership wes elso

from OCD--as slternates t_ respectively,

snd John Vance were named.

The objective of the Subcommittee was to coordinste

the development and implementation of compatible gystems

for documentation snd processing of informstion within the
intelligence community. Throush 1ts active leadership of
AHIP, OCD msde a gradusl transition from = predominsntly
Agency service to one of saikee leadership in reference planning
a nd programming on an interdepartmental basis.
Summer of 1955

From May to September Jamie Andrews took s leave of

Celone |

absence from OCD, leaving iukeeasskion <wmews Moregu, =8
Acting AD. In requesting permission for the long period of
leave Andrews noted that the rewsrds of his job had been many
but thet after 7 years on the same job he was so stale thet
he needed "a real bresther to blow mwey the cobwebs and get
my circuletion going again.”

In June the Library was reorganized. The Book Branch
was abolished and sll procurement activities were transferred
to the Forelgn Branch, which was then rensmed Acouisitions
Branch. The Catalog Section was moved to the Analysils Brench,
vhich was swem renamed Analysis and Cstalog Branch. The Top
Secret Section was removed from the Library entirely, =nd a
nev Clegsification Control Staff (T/O--T), under the O0AD,

ws created to handle consolidation of the document security

control functions of the Ag%ngTEpFSPcret Control Officer and

No Foreign Dissem
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the Library Documents Branch.

Thebprimary responsibility of the Acquisitidns Branch
was to provide, under Fhe—previsdens~ef NSCID 16. a central
Agency service for the procurement through State Department
channels of foreign lsnguage publications of Interest to the
intelligence commnity. In sddition, it was responsible for
the procurement snd scquisition of domestic US publiestions
and certein forelgn publications through direct contact wﬁth

and \i&%i}i&&t)
commercisl dealers,\book agentql_and cove ] through cut-

buts, in reaponse to Aggpcy recuests. Because of its close relation
00's

FOIARSPT to the eetivities or <o [

the Branch was locsted in the same bullding as thét
Division.

The An~lysis and Catalog Branch was responsible for
indexing and cstaloging 211 intelligence information, documents
and books received in the Library snd for performing certsin
relsted support functions.

The Classification Control Staff's principal function
involved the development and implementastion of Agency policy
relative to compliance with the provisions of the President's
Executive Order No. 10501, issued in 1953. This Order, in
esgence, required that each government department snd sgency
establish specific procedures for the control of classifiled
mterinsl with particular snd specific emphasis on material in
the Top Secret cstegory. Important subsidisry Bk features
of the Stsff's principal TS functions included the reclsssiftcation
and/or downgrading of »11 documents mainteined by the Agency,
including those recelved fﬁgii(ﬁisi§qumbers of the intelligence

emmmxm iy No Foreign Dissem
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community; snd serving as s secure repository for certain speciasl and
sengitive collections of intelligence documents. .

Several times during the summer OCD employees in the
notorious Stadium had to abandon thelr regular duties to " PU*' their

Fingevs (n the dike" a5 Lreowm
oot floodwaters mdiolaucianbaco eavy reins esmsed,

invaded :
the working sres, and

stevamed the $low with

fmployees
= )
& btoxes of IBM cards. They also played janitor and helped

) .
% the subsecuent mopping up. It is not hard to imsgine

the feelings »mong OCD staffers when on 15 July Congress
suthorized the construction of = new CIA headouarters
bullding at L=ngley, even though they knew it would be some
time before any of them actually set foot in the new installation.
Qtrice Name Chawntes

5 ORI EUCUSTtHE Office was renamed Office of Central
Reference (OCR). Ko change in functions was made; the new
title was simply considered a better description of the mctual
mission of the Qfﬁce. In xthe same month, OCR sdjusted its
7/0 =nd celling from 835 to 827, in sccordance with the re=

sllocation msde to absorb the DDI share of an overall Agency cut.

25X1X4 25X1X4

OCR finished up the year

by issuing in December Intelligence Reference Materisl (CR-l),

the first compiletion of handy research tools, both classified
and unclasgified, ever prepared for the}use of the intelligence
analyst.
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1956

En Fetruary 1956 » Statisfical Branch was crested in

SR :Eep-.the-me;?-oﬁ providg?-g regsearch, reference, technicgl

i reproduction, digsemi }ation and record maintenance support to

25X1A2d1 Project_ The T/0 of the Branch was 52, which brought
the owewed(T/Q o 5CH)we to 881.

In April, by DDI Notice 50-100-13, a coordinsted Vital
Materlals Program was established in OCR to assist the DDI
offices in the fulfillment of their responsibilities for
operation in time of emergency. Each office was to be
responsible for selecting approprimte meterisls for use in the
event ofa/u:mergency. Except for administrative materials, OCR
was to e responsible for coordinating, arranging snd trans-
ferring selected mat.erials to the Vital Materials Repository.

QThe Vital Materlals Officer for OCR wass to maintain a complete
inventory of all intelligence materials in the DDI Central Col-
{\ection for review by any interested office. To ensure con-
tinued attention to the Vital Materials Progrem, a Vital Ma-
terials Committee was established under OCR chairmmanship. This
}ommittee vas to plan for and coordinate the overall DDI Vitel
Moterials Program; to recommend criteria for selection of
intelligence materials by the individual offices for incor-
poration into the Vital Materisls Collection; and to recommend
to the DDI end the ADs specific sctions for improvement of the

25X1A9a

Vital Materials Progrem. [ Exccutive, OCR, became fi. £ivst
(Subsiguent Chowrmen weve Jeck
Chairmen of the Committee. OCR-slso—provided—iba-Sceretniy,

25X1A9a
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SS9 Inspector Genersl's Report

During the first few months of 1956 three rep-

resentatives of the O0ffice of the Inspector Generalww=

ducted =n ingpection of OCR during a survey of the em

i DDI side of the Agency. They reviewed all organizstional
ﬂits and thelr activities, vlisited all phmsical fac_ilities
maintained by OCR, and intevviewed 176 employees p,‘;. all

grade levels. The IG report submitted to the DCI on 25

April stated thet in general the Agency's central

reference system, as sdministered bLyCR, was efficient

and effective in providing timely response to the needs

of the research components of CIA and other members ofix

the US intelligence community. |

The l'fnspectors found that OCR wag making maximum use
of the latest in machine indexing systems and that it wes
constantly alert to new developments in library technology
to incfease its support to consumers in terms of timely
responsiveress to thelr reference needs. They also found
OCR personnel in all units to te competent gnd imbued with
an excellent spir:lti’of servic;e and support.

The IG team diad find‘, however, fhat the total refmm
erence capah{f_!.ities of OCR were close to the point of dimin-
ishing returns in terms of morsle snd efficlency. Because
there was no prospect of sn increase in OCR's T/O suthor-
ization, =nd because space restrictions imposed s limit on
expansion, the Inspectors Ss%a&eﬁi }::bplgt it was mandatory that

SlRpxwhmihemsmkiive  No Foreign Dissem
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OCR, wlth the active support of the DDI, conduct =
critical appraisal of lts ‘el sctivities and take
gpecific action to %onserve and improve its oversll
services and support.%o do this, they said, OCR must
review its functions and elimin=te those that were mar-
ginal in terms of consumer needs; increase emphasis on
the consolidation and refinement of Agency consumer
needs through OCR participation in the planning and
programming sctivities of the DDIJ{ f-hrough the inter-
departmental. reference planning being conducted by AHIP,
exert all possible influence to establish she allocation
of reference responsibilities on sn IAC;vide bails; continue
emphasis on i development of new techniques of mechan-
ization (such as Minicard) to reduce document handling and
storage and ‘hoi“e improvement in procedures to promote
greater efficiency of operation; and\ more critically review
féon'éumer reguests for the acquisition of books, periodicals
snd publications to ensure that they were essentisl and
emphasiz%ug the use of such materisl on s loan basis eg
opposed to outright purchase. These actions, the inspe;:tors
noted, were contrary to th*philosophy of "service at all costs"
that w tﬁeé\ctivities of OCR at that time. Nonetheless,
they considered them essential in the interests of the continued
efficiency of the Agency’'s p.;*'t excellent centrsl reference
systen.

The inspectors made 19 specific recommendations related
to the policies, philosoph§€&c]gn[qep‘os governing the operstinms

No Foreign Dissem
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of OCR as a whole sand 19 more concerning deficiencies of a

procedural or sdministrative nature. On behelf of the DDI,

the AD/CR then drew up comments on each recommendstion

indicating agreement or dissent, Action on most of the IC

proposals was taken socon after completion of the survey. _

One, a proposal that the DDI consider transfer ahd consolidation

of the functions gn?éersonnel of-from 00 to OCR aa. FOIAb3b1
such time as the Agency acquired its new building anﬁ

physicsl congolidation could be effected, was finally

implemented in 1963.%

Mechanical Translation Resesrch

In Msy 1956 OCR received approval to allocate funds
for researgh into mechenical translation (MI'). CIA interest
in MI' regseerch dated back to 1951, vwhen-some of its scientists -
discugssed the possibility of developing sn sutomstic indexing
wnd transleting machine with || ther vith the-
~MIT Center for International Studies. dilemnenmepneldnilnay:

,mk;-ﬁd*cm*‘fé’fs”f’éﬁémmvmmmsmw

aeebing—et. MI-of-lingutetsr=Yrogictans-and~-mathemytteiang~

25X1A9a

25X1A%a

ou-the-subject~of-machine-trarmslationr=Thig Heet TR Turtier
stimisted-interest~and-a realtzsttomrot-pogs 1HITIY Tirthe
LG fmiome—of-the-2 Nt Preseit.

Over the next ? or 3 years CIA reviwwed various proposals,
taking the position that the development of an MT J capability
was highly desirable and thus that the Agency should support an
MT progrsm. At the same tin}\e, however, CIA re‘ecognized that such

+s owh
» progrsm hod implications snscended e interests oF-CEA
° P SECRET
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and even those of the intelligence community. The Agency
therefore considered it preferable that an organization with
broasder responsibilites than its own be prevailed upon to
take the initiative to push » comprehensive MT program. The
immediate need wag::a&sable product-~that is, one that might
be far short of a perfect translation but nevezﬁleas highly

useful,

- A%, ] - L
P VEPPL e~ PYOCTRCT T UITEY ; T

In early 1955 CIA espproached the National Science
Foundstion (NSF) and concurrently ascertsined the degree d
. hieh v_)_a__s__?v\husk& butcovicl prow
of interest of the Department of Defensi\f These overtures ne funds.

were directly related em to one of s succeasion of proposals

by Professor NN = 25X1A5a1

e e #

Pefouse sepmenontiotineswone—tlatled
3

: EhewiTe-HIy A As-Porthte et $ ek -

Jdnberested-tmamysucirdeveivcenonaesvibofesalbiddby-Rere-trovme
Phamiy-wstudiishedsd Neggtiations with the NSF culminated
in early 1956 in on exchange of correspondence between Dr.
Alan T. Waterman, NSF Director, snd Allen Dulles, DCI. The
NSF agreed "to administer any part of a pkogram of resesrch
in machkine translation which is Qreed. by all concerned to

be desirable.” CIA recognized 1';he need for careful planning
and coordim tion "to insure meximum progress toward our

immediate gosl of a anchine capsbility to translate the
- SECRET
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Russisn technical literature."
The DDI gave to OCR the responsibility for providing
a focal point for programs to develop MP., CIA provided

several hundred thousand dollars in support of the NN 25X1A5a1

25X1A5a1 | o fore it was finally brought to sn end

in March 1963,
AHTP--1956

In May 1956 AHIP submitted its first annual report,
w hich showed many of its sctlvitles to be directly related
to those of OCR, already the community's leader in intelligence
profesaing. Among its accomplishmenﬁs for the year, AHIP
listed the following: = study of existing document prodessing
systems; endorsement by all JAC membera except State Department
of the CIA's ISC fora@daptation and use by the intelligence
commmnit y in indexing documents; a CIA contract, on behrlf of
AHTP, with the newly esteblighed Center for Documentation snd
Comminication Research, || NG 0-<1A5at
Chio, in order to be kept informed of the latest developments
in information orgsnization; and the egteblishment of five

)forking ;{roups to resolve problems iIn specific areas g the

need;nr(osy
CIA representatives chaired hree-ef the Working Groupse—e—
eese on Control Numbering of Serial Publications, Common Intel-

ligence Report Formst, and FEcuipment Resesrch. The—dmsi~iwo-wene

’

Inter-librasy.Loan. FOrm-sné-on-e—Sommon-Fumbering~Jystem—vonsTeted
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thelr regenreh;—gained-ALIP-spprovel-Pfor-thelr-recompendstions

An 18C ¢or SHA&E,M
In Iate 1956 SACEUR requested that the Department of

Defense mmdx send representatives to SHAPE to advise its
Intelligence Division on the implementation of the CIA ISC
in SHAPE headcuarters and throuéhout major subtordinate
» comands. The Department invited CIA to particlpate in the
moject, and on 5 Novenver NN 25X 1A%
a regresankatl vi
toge@éer with Musdesdsknodddenkarsy of AFOIN, departed for
Paris, where they spent seversl M this mision. The
two OCR representatives rev:lWed the SHAPE document library
end its disg;glination procedures and vecommended a2 plen to

give SHAPE the type of library system that would best meet

25X1X8 . its needs. Tyey alalent practical help on the application

£ the ISC, which SHAPE for its own purposes rensmed the

E Intelligence Code. >

e

cument Division Formation

In September X85k the DDI ordered snother acrodg-the-
oard personnel cut. By that time the OCR T/O had inched up
o 886. Tt now had to reduce its size to 853~-a loss of 33
positions. As a result, it had to discontinue seversl cperations
that were considered to be of relatively low priority. Some of

hiss OCR 434
thesefwere s end @ the processing in IR and GR of new infor-
mation on Western Furope subjects; curtailmembes” certsin
ok
reference gervices in the CIA Librery; snd th::n-&ns—of
Pewerm dossiers on sclentific and technical personslities in BR.
To »chieve a more effective utilization of the remsining manpower
the (%)‘ffice was reorgenize November, and parts of the Liaison
SEERIT
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Division (LD) =nd the Library, plus the Classification
Control Staff from the OAD, were regrouped into a new
Document Division (DD).

The new Division was headed by John Vence, with
25X1A9a _ns his Deputy. There wvere three brangheg--

Special Disseminntion, Analysis, and Pro;essing. The T/0
of the Division was 123--87 came from the Library, 29 from
ID and seven from the Classification Control Staff., The
Division combined the former dissemination functions of LD,
Including the Cable Branch} the activities of the Library's
Aralysis and Cetalog Branch( emcept the}aook Section, {vhich
was transferred to the Acauisitions Branch){ nnd _the Document

. Brench; and =11 the fungtions of the Clessifécation Control

Staff.
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1957

Lirison Division's New Program

In April 1957 the Idisison Division began s new direct
collection program for overt intlligence exploitation of US
Governgent sourcew in the Washingtor; area. OCR was authorized

l to publish the foreign intelligence information product derived
from the program in a new CIA Infdrmat:l,on Report form,  the
CR”series.

The reasons for in}:iating this program were as follows:
1. _Eaalization that a substential quantity of foreign positive
intelligence and other information was avallable fromUS Govern-

ment w3 sources ;\ s a result of i’oreign‘travel vand professional
correspondence;

2. recognition that»:o systematic exchange of such informstion -
wasg occurring;‘ and

2. knowledze that exlsting NSCIDs and DCIDs did not specifically
cover exploitation of US Governmeﬁ?gources in the United States.

Operationsl techniques used in this direct collection
Included the development and expansion of new sources; the

solicitation from CIA and IAC customers of intelligence require-
ments spplicable to specific sources; briefings, if sppropriate,
prior to sources! departures; and, in all cases, exploltstion by
personal interview with source, The product was then published
in the CR Report series snd disseminated to the intelligence
community, - In addition to the s ctuel exploitation of sources,
significant foreign documenta;:y materisl obtained by US nationals

through means other than foreign travel or &’irect contact with

;f SECRET
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forelgners was collected and processed by OCR for Agency
and intelligence community use.

Noteworthy in this endeavor was the @vidence of
coope;%tion from intelligence mmm components of the military
services in arranging for the exploltation of their own con-
trolled sources in the Technical Services end research and
development sreas, and in meking the intelligence product
available to the community, Within CIA, the program stim-
dated closer working relstiofships between OCR, in 1ts
collection role, and the analysts snd researchers of consumer
offices, and between 00/CD and DCR/LD in ensuring maximum

exploitation of US sources.

—SMEmThe Library Consultsnts Report

The msjor issue of 1957 for OCvaas the Library
Consultahts Survey. In1956 the DDI (Amory) I\proposed to
the DCI that a panel of library experts be engaged to make
a8 special survey of the CIA Blbrary. He epparently made this
proposal largely upon the recommendation of Walter Pforzheimer,
ﬂzen one of his Special Assistants, who felt that the Librgry
w28 in poor shape. Amory's first step was to establish an
2d hoc Librery Survey Committee in August 1956, with his
Assigtant for Planning, - #8 Chairman. Thig
committee, reppesenting many segments of CIA, drew up the
terms of reference for a panel of three outgide librerisnsg

who were to survey the CIA Libg}ry' snd the OCR documentation
N SECRET
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processes so that OCR could be certain of developing

optimm efficiency and best possible use of space snd

menpewer before moving into the new building.

25X1A5a1
consultonts .
The eomaulbabds studled the operations of the Library

snd related activities for sbout 15 veéks, interviewing research - /4}» -y e
snslystes and conducting various s%mple tests. They presented ,6\/(’/‘0\/7;14/:4
their final report to the IDPI on 18 May 1957. It included = ‘;;" ,(jf,-’,i
some 150 "findings recuiring action” snd "recommendstiong" “{
covering menagement, space, the collection policy snd program,
th%acquisitzbon progrem, the catalogin~g of books, ﬁhe Reference
Branch, the Card Catalog, Intellofax retrievel, the Bibliography

FOIAb3b1’ Unit, the indexing of [lateriels, the Circulstion Brench,

s e
FDD, the Documeht and Mschine Divisions, and the Minicerd system. Fﬁ%ﬁ%

The AD/CR found the specific smim¥mmm criticisms in the
report disturbing indeéd. ig first memorsndum to the IDI
SECRET
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| commenting on the report, on 7 June, he sdmitted shat »11
tut s few were atﬁeast partly valid end thst thousgh many
served only to underline and embhasize defects of which they
were glready aware and for which they were aiready trying
to find cures , some did reveal weaknesses whose existence
OCR officlals did not suspect. He was particulal;‘\y
concerned about three of the consultants' major recommendstions--
i(l) t‘nét OCR cease using microfilm apegture card s and return
to hard copy files; (2) that they abandon the Intellofax system;
and (2) thst they expand the Intelligence Publicationsg Index
(IPI) into amnthly publication much like the Bikliography of
Agriculture, which should include "all documents, tooks and
periodicals that make a substantive contribution.”
Dr. André:s' second memormndum related to the Consultants!
Report, dated 18 June, was directed to replying to criticism
concerning the handling and ‘usage of 0ld Intellofex cards and
Minicards. He found 'many of the comsultants' statembnts to te
4 ncorrect, irresponsible and misleading.® On 1 July Dr.
Andrews followed up with s third memorendum directed to the
"Pen Horribke Csses" that the consultalfs cited in order to
"point up some of the intellectusl snd mecMcal problems of
the Intellofax system.” These 10 ceases were the foundation on
vhich the consultants baeed their major recommendstion--that
CIA sbandon itsm to develop » mechanized indexing system
‘mnd instead return to a conventional index to be published monthly.
Dr. Andrews sdmitted that these cases, if true, would be

a "devestating indictment" of OCR. He 3id not j%rely accept &hem,
N SECRET
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&——however. Instead, he carefully studied each case and

found theg only two of the}nistakes cited hed occurred as.

the consultaggs said they digq, though these two were admittedly
“serious cases involving human error, for which there was

™ excuse.” Two others, he said, were similar, but the errors
were caught snd corrected within OCR, =nd the customers neither
suffered from nor even knew sbout them.- The other six cases y
Andrews found, were "phonies‘...bogus and...refkect no discredit
on our system.” They did, however, show that, in Addrews!
words, "the consultants handled at least this part of their
survey in a menner so unbel:lev;\ably careless that it can only
te deseribed as irresponsible.”™ Thege were harsh words, indeegq,
=nd Andrews followed them up with a regquest for sn investigation:
of the case ¥y the%[nspector Genersl to still any suspicion that
OCR mxig might have tampered with the records. (Apparently,

m&h_n_xmgmmmuspicmnwasmﬁe“ij
{ Ralde)~ A
| On 11 July, %t the DDI's behest, Dr. Andrews made his
final accounting on the Consultants' Report, taking each of
its major points in turn. He recommended first that OCR
continue with Intellofax 4 hd with planning for Minicard,
doing 1ts best to correct such genuine deficiencies asg appeared;
and continue to exciude most types of information reports and

unfinished intelligence from the IPI.

Br. Andrews nlso offered his own speculation on the

res=gsons for the »eokless—nndmiareoponeible nttack ty the
S SECRET
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é*’*consultants on the Intellofax system. In his opinion,
25X1A%9a _ vho had spearheamded the attack, wes infuriated -

to find that others had succeeded wvhere he himgelf had

failed--that while the mechanized Repid Selector he had

wiile o *we Rrpsiiwment op ?&:S"\w\{'““l
spent years trying to dlevelop,had failed. a different

A
appra ch to the same problems had overcome the mechanical
difficiilties andcreated a system that, hovever imperfectly,
was able to carry an even blgger workload than that tn
Sre-Pepariment-of-Acriculture. This furyi:ndrews surmised,
brought on "so severe mn emotional distmrhance that - 25X1A9%a
wux became incapable of telling black from white."

Dr. Andrews stated that the consultants' criticisms of the
ISC were generelly sound and that OCR weas taking St,?gs to
comply with the recommendation thet it be revised end made
internally consistent.

A recommendation that the Map Library and [JJJ] ve mergea FOIAD3D1
Into CCR on the ground that they were basically reference services
was pot new with the consultants--the 1956 IG report, in pax;ticular,

FOIAb3b1 hed msde the suggestion sbout -D,\;ndrews recommended, however,
that Hhis suggestion not be consgidered un£11 the Agency had occupkid
its new huilding.

The consultants also came up with a plan for = complete
reorganization of OCR, with three Deputy ADs--one for Adminis-
trative Services, one for Reference Services snd one for Technicsal
Services. ﬁIAndrews did not like the scheme they proposed, though
he d1d feel that some sort of split in the chain of commsnd would be

FOIAb3b1 necessary if Msp Library gﬁé@}r{ were ever put under OCR. He

E 4 No Foreign Dissem
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suggested thst a better split, if one should be effected, vould
be twoswsy, rather than three-way, with perhsps a Deputy for
Information Services, who would have under his charge Wwe a_
gfntral ReferenuesStaff, the map and librsry reading rooms and
the Registers, and s Deputy for Tebhnical Support, who would have
all the rest. He also suggested that thought might be given
g\o the question of whethef Lisison Division should not
rerhaps be transferred t inssmach as

in many respects it was slready functionally closer to thst

Division than to OCR. (In To5C-FFrvwenbdeie—mmammpinee—reormmnbned .
LD's Soc
wmé~4m 1061 one of e branches would indeed be transferred to-

R Sl Bl il A DA Sl bogobhor Tn 1966 a Document

Systems Group was formed thst was similar to the Technical Support

. he vesteg
system envisaged by, Andrews. The following year,AOCR wes
sompetely reorganized into twoemmior-vmbesw-the Informstion
Services GroupWWmm
SUPPOR e S BNLC LG FOUP e

Another of the consul’c',ants’ proposals was that OCR should
create a Central Reference Staff, on which each of the Registers
would have = lislson representative.'pn‘:lindrews felt that the
proposal had some merit tut that the consultants grestly
exnggerated when they asgerted that for went of such a staff
Shere exlebed much confusion snd duplica’cior\of <=.-1’foar‘1/:‘?.< |Dr4Anarews
recommended that OCR begin building up the exigling Reference
Branch of the Library, emphasizing its position much as the
consultants had suggested, snd giving fairly intensive training

to its members, tut that they refrsin from sny formsl
SECRET
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reorganization until they had hed sn experimentsl trial of the
usefulness of putting Remlster lisison officers into the staff.

Explaining that the apermbure card system had been
developed in the first place iw~owder to conserve floor space,
to consevve file cabinets, snd to ensure that the file would
alwazg be completej:Andrews recommended flatly that OCR
reject the consultants’ propossl with regard to a hard
copy file.

The consultants suggested thet in the new building OCR
should be arrasnged in s clrcle of support elements surrounding
the centrel referenc%boint, or library. Thisfzhdrews agreed
with, He did not, however, faﬁﬁr s number of recommendastions
the consultants made proposing space rearrangements pfior to
{Mie move, inssmuch ss sll thege proposals were based upon
acceptance of the recommendations for abandoning Intellofax,
going back to a conventionsl published index, sand setting up
% hard copy files..

Df-Andr%§ agreed with the consultants' agststement that
OCR had held down the purchase of books for reasons of econonmy
and because of sprce limitations. He did not, however, feel
that they should rush into "building up the collections"” once
they were in the new building. Instesad, he sald, the Library
should continue ss i1t had in the past emtarking on programs of
acquisiégzions in specific fields =3 experience showed s need for
more basi& documents in those sress.

The consultants mede a number of gmimimmm criticisms of

\ilovoxies of the
the Library's efficlency ss compared with the,?tate Depsrtment

SECRET
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Ripiyake Yole LSy snd other such ingtitutions. Meny
of these criticisms,??&ndrews noted, were unsound, being bssed
on "gaulty comparisons of the epples-versus-oranges variety."
He therefore recommended that the charges of inefficiency

and wasteful use of manpower te plsced before themgn-r
Staff, with s request that they be carefully smslyzed and
either proved or disproved.

Finslly, the consultants called for a more sggressive
end creative philosophy in OCR with respect to its functions
and the development of a strong leadership both whikin and
atﬁout‘; 5‘&: ?co properly provide for its effective&ess.%ﬁndrews'
response to this suggestion was that it was nalve~-that the
community could not be coordimted agiinst its will_g_and that
any attempt to provide it with aggressive leaderhhip s by
CIA would be Ingtently and strongly resented. He pointed out
that much could be done by friendly discussion and woluntary
sgreementy, but very little by fiet, citing the voluntery
adoption by most sgencies of OCR's ISC snd other efforts

toward sdoption of OCR methods.

[Resiznation ¥l Andrevs’) - r

Simiitaneously with his wrapwup comments on the
v
Consultants' Report Andrews submitted his resignation,

to te mffective on 23 August. As he put it,

...I have been sitting so long » time at the

mame desk that my job has ceased to be rewarding,
and I now went nothing so much as to gain my
release from the 8:°0 to 5:00 reoutine. I really
would not care# to be Chief of Station in Parasdise
if that post required me to keep regulsr working
hours snd restrict my leeve to twenty days a year.
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It 1s doubtful vhether the Consultants' Report caused Dr.
And rews' resignation, but 1t seems likely that it may
have hastened his de%;ision.

The Library Consultants' Report, though apparently
s uppressed as much as possible within OCR. had = drematic
effect on the morale of the personnel of the éffice. One
of its many side effects, for instsnce, was s feeling thét
the report stressed a lack of professionalism in OCR's
response to its service requirements. This did nothing
to ;# sid OCR in its long Pight to demolisgh 1ts unjw tly
applied reputation as primarily a clerical operastion.

OCR had tried often to ralse the grade level of its
staff by stressing the professionsl knowledge and training
recuired in many of its activities. The 1956 IG report »
on OCR had acknowledged the inequity of OCR's grade structure
¥hen compsred to that of other DDI and Agency components snd
had pecommended that an oversll c&]jssification end wage
review of OCR's grade structure be msde. To some extent, the
grade structure was revised, but it still had = long way to
zo. (The 1962 IG survey would find the e inequity In
grade structure still in existence.)

The steff had also worked hard to provide the ummx’m
consultants with statistics, special sampmngs end other m
during its survey. To have any of these contributions misinter-
vreted, as tmrned out to be the case, halped to lower morale.
The resignation of Dr. Andrews in the middle of »11 the post-
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survey confusion did nothing to help matters. Further
problems were added in August then the DDI ordered OCR
to reduce its personnel ceiling from 853 to 819.

New Administration

Once sgain, OCR was at & crossroeds. Into it, on
9 September, stepped Dr. Andrews' successor, Psul A. Borel,
a member of the Board of Nationsl Estimates snd a former
Secretary of the IAC. | the PAD, ves transferred
at that time to 00 and was replaced by | IINGGGEG o
had already been involved with OCR activities ss Chalrman
of the Advisory Committee on Foreign Langusge Publications
(ACFIP), head of the Working Group on Informstion Handling,

and head of the =d hoc ILibrary Survey Committee.

Dr. Andrews had been a good Director)i;an-mm“uf—hia_ .

teauT®; tut he hed, as he himself sdmitted, grown stale tied
to the ssme desk for 9% years. The infiection of new blo%d
in the persons c?{f?:;;:';el and - hed the potential for
dispelling any»parochialism that OCR had a#exX developed in
its first decade. Thellr wide experience in community

agter adtl
actlivities also meant that OCR would inéeed assume the
position of aggressive leadership in the community that the
consultants had felt was necessary, M
In addition‘:"\:\]’?,orel recognized the low stste of OCR's morale
and devoted hi@gjelf aasdduemmds to restoring its self-
confidence bty vigorously sttempting to improve its imege
=34 by drawing his Division&!hiefs into greater involvement

in planning for the future of the @fﬂce.
SECRET
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m:ﬁorel lost no time in getting down towork. His
first concern, naturally, was to review existing programs
and operations of the @ffice snd, specifically, to evaluate
the recommendations of the Library consultahts in order to
have » sound basis for making deﬁ\g)sions with respect thereto.
Borel and his team examined the Consultants! Reportx in
detsil and found that several basic questions could be
identified. They then decided to set up tzﬂg forces within
OCR, with extra-OCR assistance as necessary, to desl with
each of the problems. The work of the task teams was to be
coordinated by the Special Assistant to the AD/CR--Joe
I the former Executive, with a new title.

On 8 Novembezr'(}\%orel reported to thé DDI on sction
already teken on problem areas in OCR, He stated that the
current management program was to ingtitute a continuing
program of executive setion designed to anticipete and relate
individusl atﬁf}ons that might be required, and to facilitste
follow-up on tg,j::\e staff work undertaken to provide a sound
btasis for making deci%ions 3 to overhaul the internsal manag‘:ment
reports program of OCR in order to arrive at meaningful and
integrated periodic activity reports culminating in an OCR
snnual report; and to anaiyze the Library. Consultants!'

Report in the manner M¥slready noted sbove.

Mr. Borel also noted that when specific action could be
‘taken tefore a major task study wes completed, this would te
dne. He cited one Exmpexample of such action that had slready

been taken--ss suggested %ﬁﬁofsulta&rﬁ;, OCR hed tsken

No Foreign Dissem
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over the OTR Library in order to meke thisme specinlized
Hidomapy service an integral part of the Agency's oversll
library fatilities. (The »ddition of the OTR Librery's
six slots reised the overall OCR T/0 to 825.)

Mr. Borel alsc{accoppliahed two more organizetional
changes in the October-Novemter 1957 period. First he
dissolved the Operations Staff end reassigned its functions
and personnel to appropriate OCR components. Then he
Teconstituted the Statiéitical Brench of SR ss a Division of
OCR. He did this for two reasons--to fmm free the Chief
of SR from supervisory responsibility for the branch, in
view of the magnitude of his other duties, and to exercise
more direct supervision over 1t from his own office. As Mr.
Borel pointed out to the DDI when he first proposed the
change in October, té% branch was actually separate from
th{rest of SR ty mission, funetion snd location. Furthermore,

ts formative period was complete, and its operations were of

a divisional chsracter--thst is, the branch was directly
faced with pressures exerted by all parts of the intelligence
oumnity, inter-Agency committees, the Director;, the DDI's
Office »nd the Proj dt Director. Th%new#’ivision was established

w ith three branches--Information, Technicsl Fn«#.\pport;::ﬁp was

25X1A9a  hesded 37 T 5D vas not to remsin long in

mid-
OCR, however. In mkx/1958 1t was transferredto the

newly established Photographic Intelligence Center (PIW

-~
Ni"‘imi a P‘h!taiﬂ' !hge htii:ﬁ::i*itisﬁ 9533553' N’PES;
s g v
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Borel's Tessk Teams

In November Mr. Borel established 16 Task Teams to
study and evaluate the findings of the Library Consultants.
Most of

/The Tesk Teams were chaired by OCR persomnel, and 37 of the
team members were OCR employees. Other offices in the Agency
cooperated in the study by contributing the services of more
then 30 of their 6wn employees as Task Team members. The
Teams and their Chairmen were as follows:

1. Intellofax
2. M=chine Use
2, Coding

. Selection

I
"5, Acquisition Operations
£

. Fiscal Policy
T. Publications Procurement
8. Cireculation
9. Catalog
10. Reference
11. Information Center
12. Minicard D58

12. Reports
1L. Treining

15. Customer Relations

16. Correlstive Functions SECR
No Foreign DS
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The Tesk Teams vere coordinated by_

Establishment of CRAG

In December Mr. Borel decided to establish s Central
Reference Advisory Group (CRAG) to advise Qé@on problems of
rtual concern to OCR snd the opel:ating offices. CRAG beg'an
operating on 7 Jenuary 1958. TIts Chailrman was the AD/CR snd
the regulsr members were the ADs of OBI, ORR snd OST and the
C/FI/CCP. Other operating components were to be invited to
glt in on matters of direect interest to them. CRAG's aim
was to provide policy guidance in the conduct of OCR support
;';\ rograms and faclilitate the exchange of ideas in sreas of ﬁutual

interest to the research, operational snd reference sctivities

of the Agency.
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AHTP--1957
By the end of 1957 AHIP had succeeded in:
1. BSecuring sag—eement on the use of the ISC ss » common
classification scheme fér the indexing of doéltﬁents.
2. Adopting = common numbering scheme for documents, which
elimineted the confusion of the esrlier system of multiple
numbering,
2. Obtaining intirglagency consent to reproduce”each other's
documents and thus reduce time delays in servicing requests
for thege materisls.
4, TInstituting a standard form and procedure for borrowing
documents from JAC agency document centers,
S. Forming working groups to invegtigate the applicstion of
machines to information handling problems , ‘the feasibility of
developing » common format for IAC information reports, =nd
possible improvement of the document loan gystem within the
commnity.
In September AHIP established = Working Group on the
(WeISE);
25X1A%9a ISC, chetred ty I o OCR. This grouo was

1. To review and clarlfy the ohilosophy underlying the common
use of the ISC.
2. To determine the extent to which the bassic ISC should be
recas'; to0 meet the general needs of the YAC.
3 To develop a practical plan for specinslized user expansion
of the ISC beyond the basic structure.
k., To sgree to methods for systemstic revision, printing and

d istribution of the basic ISC.
SR SECRET
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5. To recommend sction to AHIP outlining ways and mesns
by which the ISC should be modified.

The WGISC presented its final report to the Cheirman,
AHTP, on 27 November. It made the following récommendations:
1. That CIA sssume responsitility to revise the ISC in
gccordance with certain principles of common use snd instruc-
tions spelled out in lengthy sttachments to their report,

2. That CIA utiliie an outslide consultant in hierarchicel
classifig\htion, a8 necessary, for advice and guldance.

3. Thet the Pfinal version of the ISC be issued before 1
Jermu=ry 1959, under IAC auspices. ‘

b, bThat the WGISC continue as coordinators snd sdvisers
to the CIA staff in charge of the ISC revision.

In Octoter the JAC issued » policy statement designed
to feeilitate third-agency use of intelligence documents
among full-time member sgencies whenever the documentation
in question had received general dissemindtion and wes free
of special classsification dthxasmim restricting distribution
#nd reproduction. In December AHIP issued a Guide to Intel-

. e
ligence Periodicals, pub-lished ty CIA.

1958
OCR entered 1958 on a sad note: In mid-January
25X1A%2 . cvicf or MD, died suddenly. pEENEEEN 25X1A%
replaced him on an acting basis; he was nemed Chief in his
own right in September 1958.
During Jenuary-Februsry Task Tesm 1 (TT1), which wss
surveying the Intellofex s§ﬁ§f§¥{ﬁ?frated » Composite Group,

No Foreign Dissem
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on an experimental basis, to hendle all Intellofax recuests.
The group consisted of one representative spiece from the
CIA Librery, DD snd MD. The objective of the group was to
Yring tojig;;.on each request the combined skills of the
librarisn, the coder and the machine systems expert, Their
eventual =im was to establish the most efficient and pro-
Erhctive method of supplying the requester with Information
best suited to his need. As » result of this experiment, s
senlor document coder was detailed on rotation ms & regular
member of the reference retrievsal service to increase the
effectiveness of Intellofax sesrches.

In February, at the DDI's direction, OCR's personnel
gé;ﬁling was increased from 825 to 842 to provide for
expsnsion of the Statistical Division. Later in the month,
however, the celling was cut back to 829 to absort OCR's
prorated share of s genersl cut.

Traval

T The EmwmxdhomxB Porel SN tesm vas to go down in  25X1A9a
OCR history as the mostuﬁsfihtraveled of »11 the top lesdership

of the Office. Throughout their tenures, they wexm seemed

to be slmost constantly on the move, attending conferences

»fid demonstrations of new equipment; giving speeches on various

aspects of OCR's work, and generally seeking inform-tion of -

value to the ﬁffice, both in the United States and sbresd. Much og Heir

"a‘.n'\'v’ff Was connsekd with telr Qedivitiz s ag Chainnen o various inter.
The first major trip taken Tty either member of the agenLg gVOups

CODI B, PRoc
25X1A9%a OCR top team wvas Hm From 28 February to 1 ( > PRotB), |
25X1A9a |
Mey, mccompsnied by R, and :

d.é,él) . CME{
who was responsible for the fiscal administretion of the /\ f?dqf!\{cf;
m SECRET & o |
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publications procurement program, he visited 28 cities
in 19 countries of Europe and the Middle East. Thé
purposes of the tour were to accelersate snd simplify the
graphics and putlications procurement progrsms. Respon-
s1bility to collect graphics snd publicationsg, with the
initiative assignéd to a member of the Embassy ataff, was
established in each country. Fourteen of these officers,
newly appointed, received their first briefings from the

tour party. In [l aurinz 16-18 Apria, _

chaired » conference of Publications Procurement Officers
(rpos) zron [ -
s result of the trip, the number of spontaneously selected
publicastions more than doubled. In June 1958, alone,

more than 5100 photographs or negstives were received that
were directly eottributed to the trip.

RSCID ?

On 721 April 1958 NSCID 2, Coordinmtion of Collection
Activities. was issued. Those of its provisions thet were
particulsrly important to OCR were the_following:

The CIA, ss » service of common concern, ¥k was to be
responsible for the selectlve exploltation within the United
States of nongovernmental organizations end individuals ss
sources of forelgn intelligence informstion.

The CIA was to conduct the exploitation of foreign
l=nzuage publicstions for intelligence nurposes, as sppropriate,

£ 5 a service of common concern.

ENERXH SECRET

No Foreign Dissem

an
2

Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5




Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5

SECRET

No Foreign Dissem

Estsablighment of CODIAC

In late 19°7 AHIP had proposed that its ad hoc status
be terminated and that it be replaced with a standing
committee of the IAC, with revised and expanded terms of
reference. As a result, under DCID 1/4k (new series) of

1958 :
21 Apri)i\, the JAC approved the establishment of the
Committee on Documentation (CODIAC). The new DCID broadened
the Agency's responsibilities in intelligence documentation
end informetion processing. OCR provided btoth the Chalrmesn

Beve)
(i ~nd the Secredsary for CODIAC, as it had for
n

AHIP.

CODIAC was to be composed of representatives of the

Ao bmedis
JAC sgencies, with other ageneiesef-bhre government invited

A

to participate ms appropriste. Its mission wes to promote
meéns by which the intelligence community could mske optimsl °
use of information of intelligence value however recorded.

The functions of CODIAC were as follows:
1. To recommend policy to the IAC in the field of documentstion.
2. To conduct surveys required to support the mission of the
committee, subject to mgreement by departments and agencles
concerned.
3. To coordinate the development of compatible systems for
documentation and the processing of information.
k., To review the operation of reference services of common
concern.
. To exchange information within the intelligence community

on the solution of documentation problems, including studies,

research) contracts, propgﬁgh%ﬁ;ments snd actions,
No Foreign Dissem
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vpublications, seminars and demonstretions.

€. To monitor interagency agreements in the field of

the committee's responsibility.

T. To sssist member sgencles in solvingvnroblems erising
from programs or projects under way end of mutusl interest.
8. To coordinate selected documentation sctivities with
foreign intelligence services with which the interchange
of informetion had been authorigzed by the JAC.
Reorganization of Lisison Division

“hinigan
In May the Lisigzn-Division of OCR was reorganized.

First a Collection Branch wss esteblished to fill an overt
llection gap, namely exploitation of US Government officisls
ithe Wsshington srea who through TDY travel sbroad, correg-
pondence with foreigners or contact with foreign visitors to
the United States, obtained intelligence informstion of use

to the community. The branch grew out of the 0ld International
Conferences Branch. Upon crestion of the Collection Branch,
the requirements coordination funetion vns'transferred to
Lisison Branch, and s direct, rather than indirect, collection
activity was initiated, extending its exploitation horizon
teyond the conference snd trade fair media. The division was

then rensmed Liaison snd Collection Division (Lcp).

Task Team,Reports
By May the Task Tesms had completed.their reports,
=nd on 10 May Mr. PBorel drew up » summery statement of the
team evalustions. He found thst overall the area of agreement
E
SECRET
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between the respective findings, conclusions and
recomnendgtions of the tesms snd those of the Library
Consults(@s was somewhere hetween 50 and €0 vpercent.
Injsome cases the findings of the consultants were
validated, but different conclusions or recommendstions
were weached., In other cases, the findings could not
be validated, but similer con,%'lusions or recommendations
were arrived at, |

The first 12 Task Teams dealt with opermtions of
the Li‘brary- and the Machine and Document Divisions and will

discussed
be ceeiewncshaisswensdsewdtd in the chapter of this‘History

‘devoped to those bodies. The other four will be&m
below. |

TT13 studied the OCR operational reporting progrem,
specifically to determine if too much %k time was bpent
keepling unnecessary records; ifm monthly reports could
be retised to better reflect information of specinl ralue
to management; snd if an annual (or semisnnusl) report could
te devised =g an integral psrt of OCR's report system. which
report would te of vslue to top Agency management ss well ss
to0 supervisors within OCR. The Tagk Tesm waé in ~irtusl
agreement with the coi%xltahts on these points. ‘Even before
tA hey mede theilr finel report, s new system of monthly {1ster
changed to quarterly) reporting wss designed snd put into
operation within the divisions of OCR. In mddition, Mr.
Porel plsnned the issusnce of en OCR annual report.(Such

reports were subsecuently issued on a figcal year basis)

SECRET
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Tgiih studied the training policies of OCR and
OTR to determine if professional employees of OCR should be
siven the same training program, particularly in the introm
ductory courses, as were the pnalysts in producing offices
in the Agency; snd if 8 treining program could be deviged
that would enable the professional staff of OCR to give a
higher level of reference service to users of OCR facilities
from the intélligence community. The team agreed that
professional OCR employees should continue to reveive the
same training in courses having common spplicstion as diad
& helysts from ORR end OSI. They felt that raising the level
of OCR reference gervice involved more than a ouestion of
treining, inasmuch as treining beyond that sppropriate to
an dndividual's grede would result in » transfer to another
fbb of higher grsade, rather than in a sustailned higher
{evel of service at the same grade. The team thought that the
OCR training program should be tailored to the specific needs
of the individual within the general requirements of the
division in which he worked.

The 15th Task Team studied means whereby OCR could
get sdequate guidance for its operations from customer
offices, Specificslly, they sought to determine whether =
Library Committee composed of repregentatives of all the
components of the Agency should be created to serve in =n
advisory cap%;ity to the AD/CR and sas s chennel of commun-
f:xtion to the Agency; srd 1f a program should be developed

to bring together the snalyst and the reference staff so that
SECRET
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the 1lstter might be awesre as much as possible of vhat
intelligence reports and programs were under wey so thet the
§taff might give a higher level reference service and be
prepared to call to the attention of the snalyst pertinent
doﬁuments, veriodicesl =rticles, intelligence rﬁpor‘bs, books,
etc., vhich was a normesl speclal library technigue and
dervice. The team fully concurred with the conmultants
in these matters. One important aspect, in fact, was well
under way by the time they finished their study: Instead
of the Library Committee recommended by the consultants,

Ahe move widel
Mr. Borel had established'\CRAG.

The team's other recommendation was thet a program
should be developed to establish closer rapport between
research snalysts and reference personnel and that this
program should include briefings and tours of OCR facilities .
and the preparation for publication snd wide distribution of »
H andtook expleining OCR services and facilities. By May
1958 such » program was akresds well under way.

The last Tesk Team gtudied the feasibility end
cesirability of regrouping within OCR certsin reference-
type functions then ther"?esponsibility of other offices,
specificelly the Msp Library of ORR; the -af 00; the FOIAb3b1
Historicel Intelligence Collection (HIC), then under the

DDDI; and the OTR Librsry. By the time the team made its
report, the OTR Library had already been trensferred to OCR.
The tesm recommended that FEX FDD not be transferred on the

grounds thet it was not s reference service. They recognized

2
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that the Msp Library was indeed » reference ser%rice but
r ecommended that it remsin in ORR because of the inter-
relationships of the Map Library and other activities in
the geographic area of ORR. They noted that the trasnsfer
of the HIC awaited action on the IG report on the 0/DDI.
(The HIC was transferred to OCR in 1959.) In addition, the
t eam proposed highly treined research and reference personnel
for staffing a central reference unit, an independent OCR
eapability for first-echelon linguistic service, and an
integrated program for all reference functionsvof the Agency.
After Mr. Bo%el hed hed time to digest the Task Team
r eports, he invited the <“imee Library Consultants back for
2 dsys in Mry to meet with the Teask Team Chsirmentto
evaluante the total Librasry program. The Consultants ex-
pressed thelr satisfaction with the progrey msde and thelr
enthusiasm for the planned program.

Al
Commmity Activities 1nAPublic:ations Field

In Mey the JAC spproved two new DCIDs--2/k, on the

exploitation of foreign langusge publications, =nd 2/5 on

the procurement of forelgn publications. Both sffected

OCR. DEID 2/4 steted that CIA (») would, as = service of
common concern, provide for the exploitation of foreign
lang\&g‘ge publications for intelligence purposes in accordance
with requirement® established by the IAC departments and
azencies; and (b) would coordinste this service with similar
}@ivities maintained by the various departments snd sgenciles
.of the government to satigg(ctﬁeérrdepartmental requirements.

Rinrmovohmxmraxe No Foreign Dissem
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The other government agencies and departments were to keep
CIA advised of departmentsal activities in the exploitation
and translation of forelgn lsnguasge publications.

DCID 2/% also estsblished the Committee on Exploitation
of Foreign Lenguage Publicstions, sn interdepartmental body
under the chalrmsnship of CIA’ that was to sdvise and sssist CIA
In the implementation of the DCID.

DCID 2/5 smtated that the IAC departments and sgencies (a)
would keep CIA advised of thelr s cti-lties in the procurement
of foreign publications, including the effectivenexs of their
existing facilities and programs for the procurement of foreign
publications; (b) would ensure cooperstion by their field
representstives with those of other departmenﬁs and agencies of
the government engsged in like sctivitles; end (c) would implement
the above with due regard to departmentsl and agency capabilities
and priorlties. CIA was to coordinate progrsms for the procure-
ment of foreign publicstions to ensure/:g:t effective and
practivable utilizaetion of the capsbilities of the government
deprrtments and agencies. Thia DCID also extablished the
Committee on Procurement of Foreign Publications (PROCIAC),
an interdepartmentsl committee under the chelrmsnship of CIA.

_was designsted Chairmen.

Unclsgsified Translations

In June the DCI appro-ed a policy for relesse ff
uncasssified CIA translestions and related reference aids to

the public through the chennels of other interesﬂJt;encies.
SECRET
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May Urder DCID 2/5, the IAC approved the establishment of a standing IVT gl
Committee for the Procurement of Foreign Publications (FROCIAC); C-emm
25X1A9%9a DAD/CR as designated Chairman. This
Committee replaced the Advisory Committee on Foreign Language L
Publications. T o D

Task Team studies were completed and recommendations submitted U Ve Y
N

for review to AD/CR. Joint sessions were held with the Library 0 T
Consultants and the Task Team Chairmen to evaluate the total
Library program.

June As a result of a formal program review, the CIA Library was g e = L
reorganized. Changes included: (a) reduction of ceiling by 8 =3 s )/
positions; (b) increase in average grade level from GS-7.7 to
GS8-8.4; (c¢) improved administrative and professional guidance
within the over-all Library organizational structure; (d) )
establishment of a Staff Assistant position to provide the CIA |/ -~
Librarian with support in coordinating internal library
activities; (e) strengthening of reference function under a
Chief Reference Librarian who was also to serve as division

deputy.

public via OCR, which In turn was fo provide copies to the »
Department of Commerce, Office of Technical Services, for Vo
dissemination.

DCI approved release of unclassified CIA translations to the He rvic .
¢ | )

The DD/I approved an Immediate Program for Implementing
Recommendations of the Consultants and the Task Teams - - L
action to follow in FY 1959.

iy In order to provide better information for operating officials
and management, AD/CR introduced new reporting format at
the start of FY 1959.

Statistical Division transferred with 62 positions t_Q_ Photographic ¢
/ Interpretation Center (PIC). -

ORr G-
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OCR wnms to provide coples of such Informstion to the other
agencies for diss%hination. Most such unclasgified kx
reports were distributed without CTA %%tribution ty the
Office of Terhnicsl Services of the Department of Commerce.

Program for Chenges

On 12 June Mr. Borel submitted to the DDT his

"immediste program for implementing recommendstions of

the consultahts end the task teams.” In general, this

program involved the reorganization of OCR's reference

service; the organization of an Automstion Development

Group in OCR; a number of changes in storage and retrieval
proceﬁéreé, including revision of the ISC to make it s

commnity code; the modification of several operationsl
procedures in the Library snd the Machine Division; the drafting
of a program for CODIAC »nd other actions related to publizations
procurement; severalichanges in sdministretive procedures,
ficluding installetion of a new divisional monthly reports
program snd the publiestion of sn OCR hendbook; and the centrslization
of the infoymetion reference service. |

The first order of business sfter OCR obtained approval

for its program of changes was to reorganizqﬂbzhe Library.
Changes included reductioﬁ of celling Ey eight positions (from
I9k lﬁ9 to 111); an incresse in the aversge grade level from
GS-T.T to GS-8.L; improved sdministrative snd professionsl
guldance within the oversll Library organizstionsl structure; the
establishment of a Staff Assiég%nnt position to provide the CIA

Librarisn with support in coordinating internal librsry activities;
SECRET
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and the;;trengthening of the reference functlon under =

Chief Reference Librariasn, who was slso to serve ss division
’deputy.

In July OCR established its Automstion Development
Group (ADG)--a small staff with documentstion and technical
backgrounds to follow automation developments in industry =and
government and to plan applications of new equipment in OCR.
25X1A%a The head of the ADG vas || NN o-<viovsiy -

Chie:f/ Planning Staff/ MD. Iﬁ August ke Mr. Borel

proposed to the DDS that the Manmgement Staff undertake sn
overall study of & Agency computer needs, including fessibility
of a Computer Center 1n the new building. This suggestion
led to an ADP ‘responsibilities study, which was completed in
the Agency, In Jsnusry 1959, end eventuslly to Project ‘

- Compuley

CHIVE =nd otherAdevelopments’ Bedwied—to-rompuber—operesions

25X1A9a ~In August_left to tegin 2 years of training
) o
at the Western Dats Process&ing Lnborgﬁ-y, UCLA. The objective

of this training was to provide him with knowledge of computers

for possible application to Agency informstion processing progrems.
/‘

John Vance, Chief/ DD, succeeded Becker ss SA/AD/CR, snd Vance's

~
Deputy, . —oved vwp to C/ DD. Vance also succeeded

25X1A9%9a
I o Exccutive Secretary of CODIAC.
25X1A9a Mechanical Translation
25X1A9a On 20 August [N vho hed been cooddim ting

the Agency's interests in mechanical translstion, cheired the
first successful demonstration (held in Alexendr#s, Virgina) of

translation of chemical literature fron%ﬂ.\ssinn to English using
SECRET
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en electronic computer. This was a result of the Georgetown
MT project that OCR had teen sponsoring since 1956.

Name Changes for PROCIAC and CODIAC

In S8eptember the RSC estmblished the US Intelligence
Bosrd (USIB), which replaced the IAC and the USCIB. As a
result, the designation of PROCIAC was chenged to PROCIB and

that of CODIAC to CODIB.xmRGfRwmErimwmn

The DCIDs that governed these two bodies were revised the
following June to reflect the changes in names.

M¥mxmBoxeithymAmemdstin Paul Borel--Around the World 4in 62 Days

mr,
On 21 September X¥ER Bemd Borel left on » trip sround

the world; he returned on 22 December. During most of the trip

he was accompanied by _ of the CIA Librasry. The

major purposes of the trip were:
1. To attend the - Conference on intelligence research

methods (15-27 November) held by the United States, the -

2. To promote, on tehalf of the intelligence community, pro-
grems of American Embegsies and Consulates Genersl for the
procurement of foreign publicetions and vhotogrephy of

intelligence value.

k, To obtain firsthend sn - on of US intellisence
SECR
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\&.——wcommunity problems in handling intelligence infor-‘
meation, particularly those relating to sreas of respons-
ibility of OCR, CODIB and PROCIB.

Borel considered the sincle most impressive asccomplish-
25X1C8a ment of the _Conference to be "the crystellization in
more tengitle form of an internationel i;i“celligence community. " -
At the conference he presented a paper\"()n Processing Intel-
ligence Informntion,ﬁhich was well received.
With regard to the procurement of publications and
‘25X1 A%a grapaics, the Borel-JJl nission cerried out essentialiy
25X1A%a the seme program s had | -1¢ his sssociates in
Furope snd the Nesr Easst theprevious spring. Mr. Borel
£elt that his talks with senior officials st Ao dip-

" lomatic and consular missions would result in sn increase in
the flow of valuable informstion through the graphics andg '
publications procurement programwut that these programs
were not soundly based because (n) langusge competence in
missions was low; (b) personnel turnover was extremely high;
(c) no accurate measure of perfomancé versus potential was
taken; (&) collection effort was not sufficiently relatedto
t he capszbilities to explolt the material once collected; and

(e) coordinstion in the field was marginal.

25X1X4
25X1X4

Mr. Borel found that the documentation problems were

yather simple, recuiring good ¢ ng eculpment to permit the
’ SECRPT
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similteneous distribution of incoming informstion to
interested sections snd the provision of research or reference
assistants to relieve the intelligencpofficers of time-con-

§hming scanning, collation snd search operstionszA

25X1C8a Crw , at the request of Mr, Cline, Mr. Borel

spent some time with- intelligence officinls who 25X1C8a

were organizing a central Information center snd sought

guidance,

DCID 1/9

In December, under the gpongorship of CCDIB, DCID 1/9

wag 1ssued, This Directive for the first time gmve to the

biographic systems of the intelligence community a definition

of their regpettive reference and date exchange responsibilities.

OCR/BR =ssumed responsibilify for scientifiec and technical
: 10 Yeaxs eavlier

‘oiogrnphic',cmferage. which it had previously been granted,‘by_

NSCID 8, sesersi-yenrsenriter.

Mimhemxd xHormkimm

Frdieweminnem i Rnmdn i

Also in December, based on its own role in msnaging
document disseminstion services in CIA and in the coordinstion
of documentation practlices through CODIB, OCR provided » series
of briefings and vrit’t;\% summaries on parallel community projectg~-~
25X1A5a1 Air Force/| N =2 Miricard end Army/RCA--to an
" Agency planning group investigating the movement of routine
Information from the field to Washington enaslysts. This program

derived from a paper written in Msrch 1958 by the Assistant to

2X1A% ine 1ot sor Piamntns Y on "Inteliicence

Conmunications =nd Relateggﬁf{gufes."
No Foreign Dissem
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1959
25X1A9a In Jenuary _ CIA Reference Librérian,
ompleted a 12-week Mid~Career Course at the Foreign
Service Institute, H‘iel was the first OCR representative
to at'l{gr%d a running of this course. For OCR purposes
{he course was useful for its associations with senior
FS0s and for the ingights offered into the prepsration
of despatches from the standpoint of their subse:v_xegt
indexing snd reference use.
The H/C
t gome time in early 1959 the CIA Historiesl
from the 0/DDI, where it had been estab-
Intelligence Collection was transferred/t.o the juris- 1ished in 1956 at
request of the DCI
diction of the AD/CR so that the menagement of the his-
torical mesterisls could be closely coordinated with CIA
Pibrary facilities. By the time the HIC was moved into
OCR it was believed to be the finest library of overt
intelligencd materisls in the world, contsining some 6,000
volumes collected since its establishment.

The HIC contained then, as it does now, btooks in all
languages from all countriea. Its subject headings included
espionage, counterintelligence,unvonventienal warfare,
reslstance, escape and evasion, subversion, cryptogrsphy,
economic, politiesld and psychological werfere, law treatises,
legislative committee records on un-Americen activities, snd
meny other intelligence tradecraft toples. From the beginning
it was useful in many ways. Valuable precedents =nd practical
tdps were uncovered in historical intelligence merterisls thet
were useful for operationgkaxﬁﬁxfining purposes. It wes =lso
poxmiinisn No Foreign Dissem
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Survey of OCR Functions, 15 January 1959, prepared by AD/CR < jaNt u\
in response to request from Office of the DDI. Faper was useful -~ “J
summary of programs, the authority for establishing them, and #

the costs both in manpower and dollars as of 1959.

SR's Radio Freguency Record (700,000 cards) reproduced and
forwarded to NSA for conversion to magnetic tape for processing .

on IBM 705 computer. Together with NSA, listings were prepareg S A
57~ US délegates to International Radio Conference in Geneva, )
August 1959. This was the first OCR component {o employ a

computer.

Established a branch library for the Office of Communications, L \/ oré 6
based on a staff study prepared by the CIA Library at the Y,

request of the Director of Communications. Commo trans- —

ferred two positions to OCR for this purpose.

wiemorandum from AD/CR to DDI, 12 May 1959 Progress Report
on OCR Program to Implement Recommendations of the Con-
sultants and Task Teams.

The CIA Library began to change its book classification scheme “L *-f

from the Intelligence Subject Code to the Library of Congress 4 £ rec Qi
system. Anticipated to take ten years.

- . GM AN
DCID No. 2/5 on Procurement of Foreign Publications was V' pNTER coM
revised, effective 26 June 1959. It changed the Procurement g
Committee designation from PROCIAC to PROCIB.

ETE S

The Air Force Aeronautical Chart and Information Center (ACIC) | r2_ 1o @
aﬁﬁ.mmwiﬁifi“mf?ﬁ,per@wel to the Industrial Register for P 50
purposes of specialized exploitation of portions of IR files.

OCR issued pamphlet Scarching for Information as a guide to b/@ U (‘5
GCR services, files, and collections.

OCID 1/4, April 1958, revised June 1959 to reflect change in \( 90~ (oM
the Documentation Committee name from CODIAC to CODIB. o[t T

€y
e
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vossible to establish thst there were treditions in American

intelligence, going back to the founding of the country, that
provided a historical foundation for building up = CIA heritage

to which career employees could foint with pride.
sk (and onlyyos o 1272

The'\C‘urator of the HIC wAS fandembidietammgmgrfintdR o Yo

Walter Pforzheimer, who had = large personal collection of
hick he wod begun tw 1Ruls,

higtorical intelligence items 3 The HIC contained fiction as
well as nonfiction. The works of fiction were selected according
to the following criteris: (1) The books should be based on
fact. (2) Any book mentioning CIA should be aécruired. (3)
Some boocks were scquired becausg they ap looked like good
reading, in the opinion of the Curator. Mr. Pforzheimer
orovided for the HIC photostats of some rare items from

personal collections, including his own, whieh-he-bagan-in-3olS,

More on the Consultanis! Report and the Task Tesms

On 12 May Mr. Porel submitted to the DDI s B "Progress
Report on OCR Program to Implement Recommendations of the Con-~
sultents end E€rsk Tesmg." In it he summed up the measures OCR
had trken throughout the previous yesr to improve its reference
services, especislly with regard to improvements in the Intel-
lofax system and revision of the ISC. .Mr__g:ﬁ;\-nlso summed up
changes in procedures concerning the procurement snd control of
open litersture, = perennisl problem tecause of dusl adminis-
tration of the publieations procurement pnrogram by CiA snd the
State Depai‘tment.
Mr. Borel sdwe listed briefly the chenges in administretive
procedures resulting fromsgéﬁiﬁrfr'y Consultants' recommendstions.

No Foreign Dissem
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such ss installstion of new divisionsl quarterly rpporting
progrem, the develomment of training guides, snd the estab-
lishment of the ADG. Finaily, Mn-—bfe‘re} ligted verious long-
range problems and lines of sction, such as the nending de-
cision on Minicard and the encouragement of analysts to edu-
cate themselves dn the spplicstlon of computers to intel-
1ige{ag§a data processing. In the latter regard, Mr. Borel

#1t that the efforts of CIA to organize an Agencywide spproach

25X1A9a to computer applications plus the return in 1960 of -

from his special tralning in that field wewdd seem”%; promise
incrersing OCR responsibility there, inclvding closer coopers-
tion with offices undertaking specific applications.

Book Cateloging Systems

In May OCR's book cataloging s:c)aff began cenversion from
the ISC to the Library of Con@resgiz;étem. The books would have
had to te recstalogued in any cese, because of the revision of
ﬁe ISC then under way, and the decision to esdopt the LOC
system was tased on a desire to take advantage of the many and
readily available professionsl catsloging services of the LOC snd
to te compstible with most other intelligence libraries. The
xemr conversion process was expected to take 10 years; in fact,
it took only 5, being completed in October 196k.

CCR Hsndbook |

One of the Library Consultants® recommendstions had been

that a handbook on OCR services should bte available. In June 1959

Searching for Information was issued. - This was a brief guide to

OCR's services, files and collections. It wes Ffollowed with =
SECRET
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series of reference aids publigshed by OCR mns more detailed
guides to its services snd facilities. These were on

Photographs and Motion Picture Films (CIA/CR 25, June 1959),

Fon-CIA-Produced Cables (CIA/CR 25.1, June 1959), Docutment

Processing (CIA/CR 25.2, November 1959) snd Mpchine Support °
Services (CIA/CR 25.32, December 1959). (Copies of these
R e i

reference aids are avallable in the CRS Historieal Filss,
Room 1H5102 Hesdguarters. )

More Consultants

In June OCR brought in two well-known library building

Idibrary, to review its plens for the reading room snd reference
f,\acilities in the new CIA building. Various chenges in layout
were agreed upon and were subseguently negotimted with the
building architects.

Beginning on 15 June the Document Division for the first
time used document coding performed by another xg USIB agency--
Air Foree. This rction freed indexers to support the CIA Mini-
card test and set s precedent for o operative processing in

the intelllizence community.

. World List of Future Meetings

Thawr In recognition of the intelligence potential of
i nternationsl conferences, OCR, with support from the NSF,
arranged with the Library of Congress to produce = monthly
unclegsified World List of Future Internstionsl Meetings.

The first issue; wags sx published ry the GPO in June 1959.
SECRET
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It was more comprehensive than any government or private
publication of its kind, or combination of them. covering

over 2,000 meetings each month. (OCR continued to support

the World List mmefidm¥mmexh through the end of m@
1967, vhen %k because of budgetary pressures it had to
terminate its funding. The NSF continued' to support the

listy hewesEw,) .

Nutowmatic Dals Processins
memmeee it TEBEE 1h DATE beCause of Mr. Borel's August 1958
memorandum calling for a Masnsgement Staff study of the Agency's
computer needs, such s study was completed in early 1959 and
approved by the DCI in Mpy. The study concluded thet CIA
needed a composite dats procsssing program snd recommended
that a data processing committee be established, that a review
be mede of the end products from existing data processing
ingtallations to msgcertain current requirements for them;

that MS conduct & study to ascertain how existing machine
installations could be centralized snd to what extent com-
mter-type machines.could replace existing machines under
centrelized conditions; snd that computer requirements be

em stablished bty the DDI operating offices.

On 25 June CIA Notlce T-200-2 estgblished =n Automstic

Drta Processing Committee (ADPC) to provide Agencywide zuldance
=md aut\%ritative screening for all sspects of data processing
requirements snd equipment to serve such recuirements. The
Commi%iee was to deasl with the utilizatlon of existing =mutometic.

hew purpescs,
dsta processing machines for existing »nd pew—vses. compatibility

SECRET
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of new and exlsting machines, value of end products =nd
ssgessment of costs against end-product value. The DDS
proided the Chairman of the Comnittee, ||| G 25X1A9a
snd the DDS, DDI snd DDP each provided a memter, The

DDI member was Mr. Borel.

Even before the establishment of the ADPC, CRAG was
considering methods of imimim training Agency personnel in
how computers worked, what they could do snd .how to program
t hem to make them do what they could. In esrly July 12
o fficers from O/DDI, ORR, OSI, OCR and DIP were selected
for special trsining in electronic data processing machines
(EDPM).

More personnel cuts

The OCR authorized personnel ceiling dropped from 852 in
FY 1958 to 761 by the end of FY 1959. Transfer of SD, with its
62 slots, accounted for the bulk of the decrease. In the OCR
Annusl Report for FY 1959 Mr. Borel stated that more reductions
v ere In prospect and costs of operation and some categories
of receipts were on the rise. Therefore, he said, OCR clearly
faced m&u:nting pressure to do more with less--by sutomation, through
improved procedures, and by reevaluation snd elimination of low
priority activities.

CRAG=-~FY 1959

59 CRA ,s efforts

and evaluati , Goraphic service o

B

e CI for E‘EEE” ng books. The o2

No Foreign Dissem
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25X1A%a

In July 1959 -ecame the first OCR person

to sttend = senior service school--in this cese, the Army War

Colleze. He was to be gone for s year, during which time his
25X1A9%9a wauld

Deputy, _‘\serve asg licting Chief of BR.

Possible EDPM Applications

In accordance with the MS study recommendationg, with
DDI oral instructions to the IADs, end with instructions in
N 7-200-2, CRAC investigated possible EDPM applications in

the DDI sres. ERaGxAeamixbimimikhe Their conclusions were pre~
sented ms CRAG 9/2/59 in August. CRAG found that the nature of
many functions performed in the DDY area was similar to cases

in which EDPM applications had succeeded. They noted that the
mere existence of such aress did not necessarily mean that a com-
puter must te obtained., First, they must sscertain whether
application would mesn improvement, which improvement would be
zained by securing greater accuracy and more timely data, greater
relnptability smong dats, potentisl for expansion, needed data
jﬂ- previously svallable, and economy of time, manpower,= space
Oor money.

TRAG concluded thet the need for securing some of thﬁe above
objectives wwx® was clearly indicated in various DDI situations.
As far as OCR wag concerﬁed, they noted that$
1. The vblume of incoming informstion exceeded processing
capabilities rased on existing manusl or EAM techniques.

2. The proportion of receipts that could be fully processed

was declining.

SECRET
No Foreign Dissem
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2. Service from existing facilities was 'becoming slowver as the
slze of the several indexes increased,

. Quality of service in terms of listing, subject correlation,
updating and display was declining or not offered because of

the limitations of staff and eguipment,

CRAG slso found ¥dmhkmit indiceted applications in ORR

end OSI. They concluded that the rapld evolution of the computer
and the existing level of its capabilities in information
processing offered significant potentisl support for snd
improvement in the quality of informstion in. the DDI eres.

‘ CRAG then recommended:

1. That their report be sent to the ADPC in compliance with

the call for the computer requirements of the DDI ares.

2. Thet it be the policy of DDI operating officials to

develop staff compehence in the computer art and to conduct
continuing and intensive Planning for and testing of applications
of automstic dasta processing equipment to DDI programs.

3. That sn EDPM feaSi}hility study for the DDI area be under-
taken. The scope of this study was to cover the regquirements
_of £1) DDI offices and slso to determine (1)/%at/}c%’mputer
reuirfnents should be met from within CIA; (2) thedFole of

the Minieard system in sn sssumed computer center; and (2)

vhat use could be made of the e€xcesss capscities of the pros-
pective DIP WALNUT computer (= special-purpose ﬁiographic system)
and the DDS XX¥ RCA-501.

f—-—-—The DDI apvroved the CRAG recommendstions on 21 August,

Mechanical Translation Azain

In late 1959 Gener be the DDCI, decided that = more
3ECR
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25X1A5a1

v/

Reference Aid on Photorraphs and Motion Iicture Films, first in PU (>
a scries (CIA/CR 25) of rcference aids published by OCRas o,
suides to its services and facilities.

Reference Aid on Non-CIA Produced Cables, second in a.series f)) I?.D
(CIA/CR 25.1) of refercnce aids published by OCR as guides ,—
to its services and facilities. |

The first issue of the World List of Future International Meectings 6
appeared, published by the Library of Congress and sponsored P U

by the Liaison and Collection Division, OCR. Freliminary

discussions regarding this type of coverage were held with the |
Library of Congress as far back as 1954.

Agency Data Processing Committee (ADP) established 25 Jung

1559 (Notlce No. 7-200- ~-2) with AD/ CR representmg DDI. ‘['/f“

The Document Division for the first time utilized the document
coding performed by dn another USIB agency (Air Force), based ‘/‘/, -
on the ISC. -

Report on Office of Central Reference, byl G 1
NI 51 July 1959. A study to determine (]

mechanization requirements of OCR.

Chief, BR, first OCR person assigned to g fz IR
Army war College for one year.

CIA Library ceased staffing Branch Library for the Medical pe ORG / L\/
Office. ST

-

Memorandum from AD/CR to DDI, 19 August 1959 (CRAG 9/24"
59), Computer Requirements in the DDI Area. ’
£/>/

J

Report on the CIA Library Acquisitions Frogram, prepared by

2‘ [

o e m——
I
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formsl mechanism was required for providing ndvice and guidance
for the development and implementation of the mechanicel trensg-
lation research program, vhich Paul Howerton had been monitoring

on behalf of the Agency since 1956. General Cabell considered
3% \-‘-\\)CL\ as

this particularly necessary in wiewrwfcthe-factethat the Agency

brogram was moving out of research into ‘the operationsl phase
for trenslation of Russian organic chemistry literature.
Therefiore, ix‘%eptember he desi_gnatedﬁgéwerton the CIA Mechanical
Linguisties Project Officer, to be responsible for the
prepfg‘ration of ‘programs of regsearch, developmenf and;)perations
in mechangical linguistics, in consultation with the CIA.
lﬁechanical Linguistics Advisory Committeé, which he establighed

_Sowewlat wore
at the same time. (Mechenical inguistics was s term meanling,

\\:\c\us\ ve "m&.w wie dncl wical V‘&\V\Slk\ri on.

machiner)~ Upon approval of the DCI. Nr. Howerton was to
supervise the exectition of thex programs. At sbout the same
€ime, CODIB estsblished n Subcommittee on Mechanical Translation (SCOMT)
and nameoMEouerton as 1ts Chairmsn. Thus, Mr. Howerton was able
to represent the Agency position in the community end aﬁy community
position in the Agency.

The investigation of computer spplications in the DDI area
mved toward implementation in December 1959 with the appointemnt
of OCR's Joe Becker to the DDI s staff as head of the DDT Feasibility

lader ¥he Automphion Y‘ELUP

Team l\Inasmuch ms Becker was still assigned to the Western Data

Processsng Laboratory, UCLA, and was not expected back until June

1960, Albvert Highley of tMI chosen to direct cettain
No Foreign Dissem
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;wvaniber Reference Aid on Document Processing, third in a series 't/()u %
(CIA/CR 25-2) of refercnce aids published by OCR as guides
to its services and facilities.

socember Reference Aid on Machine Support Services, fourth in a series a’)u y5
(CIA/CR 25.3) of refercnce aids published by OCR as guides V
to its services and facilities.
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§;28‘8f51bility gtudies.

T Effective It Januery 1960 John Vance accepted an
assignment to the staff of the Inspector Genersl.
him s SA/AD/CR vas | o 1.cD.
ICID 2/1

Replacing

On 9 March DCID 2/1 (New Series), "Coordination of

Overt Collection Abroad," was issued. This DCID, initiated

by OCR's LCD, served to implement in part NSCID 2, "Coordination
of Collection Activities."™ It superseded DCID 2/1, "Implementation
of Coordination of Collection Plan," dated 25 October 1948. OCR -
oréginally hoped that in tlr_xe revision of DCID 2/]. agreement

could te reached to form a USIB Committee to Coordinate

Guidance for Overt Collection Abroad. This was rejected by

=11 USIB representatives) however, sand was slso opposed within
the Agency by OSI and ORR, The consensus was that certsin
aspects of the problem of coordinsting collection were slready

the responsibility of existing USIB subcommittees. Other

~
aspects of the collection problem were not considered approgpiate

o8 :
;\for resolution by committee but shewdé~be-hmndied-by the parties

concerred on an ad hoc basis.

Mr. Borel did not wholly share this view, feeling that

gnidance o the field, follow-through on requirements and

eveluations, the development of mutuel support programs in

overt collection, field-headousrters relations, and awareness
bl

in Washington of what was already =valls bhe were problem sreas,

concerted sttack on vhich would y¥§ld impressive results. He

n evertheless Q@nt along with the others hecause he felt that

Ehemendhyxhdh SECRET
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these dividends would be forthcoming only if the members of
the commmnity were solidly behind a committee approsch. Inssmuch
&s this proposal did not get into the DCID, itg finsl form was
little changed from the 1948 Directive, except for the 1n§ro~
duction & ¥ clarification and sdditional detail.

LCD subseguently stimulated the production of a new DCID
concerning exploltation of US Government officlsals.
Revised ISC

In March the revised edition of the ISC with the new
Area Classification Code was published under the auspices of
CODIB. Copies were distributed to the USIB member agencies.
OCR plenned to begin using the new codes in the Intellofax
system upon zpmm completion of indexing and machine procedures
tnéd@ necessary training.

L
Records Redu(i:ﬂ?w

In April Mr. Borel reported to the DDI on the status
of OCR's records reduction program in anticipstion of the move
to the new tuilding. In the first 4 months of the year OCR had
disposed of 2,780 cubic feet of files--12 percent of its total
holdings. Mr. Borel estimated that by the time OCR moved to
Langley it would hsve disposed of s minimum of 8,000 cubic feet
of material-~-25 percent of the totsl holdings.

End of Minicard Test

The Minicard test was concluded in April 19¢0, and OCR
management, taking Into account the negative findings of the
ﬁorkim; %roup conducting the test plus }‘fﬁce tudget and

personnel pressureg and the relative use of Intellofax in the

SECRET
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overall office reference picture, declded agsinst sdopting
Minicard., The ;ge/nuipment, spare parts and supplies were
Iiieased to PIC to =ugment thelr proposed Minicard installp’cion.
Following completion of the Minicard test, improvements
in the Intellofsx system, bseed on experlence from the test and
improved IEM srd other equipment, were studied by an OCR ;rking
/droup. The group's recommendstions calling for (a) coding
uniformity, as the technique most likely to achieve a high
recovery rate of documents satisfying sny given request, and (b)
greater selectivity, as the means of achieving a higher rate
of relevance smong the documents recovered by mechine searc!’%’;
were approved and were incorporated into an improved system usipg the
revisedv ISC =s the indexing mechanism,

Another rip

During April-June _ again took an oversess

It
trip on tehalf of OCR. Accompanied by_ the, Librarisn

snd Secretary of PROCIB, he surveyed publications and grasphic
m sterials aveilable in Africa south of the Sshara, The two men
glso mttended the Second Conference of Publications Ofﬁcers}
teld in Peris.

Eongression&l'}\ppearance gokmxmm for Mr., Borel

On 12 May Mr. Borel, slong with Mr. Houston, the Genersl
Counsel, snd q-nppeared before the House Committeee
on Science and Astronautics, at its Invitation, to outline the CIA
views on machine trenslstion. He reviewed the history of CIA involve-
ment in MP regearch, discussed the needs for MI', mentioned the

problem#x sreas encountered and discussed the pogsibility of an

SECRET
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eventual centrsl facility for MT and the development of

coordinastion of MI activities among government departments.

25X1A5a1 W
e e e T T T T T D T O PO S T Py =prayiihe
25X1A5at In June = propossl to support the (GGG
MT project in the amount of $445,000 was spproved to dévelop
operational capabilig} in five disciplines-~organic chemistry,
nhysbqal chemlstry, economice snd high energy and solid state
pf\ hysics., -

CODIB Subcomhittee on Clsssification

In May the CODIB Working Groups on the ISC snd on *he
Revised Area Code were consolidatedvinto 8 Subcommittee on
Claf sification. This body was to esteblish procedures for
revising the ISC and for approving any changes, deletions and

additions thereto. OCR's Document Division provided tﬁe

2255;((11,&6\99: Chairmen, [N Chief/DD, and Vice Chairman, [N

SA/C/ED. The first mission sssigned the new group was a study
of an Army proposal for a Joint system of indexing finished
intelligence publications.

More OCR Information for Capitol Hill

In sddition to his appearance before the House Committee
on Sclence =nd Astronsutics, ¥hke Mr. Borel (snd other OCR officisls)
during FY 1960 provided information to the Semite Committee on

Government Operations and SECRET
No Foreign Dissem
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briefed its staff members during the committee's survey of

=
scientific documentation and information processing progresms.
The Committee's published report, Senste Document No. 113,

Documentation, Indexing, =nd Retrieval of Scientific Infor-

mation, included the following comments on CIA's progress
in this field, as cited in the OCR Annual Report for FY 1960:

The stsff was much impressed with the advenced
stage of the Azency!s sutomastic dats processing
activities, and by the fact that the CIA hss
developed a number of comprehensive independent
systems to meet iffl special reeds, as well as
machines to implement these systems. Tt ie
the opinion of the committee staff that the CIA
and the AEC heve made the most progress and
achieved the greatest sdvancement of all Fed-
eral agencles in the field of informetion
processing.

Personnel Changes and Cuts

29X1A%a T 2t M <1 :c0 o5 Chief of

25X1A9%a

25X1A9%9a

25X1A93a
25X1A9a

25X1X8

SR to become head of the Nashville, Tennessee, city library

system. The following month, || == nenes to succeed

him 83 soon as he himex himself returned from the Army War
College (July). In the interim, - Actin Chief,

sR. | ccone cnier, after [ wovea to SR.

In 1959 the DDI ordered OCR to effect certmin reductions
A .
i n personnel by 20 June 1960. Mr. Borel subsequently concluded

thet it was prefereable to eliminate a discrete unit rather then
SECRET
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Year - 1960

Iv‘; ) -‘A‘{h

25X1A9a A
Jenary /ééﬂﬁgawﬁnce. SA/AD/CR,. detailed to IG Staff. _ ] [3{ s

- ppointed SA/AD/CR vice John K..Vance.

Memo from AD/CR to DDI 14 January 1960 covered major tasks
and activities (involving five or more people) that were eliminated
or curtailed from 1 July 1955 to 1959. '

Report of the study of the role of the Industrial Register in support
of intelligence regearch in the DDI arsprepared by Ad Hoc DDI g

25X1A9a Review fanel for the Industrial Register i
Chairman). 15 January 1960,

flure DCID 2/1 (New Series) issued 8 March 1960, Coordination of VTJ’ u %
‘ Overt Collection Abroad, was a revision, initiated by OCR, of L4
oCID 2/1, 25 October 1948.

CCR began searching some months prior to March 1960 for p
25X1A5a1 equipment to replace photostatic system in use for copying # \)‘c_,‘( TMD

cocuments. |
selected to fill requirement and run tests.

L ril M1n1card Project dropped by OCR. Equipment given to PIC. % 1 M

Sy v t—— iminai | Ed -

ixtensive records disposal program accomplished by OCR ¢ //'
prior to move to new Headquarters Building.

May Statement was made by AD/CR and others on Machine Trans- ®,—

lation before Congressional Committees.

\/Q‘(‘L o

Juae 'Radio Stations Branch of the Special Register abolished (30 ¢
positions).

Army began providing CIA with Actifilm copies of some of its [Nt L. -
material. OCR found the Actifilm compatible with the aperture  Coaq aq

card files and the Actifilm was interfiled. ®
C mhn §etuaay

2
Ay
e

s
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allocate cuts across the board and thereby reduce further the
operational capabilities of seversl units., Becsuse the mission
of SR's Radio S$stions Branch ves In many respects less closely
relgted to the main thrust of CIA responsibilities, he selected

it as the unit to sbolish in order to save 20 people.

By the end of FY 1%0 hed beaw
W OCR's persomnel ceiling Vs Gem———
reducedmgto 725,W. Three slotgs--

two from ADG and one from SR--were released to the DDI for khe his
new Automation Staff. The gbolition of RSB/SR took 30 positions,
and three Library jobs were slso drop;éed. The mgjority of
persons involved were reassfgr%d within OCR; eight transferred
to other Agency components; five elected to resign to accept

non-CIA employement.

¢
25X1A9%a W

In August OCR made severgl presentations to the Presidential
Joint Study Grouéi?[?l?restigating the intelligence coordination
mechanisms of the US GOvernment. These included requirements
md collection guldance, a plan for a central requirements

registry, requirements for foreign publications, and the

uncoordinated proliferation of reguirementg. ln 196/ OCR was +°

becomg involved in carrying out several ot the 3SG recommendations,

taffStudy on a Reviged Intellofax System
1
A staff study presented on 2k August by the Chiefs of
DD end MD, the CIA Librarisn and the head of the ADG presented
Proposals regarding orgalgtﬁ%isﬁa,}requirements of a modified
Inteidatumroeyminn, No Foreign Dissem
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Intellofax system. Their major recommendations were that a coding
manual and dictionary be adopted and maintained as standard tools
for document processing and retrileval, that the indexing of
finished intelligence be eliminsted from the Intellofax system
and be serviced through reference to the IPI, that the three
divigions (DD. MD, Library) continue to participatt in msjor

input decisions affectiving retrievebility, and that the

reviged Intellofsx system be put into operation within OCR

as soon as possible. Mr, Borel spproved thls study on 20

August.

L. T X R MG MMM TR
Facsimile Tromsmi Ssiown

With the move of CIA to Lengley pending within the year,
CODIB decided that it was both necessary and desirable to make
plens for the rspld transmission of documentary materials smong
the reépective hesdquarters of its members. To develop the
requieements for such a system and to examine imk the various
medis that could be used, they established a Working Group on Fac-
gimile Transmigsion, =t 6CR suggesion. I Chicf of

the ADG, was named to head the working group.
Revised (5C

Full implementation of the revised ISC was effected on 1
November 1960, To improve the quality of indexing and to mmem
accomplish Lreater uniformify of input, two working aids were
developed and published in collabtoration with ADG, CIA Library
and MD--an Intellofax Manuel and an indexing dictionary. Three
coding experts from OCR were depailed fxor for severesl weeks to &k
ONI, SACg snd USAFE to instruct service personnel in the use of
the revised code, giffﬁ ogieéﬁ%iqns from USIB egencies attended

No Foreign Dissem
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DD training clssses in application of the revised ISC.
1961
25X1A9a Effec%ve 13 Jenuary 1961)_ Chief, IR,
25X1A9a  § Ince 1953, became Chief, LCD; I oo o
25X1A%a  since 1951, became Chief, GR; snd _ Chief, CR.
since 1947, became Chief, IR. The purpose of this sghift was
to provide managerial development opportunities to the
individusls involved.

Formation of IRG

In Jenuary the Chiefs of the three divisions involved in the
Composite Group (MD, DD, Litrary) recommended that the term
"Composite Group" be dropped and that the combiﬁed effort to

orovide reference service from coded resw intelligence reports
be knewn as the Intellofax Reference Group (Irc). The.tr
reasoning vas that Composite Group gave users snd potential
users virtually no indication of the results that could

bte expected, vhile the term Intellofax was widely acc@ﬁ%‘ed,
and 1ts definition, including its limits ss well as its

s trengths, was spreading through improved briefings snd more

precise usage in training courses and desériptive lectures.

Their xmemmmerdx recommendstion was accepted, and the nsme was changed.

Joint Study Group’ﬁecommendations
T

On 18 Jenuary the President, with minor cualifications,
soproved the L2 recommendstions of his Joint Study Group. The
Inplementation of s number of these recommendations affected the
DDI rrea, and some reaguired DDI initiative. Several sddressed
themselves to changes in the menner in which requirements snd

guildance to collectors wegiaeﬁdéeld Among these were the

No Foreign Dissem
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following, as cuoted by the DDI in s memorandum for the
IADs on 20 Jsnuary:

21 /That/ the USIB establish » central recuire-
ments facility, iniiislly to coordinate gll
refuirements levied for clandestine snd signal
intelligence collection, snd if successful,
subsequently expand its operations to other types
of requlrements. Personnel assigned to this
facility should be drawn from existing require~-
ments personnel of the member agencies.

22, ZThatj'the new cehtral requirements reg
facility uge the CIA's OCR ns its x#x® reference
facility.

23, 1&ha§7 the USIB establish a program for the
integration of all collection r@quirements
manuals into a compatible series of coordinated
guides; likewlse, the creation of integrated
recuirements guldes on a country-to-country basis
wetting forth the specific collection require-

ments and responsibilities of each department and agency

conecerned,
The DDI directed the AD/CR to initiate appropriate action
on his tehalf and to serve ss coordinator for such action
s might be neeegsary to iImplement these recommendations

~nd related matters.

Computer Surveys

During Janusry-Feburery voth [

_ conducted f-freek surveys jof the

DDI computer need. PBoth submitted thelr reports to CIA

in Merch. In brief, the [l peper rdfdmuended that the DDI

upsrade its machine operations to the computer level and

similteneously undertake = major system design effort to meet

25X1A5a1

nd
future needs. The-found that the DDI was seriously g&!‘gﬁg‘-

the state of the informstion handling srt and computing efforts

in other rts of the co kv recommended that a ve large
pa "BRCR L Ty are

No Foreign Dissem
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scale effort be launcheé immediately, with heavy contractor
participation, to restructure and sutomste vherever Peasible

CIA's information processing.
o™

n
Wpru)’:the DDI Automation Staff

1 ssued s paper recommending that the DDI estsblish a Computer

Center, implement production applications on the computer

in direct support of DDI intelligence officers, and undértake

a major system design effort in the document snd informstion

retrievel field. Reactions from the IADs to the Automation

Staff's paper were subtmitted during May and June. They were

zenerally favorable, endopsing the basic recommendation that the

DDI should establish s computing capabdility.

Mr. Borel still felt that the ultimate gosl should te

a CIA Computer Center, embracing the caperbility to meet the

needs of DDI, IDS »nd DDP. Assuming, however, that no CIA~

wlde center could then be had, hfstrongly opposed the creation

of another CIA operational component In vhich to vest

YESponsibility for mesnaging a DDI computing facility. Insteéd

AD P Stag(e new Crention under +he DDS +o be opsrative as o
he felt, the CIA hiBSwhiiwswih should conduct the exploratory | Sume,vi¥
25X1A9%a

vhase of systems development and experimentation in the DDI ] ,‘4. )
ares snd thst any computing center resulting from such explorstion

should te placed ss sn operating component under AD/CR. He also
recommended that the DDI Automation Staff s@‘uld be =@k abolished

2s g geparate co@onent in view of the crestion under the DDS of

25x1A% ot .

an Agency AP Stafffesscotiveiafomerivi |-

ket BT TRttt BRG) . ThemARAIRmxiEm Mr.

domynan! :
Borel s1ls0 recommended that CRAG plesy the dmminshh role in developkns
SECRET
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objectives and plans concerning tle computer center.

Some of Mr. Borel's recommendations wére sccepted.
Whenvthe CIA ADPS wes created in June, the DDI Automation
Staff and the CIA Mesnagement Staff were both abolished.
Ceiling authorizstions and selected personnel from these
two staffs were combined to form the ADPS.

In Sepsember the DDI, Mr. Amory, formally spproved
the Automation Staff's propossl for devéloping s DDI com-
S-{J.ting gz program. Colonel White, the DDS, spproved the
EDP development program for the DDI the following month.

R ———— fcheduled to begin in Januery 196%41’5
was to be called’Pro,ject CHIVE. 7

The ADPS ves charged with implementing the EDP
development progra.m. for the DDI ares with the nssistance of .
the offices of the DDI.mxm The *taff was to report operationaily
to the C#DDI iﬁ carrylng out its mssignment but was also to
keep CRAG fully informed of its sctivities within the DDI
area. The program was to be developed within = DDIewlde
context, taking into account computing ectivities elsewhere
within the Agency and the communlty, as necessary. The
program called for the establlishment of a single Computer
Center for the DDI area, which wuld be established snd
operatgd by the ADPS during its developmental period and then
assigned by the DDI within his area sg\::ieemed =ppropriate,.

The progrem was to bte planned, controlled and executed
predominantly by CIA personnel. Contractors were to bve
employed only to provide certain technical skills no% svallsble
within the Agency but need& érkiéa;iryinq out the oyerall DDI

No Foreign Dissem
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development program.
OCR assistance was to be needed for many parts of the
DDI compufer pro-ram. The ADPS planned to. do ss much as
sossible of the prepsration of data for input for r specisl
project, rut it plenned to call for assistance from the office
sponsoring the ppoject or from OCR, where such sk skills
already existed in high degree, tepinhxm depending upon'which
office was more appropriate to the task at hand. An intimste
vorking relatichsip between ADPS members and the components
of OCR was also considered necessary 1o the effective pursuit
of the systems design effort. In addition, rather than
establish an independent EAM facility to support tthomputer
* '.program, the ATPS planned to look to (CR %o provide this type
of support via slresdy established facilities. Finelly, the
initial haréware element of the DDI Computer Denter was to
be located in space assigned tétg;RfER, and the ADPS
card snd tspe punch rwhi equipment was to be housed within
the Punch Unit of SR.

ong o n
AFacsimile Emaxx Transmission

In February the CODIB Working Group on Facsimile
Tramemission Service concluded that interagency facsimile
service was.nof Justified at that time tecsuse the problen
of secure transmission had not been resolved, beesuse of the
cost, and, principally, because the exlisting courler
system would suffice. The group then distanded. (OCR womld
later take up study of this problem on its own.)

L~ R SECRET
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St1ll more on M

At its 27th meeting, on 2 February, CODIB, on Psul
SCOMT.
25X1A% N recommendation, dissolved iseSkeeusstibeacon
w(SCouaE
HeslrmubepieBoyieimt .,  One of the primary ressons for
doing so was that an Inter-Agency Comm:ltieex on Mechanical
Translation Research had been egtablished, under the
s

¢ hairmenship of the NSF, and including/representatives £x
the same individuals from USIB agencies that were on the
PORTE CODIB subcomhittee. Recognizing that the NSF-chsired
group was broamder in its membership snd interests than

‘®iwe EFEMRE SCOMT, and wishing to maiﬁx\"c'nin direct contact with

M activities, CODIB admw designatedyHowerton ag their

_ o was allso
linison representative to that committeerm, W

yaiemng CIA representstive.

SR Reorzanizst ion

.

As 2 first step toward =n "sll source’_i servpce concept,
SR. was reorgenized in Merch. The reorganization provided for _
counterpaa;t components in SR for most of the other OCR divisions,
thereby vermitting more substantive snd professional collsboration
tetween these units. * It was designed primarily to beBter serve
sx@r consumer interests,
DCID 2/8
During 1960-61 exploitation of US Government officials
engaged 1n TDY travel or receiving foreign visitors resulted
in reporting improved in both quality snd cuantity. The -alue
of this source attracted USIB sttention to the extent that

DCID 2/8 (New Series), "Dg!ﬁ%kdﬂfploitation of US Government

No Foreign Dissem
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Organizations snd Officials,” was approved and distrituted on
21 March. It was originally drafted by OCR. By May 1961 khe
Mr. Borel was able to state that DCID 2/8 sl had already
begun to facilitate the work of the Collection Branch of LCD:

Centrasl Requlrements Registry?

In response to the JSG recommendation 22, » study was
undertsken in March 1961 to d#ekxm design a system for the
operation of s Central Reaulrements Registry within CIA to
reduce undesirable duplication in levying collection requests
on field collectors, to provide more effective tie-;'nn
between recuirements and responses, and to improve feed~tack
from consumer to collector. LCD cheired a jodnt DDI-DDP Working
Group, composed of representatives from Requirements Staffs,
collectior components and OCR's ADG, which developed a plan for
t he operation of such g Registry within CIA that could be '
extended to include the indexing of all recuirement for the
i ntelligence community--that is, a National Recuirements
Registry. The Working Group then proposed to activate
the gystems design end to build an initial dats base. The
proposed Registry could function indepdndently within the frame-
work of the Lialson Staff (ss it was known by the time of the
Working Grouﬁ report, in August 1961) or ss an integral part
of a Central Requirements Facility.

At the outset, the Registry was to have as its mission
the indexing of =11 Collection Reouirements (=d hoc and guide-
type) originating within CTA or served on CIA by other USIB

aembers for collection action, exclusive of those slready levied

SECRET
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FOIAb3b1 ‘on such components asENSEEN the CIA Library (for foreign
P ublications procurement)‘Q snd NPIC. The Registry was
to support the comprehensive file of collection directives
maintsined by OCR through a mechanized index to the file,
It would enable OCR to better ﬁ'er‘re as the communication
T Tnk betveen the customer and the collector.
Moreover, it would make possible a consultstive service,
through OCR/LS)’ to both customer and collector on the
correct expression of requirements and the gibss assets
avaiiable for collection.

Briefing Paper for Kilday Committee

01}(2 Moy thm Mr, Borel submitted an extengive briefing
psper on'The Central Reference Systen( in response to the IG's
request to 21l PRxmfmxmemmhye Deputy Directors for such
papers. The briefing papers were to be Quppligd to
Congressman Psul J, Kilday, Chairman of the CTA Smmittee
of House Armed $eyee Services. who was anxious to establish a
record of review of CIA setivities on the part of the Subcommittee.

25X1A92  another Post for NG
_ T Sone 186l Hhe NSF asRed that Someone be

25X1A9%a _.. named as representative of €IA to

work wlth the NSF st the policy =nd programming levelii-n-

Wﬁhﬂmﬂm”,w@* e

25X1A%a seslonaied. In naming_o the post, Mr. Borel noted in s letter to

NSF .ﬁirector Dr. Alsn Wetermsn
25X1A9a )\that becauseiEENEEE hod been CIA representstive on the Federel

Advisory Committee on Scientific Information, hesded by the NSF,
he would provide continuity of representstion in this important

ares,
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Lisison Activities Aznin Reorwanized

In July the Collection Brench of LCD, with 10
positions, was trensferred to LCD vas renamed
Lieison Staff (LS). The Internatioﬁal Conferences Unit
was trensferred from IS to BR, with one position.

The merger of Collection Branch and 00/CD had been
the subject of informal discussion on the working level for
several years. The mission snd functlons of the branch were
the same as those of 00/CD, except that the sources in
Collection Branch's case were government employees rsther
then nongovernment employees, Moreover, the branch's
mission snd functions did not resemble those of its pearent
office)fnd vith existing =nd prospective pressures on
OCR's bmsic information storage snd retrieval responsibility,
the office found it increasingly difficult to provide a
level of suoport that would permit the development of.the
activit}'s hish potentisl. Mr. Borel therefore recommended
that for the benefit of the Agency and the intelligence
community as = wvhole, the branch be combined with 00/CD.

Plozraphic Responsibilities Merger

As of 1 July responsibility for the control of bio-
graphic information on politicel snd other personalities waé
transferred to CIA from the Depertment of State. The files
end a few of the persomnel of State's Biographic Inform=tion
Division were merged with OCR/BR, which gained 67 slots in
the process. Physical merger was delayed until IR moved to

the new building in November.
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Background of SCIPS

In June 1960 CODIB had notified USIB that it was

timely to glve serious consideration to the conduct of =

genersl systems study of the informstion processing probt-

lems of the intelligence community. In September USIB

directed CODIB to recommehd ’:9uidelines for the development

of informstion .processing facilitieg in the community, in-

cluding, if‘necessary,_the conduct of s genersl systems study."”

In December the Presidential Join® Study Group recommended

€~hat "The USIB should monitor efforts to develop sutomatic

gystems to store snd retrieve intelligence informstion snd

the extent to vhich compatibility of systems is essured.”

The following Februsry CODIB recommended a study. In March

Wee USIB directed preparation of s plsn for study to "define

long~-range gosls, with particular emphasis on considerations

attending use of sutomstic dats processing and the develop-

ment of compstible systems." ImxFomem@ARHEm=mx

In June 1961 CODIB completed the terms of reference

for the study, snd at its 11 July meetling tiee USIB =approved

them. It was to be =2 comprehensive study of the informstion

processing problems of the intelligence communitf, looking

£ Oward (1) clsrification of responsibilities; (2) clarification

of compatibility gosls; (?) insuguration of =n overs1ll community

systems concept; =nd (1) crestion of »n integrated regearch

support program. Mr., Borel, ss CODIB Chairmen, was directed

to proceed with the gelection of = staff director »nd staff
25X1A9%  to implement the plen. || B sA/RR, ves designated

Acting Staff Director. TgeE étﬁfgrf;ns named Staff for the

No Foreign Dissem
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Community Information Processing Study (SCIPS).

Move to Langley . { \i~

-
In September 1961 SR wes the first .OGR component to

move into the new hemrdcuarters building at Lnnqlex1~and by
the end of October 211 of OCR had moved. The cantrsl
location of the Library and the Registers was expected to
cohtribute to much grester efficiency and » much cloger
approximation of sll-source reference service (not sn all-
source flle, which would have considerable sttendant securit&
problems). At the same time, hovever, the physical distance
of the new building from other USIB components posed problenms,
which in turn generated increased interest in such develop-
ments as secure fscsimile or other commnicetion links be-
tween commnity informastion storage andiretrieval systems, !
e ADG, Consiclering e
In October X®AX OCR abolished il drbommibioinDavelopaent

By = , unnecessary noy that the CIA XX
ADPS existed.

Departure of (NN
On 15 DPecemter | vbrittes nis resignation,

to te effective on 19 January 1962. 1In a‘memornndum to the
DDCI he stated that he had "resched a place in life...vhen...
the frustrations of the public servant can be put aside...(to)
return to private enterprigse." Followlng his depsrture, Jack
-\'as designated Acting DAD; he served in that zmpmbm
capaclty throughout most of 196»,

JSG Recommendation 23

Once action was well begun on JSG Recommendation 22, Mr.
SECRET
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Borel decided thet it was time to start on Recommendation 23,
A review of intelligence collection guldes onublished by com-
ponents of the Agency snd discussions during the review of a
DIA (estsblished 1 August 1961) intelligence guidance menusl
disclosed congidersble differences in opinion about what the
8 cope and nature of guidance to collectors should be. He
therefore proposed in December 1961 that g Working Group on
Collection Guidance be organized to draft a collection guldance
policy end program, vwhich, when approved, would provide
adenuate guidsnce to collectors upon vhom the Agency levied
reouirements. Representatives to the Working Group from the
DDI production offices and from the DDP were designated in
€ brly Jenuary 1962.
1962
25X1A%a I 0:cccior of the Notional Indications

Center, wess selected in Jenusry ifamntengy to replace Paul

25X1A% - p20/CR, but he wes not scheduled to mssume his
duties until hdmagochmemghxhmgenen June,  As it happened,
he was subsequently detailed to the DDCI's office for e brief
time =and di¢ not actually take up his duties in OCR until 2
September. ‘

In Janusry OCR devised a plan for providing an all-

‘source service to those customers who desired it., SR vas
't‘o serve »s the focal point for this service snd to lewy re-
quests on other divisions to send collateral msterisl to SR
whenever = customer expressed interekt in seeing other tﬁan

SI documents. No genersl announcement of this plan wes to

- SECRET
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te made, however, because due to SR's manpower and worklosd
problems the service was necessarily/;.gm‘;:ed.

SCIPS Activities

In February 1962 '-USIB approved s revised plan of

operstions for SCIPS. The initisl plen wes modified by USIB
direction to take mccount of the newly organized DIA's need

to emphasize critical informstion processsing problems while

the commnity simulteneously considered the brosder problem

aress to which the critiesl problems related. The study, then,
~as to have two tasks: (a) identifying informstion ndeds snd
output ceapabilities of existing major sutomsted or near-sutomated
s ystems; (b) identifying &k and measuring the flow of infor-
mation between nonsutomnted activities =nd surveying significant
existing information repositories. The result of the SCIPS
?rogram was expected to be provision of community standards for)/
(1) the exchange of data and information files between components;
(2) formetting of reports or information; (3) indexing and coding
of information. It was also to provide a more comprehensive view
of the totsl processing syst'_,em and identification of éritical
=reas for further study.

The SCIPS study wes to involve the full time of nt least

?0 persons and take stout » year to complete. Staffing included
r epresentatives from the DDI offices, the DDP, Army, Air Force,
DIA. Nnﬁ. Puresu of the Budget, DOD/JCS, NSA »=nd the Nrtion=1l
Bureau of Stendards. Perticipsting =gencies were slovw to detsil
members to SCIPS, tut ty khemxmimofixh®fitmmox early 1962 most of the
fstnff wag on duty snd prepasxﬁﬁRtﬁ,i.aunch its fact-finding surveys

No Foreign Dissem
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~néd =nalyses of informstion processing systems. CIA personnel
#ssigned to SCIPS included four from OCR. six from other DDI
offices, »nd one each from DDS and DDP.

Effective 5 Merch 1962 | < cct-11ca £rom
OCR to the CIA ADPS. He was to serve as a consultsnt on OCR
operrtions; as a lisison officer between ADPS and OCR ss well
as between ADPS =nd SCIPS; and =asg a systems anslyst on ADPS
studies in OCR areas of interest.

OCR Missile Committee

In May =n OCR Missile Committee wrs established to
#cilitate the handling of special projects within OCR that
concerned missile or missile-related problems; to keep the
div%é&cns apprised of current missile developments and
indicafors in the Sino-Soviet bloc; snd to give the Agency
resesrch offices concerned with missile intelligence pro-
duction s better understanding of OCR's support capsbilities
Iﬁh this field. Each OCR division was represented on the
committee.

M['V Resenfch

Between 1976 and 1962 CIA had spent $1.1 million in support
of the T Project. In Aoril 1962 Mr. Borel, in a memow
vandum to the Acting DDI, pointed out that the project had been
& ontroversial since its inception and had survived largely
because of the strong stand taken vy I - vo:oscct
officer. The prineipal point of disagreement between -for
whose principsl aid in translation the project was inttially
designed) and the project officezyxg:l how nesr they had come 'fg
schieving sn MP operationi%Eifﬁi%%%%ty.

No Foreign Dissem
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&% The Project Review Committee auestioned whether
“his was the kind of resesrch the Agency should even te sup-
porting. The sttitude of the US Comotroller Genersl on some
of CIA's broad support programs tended to question the legit-
imacy of continued support. Moreover, in the congressional
h earings of 1960 on mechanical translation, the Space Committee
had clearly indicated that the NSF was to assume leadership
in the field. NSF snd Defense were by 1962 spending close
to $2 million smnually on MI research. Mr, Borel therefore
consulted with members of the CIA Advisory Committee on Mech-
anical Linguistics, the Comptroller, the DDR, Chief/FDD, Chier/
ADPS, snd the Assistant to the IDI {Administration). All sgreed
that the project should be discontinued. Mr., Borel therefore
notified *that the project was to

nencila

be dropped. OCR/support finally terminsted in March 1963,
OCR planned to participate in the future ,j‘ointly with the NSF
end Defense in = coordinnte)orogrnm of directed research responsive

‘to the priority needs of the government.
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Requirements Registry
25X1A9%9a On 27 April the DDI’directed Mr. Borel to organize

a Requirements Registry, on = provisionsl basis\with o

staff of four, "to orovide management type informstion and
£ ubject-area coverage of ad hoc requirements” slqng the
lines set forth in a CRAG study pursusnt to JSG¢ Re'z:mmendation 22.
On 4 May the DDI reaffirmed this decision and slso stated that
he was forming » CIA Requirements Committee (CIARC), which
vould "sddress itself to sny requirements policy or priority
problem of general concern srising from the conduct of CIA's
production or collection mctivities. Initially, membership on
the CIARC wes to be limited to the research and reference
o ffices of the DDI area, with other offices to be brought in
as necessary. The Chalrman of CIARC was the DDI. Mxx Mr.
Borel was Alternate Chairmsn, Support to the f!ommittee was
to be given by = Requirements Support Group, consisting of
25X1A9a  representatives from various DDI components; ]
of OCR wms to be its chsirman.
In saccordance with the DDI's order, Mr. Borel creasted 29X1A5a1
the position of Staff Requirements Coordinstor and named -
25X1A5a1 |
- to f£111 it; the Reuwuirements Reglistry was then established
25X1A%a under - The Working Group on Collectinn Guidsnce was to
ohase out as soon 25 it could pass its findings up to that time

‘0 the Reaquirement SupporTGroup. The latter body wes as = first

order of btusiness to

"draft

8 collection guidance poliey and progrem, which when epproved,

vould provide adecquate gugﬁ%ﬁﬁqrcollectors upon whom the Agency

No Foreign Dissem
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levied requirements."
Effecﬁive 4 June a machine-supported CIA Centrel

Requirements Registry was estsblished in LS. CIA reguire-

ments snd those levied on CIA for collection vere submitted

to it for registration. The new service wvas to provide a

regularly published management index of requirements sorted
according to subject, area, collector snd originstor. Later,

a substantive reyuirements index consisting of total coverage

of all organizations, personalities, subjects and locations

included in requirement statements wes to be developed snd
publieched.

Reouest Load

By the end of FY 1962, while the ratios of proceasing and

service to the availeble menpower remsined about the same ss in
the preceding year, the number of requests levied on OCR components
incPeased significantly. The incrgghes vere primerily cesused by

the move to the new building snd theghift of various functional
Tesponsibilities from the Department of State to CIA.. For example.
the number of recuesters visiting BR in search of personslity snd
organizationsl information incressed 180 percent over FY 1961, A
F=rellel situstion taxed the facilities of the Library. Intellofax
recuests vere up 21 percent over the vreceding year, and requests for
fhe loan »nd/or retention of books and document%inc*eased 59 percent.
Of particular importsnce was the transfer from State to OBI of the
responsibility for the preparation of the varlous chepters of the

KIS snd the inclusion of the responsibility for politital bio%gaph&c
SECRET
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intelligence into ‘the mission of RR. The OCR Annmual Renort

for FY 1962 egtimated that OCR components hed expended time
equivalent to h0 manbrears in support of the NIS program during
the past year, with the Library an%BR acoounting forimore than
half the total. Also important in agsessing the oversll
incressed recuest load in OCR was the incregsed intelligence
interest in several nonmbloe aress, particulaly Cuta and Africs.

In order to handle its increased request load, khe

Xnonershamxhe OCR carefully surveyed the vrocessing techniques

employed by its various divisions, and in msny cases lmprove-
ments were introduced, resulting in more efficient processing
procedures. Additionsl pleces of equipment were m‘t;ed
into the processing phases of seversl of the registers, including
microfilm reader-printers, Xerox copleps snd other reproduction
" devices.

End of PROCIB

In July USIB disestablished RROCIR oo A et cad

of s wpcluding PROCI B
RRASIR GGatmel severs] WEER committees)wafmmép%

e publications procuvement
- activities continued, however, under OCR

coordinating direction.

Feesimile Transmission Agal'n

Inasmich as the CODIB Working Group on Facsimile Trans-
mission hed reached a negative conclusion in 1961, OCR decided
to move shead on its own. On 3 July 1962 it submitted to the
DDS specifications for a communications system designed to
handle the transmission of infarmetion in documents between CCR

and other government agenices, primarily the State Department.

Mr. Borel noted thst he h§£%§e§{:§y found thet the Xerox =zm
No Foreign Dissem
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Corporation had a capsbility to meet at least part of the
requirement and was interest‘&i/n pursuing the matter further

with sppropriste Agency personnel. Vsrious sytems were

examined over the next 2 years; eventually the Long Distance
Xerox (LDX) system was chosen as meeting most of the reguirements.

Menpower Review

In July. s part of s governmentwlde manpower review
frogram, the DDCI, ;?et up an Aggncy Msnpower Review Task Force
and established four task teams to survey the oversll CIA

érFT;ﬁ’
mnpower situation. Task Force Temm No. A under the cheirmanship
25X1A9a or surveyed OCR, smtmitting its report to the
Chairmanz Task Force oludistiposcsimRenbeny on 10 September. TFT
wey 2 found many areas in which OCR was functioning efficlently-
but made » number of re%ommendations that established ™a framework
vithin which ssvings in manpower msy be effected."”

Mr, Borel subsequently commented thast the conduct of the
-’-“—.-b;fesm mekhbers during the course of their stﬁudy wag exemplanra\
and that they tackled a difficult undertaking with energy snd
keen interest. He also noted, however, that in his judgment,
the Em findings were not responsive to the purposes of
the survey as outlined in General Cegrter's ;Iuly memorandum, which
called for a review "to develop general conclusions ﬁonc@rning
the efficient sllocatlon of msnpower" and specifically steted that
"the Tekk Force wmmhdmemmdmnk will conduct its exsminstion on the
assemption that functions snd progrsms presently performed ty
components will cozitinue m» a2t spproximetely their present

TF7 >

levels...." He neverﬁUeless considered that the FwsiceRormetwrmrtom.
SECRET
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report was useful in ypinting up sress that the investigators
believed neede)oarticulnr attention, and that theseg';reas
warranted further gtudy in <reater detall than had been

posslble .j‘uring the survey.

Mr. Borel then commented on seversl of the specifie
TFT 2
recommendations mrde by bleswmle-dferm, First he considered
thelr comments on standards snd criteria in OCR. The /feam

had stated that "Throughout its history, OCR has taken the

| 4
position thet it 1s = service unit, hence demands for service, uréf ' o
st
to0 often, are weighed e@ally end met wherever possible. This WA
()

service concept has led OCR occasionally to undertake research

on its own." ke Mr. Borel stated in response that in his opinion
the feam had misséd 2 key point--that OCR was the link between
ollection and regsearch and its activities must remain gesred to

a reflection of acticity in collection =nd research. OCR wss -

n ot in aposition to go its owm way. It was by definition and
intent = serviee organization snd Tll;;ﬂ not act otherwise.

Therefore, the sole standard for judging CCR must be how well it

w as able to respond to the demands of resesrchersg with what hed

been eollected.

The Tagk Force Team felt that the Priority Netionel Intelw
Hgence Objectives (PNIO) guide wes one uéeful measure to be used
=8 a general guide, both for the =llocstion of manpover to fulfill
s ssi§ned functions snd for welghing demands for service made

Trey, T\

upon the OCR staff. '\Xf adequate managerial revievw were given to
requests for OCR services, both by the reguester snd vty OCR itself,

DiiGgeiediin, OCR vould be under less onerous demands for services of
SECRET

No Foreign Dissem

28

Approved For Release 1999/09/24 : CIA-RDP84-00951 R000300010005-5



Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5

SECRET

No Foreign Dissem

a1l sorts, To this Mr. Borel replied thet indeed flexibility

was recuired to meet changing current heeds and that g continusl
" review instesd of last minute crash adjustment was desired within
or between divisions. He dirgreed emphatically, however, thst a
central reference facility should bind its resources stomk,
ezclusively, or even too tightly, to current nationsl priorities.

He felt that it must have breadth of coverage to cope with ovemnight
world devel opments with st least "controlled backlog" depth ing
substance.

Another of the Jeam's findings was that a study on the
1d8q0f establishing an all#source register "so far as can be
determined...was culetly shelyed." Mr. Borel pointed out thet
this statement was "altogether misleading" and that sction had
been deferred for three reasons: (§) the former physical
fecilities in OCR made it impossible to undertske a sérious effort;
(&) the studies underteken ty the CIA ADPS snd SCIPS hed priority
and the findings of those groups vas tound to have » besring on
the feasibility of OCR's giving rll-source reference service; and
(3) the development of NPIC and the changing need for 'integrating
its output would have made any carlier attempt largely » vaste*
of time. He noted that OCR had already made considerable
strides in provididg all-source service on n limited basis in
SR and that OCR had gone further in thet direction with the move
to the new tuilding. He stated that the concept had been =nd
re@ﬁlned a major OCR goal.

Stote EAS

n August 1962 OCR was given the responsibility for monitoring
k¥h®z and funding the State Dep=rtment's External Regsearch Staff, a
function formerly handled §’E élﬁé)]}? The snnual cost at that time
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amounted to $92,000..

By August, although 1t va%till not fully staffed,
SCIPS hed completed its first phase of the gtudy snd wes
ready to start the field survey fact-gathering phase, which
was to run for 45 months in selected infommation processing
{‘ ctivities throughout the communlty.

Another Borel Trip

In the late summer Mr. Borel once sgain ventured sbroad.
Accompenied by_ Director of SCIPS, _
sA/AD/CR, nnd/representatives of CODIB, he attended the
Internstionsl Federgtion of Information Processing Congress
in Munich from 27 August to. 2 September. Afterward, members
of the group visited other sreas in Furope to survey informn'rion
file holdings and processing procedures.

Project CHIVE

In Octoter the DDI directed » memorandum to =211 the
TADs on the subject of Project CHIVE. He listed the three
principal tasks in CHIVE and thelr current progress:

1. To establish a computer center for the DDI.

2. To implement gelected computing =snd data processing sppli-
cations on the CHIVE computer in direct support of DDI intelligence
officers.

3. To conduct & study and systems design effort to sstisy

fature DDI needs, primerily in the aress of document retrievsl
and sutomated informsation systems.

[ B that he had recently reviewed the CHIVE
p rogrem carefully. He th%ﬁ%}{{ﬁ'fﬁg x%ll telanced ~nd timely snd
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expressed his full endorsement of it.

The 2-Yesr Rule

For years OCR had suffered under a staffing oroblem
caused by » rate of personamel turnover consistently much
higher than the &= Agency average. Thisg vag dﬁe primerily
‘f’o the monotonous and tedious nature of the duties. in many
OCR positions, as well as to the lack of promotionsl
rossibilities in some areas. The great majority of personnel
lesving OCR did not resign but were reeruited asway from OCR
by other Agency components, primarily in the DDI, or themselves
actively sought transfer to other @gency components. Because of
& problem posed by' the raids on OCR personnel by other
Agency components, Mr. Borel in October 1962 1gsued CR 20-17,
entitled "Release of OCR Employees to Other Agency Components, "
vhich established minimum g standard 2:year tours of duty for
OCR personnel before they would be considered "norms1ly" for
redease to other Agency askignments. This rule wasg retronétive
in its spplicstion and wss met vith almost uniform complaint bjr
a ffected persomnel, especiallyws vwith respect to its retpo-
active sspect.
Cutan Crisis

On 1 November OCR issued How OCR Cen Support Task Force "§"

e specifically tsilored directory of its fecilities for the use
of the Agency tssk tesm appointed to coordinste response to the
Cuban crisis. On 20 November the office submitted its "Con-
tribution to Review of Intelligence Activities Relating to the

Cutan Arms Buildup, 1k April Through 1M October 1962." Thig
SECRET
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was in response to Ehemfumimeniminy & request from the DDCI,
who on 15 November esgtablished a vorking grouAin CIA to prepsre
the response %o the request by the President's Foreign %
Intellisence Advisory Bowed (PFIAB) for an sll-agency, all-
source review of the intelligencérctivities relsting to the
Cuban situstion. Fimmkiym (Information on specific contribu-
tions from the various OCR divisions may be found in_the
capters of this history dealing ¥ith thoge divisions. )
Finally, on 29vNovember Mr. Borel submitied to the Executive
Director, at the latter's request, a msgbrandum entitled
"Post Mortem on Lessons Learned." |
In his post mortem paper, Mr. Borel noted that the
Cuban ciisis had emphesized the increased intensity of the
volicy-intelligence tie-in: indicated that much was expected
of the DDI srea in such = erisis; demonstreted the need for
maximum support flexibility, precision, rapid rea;an time,
a nd clesr chennels for commnicating information; and provided
s model to follow (in its ad hoc task tesm mpprosch) for
future crises. It slso demonstrated, he said, that in that
case, with the exception of high altitude photogosphy no
single gource or report series was outstanding in reflecting
the o1ms tuildupwerather, that the collation of iﬁformation
from literally thousands of reports snd from many sources of poc. 4
varying degrees of sensitiviy provided the data required for

the policy decisions made.
Mr.
Within OCR,/Borel stated, this had resffirmed the

belief that =an pll-source centrsl referencer capsbility was

SECRET
mandrtory; that the fleﬁ%bﬁéﬁﬁgang“%§action time required
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could not be gusranteed if the ceg;nlized information
processing activities only parelleled current interesgt,

i gnoring arees of the world not currently importent; that
the Agency was not yet sufficiently aware of the potentisl
of its reference facilities; and that OCR must be party to

Agency planning on any given crisis or policy problem =t

’l’he inception of such planning.

Mr. Borel went on to mention several points concerning
Asency relocation plens thaet he felt should be s’cudie) by an

Axzney Agency plsnning group, such =s the logic of debloyment

to the need for prehostility sdvance teams to go
25X1A6a :

to e confuslon existing between vital meterisls snd
wriime emergency relocation support materials. Finally, he said/
thz;zt a Jm¥mrddmgmem "stand-in” or ‘understudy system" should be
developed in calmer times sgainst future crisis situstions.

Under this sytem, individuals with regional and functional
g\pecialization normally working in support components of the
Agency (OCR, 00, various parts of DDP and even DDS) would be
identified and trained to assist anslysts in prodw tion offices
(ONE, OCI,ORR, OSI), or operationsl components of DDP. This x
=stistance would be rendered on call by the Pirsteline enalysts

when a crisis cregted an undue burden on them. This approach

was based on the observation that the imprct of a erisis fell
ey unequeslly upon differenpindividuﬂls and components in

the Agency. Just as normsl commsnd structure must glve way to
the task team =pproach, as being more responsive to the impers-

Tives of = given ;prohlemsgéf{qédr so could reserve umk sssets

No Foreign Dissem

90

Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5



Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5

SECRET

No Foreign Dissem

be redeployed to advantage provided there wag sdvance planning
a gainst thls contingency.

1963

The year 1962 wes notsble for its high-level OCR
nersonnel chenges. By the end of the year the AD had
chnanged once, the DAD had changed twice, the SA had changed,

Assistant (EEA), 4
a nev Executive/position us® established in the 0/AD/CR,
and the Librarian had chenged. (These changes will be denlt
vith in detsil st their proﬁEEr places. )

Reouirements Coofldination Staff

In » 6 Janusry memorandum to the DDI entitled "Guidgg

Collection,”™ Mr. Borel reviewed the situstion surrounding

this subject snd his attempts to clarify the respective roles

of OCR snd the production offices in the preparation and coor-
din=tion of requirements and guides. He noted that neither

ORR nor OSI saw the need for centreslization in the planning snd
coordination of requifﬁﬂénts or guides largely respongsivk to
their 1ndiyi&ugl needs, and vhich they in any csse would continue
fb have to dr=ft. This vosition, he sald, lasrgely reflected the
resigstance to change of egtatlished premctice and ¢isregarded the
impact of DIA on how business was to be done in the community.

He emphamsized that unless CIA spoke =s one voice and pearticipated
in’aykIA-DIA collection suidance program, fewerz':;d fewer
specific recuirements would te =ccepted by DIA on the grounds thet
they were already covered in documents issued by DIA. This would
m e=n thet CIA must rely on the returns to reguirements that diqg

rot precisely reflect its needs.
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Mr. Porel stated that CIA had three choices:

1. To set up » strong ce;!;al requlrements center within the
Agency that would function wmuch the same sg the office
requirements gtaffs did but would speak with one voice within
the Agency and the community.

2. To strengthen the role of the Requirements Coofiffinator
enough to exercise some of the needed controls over the
independent office coordination staffs.

S.T#ke the Rgistry as strong as possible and thereby provide
individual anslysts with the means of coordinating their recuire-

ments on those occasions when they saw f£it to do it.

With this memorandum Mr. Borel submitted a copy of a draft directive

fox on "Guiding Collection of Intelligence Information,"” which
he had previously reviewed with the DDI on 27 November 1962,
On 21 J=nuary 1962 the sbove-mentioned directive was
issued =28 DDI N 50-100-31. Tts purpose was to establish =
centralized progrsm for gulding the]collection of intelligence
information. The besic policy was to provide guidsnce =s precise
as circumstences permitted and to limit the guidsnce provided to
an amount that could be usefully employed by collectors. Inhereht
in Yexmxpw this approach, the notice stated, was the need to
coordinate the CIA program with State =nd Defensev programs in
order to minimize unnecessary duplication of effort. The
mesponsibility for supervising the implementation of the program

ws given to OCR acting under the policy direction of the CIA

Requirements Committee, A1l Collection Recﬂ.ﬂ!ﬁments issued were

to te registered with and d the CIA Requirements Regigtry
SEERET
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in OCR. The Registry was to be sll-gource in its coversge.
Simultaneously with the issuance of DDI N 50-100-31.
Mr, Borel issued CR 1-130-7, which relieved IS of respon-
8ibility for the coordination of collection requirements
add established a Requirements Coordination Staff to carry
out the duties in the DDI Notice and to report to the ?AD.

The Staff was to be headed by _

Task Force on Cubzm

On 2% February ;963 HN 1-20 snnounced the crestion
of » CIA Task Force on Cuba to monitor all reporting on Soviet
military personnel in Cuba and to serve as sn sll-source
requirements chsnnel on this subject. Named to head the
Task Force was the DAD/CR, J.J. Hitchcock. (He was replaced
a month later, however.)

DDI All-Source Center

During early 1963 OCR was involved in planning for =
DDI All-Source Center to provide a multioffice secure area
for disseminstion, analysis, storage snd retrievsl of all
informa“ion relative to a given interest regardless of clss-
sifcation or special controls. On 14 March the SA/AD/CR’_'
presented s staff study that attempted "to so0lidify the concept
of the AllmSource Center, particulsrly with regard to
centralized support acitivieis." The study recommended, ~mong
other things, that the qenter's support sctivities, including truly
=ll-source document receipt, screening, dissemiﬁ?ghion (ST »nd

TKH only), storsge =nd retrieval, reference service, and
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reguirements control te ce:oralized under OCR msnagement, and
ths_ﬁ*che OCI Registry end Dissemination components transfer
organizationally to OCR. It slso recommended that lisison
betveen the enter and ADPS be effected vim OCR to focus the
’,'enter’s intemﬁ,@ationship with Project CHIVE. )

As recommended in the staff study, SR began to index, '
store and retrieve TKH documents‘fln May. snd the document
disssemindtion functions of ORR »nd the SI dissemination
function of OCI were transferred to DD, with 20 positions,
in June.

New Pogtion inthe OAD
4 AY

Existing anc}vrospective demands uepn the management
of OCR by April 1963 had reached the point that Mr. Borel
decided an augmentation of senior staff personnel was hecessary.
He kmxe therefore requested that {he position of Special
Assistent (GS-15) be superseded by two positions--sn Executive
Assis{ant (GS-16) and a Special Assistant (68-15). This was
spproved, and _ moved up from SA/AD/CR to EXA/AD/CR,
25X1A9a while_ Special Assistant for Plsnning, ONE,
became thé‘new SPA/AD/CR.

25X1A9%9a

More on All-Source Center

DDI No#ice 50-100-25 of 2k May 1962 snnounced that OCR
would be responsible for provi@ng all-source information
support for resea:fch and production within the DDI Special
Center. Such support meant centralized mansgement of the infor-
mation processing function's, including receipt; logging and control;

screening and distribution; indexing; storage and retrieval;

pieiemwesmeansinnig SCGRET

No Foreign Dissem

Fet

Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5




Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5

SECRET

No Forcign Dissem
and reference service. All-source information was defined as
including ’m reports resulting from humsn, SIGINT snd
recommnissance collection. Consolidation effected to

centralizeﬁgs support activity involved the transfer

of functions, slots and pergonnel from other DDI offices,

Rasdivgulonal . .
Semeg Awavds and Pevsownel Shigis
On 29 May &hw Mr. Borel presented OCR's first ouality 25X1A9a

step Incresse sward to W, Chief/R&A Branch/SR,

for his superior contributions in filling the mission
of the office.

In May Mr. Hitchcock wes appointed Chief of the ﬁewly
cstablished Collection Guidance Steff (CGS) in the O/DDI.
The following month OCR's Requirements Boordination Steff wag
transferred to CGS.

M sc:ved tempooarily as Acting DAD/CR sfher
<

‘:\Hitc‘hcock's departure until John Vance wes named to the post

25X1A9%9a

effective & July.
Early in 1962 pgreement wes reached with the State
25X1A9a  Dpepsrtment to have I the CIA Librarian, serve a
tour of duty ss Regional Publicstions Procurement Officer at

25X1A6a the [ 1- departed to take up his new duties

in August. For sbout amonth before his sctual departure

¢
25X1A% << s Ac.tin%CIA Librarien. Effective 19
25X1A%9a August, I 1o hoc been serving with SCIPS

since 191, was degignated CIA Librarisn.

25X1A9a As stated avove, | -cceivea the £irst qor
. SECRET
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in OCR. By the end of FY 1962 QSIs had "been\»warﬁed to
25X1A9%a j» employees in OCR. (I ves selected as the

Agency's nominee for the William A. Jump Award for

Distinguished Career Service in Public Administration,

receiving Honorable Mention in the competétion afd

s Meritorious Award presented by the DCI in the presence of

the members of biee USIB.

Personnel Losses

The rate of personnel losses it:ring FY 1963 was
grenter then in any yesr in thet\lfi‘s':ory of the office (2.1 percemt
in FY 1962; 2,1 percent i.n FY 1962; 1.6 percent in FY 1961).
A totael of 18l persons left OCR jots; T8 of these trensferred
to other Agency comp®nents, sand 106 resigned. Sucessful
recruiting efforts brought the office up to suthorized
strength by November 1962 snd kep| replacements reporting
for duty on s regulasr basis during the Wof the fiscal
yvear. A total of 213 new employees entered on duty--106
professional and 107 nonprofessionsl., Five senior persons
from OCR participsted in the field recrulting program, visiting
27 colle@s in the ®ast, South snd Midwest.
During #most of FY 1963 OCR's suthorized ceiling wms TTh,
an increase of two over the previous fiscal year (one position sdded
for & lidbrerisn in the Genersl Counsel's office; the second added
for the Steff Requirements Cooa&ina{}\)r). By detsil action and
d ouble-encumbering several positions, the office continued to operaste

its Central Reaquirements Registry snd a supporting cadre for

SCIPS during most of the fiscal yeer. In June 1962 the DDI
SECRET
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save 20 positions to OCR slong with the ORR =nd OCI dissemination

s

functions. Thige gctivities and personnel were sssigned to the

Document Division snd were integrated with other cissemination
uni’és. Other changes occurring st the end of the fiscal
vesr were the transfer of the RCS to CGS; the transfer of

two positions to the DDI's Foreign Fleld T/0, one to mccomodate

25X1A%9a I -<siznnent in [Jlland the other to establish
25X1A6a

an overseas slot for the Director of the [l Documents
25X1A6a

Center (see BR chapter for details of the latter); snd the
=llocation of an additional steff position in the 0AD. All
of tﬁ%e changes resulted in a yesr-end temporary ceiling of
793, wikth a decrease of 15 expectelsoon after because of
Budget Buresu reductions levied on the DDI srea. Unresolved
at the &nd of the flscal year was the problem of allocating
15 additionsl slots to SR for the operation of the all-source
center,

In Aug’ét the DDI requested 66 slots from OCR's T/0.
To suvply these, Mr. Borel disestsblished IR. Before doing
s0, ho%f:n he conducted a staff study evalusting the impact
of such a move. He concluded that complete abolition of the
functions verformed by IR would result in 2n undesirable
#nd unncessary loss of support for analysts. He tkerefore
created a reorlented s1ll-source Foreign Installstions Branch
(FIB) in SR, composed of 21 persons out of the origin=l T/O
of 97. Fifteen of the remsining slots went to SR to help estsab-

1lish the slis~source center,

Another IG Survey

. SECRET
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In 1962 the IG's office surveyed OCR for the first
time since 1956. In the course of the survey the inspectors
interviewed Thz3 persons out of o totsl OCR staff of TTh. By
and lerge, they found the office to be well managed snd
competently staffed with dedicated personnel at sll levels.
They noted that 4 the time ar the 1956 inspection OCR had
838 employees. As of 1963, it had only 774, tut its respon-
£ i‘:;\(J\.ities had expanded considerably. Despite the reduction in
personnel, OCR was found to be rendering the intelligence
commnity substantially more service than it did during the
years of its largest T/O. This , they felt, reflected the
continuir-x’ development of mechanized reference facilities, the
experience gained by employees, capable management snd the
advantages accrulng from the move to the new building.
7 Desplte generally high morasle, the ingpectors
encountered = recurrent feelinm of frustration =t various
levels throughout OCR. Some of this could te attributed to
the inherent monotony and tedium agsociated with msny of its
functions. Much of the undercurrent, hovever, stemmed directly
from a feelinzg by OCR employees that they were not given. eq‘uitable
treatment greadewise with personnel of other components performing
similar functions. The inspectors found that the alleged
inecuities ¢id in fact exist. Because of this situation snd
the strength of this feeling, the keynote of their report
vas a recommendation that the Office of Personnel undertske a major
classificertion study of OCR, including comparative analjrsis oy
with other DDI com‘)onents.
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Other recommendations were designed to brosden the
scope of OCR training practices and enhsnce individusl career
development. They proposed the issusnce of new regulations
to systemstize the Agency's Top Secret contro/}. procedures and
to privide a charter for the overt liaison functions performed
by the OCR Lialson Staff, They slso felt that there was s need
for s new inter-Agency directive to establish GR as a service
of common concern In the sres of phdtographic intelligence (not
the first time this had been suggested, but never to any avail).
Additional recommendations dealt with the securlty and efficlency
of physical working conditions snd sdjustments in internal
organization arisin#rom the recent insuguration of the CGS.

The IG report contained 28 numbered recommeﬂ:é}tions
proposing 42 specific a‘t‘tions, Mr. Borel recommended concurrence
#ith 32, concurrence in part with four, snd nonconcurrence with
Lix, Meny of these re‘}emmdations deslt with individusl divisions
and will be considered yenfomemeswsmmgy in the chapters of this
hiséory devoted to those divisions. Some of the others will
te mentioned telow. |

The first recommendation was that the AD/CR rescind the
retroactive portion of CR 20-17, the notice concerning the release
of personmnel bo other offices. Upon review of OCR losses by
transfer prior to and under the releﬁ#e policy set forth in
CR 20-17, Mr. Borel found thst the conditions that led to the
insugursation of the pplicy had eased and that OCR could control
the orotlem by other means. He therefore smnounced the
termination of the policy S‘lﬁé‘?{%%-l’?, 12 December 19632,

No Foreign Dissem
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4)‘1‘1'16 second, =nd most 1mportant\recommendation of the IG

x@rt vag thet the DDI request the Office of Personnel to
conduct a comprehenslve classification study of OCR. with the
view to possible genersl uptrading of positions therein.

Mr. PBorel esgreed that a genersl upgrading appesred to be
Justified on the tasis of the character and oueslity of the

tesks belng performed and that increased opportunities for
ddvancement would materislly renefit morale and would contribute
to making employment in OCR much more attractive as a career.

He noted that although previous efforts of this kind, some of
them quite recent, had been disnppointing&y unprodxflsive, he

would again request the Office of Personnel to undertake

such a review, citing findings mJ strong recommendations of the

IG in support. As a result, on bt December the DDI recuested that
the Director of fe\'Sonnl.l conduct a classification survey. Eix
Uyvision chiefs sutfequently submitted planning vapers snd
upgrading proposals for 7!41) review, and in February 1964 diea
P;-b—!!!:g‘; Salary snd Wege Division,\star’sed the ¢lasgification
survey. (A general rise in grades was eventuslly achieved,)

Reff'ammendation Fumber 2 called for the AD/CR to continue

sending (CR officers into the domegstic field to assist Office

of Personnel recruiters in the screening snd selection of ansalyst
pergsomnel. Mr. Borel agreed that this wes useful but

stateathat Pe¥sonnel had inerefased its recruiting staff and was »%t
that time sble to £111 OCR's needs satisfactorily. He agree&that

OCR would continue to participate&ln the reeruiting effort on a

limited basis, as mlight be ncessary.
SECRET
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Recommend=tion Number Féalled for the DDI to draft

and reouest the DDS to coordinate and issue an Agency regudation
designed to:
1. Describe the lisison functions of OCR as the primsry CIA
p oint of liaison with =1l other departments and sgencles of the
Us G)ﬁvernment in matters involﬂng the dlssemination and
acquisition of inteliigelﬁée informntim;,',_;che briefing and de-
briefing of US Governmea‘ officlals, and other activities of a
g‘lnerally overt nature. 7
2. Require 211 CIA components to msintain with OCB/LS » current
1list of =1l their declared personnel engaged in overﬁ liaison-
with other US Governmgnt departments and sgencles.
2, Exempt from the £ rove provisions certain CIA components
engaged in speclalized or coveri)éi(m rrrangements with
other US Government departments and agencles. ﬁﬁr Borel con-
-curred with =11 of these suggestions. Subseouekﬁ)iy. on 5
November’g regulation (HR 60-4) entitled "Central Regponsibility
for Coordination of Interagency Lisison" was published P in
revised vefsion, and on 22 November HR 51-2, "CIA Briefing =nd
Debriefing Prozram,” was published. Tr%e regulstions satisfied
the recommendstions of the IG.

Recommendation Nugber 24 called for the trans%-g;%.‘ of the
HIC from the (+1D to the Library. This kransfer was accomplished
on 24 September.

/“( » In October 1963 16 positions were deleted from the OCR T/0.

The office had tregun the flscal year with = T/0 of 793; it now

hed »n suthorized strength of TTT7.
SECRET
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Chonges at +he Top

Effective 7 October the DDI »ssigned Mr., Borel temporary
additional duty as Special Counselor of the Intelligence Directorate.

In this capatity he was to advise the DDI on moanagement matters,

with particuler emphasis oh contingency finasneigl planning, -He -

_must-imve done & good Job> On 12 November the DDI's office was

reorganized under two Assistant DDIs--for Policy Support asnd for

Menagement. Mr. Borel wes appointed to the latter position,
He left OCR in Decemter snd was succeeded 28 AD/CR by John

V=nce. (Z' KF - Q.f] Ig | M

At about the same time, wims FDD, with 269 positions, including
T N
FOIAB3DT 5 +o domestis £ie1d mgpie staff, vas finally shifted from 00 to

25K1A9a oo, I - co:c:oof ] vecone the new DaD/CR,

A9a
replacing Vence. ﬂwﬂs designeted Acting Chiet JJI

onsl);\::ékg)? wicé - effective 20 December.
» 196

In Jemusry 1964 OCR wss ordered to take sn immediate

reduction in ceiling of 10 positions. These positions vere

FOIAb3b1 sutsequently eliminsted from DD, the Library, Mp, SR sna [}
brining OCR's staffing complement down to an suthorized strength
of & 085,

25X1A9a OCR Fotice CR 5-11 of 10 February assigned to | NN

SPA/AD/CR, in sddition to his other duties, thekssponsibuity for
= continuing eritical review snd evaluntion of the publications
5’} OCR =nd of =ll policles and procedures relsted thereto. TIn
that capacity he was to keep the AD/CR informed on all sspects
of the»OCR publications progrem snd to represent the AD/CR on DDT
or other interoffice commﬁgﬁifﬁ{?fjaﬁ hoc groups concerned with

No Foreign Dissem
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publishing programs.

Effective 1T Februsry _was appointed Chief/.

I coics/Reference and Analysis Branch/SR, replaced

-ns ading Chief/SR; he tecame Chief in his own right

on 28 March 1965,
Bdministrative Sta £
n April 19

since 1949, m !9‘"

Acting Chief, AS, in sddition to his regular duties. InlApril

B - o ke Special Support Asisstant

to the DDS serving the DDP, was named Chief/AS. He took up his

€f/Administrative Staf/OCR,

» the SPA/AD/CR, was named

duties in June,
I 25 the first senior officer from the DDS

Career Service to be agssigned on rotation to OCR. As such

he launched an arrangement of distinet advantage and promige

for OCR management purposes in the field of informstion storage

CCR hod Swe\k""
and re‘ﬁ#eval. ?hxnh he services of sn outstending DDS career

officer Btk o8R0 bring brosd professional support

“+s
eperience to bear on €8R programs and policies and, over time,

to promote imcreamsed understanding of DDI information handling

activities on the part of shior officers tn tne bos. "

approved of the work of hisg sble predecessor, | vt R
also helped OCR to break new ground in s number of sreas. Thase
included the development of meaningful careef plans for OCR

support personnel, which promised substantial benefits for them

personally,
Povpewewien 5nd for the Azency; the estsblishment of publications

N
procurement srrangemen’s ove‘:ses:s under éffectiv e commercisl cover;

SECRET -
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‘khe application of improved systems and procedures for OCR
mirchasing programs; and the provision of extemsgive support
to Project CHIVE.

SCIPS REPOHY

OCR continued during the ¥ early 1960's to provide
major staff support to CODIB through the fecilities of the
(%AD, end perticularly through its EXA, as Secretary of CODIB.
The widdee chief preoccupation of CODIB during FY 1964 was
the Stage I report of SCIPS and subsequent actions related

Cob b

ther@to. Af‘berﬁreview of the SCIPS final report}hﬁ-ﬂﬁbﬁy it
was proposed in June 1964 that the nameﬁCIPS be dropped and
{ hat a permsnent group known as the CODIB Supporf Staff (€sS)
be estatlished, consisting of senior intelligence officers from
DIA snd CIA (two each), with clerical support from CIA. The
fcaff was subsequently housed within OCR. and the slots for the
two CIA officers snd two clerks were taken foom OCR's T/O.

The CSS mission was to support CODIB in promoj:‘?ing
mesns by vhich the intelligence community could make optimal
use.of information of intelligenc ¥alue, however recorded. The
staff was fully operationsl by October 196k,

In =ddition to the CSS, DODIB orgenized various sd hoc task
tesms to cope with s number of specific prmei¥zm problems, such as
content con’crd, bibliographies, forfign publications,I blographics.
=nd anslyst communication. The Bibliographics (later Item
Identification) and Foreign Publications Task Tesms were chel.rec’.
ty OCR personnel-— respectively.

The EXA/AD/CR, (N continued during this time

to act as Secretary for C%glg%ﬁrvas closely involved in the
No Foreign Dissem
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day-to-day guidance of the CS%Lna of the ad hoc tesk teams.

Handbook on OCR

In June OCR issued a complete revision of its booklet

Searching for Informntion. The new booklet was issued in an

entirely new format and entitled Your Imformation Center--OCR--

Office of Central Reference, That there was a widespread demand

for s publication of this kind was evidenced bg‘ the necessitjr
r reﬁeating the initisl printing of 2,000 copies within Just
a few months. This "Gulde to the Reseurces of the Office of

Central Reference,” as it was subtitled, provided n descrip-

tion of the orgsnization snd rgsources of OCR, its seversl informstion

systems and the\services avgilable in each of its components.
Purmimiht LDX
OCR's pushing of developments for a secure facsimile

tra%mission system regsulted in FY 196k in the funding of =
resesrch and development effort in this sres by the Office of
Communications., Preliminary mschine testing of the LDX system
wes undert=ken between DD and ER in June 196k, An initisl
oroject for transmission betwee‘r‘t“%DI and State Operations Centers
wag projected.
Tlo ¢cu P
n July OCR wes again faced with the pro:i‘ect of a T/0

cut as part of an Agencywide cut, nOncca again, too, the decision

was made to apportion the cut smong the divisions, but the manjor
FOIAb3b1 part vas to affect those activities infna the Library that
were amenable to handling by contracfual mesns, Rhw Mr. Vanée

wted that this cut would have nn officewide sdverse effect in

restricting flexibility to provide the operstional testing
N foriieSEGRE.
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support necegssry for the rapld development of CHIVE. This time the
ait amounted to 64 slots; a further cut of nine more slots wss
ssmprojected for FY 1966,

CHIVE

In mid-1963 Flrbarmprerrt®
wigrplmbimdimpegierses  Tn submitting the Phage I report "to
the DDI,“:ZDPS requested that DDI management spprove Phase
II‘ systems design). The DDI then established a CHIVE
Evaluation Group, composed of represehtatives Prom OCR and
sveral other DDI ﬂfﬁces, as well as the DDP and the DDS&T.
Peul Borel Ba¢ Chetimsn of this growp; ||| GGG, - 25X1A9a
member representing OCR.
After the evaluation of &kliskaePhase I report, approval

was given to proceed into Phege II, vhich was to be managec{?y

OCR, with OCS giving support by designing » mere effecti\‘re

gystem. The original concept of CHIVE as development of =a

DDI Computer Center had undergone major modifications sfter

the establishment of OCS and its location, with most of the

Azency's computer hardware, in the DDS&T. On 6 April 1964

the DDI issued Notice “0-100-320, announcing that OCR and 0CS

v':t\ere now sssociated in a long-range program for investigation

of the spplication of sutomatic data processing ecuipment to

the central information storage snd retrieval activities of

the Agency. This developmentsl program was to cut across all

Agency organlzational s lines in that the inform: tion needs

of all components wereﬁo te considered. The initial design

oals vere pointed toward all-source =nd sll-topic single-entry-point

SECRET
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service; both information =nd document retrievsl systems were
DDI

25X1A%9a +to ve explored. —M was appointed/CHIVE

Officer, in_m"to his regu{gﬁ duties. In this' capality
he was to represent the managementgéf CIA S oot
components ith the AD/CS in defining program objectives
and serving as the primary informstion channel to Agency
management; coordinate relations between CHIVE =nd Egency
opersting personnel in such areas as user needs, statistics,
testing, orgsnizational and proceduzf’al plenning; and
a pprove CHIVE scope, tasks, schedules snd directions on
behalf of higher manasgement.
Work during Fiscal Year 1964 on Wise Phege II peipe
of CHIVE consisted primarily of extending and refining
preliminary design concepts coupled with some initial
testing of indexing techn:!mues.. In December 1963 a formal
report was issued whose purpose was twofold: (1) to prgsent
a set of preliminary funetionsl specifications and (2) to
indicate eritical problems areas in system design. Succeeding
studies addregsed themselves to more specific tasks. Deajiled
design was scheduled to continue through /Oélendar year 1965, with
a target date for initial systen*implementation on one geographic4
zens (China) in early 1966.

Divisional Reporting

Psul Borel had Initiated » system of auarterly reporting
I(\rom his divis&on chiefs, sfter having first conslidered monthly
renorts. John Vence now decided he would have monthly reports.

Effective with the beginn:érﬁdﬁﬁfl_l965 he celled for each division

No Foreign Dissem
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and staff chief to submit a "erisply written narrative of no

more than 2 pages vovering highlights of activities™ and including
as #sn appendix a statistical reﬁort on operations covering
appropriste specifics and a list of eny nonperiodic pub-

lications, with appropriate tibliographic data =znd identificat on

of recuester.

Proposals for Reorganization

25X1A9a On 21 December 196h_submitted to Mr. Vance

25X1A9%a

a paper proposing changes in the organization of MM OCR. The
general objectives of such a change were to align similar ac-
tivities under common menagement, to achieve greater standard-
ization of procedures and to eliminate overlspping or dupli-
cetive activitiegs., Such s reorganize’fion,‘_ stated,

mist zlso take into account maintepsnce of average grade,

pppropriate placement of all supervisory persomnel, minimum

disruption of on-going activities, and consonsnce with future

plens.

% _—

25X1A9a I o-crosed basic organization divided the

FOIAb3b1

office into a three-pronged breakdown of (1) input/indexing,
(?) veference/retrieval, and () procurement/exploitstion.
These would be call&d, respectively, Documents Group, Reference

lus Ac%v‘ls'a-]-'-ons Branck [C1a L‘obV‘au,)-
Group snd Publications Grov.xpA

1965 :
ﬁe tolloving February | -1s0 sutmittea »  25X1A9a
study considering the feagibility of reorganized msnagement
of OCR's =zctivities ing‘the pre~CHIVE period (CHIVE waw going
ot
to mmm require masjor,reorg t, if nccepted.) He noted
ATTERER
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25X1A9%a thnt_ approach had considersble mertt but felt

that continuing FDD's activitles as a unioue wold, which is
what the Publications Group would mmount to under_ 25X1A%9a
flan, would be less desirable #han homogenizing its;!‘“‘"‘"
activities, now that it had been brought into OCR.

25X1A9a I -2in recommendation was to centralize processing
and service, iIn two stages, into teo major groups, each to be
managed by s su;i’rgfade. These would be a Processing Group and
a Services Group. The former would include an Anslysis Division,

Disseminjtion Division, Machine Support Divisior,énd Publications

FOIAb3b1 Division}’%he last to consist of [Jlllplus the Library's
(bhe Same arrangement as IR

25X1A9a Acquisitbens Brsnch W
Pubhicatsns G—‘ﬁ:«fé. bot own o \ewren el
oy )

s ., The Services Group would consist
of sn Informstion Center, a Document Center and the Biogrsphic
Register, with the CHIVE China fest Branch added later.
ADP Committee
25X1A%a In March I v:c naned the DDI representative on
the resxmiEhmied ADP Committee, resctiveted suxhimmxmemmmsm by
Mr, Kirkpstrick, the Executive Director-Compbdtoller, under
25X1A9a  the cheirmanship of MM The new ADPC was to pull
tozether information on existing and future ADB/interest in
each Direcforate.

Acouisitions Bramh Transfer

Effective 1 April 1965, the Acauisitions Brsnch of

the Library was transferred to - Phis move had been suggested FO|Ab3b1

25X1A% vy rotn N i trcir rcorgrnization

pr?msals. The rationale for the move wes thet the acquisition
SECRET
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end exploitation of forelgn langusge material were such
closely related activities that it was considered necessary
and efficient from 2 management standpolnt to combine
responsibility for both in one division.

OCR Program Plans

On 2 April, in response to a request from the Director,

Office of Budget, Program Analysis and Manpower, - 25X1 Aga
a5 Acting AD/CR, submitted OCR's progrem plans and budget
projections for ¥FY 1967-T0. The major objectives were:

1. Index the mounting flow of intelligence information into

the central files, on = selectlve but all-source tesis, and
vith greater specificity, Increesed bresdth, greater speed and
increased flexibility in adjusting to chengin requirements.

2. Automate further by moving from FAM equipment to computer

s upport for gre;%er speed, storage capnrcity nﬁd menipulability
in processing information received and in providing for fact
and document storage and retrieval.

2, Reorganize so ss to (a) bring to bear centralized management
and/or common procedural‘approaches, es feagible. to the ihdexing
=nd retrieval of biographic, grsphic, tayget installation and =11
other categories of information from both special mnd collate?i}l
sources and (b) provide one central reference point for the re-
trieval of all-source positive intelllgenceinformation.

b, Investi%é!iand experiment with new machines thet offered
promise of grester speed snd effilciency in transletion, document
retriersl, datas transmission, dissemination, srephics storage,
cetrloging snd data input to files.

5. Process =nd provide sﬁﬁiiﬁﬁtgﬁlxhe bstis of the following

No Foreign Dissem
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(illustrative) ’%tandards;

V 2. Index and input 4,000 document per day and,
against 400 machine bib;iogra,hy and 5,000 document
request§a day, provide lL-hour service for routine and 20-
minﬁte service for priority 1iﬁngs, plus 10-minute over-
the-~counter document service;

. :gainst 1,000 requests a dsy for informstion (fsct
retrieval) ;;arches, provide 2-hour service for routine and
2-minute service for priorikty requests.
€. Estsblish a smell staff (5-7 persons) to meet the growing
need for s trained cadre capable of continuing systems
snalysis and/or operations resemrch of the office's large
p rocessing activities, particul%%y when computer supportenl

25X1A9%9a _pointed out that these objectives did not represent
signifiénnt changes from previous or existing objectives,
merely'growth toward a more effective system through improved
manrgement with better tools.

Establishment of SAS

With the increasing tempo of CHIVE developments snd the
grest need for continuing review and devdlopment of the various
systems of overation used in OCR, it became imperative that

otjective number 6 from the list stove te vut into effedt immedia’tely'

SECRET
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Therefore, on 27 April, CR 1-130-12 snnounced the establg,.\hmént in the
O/AD/CR of » Systems Analysis Staff (SAS) to sdvise the AD/CR
on improved methods of operations for the various OCR divisions.
25X1A9a Effective 1 May | ~os n-med Chief of the
SAS, with three other officers and a secretary under him.
25X1A% (- c-re vActing CIA Librarian in [ ste=q, 25X1A9%a
25X1A6a pending the return from | of _) It wes plenned 25X1A9a
that the staff vould be sugmfied from time to time by the
temporery rotation of midcareerists for treining vurposes snd by
programming personnel and other specislists ss needed for
srpecific develo%ental projects.
The functions of SAS were:
1. Assist in defining problem aress.
7 2. Ascertain overall objectives and constra:nts applicable
to problem ares.
2. Study m-,method of operation and its rationsle.
k. Survey, through available documentation snd inteRyiew,
previous methods of operation.
. 8Search for mew methods.
E. Comparé efficlencies of various alternatives on a
cost, menpower and work-flow basis,
T. Recommend improved systems of operation.
&. When recommendstions hnd teen approved, develop detailed
phasing-in plan.
o. m the phasing-in of » nev system until it was fully
cperationsal.
Hore on?R/eorganizwt ion
s SECRET
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F Following upon the various suggestions for OCR
Iinternal reo:-':anization by regrouping, khe Mr. Vence had
some of his senior personnel prepare studies on the proposed
plens, primsrily on the vpossible results of establishment of
the Processing -nnd Service Groups, inssmuch sg the Publications
Group had essentially already come to psss with the integration
FOIAb3b1 into ->f Acouisitions Branch. The basic point made by the
s tudies was that there was not enough indication of ceause for
Antuitive judgments concerﬁing improvement through reorganization
and that more facts needed to be gathered. The studies also
noted that the proposed reorgasnization was in conflict with
“he CHIVE integrated processing philosophy and that such
ﬁajor chsnge was not only inconsistent with this plenning but
would probsbly compfe.cate rather than esse transition into
the Wi CHIVE world. The studies therefore recommended, in
general, that OCR should try tH improve its on-going system
vherever possibgy but should not interfere with CHIVE--the
oromise of the future.”
Pexsonn
M=y USIB spproved a directive statlng thet CODIB would
henceforth heve o CIA member in sddition %k to its Chairmen, still
P=ul Borel. It\October John Vance was named CIA member of CODIB.
Effective 1 July the heads of offices in the DDI who hed
b een designeted Assistant Directors vere redesignated Direc@rs,
and their Deputies were renamed Deputy Direcors. Henceforth, Mr.

25X1A9a
Vence and Mr, -vere known =s D/CR =nd DD/CR.

CR 1-2 of 19 October =nnounced the formation of the Intel-~

1 ofsx Reference Service g‘%&ﬁﬁhﬁ Document Division, This was

No Foreign Dissem
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the former Intellofax Reference Group of the Library.

25X1X8

25X1A9a Effective 25 October I v=s redesignated CIA

Librarisn, upon his return from his tour of duty dm- i 25X1A6a
In 1ate Novembver ||l <zt ocRr to become DDI  25X1AQa

Plsnning Officer, a new post. He was succeeded as DD/CR

25X1A9a Y ho wn%in turn succeeded ss EXA/D/CR by
Ro

of OBI‘s Mep Division.

On 17 December it was snnounced +that _ 25X1A9a

25X1A93a had been appointed to replace _ 8s Chief/Administrative
25X1A%9  sterr. | -q previously served as Deputy Chief of

Support in the VH Division of DDP. He reported for duty in

February 1966.
CHIVE Tn 65

In July 1965 the Phase III effort on CHIVE was orgsnized
as the CHIVE Tesk Force (CTF), drawing on personnel from both
25X1A9a  ocR sna ocs. _ chief of the 0CS Deveiopment
Division, was designated Director/CTF, to report to the D/CR.
25X1A% I ir sddition @}@his_other duties, continued to
act ng CHIVE Progecﬁ Officer, relating design activities to
other Azency components snd obtsining sdvice and =gsistance
from them =g reouired. smmmmmmm@pmm Bruce
25X1A9a _vas the senior OCR officer under _ »s well as  25X1A9a ;

Chief of the Reculrements and Pl-ns Group within the CTF.
SECRET '
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The CTF congisted of the entire 0OCS Deveiopment
Division (on detsil), the OCR SAS, the embryonic CHIVE
25X1A7b China Operations Group (COG), &machine,assisted trens-
1stion xxam project for -moxm »s ALP (see -Histoxy FOIADb3b1
for detamils), snd a cedre to provide continuity in various
procedursl, f:IJe-building, selection, indexing snd o“her
t »sks as CHIVE evolved from the initinl Chins test sroup
() other geographic sreas. OCR's initial contritution to the
personnel of the CTF was to be 5k slots of a total of T5.
The office sttempted to obtain new positions, but BPAM
denied the request\?nd various other OCR activities had
to te reduced or eliminated in order to continue# with
CHIVE development.
During August and September 1965 OCR conducted sn
1 ntensive review of mll its operations in an effort to identify
those that might be curtailed or eliminated to meet the high .
P rioﬁ}ty CHIVE requirement. Wherever possible, they took those
positions, and employees, whose acﬁk%ities were closely related
t o WiP® CHIVE and who would expect to te associated with
the program in the normsl course of events. In other cases, they
had to levy ageinst other components, such as - whose relation- FOIAb3b1
s hip to CHIVE was remote. In the latter instances, the ceiling
ositions vere{ullocnted to CHIVE, but the employees concerned
had to be sccommodeted within the reduced T/0 of the parent
group. Through this process, OCR mmnaged to identify the necessery
=k positions. |

Staffiny for Phase III began in earnest with the
— SECRET
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publication on }3 October of CR €5-3. vhich explained what
positions were akiwk avsilable and urged OCR employees with
a genuine interest inLuch pssl gnment to apply for posltilons
o the CHIVE Task Force.
The objective of CHIVE Phase III was the creation%f

{he initiél element of OCR to perform as an all-source,
mechine-supported unit having certain capebilities. This
{Ahitial element, the COG, was togperate in Phase IV in

P arallel with existing OCR Communist China activities, 'che
parallelism reflecting an insurance principk& end not a

tlack-or-white mikmeribimm condition. PhomenTEEmmsminxing

1
The target date for completing Phase IIX was/April

1967. This phese was to be considered ended vhen the

D/CTF had cerried out a demonstretion of system capabllities
that wouléd sssure the D/CR thatF—

1. The COG was sdecustely manned sand trained to carry out
its functions.

2. The necessary computer programs‘to supvort these functions
hed been developed and tested.

3. A complete stt of procedures for the COG end its
interactions with the other components of OCR had been
specified‘and tested.

4, An aéceptable level of competence had been%chieved in
indexing, file maintenance and retrieval service.

c

©. Adecuate methods had been designed and implemented to

gather management data, igigaféﬂgjsponomic parameters, during Plrse IV.

No Foreign Dissem
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2sxtnca [P Prel-

In late 1965, at the request of the President, a
study of information handling within the intelligencecommunity
was begun by the PFIAB snd the Sﬁ@cial Assistent for Science
and Technology. The study grou;};as known formally as the '
Joint PFIAB-OST Guidance and Evaluation Panel and informally
25X1A9a a5 the]iij Ponel, after its Chatiman, Pt
Technicel Assistant to he Director, OST.
25X1A9a The - Panel was tasked with providing cuidance to
the intelligence community in accelereting use of improved
methods and facilities for information handling and,access
=nd with evaluating in technical terms the true mesning of
the enormous snd somevhat heterogeneous growth of the commnity's
informstion pool. "Informn/écion handling"” was defined as
the processing of the various kinds of raw intelligence input,
including messages, reports, documents, signsls and phof ographs..
Np.tur?ly, OCR provided many pepers and briefings to the panel

over s peviod of several monthks.

Another Reorganization Suggestion

One of the CHIVE Task Teams had studied the document
delivery system and suggested specific changes in organizatioﬂ:l'
structure within OCR in response to CTF and OCR management
requireménts. The team addressed itself to the recommendation
that "document processing, repositoryLand service functions”

be}’\com%ined under s single orgsnizationsl entity. Inasmuch as
the implementation of the task team recommendations would have
= gignificant impact ox{at least four existing OCR & visions,

*he EXA, _ examined with the sppropriste division
CRET
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chiefs the entire area of document handling snd machine
support in hopes of arriving at a proposed organizational
structure misd thet would not only offer congiderable promise
for improvement in the msnsgement of existing operstions but slso
Tacilitate the gradusl evolution of these activities into the full
CHIVE environment of the future. Discussions with the

complete
operating mansgers did not result in a/consensus, btut there was
g common scceptence of such besic conslderstions as the
rationality of combining m chine support functions , document
analysis =nd reference activities, and document handling

sctivities.
_ therefore recommended that as a prelude to

more detalled planning with regard to staffing, timiné; and

space considerstions, certain principles of reorgsnization be
accepted. In summary, the&-ecommendatior(involved 8 new grouping
of amikthwikhesxme functions then carried on in DD, SR, CIA Library
ond MD. Indexing- activities of SR =and DD were to be combined as
a Document Reference and Analysis Division, which would assume the
reponsitility for the Intellofax, IPI end relsted SR reference
a cti-itiese-that is, this division woUld perform =1l docL;rent
reference activities reocuiring professional search direction as
opoosed to clerical retrieval of specifically identified documents.
EAM and microfilming activities of MD end SR were to te comfjined
in = Machine Support Division. Document handling controlled by
SR, DD =nd LY sould be combined into » single Doeuem Processing

Div§sion and would include receipt, distribution, disseminstion

and files. SECRET
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25X1A9%a :
25X1A9a As of 15 M-rch 1966 _wzs appointéd Chief,

25X1A9a Development Stsff, CTF, vice I +ho ves detailed to
)

At ees aQ \-l-‘k6
B ?“ TS
DleTEh,
LDX_Cireu, e -
ective 29 April an LDX circuit tetween the CIA

25X1A7b heedouarters building end NPIC tecame opepative. This

channel was a high-speed, secure, fascsimile transmission system

that linked the two bodies togeﬁﬂer. The headouarters

tuilding terminsl was located in OCR/SR, which was responsible

for the record keeping, including meintenance of incoming s=nd

?ggoing logs and assigning and controlling of message numbers.

SR was also responsible for notifying individuals who hed

received LDX messages and for delivering LDX messages to

senior officisls wikhin the headquarters building. The LI

cireuit was not to replace normal dissemination channels but to provide
a rapld means for transmitting critiesl nonrecord snd asdvance copiles of
magntelligem e documents, memorandums, and othe)fmaterials ai’ 211 levels
of security classificstion when it was determined that courler or
teletype transmissions would not suffice. It was to bs!used especially

. . ~
as = mesns for coordineting and reviewin g all svailable information

in fast-moving, criticial situstions.

25X1A%9a St st c Bl revbonyCRR Ll Coe
25x1A% r——eds

25X1A9a I S Conmi tbee
In May 1966 OCR presented several papers to a DDI

Committee on P%blications Control, chaired by Jemes W.

25X1A%a _which was investigating a\proposal to

cencralized dissemination, recordwkeeping snd storing of

SECRET
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DDI publications, presumably under OCR, vhich was mlready
doing psrt of theljob and sppeared to be the logical place
for the whole job. In his final report to the ADDI of
15 June 1966, however, _recfrmnended that
no attempt bm be made to put the proposal into effect, for
g2 number of reasons. OCR concurred.
Report
In Mny the ADDI, noting that it had been suggested
that combining press =nd troadcsst m&ﬁ the field
could lead to econ:uies in operati}:, greater speed in
recelpt of press information, elimination of /éeduplicatizu
betwedn press snd broadcast reporting, and attendant improve-
ment in overall reporting from both medis, psked ]
I C1icf, Resources snd Industries Division, ORR, to
cheir g grouv to study this guggestion. The Ad Hoe DDI
Committee for the Study of Press and Broadcestimx Monitoring
Activities began its consideration of the possible advantages
of a merger of [ :n Tune 1966.
-was vaig much In favor of the merger snd insisted
that i1t hsd in fact already been decided at the DDI level, pointing
mt that the DDI 5-year plaﬁning paper included a statement of
{htention to effect the merger. For a number of wessons
opposed the proposed merger. -1ost. On 1 March 1967
e xcept for the Acquisitions Branch, was transferred to FBIS.

The Acouisitions Branch subsequently reported to the D/CR.

(Detrils of the IENEEEMrercer will be found in the [Nl History. )

SECRET
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On 1 June _ left OCR to become Director of
0CS. He was succeeded as DD/CR bty | . 25X 1A%92

Assistant ¥or Adninistration in NPIC.

25X1A9%a

M» jor Changes

On 26 September a major orgenizational change took»
place in OCR, with the formastion of three new divisions,
constituted melements of the old MD, SR
and DD as well as a portion of the CIA Library. In general,
this followed the recommendations of the study made in early

25X1A%9a
1966 ty _ The new divisions were the Dissemination

25X1A9a and Filez Division( Chief, I ), Indexing
: and Services Division (C#ie- Machine
25X1A9a :
suppert Division (Chier |- T three divisions
were to function as a Document Systems Group, under the xﬁanagement
25X1A9a of I o ves designeted Group Chief. ‘

This regrouping of functionsl elements had, =s its overall
objectives, improved management and operational efficiency, greater
flexibility in personnel utilizstion, and sccelerstion toward the
=ll-gource do%‘:'t‘ment and information servicing gosls of OCR, ss
expressed in CHIVE.

Specific objects included the following:

1. Savings by more flexible machine utilization .

thet should be achieved by combining the sepsrmte EAM support
functions..

2. Improved efficiency snd more expeditious hendling of
documents by combining’\, under a single management, document

handling sctivities then found in four divisions.

3. A start in the dlrecﬁg‘ncgfgl all-source Sooueiiit.
No Foreign Dissem
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reference service, combining thetest professionsel gservices

of the CIA Library and SR as a single contact point for

»11 customer contacts.

L. Plecing all indexing activities under a gingle management
that would allow greater flexibility of personnel utilization
and would create an operational environment in which pre-CHIVE
collateral or all-source header indexing could be schleved.

In summary, the following functi onal reslignments took

place in the formation of the new group:

1. TIndexing sctivities of SR and DD came under a siugle mansge-
ment in the new Indexing snd Services Division.

5. The SR Special Section, CIA Library Interagency Services pnd
Search Units, the Chief of the SR Tibrary, snd the IPI Section
of the Document Division were consolldated in = Customer Service -
Branch of the new Indexing end Services Division. This tranch
quseiréntly hendled all processing of finished intelligence,
title =nd header indexing, intersgency service recuests, end ﬁp/
profesgional document serviecing.

2. The Chief of the CIA Library Circulation Branch was moved
over to the new Dissemiﬁ!htion end Files Division to hesd =
new Files Branch in that division. This branch incorporated
the Microfilming Unit of the Machine Division =nd the document
files units of the CIA Library =nd SR. All existing Library

»nd SR document files were under the control of this branch.

4., EAM acti-ities of SR nndkm were collocated in the new
M=chine Support Division. Initially, all key punch operations

rere congsolidated in one g thig new ¢éivision.
k » WERET ’
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S. The ¥oreign Instsllations PBr=nch of SR wes redegignated
a division and placed directly under the O/D/CR.
EDP for OCR?

In Seotember, with DDI approvsl, OCR tegsn a study
to determine the feasibility of comverting its EAM-based
system to sn EDP system. The study, which eveluated costs,
effectiveness, benefits, timing, and personnel and training
requirements, was spesrheaded by assisted ty , 25X1A%a
knowiedgeable officials from OCS and IBM, a5 well ss by
several other OCR representatives. » .

On the basis of the conclusions of the fersibility study
end consider=tion of various slternntives; the D/CR on 1
November reouested au%?rizntion from the DDI to proceed with
the immediate escquisition of sn IBM 260/20 then sbout to be
releaged Ty OCS. This wes to te g limited mmxmem¥uime »~nd
‘relatively simple computer instsllation to meet the file
manipul=tion needs of OCR's exigting system. It in no way
duplicated ror replaced the CHIVE effort, which was to be
dtiven by the OCS large-gscale computer complex.

Some of the basic points of the feasibility study were
that:
.1. Instellation of the EﬁP equipment would affort cualitative
improvement in OCR's management of its massive punch card files
in terms of currency of inpugg and completeness snd timelinesgs
of response,
2. A cost trade off with the EAM eouipment could be achieved

within 12-16 months. Additional modest expenses scrruing during

SECRET
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this period could be paid for within the OCR budget. No
incresse of manpower would be required.
2, Thrre would be no degradation of the CHIVE effort, =nd
in fact, the acquisition of this gear would allow CHIVE
detugging to proceed repidly while offering relief to 0OCS
of its 260/65 computer.
4, A mechine system to hsndle the massive inherited files
of OCR must be maintained for some yesrs to come even assuming
the success of CHIVE becsuse the cost of conversion of these
01d files to the CHIVE system was impracticel snd too costly.
5. The ecuipment could re accommodated within OCR space with
a modest investment of about $2,000.
6. There would be no serious interruption of the level of v
OCR retrieval service during the trensition.
T. No personnel problems would be created,and 1in fact,

Caused by

whimxtx existing attritionaproblem§)veu&é—be-BEEEVEEtGUT

$achine personnei'gé longer widhe wishgf‘to remsin assoclated
with an EAM setup in the age of computers, woutd be allevicked -
8. OCR persomnel would scquire training in the use of EDP
ecuipment and would theﬁ%y become employable in the CHIVE
and other computer operstions of the Agency.

The DDI's office found the logic of OCR's srguments for
the acouisition of the computer persuasive aﬁd declded to approve

it, feeling that the tenefits to be derived far outweiched the

sm=1]l ~dditionsl cost involved.

CHIVE--C0G
25X1A9a Effective 7 November Jj I v-s -vovintec chier,
G SECRET
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25X1A92  cning Overstions Group, CHIVE Tesk Force. B v:ousnt
19 yesrs of 1nteiligence vroduction snd manasgerisl experience
to his new post. He had most recently served since 1962 ss
Director, Netionsl Indications Center.

25x1a0a Iy

During the latter pert of 1966 OCR wes the ohject of yet

25X1A%a
another survey--by a DDI study group cheired vy

Plsns and Technology Officer, OCI. The ADDI's originsl request

to - on 23 May 1966, was that he chair = study to see

25X1A9%a

whether RPIC could profit from s broader reference support base
in the Directorate. By 1 September, hcowever, the focus of the
study had been changed from the narrow field of OCR-NPICean
relestionships to the brosd plsn of studying OCR programs in
support of the nroduction offices. The study wes to include
exsmination of CHIVE propossls, including in-depth indexing
systems, to determine costs and px@ Increased reference benefits
that the production offices would derive from thegse programs;
ex=minstion of programs in being in OCR covering their costs,
u tilizetion ty production offices, and overall effectiveness;
comparison of CHIVE's progrem =nd effectiveness =8 measured
agzainst existinz progrems or sny aslternstes; contritutions from
0CI, FPIC, ORR =nd perhaps OBI on the effectiveness =nd useful-
ness of current OCR support to their production mctivities; and
comparison of the cost of CHIVE with NPIC development progrems
in the same field.

The terms of reference sagreed upon for the study of central
reference support were to assess the existing base of centrsl
reference support to the gﬁgggﬁf%?% offices; to evaluate progranms

No Foreign Dissem
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already under way in the Directorate to improve centrel
reference support services; and vwlth due regard for com=

parative benefits and costs, to apprﬂg}ae other possible

configuretions of central reference support. The study wss to

limit itself to OCR storage snd retrieval functions, excluding
'review of OCR activities relating to collection, disseminstion
o f incoming intelligence,' blographic finished intelligence
production (ss distinguished from biographic document and
information support to production offices), =nd trsnslation

of foreign documents. More specifically, coverage of the

s tudy was to encompass those reference gervices of OCR that
drew on 1ts grephics, specisl-source documents, foreign

instellstion dossiers, library ope’;\n literature, blographic

files snd Intellofax system. This coversge was to take in the

existing levels of mechine support for these services, as well

as projected con-ersions requiring more advanced ecuipment under

Project CHIVE.
25X1A9a On 1 December ¥Xt#X I tnitted his report,

"Choosing the OCR File System," to the ADDI. In resching his

25X1A%9a conclusions, Xi_ examined three courses of action
v ith g view to appralsal of comparative costs snd benefits.
These three options were as follows:

1. Adhere generally to the existing organizational pattern of

OCR, to the existing scope of file coverage, to the existing
rethods of file control, and to much th€ existing inventory of
e guipment, This course was examined primarily tecsuse the\(novn

costs and capabllities of the existing system orovided a reference

RET
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base for apprsising other options.
2. Within the framework of the ﬁting rather than the CHIVE

system, proceed to grester sutomation (e.g., computers in place
of mechine tabulating equipment) in areas where there was
pronise of effect’;ing necessary improvements with no or only
modest increase in cost. DDI memnagement had slresdy considered
this course and decided in its fevor. It was further examined

in the [ study to determine if its rdoption sffected the
cage for or ageinst CHIVE.

3. Implement CHIVE, extending scope of file coyersge, depth

of index control, and degree of automation. This was the

cruclsl issue in the finsl report, involving possible equipment
=nd systems chsnges that could bear hemvily on the Directorste'’s
budzet.

In eysluating the three options, _ pointed

out sk the %ear technical superiority of Option 2 (existing
system in s computer environment) over Option 1 (existing

system) but nofed that Option 3 (CHIVE) and -Option 2 were not
mutually exclusive. The determinstion that remsined to be

made, he said, was vhether computerization of the existing
system would suffice or whether the benefits from moving on

to CHIVE would warrant the sdded costs. The reslistic choices

w ith regsrd to CHIVE, I =13, vere twoewto test a
working model or to filrop CHIVE, writing off perh~ps 100 man/years
of past labor in its design =5 als cost Feyond recoery.

He noted thet the rationerle for testing proceeded first from the,/c—/
chance that testing would show CHIVE to y®eld tenefits commensurate

vith costs in at least one of the system's possible confizurations.

The rationsle proceeded sé%ghq}}ﬁ’)l the fessibility of funding =
No Foreign Dissem
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Lst. The mintmum, if no- the optimum, funding reauirements

wvere within the likely budgetary allocations to OCR. He also
pointed out that the chance that test operstions over the ne%E%

2 yesrs might work toward some degradation of OCR services was not

to be dismissed =8 negligitle. Under continued conditions of
tudgetary stringency, the funding for CHIVE would not ellow for
inerese én OCR's personnel ceiling. Thus the test would be

mre than a test of CHIVE; it would also.be a test of mansgement

talents in difficult circumstenes for keeping up services to.

the level of previous stendards.

After considering these options and the various vossible
25X1A%a results, _recommendéd that:

1. OCR proceed with the operational test phase of CHIVE scheduled
to bezin in mid-1967.

2. During the test phase, exemine various fallback positions

in order to uncover possible system configurations under different
tudget =ssumptions. |

2. Tesgt with a view to developing a flexible system design thet
would enatle a beginning that did not foreclose economicel
«L;nnsition to more expensive configuration when the btudget
=1loved.

L. Test with an eye cocked especislly for economizing the
massive lmbor inputs required for deep indexing, guided by
eriteria of selectivity in choice of files for deep indexing end
by possibilities of incorporsting files indexed outside of OCR
into the CHIVE system.

5, Incorporste procedures for effective lialson into the test
phase design, so that use%ﬁﬁﬁfﬁ%%iﬁscome better informed stout

(liiaeatinbirdeidated o Foreign Dissem
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CHIVE's capebilitles than they were stout exlisting central files.

Historical Officer

On 8 Novembér DDI Notice l-LSO-éT officially estatlished
the DDI Historicel ﬁoar@‘and Historical Officer.  Walter..
25X1A0a MENEEEN the SPA/CR, was named to both éositions, in sadition
to his other dutles. ngter PPorzheimer was nsmed thé OCR
Historical Officer. The following January, howevér, Mr.
25X1A%a Vance ssked_ to assume the dutles of the latter
position, as vell as his others. -

Abolition of Lisison Sfaff

In December Mrf:Bérel, then the birector of Intelligence
Support, submitted to the DDI » propos=l for organizationsl
moves in the Intelligence Support Services that would, smong
other things, sbolish OCR's Liaison Staff. The actions he
¥ ecommended were as folilows:

1. To abolish LS =s then constituted.

2. To constitute a sm~1l DCS element in the CIA Hesd-

" musrters build@ing, to function =g the CIA Protocol Staff
(meinly orgenizing and conducting briefings and debriefings)
tut 2lso to provide a DCS beachhesd in headousrters.

2, To sssign the function of conducting opermtional
liaison with the non-USIB agencies to the DCS Washington
Field Office.

b, To =ssign¢ the function of conducting operstional
1iaison with the USIB sgencies to the Human Resources Group (HRG)

of CGS.
'SECRET
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5. To establish the principle that CGS positions were
to be filled by careerists from other operating componenté
detailed to the épecific Jjob for a specific time.

. These changeé; woulé yield the fblzl.owing import‘ant
tenefits, in Mr. BOII'el'sA opinion: ' . v
/é’» 1l. Weaknesses in; certain éspects of career plsnning

wuld be eliminsted, and suﬂgrior career opportunities for
staff personnel sssigned to collection guidance aﬁd lirsison
duties would be provided. :

2. Some T/0 ‘slots would be gaved immedistely snd more could
be wif.h the passage of-time without cutting out 1mpoz:tant functions.

2. The reducti’;)n‘in the number of different Agency represen-

t atives contacting the same devartments, end in some cases the
same people, would improve the Agency's imsge.

4, The reduction in the num'er of components verforming
functions that were essentially similsr would improve efficiency.

In-eseenee, ’;he DDi accepted Mr. Borel's proposals, and LS
was abolished effectlive 20 January 196’{) wi.th gsome of its functions
and personnel trsnsferred to CGS »nd others to DCS, =s outlined above.
2967

During the last three quarters of FY 1967 the OCR
information processing systems underwent intensive study =nd
reassesgment in prepsrstion for a comprehensive reorgsnization
and stresmlining of the entire centrsl reference function. This
activity was one phase of s general plan for restructuring and
resligning the Agenct}'s intelligence production offices and their

supporting specilalized gg}é{&:ﬁﬁuf,ctions. The obj eci?ive vas to

No Foreign Dissem
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increaée the resources sllocated to intelligence production
_ and reduce the investment in symport by curtailinz nonessentisl
services and incfeasiﬂg the efficiency and responsiveness of
.the reduced resources nliocated to thé support function.

By the. end of FY 1967 OCR ss it had ﬁeen fo; 20 yeg}s'_
no longer existed. It,wms in the process of teing reorgnnizea
from an office of loosely assécinted, functionslly alizned
c omponents into an integrated systém of ~eographicelly .
oriented operating‘divisions supported by s streamlined basic
services group. Tie reorganizétion was unccompanied by a
plenned 24 percent reduétion in manpower between FY 1967 and
FY 1969. Even the‘dia name of the office diseppemred.
Effective 28 July the name was changed from Office of Centrael
Reference to Central Reference Service (CRS).

Rackground of the Reorgasnization

In late 1966 the DDI msked the D/cR toFuhmit plans for

the possible reduction of OCR's personnel strength ty up ©o

one-third, or from the suthorized strength 6f 026 to n minim
FOIAb3b1 mum of €00 (toth figures were changed after -was transferred

out of OCR in March). In Jemusry 1967 Mr. Vance sukmitted

three alternative‘plangj an of which would bring the strength down

to 600 within a period of 24-°0 months, and a third that would level

off the reduced strength at 755. He pointed out that any reduction

of the order contemplated would force s mmterial reorientestion

of the effort and » reorgsnization of the gtructure of OCR. His

p roblem wag complicated because OCR was just spproaching the point

where 1t could begin testing the validity and usefulness of che
SECRET
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CHIVE desion. As he seid in kix = lEIJanuary 1967 marm
memo to the DDI, without the bén@fit of an oﬁerntional teét
of the CHIVE system =nd.a .subsenuentvper:lod fc;r evaiﬁation
" of its contribution to the production and other .elements._
of the Agency and coMity; it was difficult to select ~
and recommend precisge ¢ourses, of action.
Mr. Vance apbroaehed the problem by estimating 'that‘ 18
months would be needed to compiete and test the basic ’elements
o f the CHIVE design and at the same time to develop, as a derivitive
of that system, a much 'cheaper and less powerful computer-supported
indexing and rétrievpl program. He then reviewed the_ functions
and tasks being performed by the OCR divisions snd decided on
t he maximum level of cuﬂs that he could levy end implement
in sn 18-month period while maintaining some capability in =11
major functions snd still retaining the existing functional
organization of the office. _
The three plens Mr, Vance presented were??‘kﬁ»maﬂ{ as
follows:
’Plan A celled for a strength of 755. It retained s fairly
viagble foreign literature operation at a strength of 220. At the
P .
s ame time, it provided sufficient persomnel to msn the Library st a recuced
level, a limited f£ilm and photographic processing capability,
and enough people to operate a CHIVE system with = reasonably rich
retrieval capsbility in selected important fields, with a lesser
effort being spent on the majority of less important areas.
Plan B reduced the foreign literature sctivities vy sn
additional TO people snd-ﬁxﬁﬁﬁ Mr. Vance sonsidered "an

No Foreign Dissem
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gbsolute hare bones coverage." The Library would be retained in
a skeletal fashion, and the film and photo business would .
probably have to be virtua]_'Ly abnndoned. Indexing snd retrieval
_ e fforts would probably be patterned after the leqnest mix of
the CHIVE design, although even this c_culd not be determin‘ed
without an actual test,\.’. |
Plen C, in essence, calied for a complete abandonment of
the CHIVE concept and‘attempts_ to preserve two of -the existing
tasic functions in a visble fashion with the others efther
drastiecally cur‘tai‘led o1 eliminated completely. In this plan,
foreign literature exploitstion would be staffed at the 220 level,
%ﬁ?the biographic function would be maintained in its existing
form)bv;r::#t\'rth an operating strength of 75 vercent of what it ’;.hen had.
The film snd photographic business would be abandoned, and the
b est OCR could do in an indexing and retrieval system would
be essentislly sn automated source card file in which they weuld
wowld be contrplle
cortIol- documentsAOMy by the bibliographic or header indexing
c ontained in them.
" After submitting his various proposals for a ﬁeduction in
strength, Mr. Vsnce established a User Study Grouppo conduct
a study of OCR information retrieval services. Its basic
objective was to develop a recommended program for OCR infor-
mation retrieval services that would be gapable of meeting besic requlrements
without devoting resources to » ctivities of minimum value. It wes
to be concerned only with the information retrieval and finished

intelligence functions of OCR, not those functions slready identified

as basic. The study sroup was to be composed of -epresentatives

. . , SECRET
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25X1A9a
from OCR, ORR OEI, OBI, 0SI, NPIC, FMSAC »nd DDP, with the D/CR

whom h»d recently,b&% other surveys of OCR

activities, were among those nameé to the group{)
On 14 April Mr. Vence -submitted to the DDI‘n memor;ndum entit‘éled
" "Reexsminination of OCR's Ro}e," Vhich summarlized the results of
the 8-week user sawwey study. The study group found, in genersl,
e heavy, continuing, and indeed probably incrggﬁing demand. for
detalled biographic data &cross the world; a lesser a;d regionally
spotty requirement for organigzation and inttallstions destaj; and
a generally shallow_interest in indexing subject, concept and
events‘information, The users indicated their greatestlneed for
swpport.in the areass where their production sctivity was highest.
There was no discernable trend to have OCR deemphssize its
operations in areas where production. activity was high and con}tl
c&ntraﬁ#@ its resources in areas where the production offices had
a lesser degree of coverage,
The user study did not forecsst major reductions in fhe
trend of requg;ments that would permit significant cutbacks
in OCR mesmpower. Therefore, in view of the necessity to
materislly reduc; OCR's manpower needs, Mr. Vance stated that
it wes necessary to tackle the problem on three fronts:
1. OCR must develop new and less expensive methods
of controlling and retrieving documentation »nd informtion. The system
must be reorgsnized and rationsalized so that economies might be
found in such areas as single processing of the document flow.

reduction in reproduction2~and filing in multiple copy, use

of single ocabularies f%xE Qn}éeExglg ete.
o Foreign Disse
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2. Working with the ppincipel user offices, OCR must
develop more sengitive Criteria_for the determination of what
was important to index and hold and what was ﬁoﬁ, ih order to
cut the size of both thelinput and file m?intenapce and re-
trieval jobs. ) : ; ) .

3. OCR would have to curtail or eliminate sctivities that
were wanted by customers but were in a liowersfspectfum-bf
d emand than others.

Thege findings, Mr., Vance stated; meant that OCRQﬁust
redegsign thé centrsl reference system to meet the following
objectives: E

1. The system must have }?igh degree of sensitiviﬁy to

the ch;nging character of user reguirements, must te flexible
enough to permit rapid, effective nccomodation téfhange, and
must provide contingency coverage sgainst sreas of possitle
future interest.

2. The system must bte csmpable of fést,response to legitimate
priority requests for service but, st the ssme time, must be
c ontrolled to ensure that the costly cuick response eapability
was not used to service lower priotity requeststhat could be
| handled by slove;: less expensive methods.

2. The system must be regulsted by integrested and
standardized operating procedures that minimmzjgém}ggplicnte
or redundant processing of msterials entering the system.

k., The system#EE;t be highly selective in choosing

material for processing =nd retention and must have ressonagtle,

enforé%ble guidelines for purging itself of information

t oo costly to store in r%ﬁgi%nE;g its use.
No Foreign Dissem
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5. The system must be capable of handling sll-source
reference materigls in an integrated manner. .
| €. - The systgm must have provision for accdmdfxting

CHIVE in the event the COG test established the feesibility

of CHIVE implementatinm}how.ever) the syst;m musf be eblév to

operate effectively by 1tself if CHIVE did not materialize

as sn effective central refer'ence capability.

To meet these objectives, Mr. Vence said, OCR must develop

a relastively inexpgnsive, computer-agsisted indexing s;nd retrieval
systenm througﬁ which it could get minimal control over that
po's;tion of the document flow that must }‘e controlled =t all. Then,
‘he said, ‘altgy would )i)ut the balance of‘::f?orces to work on a
combination of machine-assisted snd menually supported efforts
against the functions and areaé of highest interest, particularly
biographics. Although OCR had never had uniform coverage by subject
and srea, it plsnned, in the future, to stress even more the

t arceting of resources against the pz;ioiity_needs of cutomers,
retaining only = minimsl base control of the mass of material that
would afford a.contingency retrieval service. In addition, kI it
plsnned to preserve the effective operation of tasi& document
services in receif)t,, control, storage and d%\ssemination, asg{ell as
minimsl /L/ibrary selection snd cataloging, reference services, snd some film
a nd phot ographic effort.

A complete reorganization of OCR wasconsidered necessery

to accomplish the manpower reductions desfx‘ed snd to

reghpae reshape the service on a more minimel basis. In essence,
igsx

OCR declded to place the gﬁséﬁif,i, in twvo main groups-~a d.oc%mznt

No Foreign Dissem
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delivery systems group, handling the basic document services
of receipt, filing, storage, disgeminetion, reproduction end
" mechine opera'hinns, nnd an information group providing indexing.
and informntion gervices. The latter element would be suﬂ:rhv:ic‘{/g:L
4 into regional, rather than funetional components -in reasonably .
b alanced area divisions. This reconfiguration would allow the
office to provide single-point, all-source service for
customers; single, or at leamst minimal, processing of the
incoming docwnents, use of 8 minimum number of vocabulnries, and
t he development of‘ OCR personnel who, over\time{ would become more
familisr with the probleﬁls of the regionally oriented user.

Mr. Vance noted that testing of the CHIVE concept should go
forward, in his judgment, even though the thinning of OCR‘
gesources would probably preclude its implementation on any
isrge scele. The planned CHIVE experiment on the China ares vas
s t111 considered worth trying in view of the large amount of
Boney alpesdy invested in 1t, btut this experimentatlion was not
to be a prerequisite to rec{?!;anization on regionsl lines, mor
wvag it to substitute for the immediste development of = less
costly, less complex, computerized indexing =nd retggﬁml system.

In summ Ty, Mr. Vance reocommended the following courses of
action, vhich the DDI, R. J. Smith, mpproved on I May:

1. That OCR be reorganized into twvo main groups;;iaeafud'ing‘
the document delivery systems group and the regionally oriented
information group. In{anddition to the advantages cited =bove,
this organizetion would shorten the span of msnagement control at the

office level snd give OCR = fpesh look at its operstions from =
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regional, =5 opposed to a functionel, basis. Further, it would
establish five area divisions, all working on similar pfoblems,
and thereby allow ﬁénaéement(Eéffszfffgfizjfng;ig;fﬁéﬁﬁ)vith
d 1fferent approéches snd systems. = i

2. That OCR be alloved to develop a new computer~assisted
Indexing apd retrieval sysfem that wo;zlq provide a minimu? shaliow
lér;el of control ovér tha?éortion of the tasid 403hment flow
warth indexing at all. This system would be installed ss the basic
processing tool within the régionally configured divisions.

3. That te;ting qf the CHIVE concept be continued in the
form of the COG. This element would take on the sctual

p rocesting of documentation sbout the Chins area so that it
woul&not be simply an overhegd experiment. In sddition, certain
minimum staff would have to re keﬁton finishing up the desigﬁ
phase;

bk, That meximum effort be made within the area divisions
to allocate their effort and manpower against the areas of prime
concern as Indicated by the users. The baété %bmpnter-driven

indexing system, mentioned in 2. sbove, would be supplemented
by various forms of manual and machihe-driven systems where
necessary to enhgnce the control snd acce{ss of biographic,
organization, and other’types of informatiom.

%. That the concept of developing end oprrating a referrsl
system be incorporated in the design of each of OCR's areas
divisions, and that the full cooperation of the research offices
be given so that a meaningful experiment could be conducted.

€. In line with the prceding recommendation, that
"SECRET ‘
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OCR seek g much closer and continuing relationship with the user
o ffic es sox thet its services might be tailored more to thefr

. priority demands, and that more real meshing of support and

p roduction take place.
' 7. That the DDI approve sn orgsnizational strength of 520

for OCR through at least FY. 1969, unless the D/CR indicafeﬁ his-
ability to make further reductlons prior to that.

Redution in Intelligence Support Services

On 21 March 1967 the DDI notified the Direcfor of DIA that
tecause of incremssingly stringent msnpower and budget?constraints
support activities of the DDI to DIA would have to bg curtailed.
Among those drasticglly affecﬁed veve the document retrieval and
copying‘services pro;ided by OCR. The specific document serVices
provideé to DOD elemehts, including private and sovernment agencles
under contrsct to DOD, were among those the DDI planned to terminate

in time to effect savings by 1 July:
1. Documeﬁt retrievel andecopying of any noniSIA—origin%E%ed

<
materal.
2. Document retieijval services sssociated with special

intelligence.
3. 'Tntellofax, including both machine searches of the

4
document index records =snd docufment retrieval and copying

asso}dated therewith.
L. Retrievnl snd copying of CIA-originasted documents

p reviously disseminated to DOD.

Reorganization Plsnning Group

SECRET

No Foreign Dissem

/37

Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5




Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5

SECRET

No Foreign Dissem

On 10 May, following the DDI's approvel of Moimmamat
the OCR reorsp nization mek- plans, Mr., Vence established sn

OCR Jees Reor@ nizetion Planning Group (RPG )idaiabdnbbedl t0

develop the opera’cionnl plan, procedure&and logistics for

' 25X1A9a
implementing an area reorganization of the oi’fice. -
25X1A9a _
-was named RPG Chaimnn Six other 'senior officers were
25X1A9a ‘

assigned to the group, five on s :E'ull-time tasis; [N
the x¥kz sixth, was to continue to serve part-time #s Director/
CHIVE Task Force. ‘

The RPG's ,job was to:

1. Bevelop M a plan for
implementing s five-area division reorgenization of the office's
information anzirefef‘ence services.

2. Allocate OCR personnel, functions and space' to those
arse divisions and coordinate with Chief/Document Systems Group,
the allocatlon of repponsibilities snd functions assigned to his
group.

?, Establish operstional processing snd service
procedures within the new organirational s’omcture.

Lk, Implement theinitial phaée of the reorgsnizstion by
establibhing snd monltoring the first area division. It was then
atfiicipated thatsthe first srea division would be established
in September 1967 and that tho entire sre=n division structui-e would
ve in operstion by 1 January 1968, {The period eventually stretched
to March.)

On T M July the dwmxhkh detsils of the reorgenization were

?resented‘ in CR 1-6. By éciaéﬁigersenior management and the RRE
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had completed the major tasks of paanninz the reorganization,
allocating people and spac to the nex structure, formmlating

the inttial operational processing and service nrocedures and
preparing the schedule for implementation. The new onynﬁzatioq{él__
stressed standardization, uniformity and high selectivity in
proéessing intelligeﬁée informatdon. The new office was to have

two major line components and a staiﬁ

1. An Information Services Group (ISG), éonsisting of
five geographic divisions and the CIA Library, to index and
process infommation, énéwer questions snd produce réports.

2. A Document Systems Group(DSG) Amber—the-Support—Sysbens
Sroup).. consisting of three functionéiiy aligned divisions, to
provide centrslized support to the geogrsphic divisions snd to
other Agency snd community 952?1V1d;5 as appropriste, in the
‘areas of open literature scquisitdon, photo and film collection
service, document and photo dissemination, storage and retrievel, snd
electronic dsta processing.

3. A Planning and Mmagement Staff (PMS) to pmm operate =
management information system, perform centralized planning and
program anal}}'ses,J direct snd coordinate experimental system
development and testing éf nex concepts, handle PPB matters, and
provide administiative gervices to the entire organization.

In placing personnel in the new structure, the taslents, experience,
performance and career potential pf each employee were considered;
each assignment vagconsidered a practical compromise tetween the

capabilities of the individual and the requigements of the office.
SECRET

No Foreign Dissem

&

¢/

Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5




Approved For Release 1999/09/24 : CIA-RDP84-00951R000300010005-5

SECRET

No Foreign Dissem

Each employee, regardless of grade, was assi@x@ed on s trasl
basis for a period of observation and evsluation; changes in
assignments were to be made, 1f necessary, to perfect the
matching of talents to the need‘s of the office.

OCR s_treng‘ﬁh was to be reduced from €15.in FY, 1968 to 526 iﬁ’
FY 1969. Normal.persoﬁnel attritﬁoﬁ was expected ‘to account for
most of this reduétion.'andllimt the impsct on t':he indi‘ﬁ?ual l
employee. ' N | -
The senior personnel as:signments in the nev organization

were as follows:

25X1A92a

Chief, Information Services Group (L'S@)

"

Programs Coordinstor.

Staff Assistant/Indexing Officer

#

CIA Librarisn

Chief, USSR Division
(FEYPAC)
Chief, Far East/PacificyDivision

(cve)
Chief, FEurope ADivision

(vE/A )
Chief, Near East/Africa /Pivision

(wH)

Chief, Western HemisphereADivision
Chief, Document Serwiees Group (DS Cz)
Chief Acquisition and Dissemination Division(ADD)
Chief, Document and Pictorial Serviées Divisi(’gnP;D
Chief, EDP Support Division (EDPS D)
Chief, Planning and quagfzmeﬁg% stagr (PM5)
Curator, HIC Welter Pforzheimer

. The FE/PEC Division was chosen to initiate the reerganization.

It vas to te parti/;;ally formed on or sbtout 15 August snd to begin
SECRET
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full operations 15 Septiember. " The other divisions were to follow °
at intervals. The Planningead-Mmmrcement-Support-Staff was to
begin operations at—omreer on 17 July. The divigions and branches
of DSG were to be established within the time period sllotted to
the reorganization of the ISG geogrsphic divisions, Jepeni ent
upon the overall pace of the reorganizationb and the
availability of personnel or space. s
During the Jﬁi:y-September period the RPG was to execute
various follow-on tasks aimed st setting the detmiled operating -
procedures for the ISG. Similer work was to be done concurrently
within DSG.
CiwE's Fudor
The CHIVE project was affected by the directed manpower
reductions, the OCR reorganization and slippages in the develop-
ment of computer programs. Several CHIVE concepts were lncor- .
porated into the OCR reorganization, thus eliminating the
necessity for continued CHIVE work on the conceptgs and freeing
CHIVE personnel for assignment in OCR line gx operstions. Pending
clsrification of the computer programming progsm, ftesting of
selected CHIVE copcepts in COG wms to continue under the direction
of the PMS.
N Linan Woed ’
——THus ended OCR as it had been known, snd thus began the

Centrsl Reference Serv:ice) suhject of » future history.
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