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1. 	 Background 

a. 	 Ever-increasing expansion in the scope and complexity of the 
foreign relations of the United States has created unprecedented 
problems of generation, transmission, processing and use of 
information required for decision-making and program operation. 
In addition to difficulties that have been encountered within each 
of the foreign affairs agencies, new problems and opportunities 
have arisen in the processing and exchange of information among 
them. 

b. 	 In the past each agency has sought individually to find solutions 
through improving aspects of its own communications and documents 
handling processes. However, a comprehensive, joint approach is 
required if substantial systems improvements are to be realized. 
Therefore, the Department of State, the Agency for International 
Development (AID), the United States Information Agency (USIA), 
and the Arms Control and Disarmament Agency (ACDA), with the 
assistance of the Bureau of the Budget, have agreed to a joint 
initial effort to delineate inadequacies and to formulate and carry 
out a program for the development of modern compatible systems. 

2. 	 Responsibilities and Procedures 

a. 	 Responsibility for this program has been assigned within the 
participating agencies as follows: 

Department of State: 	 Deputy Assistant Secretary for 
Management 

AID: Deputy Assistant Administrator for Administration 

USIA: Assistant Director for Administration 

AODA: Executive Director 
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These officials 
study. 

are providing the staffing and support for a joint 

b. Areas of concern to the Joint Project Staff include: Definition 
of information requirements; present document flow and 
processing within and among. agencies; "need to know" in 
existing distribution patterns; duplication of documents and files; 
mechanisms for retrieving stored information; possible needs for 
joint storage of certain information in a data base to facilitate 
interchange of information; extent of reliance, on memory supported 
by "personal" files; and tiipe required for reading and acting on 
incoming and outgoing communications. 

c. The first stage of the project will require about six months. It 
will constitute a survey to: (1) identify and determine volume, 
timeliness, and other significant characteristics of information 
needs of both decision-making and operating elements; (2) inventory 
and analyze present information processes; (3) prepare a preliminary 
outline of a long-range system (or systems) to best meet-both inter 
and intra-agency needs; and (4) identify and specify a program for 

development of the system. 

d. A related concurrent task will address itself to the development of 
an improved information system for AID's technical assistance 
programs; the estimated duration of this task is ten months. 

e. The second major stage will include the detailed design of a 
comprehensive system and its major components, taking advantage 
of the latest knowledge and equipment in the field of information 
handling, and installation of interim -improvements identified in 
the exploratory.survey. ' This will be followed by the -long-range, 
step-by-step development of the over-all system or systems for 
generation, distribution, storage and other, processing of foreign 
affairs information. 

f. To ensure that the needs of posts in the field are adequately 
considered, project personnel will visit a small number of 
representative posts having significant, State, AID and USIA 
activities. Post selected will be notified as soon as possible. 
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* g. The success of this project depends in large part on the cooperation 
and participation of senior officers in all of the agencies. It is 
essential that the Joint Project Staff obtain, in the short time 
available, a full understanding of information requirements and 
information management problems of each agency. Conferences 
and individual interviews with officers and operating personnel 
will be arranged by the project staff, Any questions or suggestions 
regarding this effort should be addressed to the appropriate staffb' 
members listed below (Room 2242, New State, Extension 8741). 

State - Curtis L. Fritz 

AID - John De Wilde 

USIA - Paul Grabbe 

ACDA - Charles R. Gellner 

AID DISTRIBUTION: 
List H, Position 8
 
List B-1, Position 8
 

(OM)
 

(NOTE: Number of last circular issued: FAMC No. 266.)
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- ABSTRACT 

This document presents the results of a five-month study 
and analysis effort by Dunlap and Associates, Inc. , in con
nection-with the Foreign Affairs Informa-tion Management 
Effort (FAIME). An earlier report, "Evaluation of Present 
Information Handling Practices, " described the evaluative 
findings and conclusions concerning present practices with
in the Department of State, Agency for International 
Development,- U. S. Information Agency and the Arms 
Control and Disarmament Agency as required by Phases I 
and II of that effort. The present report presents recom
mendations for a plan and program to overcome the defi
ciencies discovered and reported in the evaluation. This 
plan and program describe 1) a broad design and operational 
concept for a foreign affiars information management system, 
2) recommendations for methods to be used in determining in 
detail the operational requirements for that system, 3) a plan 
for the system's incremental development, and 4) a plan and 
program for the implementation of some important interim 
improvements for each of the agencies which can be insti
tuted prior to actual implementation of the recommended 
system. 
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1. INTRODUCTION AND SUMMARY 

1. 1 Introduction 

1.1.1 Purpose 

This final report has been prepared and is submitted as required 

under Contract EB-93, Article 1, Section 3, and documents the conclusions 

reached during Phase A of that contract: It is based upon the formal eval

uation report "Evaluation of Present Information Handling Practices, " 

(Report 551-1, 10 May 1965). That report reflects the major substantive 

operations of the four agencies and their associated needs for information 

management. The present report contains an initial definition of the efforts 

involved in moving from present information handling practices to a long

range foreign affairs information management system. Both interim and 

long-range development plans are focused on the requirements posed by 

the operational capabilities that must be maintained in the Department of 

State, the Agency for International Development, the United States Informa

tion Agency, and the Arms Control and Disarmament Agency - individually 

and as a part of the overall community of foreign affairs agencies. 

1.1.2 Scope 

This report contains recommendations for the development of a 

foreign affairs information management system including: 

1) a broad operational concept for the system; 

2) recommendations for determining in detail the 
operational requirements of the system; 

3) a'plan for its incremental development; and, 

4) a plan and program for the implementation of certain -

important interim improvements for each of the agen
cies which can be instituted prior to active implemen
tation of the recommended system. 
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The report is organized into four principal sections of which this 

Introduction and Summary is the first: 

Section 2 contains the Foreign Affairs Information Manage
ment System (FAIMS) concept. It describes the elements of 
the FAIMS concept under the following headings: 

o 	 Operational capabilities - the ways in which an
 
information system. will support agency functions.
 

o 	 Information system capabilities - -the technical 
processes by which information is collected, 

manipulated and produced for the user.
 

o 	 Operational system concepts - the configuration
 
of human and technical resources together with
 
their controlling programs and management.
 

Section 3 describes in some detail the requirements for sys
tem development, a plan for acquiring the more detailed in
formation needed to draw up definitive system specifications,
 
and a program for FAIMS implementation.
 I 
Section 4 contains a set of recommended interim improve
ments in information handling and management that can be
 

implemented without delay.
 

The overall effort under the contract also includes, as Phase B, 

the development of a design for, and testing of, a Technical Assistance 

Program information handling system for AID. . Phase B is currently in 

progress and will be reported on separately. 

1.1.3 Acknowledgements 

It is important to acknowledge the sustained effort and the significant 

assistance provided by the personnel assigned to the FAIME study by each 

of the four foreign affairs agencies. The names and organizational affilia

tions of all these personnel are listed below since an attempt to provide 

special acknowledgement for any individuals would be doing a disservice to 

the others. 

I
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STATE	 AID 

Mr. Curtis L. Fritz Mr. John E DeWilde 
Mr. N. Spencer Barnes Mr. Wyman R. Stone 
Mr. Wesley-C Haraldson Mr. Victor Porlier 
Mr. Robert S. Folsom Mrs. Wilhelmina Seccombe 
Mr. Edward W. Harding	 Mr. Marvin McFeaters 
Mr. Robert Whipp Mrs. Delores Parker 
Mrs . Robin Horn Miss Ann Wyatt 
Mrs . Joan McGough 

USIA	 ACDA 

Mr. Paul Grabbe	 Mr. Charles Gellner 
Mr. Edward Cordell	 Miss Lenor Burmaster 

Mr. James Bodnar 
Mr. Hampton Davis 

Bureau of the Budget 

Mr. Willard Fazar
 
Mr. Bernard Urban
 

In addition to the above FAIME staff members, many other Agency per

sonnel contributed their time and efforts to the results reported here by 

finding time in their very busy schedules for interviews, by assisting in 

the collection of information and in validating the results. 

1.1.4 Responsibility for Report Contents 

Our efforts have been materially assisted by the agency personnel 

through granting interviews, participation in the program and review of 

the recommended plan and improvements. At the same time we wish to 

assert that the entire contents of this report are the sole responsibility 

of the Dunlap and Associates, Inc. staff involved in the FAIME project. 

That staff included the following: 
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Mr. R. T. Eckenrode, Responsible Officer
 
Mr. D. L. Whittemore, Program Director
 
Mr. D. S. Miquelon, Project Director (STATE)
 
Mr. S. P. Ginder; Project Director (AID)
 
Mr. R. P. Winterberg, Project Director (USIA)
 
Mr. D.. C.. Weeks, Project Director (ACDA)
 

Mr. J. H. Nichols
 
Mr. E. F. Forsythe
 
Mr. C. R. McBride
 
Mr. R. J. Kent
 
Mr. P. H. Kach
 
Mr. S. P. Todd
 
Mr. L. Colvill
 
Miss M. Mix
 
Miss A. A.. Amelias
 
Mrs. L. E. Munford
 

I 
1. 2 Summary 

1.2.1 General 

This report presents recommendations based on the findings and con

clusions, reached in what was essentially a five-month study of the informa

tion handling practices of the Department of State, the Agency for 

International Development, the United States Information Agency, and the m 

Arms Control and Disarmament Agency. The scope of operations of these 

agencies and associated information handling activities is of a complexity 

which defies thorough comprehension and analysis in such a short period of 

time. The purpose of Stage I of the Foreign Affairs Information Manage

ment Effort (FAIME) was, therefore, limited to a broad determination of 

the common and unique agency information requirements, the methods and 

techniques presently employed to meet those requirements, and a concept 

for the general configuration of a modernized information management sys

tem which would more effectively support the operations of these agencies. 
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1. 2. 2 Previous Study Efforts. 

In any discussion of the FAIME project, it should certainly be pointed 

out that information and the problems associated with its management have 

received increasing attention from all the foreign affairs agencies as shown 

by the number of previous studies (194) and present ongoing improvement 

studies and programs (260) which were reviewed during the project effort. 

Despite these efforts, however, information management problems 

continue to exist. The reasons generally cited for this situation include 

the following: 

1) 	 Past efforts have had too narrow a focus, tending to 
concentrate on the problems of only one (or at most 
a few) organizational unit within a single foreign af
fairs agency. 

2) 	 These efforts have used a piecemeal approach, usu
ally concentrating on a single aspect, e.g., reporting 
or communications, of the total information manage
ment problem. 

3) 	 Another factor, a corollary of the narrow focus, is
 
that there has been a lack of top-level backing or
 
interest in these studies.
 

4) 	 Finally, there has been inadequate follow-through on 
many of these studies as represented by the fact that 
in many instances no final decision had been made as 
to implementation of study recommendations. In most 
cases, these studies have not brought about the results 
originally anticipated. 

1. 2. 3 FAIME Approach 

The overall study of foreign affairs information as it is generated, 

processed and assimilated in four agencies required a new approach 

an approach emphasizing substance and function, not confined by the 

compartmentalized limits of a single agency or organization. The FAIME 

project was established along these lines and the results obtained are be

lieved to have justified the approach, which can be summarized as follows: 
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o An. integrated total-system appraoch, encompassing 

four major foreign affairs agencies and dealing with 
all aspects of information handling - inter- and 
intra-agency, in the Washington headquarters of the 
agencies and in their foreign service posts, and from 
initial generation to final storage. 

o 	 An operations, analysis, examining the substantive 
operations of each agency to determine the sources of 
information, the means by which information is com
municated, the ways it is stored and manipulated, and 
the form in which it is finally presented to and assimi
lated by the user. 

o 	 A system requirements study, analyzing the most 

productive methods for carrying out normal informa
tion management system functions such as acquisition, 
processing, retrieving and presentation to system users. 

o 	 An organization, created to deal with this multi-dimen
sional approach composed of a study team of foreign 
affairs specialists from the four agencies together with 
Contractor system design specialists to ensure the 
consideration of practical problems and practical de
sign solutions. 

0 A planned and organized follow-through capability, rep
resented by the FAIME Office and the Inter-Agency 
Working Group. 

o 	 An Inter-Agency Committee of Principals, to provide 
the authority and impetus necessary to ultimate success. 

1. 2. 4 Information Management Problems Identified 

Two major problems were found to underlie most of the more detailed 

problems identified during this study: 

O 	 There is an absence of centralized and authoritative 
control over -the improvement, development and appli
cation of information-handling facilities and procedures. 

o 	 Present information handling practices suffer from an 
absence of modern facilities and associated, systematic 
procedures for the collection and tailoring of informa
tion to the operational needs of agency users. 
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These two major problems have led to (1) an overabundance of paper 

which the user must sift through to glean the information which he requires; 

(2) some limitations on the availability of relevant information to those who 

need it; and (3) cumbersome and inadequate methods and procedures for 

managing information and conveying it to the appropriate users 

1. 2. 4. 1 Problems Relating to the Availability of Information 

More specifically, the following inter-agency problems related to the 

availability of required information were idefifified: 

o Foreign Policy Planning 

Information necessary for long and short range foreign 
affairs' planning is widely dispersed among many agen
cies and offices. Inadequate capabilities exist for its 
rapid collection, review and processing in support of 
policy formulation and related operations. 

o Foreign Policy Guidance 

The current methods of correlating incoming informa
tion about day-to-day external events necessary to 
develop appropriate response guidance requires a very 
heavy expenditure of effort in all agencies. Yet the 
daily guidance.is not always clearly related to basic 
policies; it lacks the unique "slant" appropriate to-the 
different agencies. 

o Crisis Management 

There is a need for a stronger capability to focus the 
talents, of the individual -agencies and the information 
(both historical and current) available to them on the 
requirements for meeting crisis situations and devel
oping optimal responses. 

In addition, the following Intra-Agency problems in the availability 

of information were identified. 

o Institutional Memory 

There is a lack of ability ,to reconstruct histories of 
domestic and foreign events, including their backgrounds 
and the response made to them, from which the agencies 
could develop guidance for responding to similar events 
in the future. 

1-7 
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I 
o Agency Planning and Programming 

Present methods for bringing all available relevant 
information to bear on the development of agency plans 
and programs are inadequate. Consequently, the bur
den of detailed programming must be overcome anew 
with each planning and programming cycle. 

o Program Monitoring and Control 

Once a program is implemented, agency management 
is not able adequately to determine its status in rela
tion to the plan on a continuous basis. This precludes 

rapid detection of flaws in the original program and 
immediate correction or modification of either the plan 
or the program. 

o Program Evaluation 

When a program is completed, an effectiveness analysis 
should be a routine step in evaluating the plan and its 
ultimate realization. - Presently such evaluation capa
bility is limited in depth because the necessary data are 
not always collected or made available. 

o Management Reports 

The existing management reports do not provide man
agement with an adequate source of information essen
tial to planning, budgeting and program justification. -

This situation is in part due -to the inadequacies of pro
gram monitoring, control and management information 
mentioned above. 

1.2.4.2 Problems Relating to the Handling of Information 

In addition to problems in the availability of informatioii, the follow

ing specific problems in the present methods of handling information were 

identified: 

Collection and Reports Control 

There is no adequate attempt to exercise systematic con
trol over the information being produced by the foreign 
information reporting programs - with partial exceptions 
in economic reporting (CERP) and some administrative 
programs. This condition leads to redundancy, excessive 
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volume, unnecessary reporting, and consequent dis
satisfaction with the present reporting process both 
in the field and in Washington. 

o Internal and External Communications 

Communications facilities between the foreign affairs 
agencies and between dispersed agency units are less 
than satisfactory and lack modern aids for effective
inter-communications. Facilities for external com- 

munication, primarily to Africa and some of the con
stituent posts, are similarly not adequate. 

o Subject Classification System 

The retrieval of information from one agency by 
another agency is hampered by the lack of a standard 
subject classification system by which information is 
categorized as to subject and country or area, and is 
thus identifiable and accessible. This situation must
be resolved prior to the final design and implementa
tion of a foreign affairs information system. 

o Storage Methods and Facilities 

Present facilities for long-term storage of information 
are adequate and expensive, and-do not facilitate rapid 
retrieval upon request. This condition has led to a 
multiplicity of private and unit storage facilities with 
duplicate files and increased storage costs. 

o Dissemination Control 

Very broadly defined information requirements are 
coupled with an inadequate capability for selective dis
semination based on functional requirements. This 
results in a heavy volume of paper work for all sub
stantive and many administrative officers. 

o Processing for .Use by Operational Users 

Only the mdst rudimentary capability exists for con
trolling the flow of information through processing 
methods such as indexing, abstracting, summarizing 
or otherwise correlating information to minimize 
dissemination volume and tailor it to the specific 
requirements of the user. 
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1. 2. 5 FAIMS Requirements and System Design Concepts 

Resolution of the information handling problems identified and re

moval of their causes are thus the tasks to be faced in the development of 

a comprehensive Foreign Affairs Information Management System. Briefly 

stated, the objective of the FAIMS is to support operations by assuring that 

the information required by a user is available in a useful form at the time 

it is needed. 

1. 2. 5. 1 FAIMS Requirements 

A set of system requirements essential to meeting the objective have 

been developed as a-preliminary to system design. These are: 

o Modernize the processing of the information so that it 
will be delivered to the user at his request, in a form 
appropriate to his need (rather than in the form in 
which it happens to exist). 

0 Permit the management of all relevant information by 
implementing controls over the generation, 'trans
mission, storage, etc., of information to meet current 
and anticipated operational needs. 

o Support operations unique to an agency in ways most 
appropriate to that agency, and support common opera
tions in ways acceptable to all. 

0 Maintain security of information with proper safeguards 
for defense security classifications and for privileged 
and private communications. 

o Produce an economical system which the foreign affairs 
agencies can afford to acquire and to operate. 

1.2.5. 2 FAIMS Design Concepts. 

In developing a conceptual design of a system to.satisfy these re

quirements, several design concepts have been followed. These concepts 

are based on the FAIME analysis of the foreign affairs community and the 

general state-of-the-art information systems design. The basic design 

concepts are: 

1-10 
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0 Flexibility 

Agency demands and interests are subject to constant 
change; thus the system must retain an adaptive flexi
bility to meet those changes. This applies to all as
pects of the FAIMS configuration, operation of its 
capabilities, equipment design, programs, procedures 
and the design and operation of its control (management) 
mechanisms.. 

o 	 Management Control 

Information management is an .integral part of agency 
management and operations. Therefore, the design, 
implementation, operation and control of the system 
must be constantly under the scrutiny and control of top 
management in each agency. 

o 	 Centralized Facilities 

The broad base of common informationhandling re
quirements suggests advantages to be gained through 
centralized facilities. Two benefits which can be 
achieved include greatly increased power and speed and 
a considerable decrease in total cost. 

o 	 Direct' User Operation 

Policy-making and operational personnel must be able 
to utilize' the system without an intermediary except 
for highly complex problems-which will require techni
cal assistance from system operational specialists. 

o 	 Incremental Implementation - This approach consists 
of implementing self-contained steps of a total system 
over a period of time. Progress keeps pace with the 
careful, detailed definition of each successive step and 
with the availability of resources for implementation. 

o 	 State- of-the-Art-System 

Available and proven techniques and equipment are 
clearly appropriate to FAIMS implementation. This 
approach eliminates most basic research costs and 
allows the major investment to' be placed in system de-
velopment and modern equipment. Through the incre
inental implementation approach, however, new 
techniques can be adopted as they become available, 
assuring a constantly up-to-date system. 
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o 	 Compatibility With Other Systems 

Compatibility with the systems of other agencies such 

as DOD and CIA is desirable to facilitate the exchange 

of information,' the possible joint use- of certain facili

ties, and the coordinated iandling of joint problems. 

1. 2. 6 System Configuration and Functions 

* The FAIMS concept envisages a complex system composed of many 

subsystems, elements, equipment, and software components, facilities 

and personnel. They may be grouped into three general classes or as

pects of the total system:- 

0 	 The equipment, facilities and personnel which provide 
and support the functions and capabilities of-the system. 

o 	 The functions or elements of the system such as storage, 
processing, or communications, which are-the building 
blocks of the operational capabilities of the system. 

o 	 The operational capabilities - each one a unique com
bination of system elements which handles specific in
formation in a way tailored to.provide support to a 
particular substantive or administration operation. 

The overall system configuration (see Figure 2-5), is arranged so 

that portions of the system are located at and can be used by personnel at 

all locations occupied by the agencies. Major equipment is centralized 

to the maximum extent consistent with the provision for immediate access 

and operational control. 

The functions of the system and their interrelation are shown in 

Figure 2-3. These functions operate to: 

o 	 Facilitate the flow of information from source to user. 

o 	 Disseminate information on the basis of current user 
* 	 interests. 

o 	 Provide indexes, abstracts and texts- as requested. 

o 	 Store the various forms of information. 

I
 

I 
I 
I 
I 
I 
I 
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o 	 Process information'and data. 

o 	 Provide methods for communications between system 
and users. 

o 	 Provide mechanisms for controlling these processes. 

1.2.7 System Capabilities in Support of AgencyT Operations 

A set of FAIMS operational capabilities are recommended for the 

support of coimon and unique agency functions. The relationship be

tween 	the system capabilities and agency functions is shown in Figure 2-2. 

The major operational capabilities recommended are: 

0 	 Common Capabilities 

Crisis Management 
Country Background Information 
Operational Guidance Information 
Foreign Affairs Planning 
Management Summary 
Administrative (in some areas) 

o 	 STATE Capabilities 

Country Geo-political Situation Monitoring 
Response Alternative Determination 
Policy Formulation Assistance 
Policy Guidance Dissemination 
Cultural Program Support 
Passport Support 
Visa Processing Support 

o 	 AID Capabilities 

Country Assistance Program Update 
Country Program Development Support 
Resources Status Monitoring 
Program Implementation Monitoring and Evaluation 
Program Support Monitoring and Evaluation 

USIA 	Capabilities.0 

Foreign Audiences and Attitudes Data Base 
Agency Planning and Policy Formulation Support 
Project Planning and Policy Formulation Support 
Media.Production Storage and Retrieval 
Program Execution Support 
Program Evaluation Support 
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o ACDA Capabilities 

Resource Monitoring and Evaluation 

Program Results Evaluation 
Arms Control and Disarmament Status Monitoring 
Data Collection and Analysis 
AC&D Concepts Evaluation I 
Foreign Affairs Monitoring 
Negotiation Support 

These recommended operational capabilities are those which the 

system should ultimately support and provide. 

1.2.8 Implementation Plan and Program 

The recommended FAIMS implementation program consists of three 

distinct phases: (1) Immediate interim improvements, ,not necessarily 

part of the.FAIMS; (2) FAIMS first system increment des'ign efforts; and 

(3) Subsequent increment capability design efforts. The program has 

been developed in a logical sequence intended to establish a fully opera

tional systems complex, in increments, over a five-yea-r period from: 

1966 to 1970. Each increment, while it-forms a segment of the overall 

FAIMS concept, will be self-contained in the sense that. its capabilities 

are to be fully operational and not contingent upon subsequent stages of 

the program. By overlapping the installatiqn, of one increment with the 

specification stage of the following increment, the-entire systems com

plex can retain the necessary unity of design which'char.acterizes the-

FAIMS concept. Overall &ost estimates for-this program are shown 

below. 

Fiscal'Year 	Costs 

(-in millions) 
1966 1967 1968. 1969 1970 Totals 

Equipment & Facilities 0 3. 0 1. 0 0.5 0.5 5.0 

Analysis & System Design 1..O 1.5 1.5 1.0 1.0 5. O 

apability0Programming 0 1.0 2.0 1.0 1.0 6.o 

1. O 5.5 4.5 2.5 2. 5 16.0 
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The estimates of contractor manpower necessary for system design 

integratipn,,.Jfor detailed design and specifications of system equipment, and 

for the design of system operational capabilities to be activated in the first 

increment are shown in Table 1-1. 

1. 2. 8. 	 1 Interim Improvements 

The interim improvements recommended for immediate implementation 

meet one or more of the following criteria: 

o 	 Must be simple and easy to introduce and yet should clearly 
promise savings in time or cost in handling information. 

o 	 Must be required for the improvement of information handling 
regardless of the ultimate FAIMS concept. 

o 	 Is required as a preparatory step to the development of the 
ultimate 	FAIMS. 

1 
The following major interim improvements are recommended: 

.o- Inter-Agency Improvement 

o 	 Development of a uniform storage and retrieval 
system including: 

o 	 Subject and area classification and indexing 
scheme 

o 	 Miniaturized (photographic) storage system 

o 	 Equipment, methods and procedures associated 
with these 

o 	 STATE Improvements 

o 	 Updating of the Organization Manual 

o 	 Daily annotated message index for Regional Bureaus 

o 	 Experiment in improvement of political reporting 

0 AID Improvements 

o 	 Documenting of the annual CAP/LAS review 

o 	 Inventory of existing automated data bases applicable to 
AID operations 

o 	 Revision and updating of AID manual orders 

Additional interim improvements are described in Section 4. 
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1-1. Estimated Contractor Manpower Requirements for Stage II 
Table 

4'	 No. of 
TotalNo .	 of . esibed in 'Personnel 

onths Man-Months 
e tion Required M

Effort 
various 

rinsulitn Services 3. 3. 1. 1 -3 	 32 
1.. 	 mnteriamnprovemen 

3.3.1.2
2. 	 System Design Integration 24122 
Operational Concept 2 12 24
 
Equipment 12
2	 6 
Facility*	 122	 6 
Program Design	 6 122 
Personnel Selection and Training 

3. 	 First Increment Design 
a. 	 Interagency Capabilities 3. 3. 1. 318 

Reports Control 1-1/2 12 18 
Dissemination
 

b. 	Agency Capabilities-
State 12 

- Passport Processing 1 12 12 

Incoming Message Indexing I 12 12 
Visa Processing 

AID 
Country Assistance Update 1 12 2 

Program Monitoring and Evaluation 

USIA 
Definition of Foreign Attitudes and 

Audiences 1 12 12 

Agency Program Evaluation 
A CDA 

Evaluation of Program Results 1 1 1 

c. Interface Requirements 	 3.3.1.4 3 . 3 
-m m m1d. Second Increment Planning m mm3.3.1.6--- 3 	 12 36 

3e. 	 Management and Liaison 
12 3Total Professional Personnel 
126 

Technical Assistance and Secretarial3.f. 
*Requires the subcontracting services of an architectual engineering firm. 



o 	 USIA Improvements 

o 	 Program material indexing and retrieval 

o 	 Program effectiveness evaluation improvement 

o 	 Policy guidance dissemination improvement 

o 	 ACDA Improvements 

o Information management team implementation 

o Dissemination profile techniques development 

o Reference information acquisition program 

o Office of record for substanitive information 

1. 2. 8. 	 2 FAIMS First Increment Design 

Two separate but related activities are required during Stage II in 

addition to installation of interim improvements: (1) the information 

system design must be further detailed to a degree which will permit 

initial equipment procurement and related actions, and (2) the detailed 

design of first increment operational capabilities must be worked out. 

System design efforts will include the following five major activities: 

o 	 Further detailing of the FAIMS operational concept 

o 	 Development of detailed equipment functional specifications 

o 	 Specification of FAIMS facility design 

o 	 Initial development of FAIMS program system design 

o 	 Preliminary development of personnel and training require
ments 

Detailed design of first increment operational capabilities will 

constitute a second set of major efforts during Stage II. The first incre

ment capabilities were chosen to meet the following criteria: 

o 	 Must represent a significant improvement over present 
practices 

o 	 Must be capable of detailed design in 12 months and of 
installation. in the succeeding 12 months 
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o -Must reflect both inter-agency and agency information handling
 

requirements
 

o 	 Must be implementable with existing personnel and equipment I 
with minimal augmentation (e. g., rental of additional equip
ment) IThe following operational capabilities are recommended for imple

mentation in the first increment: I 
o 	 Inter-Agency Capabilities
 

0 Improved reports control procedures
 I 
o Improved dissemination. control procedures
 

0 STATE Capabilities
 I 
o 	 Passport request processing 

o 	 Improved policy guidance dissemination methods I 
o Improved visa processing (field posts)
 

0~ AID Capabilities
 I 
o 	 Country assistance program updating procedures 

o 	 Improved program monitoring and evaluation 

o 	 USIA Capabilities 

o 	 Definition of foreign audience and, attitudes data base 
requirements 

o Agency overall program evaluation
 

0 ACDA Capabilities
 

o 	 Evaluation of program results 

Implementation of these will provide a significant increase in informa

tion handling capability and at the same time will provide some needed 

design guidance (report and dissemination control procedures, etc. ) for 

future system increments. 

1. 2-. 8. 	 3 Subsequent Increment Design 

While the detailed design of the system and of the first increment 

capabilities is being pursued, initial design work on second increment 
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operational capabilities should be instituted: It is too early to anticipate 

with certainty what these capabilities will be, but they should include many 

more of those listed in Section 1. 2. 7. 1. 

The efforts summarized above should constitute the Stage II FAIME 

program. It should be pointed out that unless a concerted effort such as 

that recommended here is carried out, the information handling capabilities 

of the foreign affairs agencies deteriorate further with respect to the 

problems identified. Delayed efforts will, it is believed, only increase the 

requirement for "crash" programs to temporarily overcome these problems 

Following through on a program similar to that outlined in this report can 

put the foreign affairs agencies in the forefront of efforts to manage in

formation. 
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2. FAIMS CONCEPT
 

2.1 Introduction 

One objective of the FAIME study has been to conceive and describe 

a Foreign Affairs Information Management system which will meet the 

system requirements identified in the report on present practices (551-1). 

This section of the report describes the system concept as it has been 

developed to this point in time. It should be noted that the value of such a 

concept lies in its utilization as a goal for system development - a concept 

that will be revised continually during the development of the system and 

will never be achieved in the precise form it takes at any given point in 

time. Since it is recommended that the FAIMS be developed incrementally, 

the concept also includes some description of the system at various stages 

during its development. The system development concept described in the 

following pages should provide a significant, although partial, increase in 

required capability within two years from the start of implementation. It 

should continue being developed at a fairly rapid pace for at least three 

subsequent years so as to provide a relatively complete system within five 

or six years, presuming necessary staff and funds are made available 

according to schedule. Although continued growth and modification is very 

desirable, the level of development effort is anticipated to be sharply re

duced at the end of this period. 

2.1.1 System Objective and Design Constraints 

The objective of the proposed FAIMS is to support the operations of 

the foreign affairs agencies by assuring that information required in the 

conduct of their operations is available in a useful format at the time it is 

needed. The introduction of a formal system transfers the technical pro

cesses of information handling from the foreign affairs specialists to a 
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staff of information specialists especially trained to support agency opera

tions. FAIMS will thus be designed to ease the burden of information hand

ling tasks and will permit the agencies to devote more of their personnel, 

time, funds, and other resources to substantive-and operational tasks. 

Ultimately, the FAIMS should provide for management of all relevant 

information handled by the agencies in support of their various operations. 

The degree of control or structuring to be provided will vary for different 

types of.information; for example, reporting of project fiscal information 

will be highly controlled while voluntary political reporting will be loosely 

controlled. In addition, the system will provide for management of infor

mation: (a) at all the various locations and levels of the participating agencies 

including offices, bureaus and field activities, and (b) in the interchange be

tween the agencies and other elements of the government which have interests 

in foreign affairs information. 

The design of the system should not force substantive organizational 

changes within-.,r among -the agriei ps, A~thoigh:i±shdanrommnodatei:tself 

to such changes as they occur. In this connection, it is particularly im

portant to recognize the role of field posts vis-a-vis the Washington head

quarters of the agencies by implementing ce-rtain information handling capa

bilities appropriate to the posts at the posts. 

The substantive differences between the foreign affairs agencies and 

other governmental agencies must be recognized and legitimate require

ments for interface with such agencies (and compatibility with their infor

ma'tion systems) are pertinent considerations. However, the design of the 

FAIMS should not be forced to conform to the mold of systems designed for 

the special needs of other agencies. 

The present state of information handling in the agencies and the 

capabilities of their personnel must be recognized. Similarly, the need for 

technical capabilities and knowledge involved in information handling must 

be assessed realistically. 
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Restraints imposed by the requirements for security control as 

.defined in relevant regulations and other, sources must be considered 

carefullyin designing equipment, procedures, etc. The special require

ments for communication security and protection of sensitive sources im

pose-additional constraints on system design. 

Finally, the likely availability of funds must be recognized. This 

is not so much a constraint on detailed design as it is on the phasing of 

systen implementation and the extent of .-research and development to be 

suggested. 

2. 1. 2 System Operational Requirements 

As stated above, the objective of the system is to support the op

erations of the foreign affairs agencies by collecting, controlling, and 

disseminating the information required by these operations. The sub

stantive operations of the agencies and the associated-information require

ments were described in the FAIME Evaluation Report and are summarized 

in Figure 2-1. Each agency individually carries out some version of each 

of the operations identified in the boxes of Figure 2-1. In addition, the 

agencies collectively participate in some of the operations under leadership 

of the Department of State. The agencies individually and collectively carry 

on certain administrative and servic'e operations. Finally, in times of 

crisis, the collective agencies accelerate the performance of these functions,, 

acting more rapidly and with less reference to background material, concen

trating on execution rather than planning, etc. Ultimately, the FAIMS should 

support each of these operations by communicating, processing, storing, 

retrieving, etc,., the information required. The specific combination of in

formation inputs, inanipulations, retrieval methods, and outputs necessary 

to the support-of a specific operation or decision-making situation is defined 

as an operational capability. Section 2.2 describes the operational 
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capabilities desirable for the FAIMS as nearly as they can be foreseen at the 

pre-sent time. 1 The design of the total set of operational capabilities in turn 

will determine the requirements for information system functions such as 

communication, processing, 'storage, retrieval, etc. Section 2. 3 describes 

the combination of information system functions that will comprise the infor

mation management system. 

Section 2. 4 recommends how the operational capabilities and informa

tion system functions should be achieved in terms of equipment, programs, 

procediures, facilities, etc. The proposed method of operation of-the system 

and its configuration also are described in Section 2. 4. 

2. 2 Operational Capabilities 

This section provides a preliminary description of the operational 

capabilities required to support the operations of the foreign affairs agencies. 

Just as there are common operations and individual agency operations, there 

will be common operational capabilities and unique agency operational capabi

lities. The design and implementation of common capabilities will be the 

responsibility of the FAIMS management office while the design of the unique 

agency capabilities will be the responsibility of the appropriate agency manage

ment office, working within the general constraints of overall system design 

provided by the inter-agency coordination boai-d. (See 3-4'.) 

The operational capabilities are discussed in terms of the agency and 

inter-agency operations depicted in Figure 2-1. It should be noted that because 

of this generalized structure, the operational capabilities recommended for 

support of the agencies appear to be quite similar. The information processed 

by -these capabilities will, however, create considerable differences in their 

detailed design. For ezample, the information required for program planning 

And insofar as FAIMS supports the operation of the four agencies studied. 
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in AID is very different from that required for program planning in State's 

Bureau of Cultural & Educational Affairs and from that required to support 

inter-agency program planning. However, techniques for information 

processing developed for one agency may often be applicable to the other 

agencies as well. 

The incremental approach to system development recommended for 

FAIMS permits some operational capabilities and system functions to be de

veloped fairly rapidly while others are deferred till later.phases of the pro

gram. Figure 2-2 summarizes the relationships between agency operations 

and the common and agency operational capabilities supporting them and shows 

how the proposed first increment capabilities and interim improvements 

(Section 4) relate to these. 

Section 2.2. 1 briefly discusses the common or inter-agency capa

bilities; Section 2.2.2 discusses, in turn, the projected operational capa

bilities for each agency. 1 These capability descriptions are intended as 

planning guides; further analysis required during Stage II to provide de-" 

tailed design will undoubtedly suggest modifications and augmentation. 

2. 2. 1 Common Capabilities 

2. 2. 1. 1 Crisis Management Capability 

Most crises affect more than one agency. Effective handling of crisis 

situations requires integrated and coordinated planning under severe time 

constraints. Coordination usually suffers since meetings, private discus

sions and serial telephqne calls take time and time is at a premium in such 

situations. In'general, when manual information systems are utilized, 

1 The operational capabilities discussed in Sections 2.2. 1 and 2.2.2 
include those suggested for the first increment as well as some which 
will be implemented in later ihcrements. 
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Ilack of time severely. limits the number of factors-Which can be considered 

and the degree of coordination which can be achieved among widely dispersed 

individuals. This occur-s- at the very time when coordination and careful con

sideratio'n of all the implications are of most ifportance. An objective of 

FAIMS is to improve and expand capabilities which facilitate crisis manage

ment operations, probably ltilizing the State Operations Center as focal 

point of operations. This may be achieved initially bypr,oviding improved. 

secure voice and celetype communications to locations where such cbhmuni

cations are inadequate and by providing improved techniques for (1) indexing, 

analyzing, summarizing, and retrieving information available in all the 

foreign affairs agencies, (2) correlating the flow of information contained in, 

incoming reports, and (3) relating the developing events to background infor

mation, contingency plans, etc. In the future, the capability could be expand

ed to include some new concepts such as semi-automatic monitoring of indi

caters that signal the origin and development of potential crisis situations and 

the consequent initiation of early attention and action. 'A further extension 

to include officials of other interested agencies would increase the-value of 

this central facility. I 
2. 2. 1. 2 Background Information Capability 

Many operations of the foreign affairs agencies are organized by, and 

require basic background information on, individual foreign countries. Much 

background information is specialized, such as USIA's requirement'to con-3 

sider the number of radios in a given country. . However, analysis indicates 

that there are common inforination needs such as political composition, 

economic status, and potentials for hostile activities. These needs, if care

fully defined, could be satisfied in common. A capability for controlling the 

reporting, analysis and storage of a specified set of political, economic, 

sociological, and military facts and statistics and for providing-for its 

retrieval by specific subject and country is required. 

I 
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2.2. 1.3 Operational Information Capability 

The FAIME evaluation effort identified several weaknesses in the 

ability of personnel of the foreign affairs agencies to obtain access to the 

operational information of their own and of other agencies. For example, 

although all agencies require knowledge of foreign policy as a basis for 

their operations, there is no single source'where all the details of official 

U. S. Foreign Policy are constantly available in an up-to-date form. Another 

example of operational information of joint interest is the status of each 

agency's programs in each country. While each agency naturally concen

trates on its own programs, there is a degree of mutual impact which 

should be recognized and which may effect the-programs of more than one 

agency. Operations evaluation depends on the completeness of records and 

the capability to detect latent ,strengths.orxwealmiessesdemonstrated- by'day

to-day achievements. Thus, another FAIMS objective is to develop capa

bilities providing ready access to operational information which is of joint 

interest. 

The records created by operations in action should be collected and 

made available upon request in order that potential cross-agency effects and 

the irogr6ss7- -or lack of prolgress.--of eachagency.prog-rarn-cin bbevaluated. 

(S.ee also 2. 2. 1. 5.) 

2. 2. 1. 4 Foreign Affairs Planning Capability 

Foreign affairs planning also requires an integrated view of the capabil

ities and potential role-of each of the members of the Foreign Affairs com

munity. Fiscal and operations planning have, special information requirements 

that can be satisfied only by direct access to details on such assets as funds 

and costs, technical skills, scientific resources, etc., and their application 

to foreign opportunities. Thus, an objective of FAIMS is to support the foreign 

affairs community jointly and collectively in the task of foreign affairs plan

ning. This will require a capability to assemble and structure information 
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about the available resources and potential roles of each agency in the com

munity and their participation in unique and concerted programs. 

2.2.1.5 Management Summary Capability 

The effective condtict of U. S. foreign policy requires an integrated 

view of the mutually supporting implements of diplomacy, foreign assistance, 

the influencing of foreign attitudes, and military power. The FAIME evalua

tion analysis indicated that due to the diversity and extensive nature of U. S. 

activities, an overview of the status of U. S. programs in a given country or 

area currently is obtainable only by a difficult, time-consuming, and expens

ive process. Thus, top officials of each agency, who must consider the 

activities of their agency in the overall context of foreign affairs are deprived, 

for the most part, of the advantages of a readily attainable joint agency sum

mary of country status, planned programs, and program progress. Therefore, 

an objective of FAIMS is to provide a capability for the consolidation of in

formation into an overview of U. S. diplomatic objectives, current status, and 

future plans and the relationship between these and the situation or status of 

particular countries; 

2.2.1.6 Administrative Capabilities 

Common but riot altogether similar administrative services have pro

duced a set of related capabilities already functioning among the agencies. 

The more successful the four agencies become in devising common admin

istrative regulations and procedures, the more nearly they can approach a 

common capability for the formalized processing of administrative programs. 

By reconciling variations that have been established by custom and providing 

for exceptions only as required by unique operating situations or by statute, 

a more economical, consolidated, multi-purpose set of capabilities can be 

developed when more powerful ADP equipment is available. Reliability and 
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timeliness are the principal requirements for accounting, personnel status 

reports, services and supply capabilities. 

Although such operations are subject to constraints of frequent and 

firmly fixed deadlines, they are convenient projects for off-hours running 

by ADP systems. This is a particular advantage for a central facility with 

greater capacity and speed than would be available to smaller agency instal

lations. 

The reporting capability similarly can be expanded to provide concen

trated summaries of financial, personnel, and other resource status and 

allocation to critical and routine agency activities. 

2.2. 2 Individual Agency Operational Capabilities 

2. 2.. 1 Department of State 

The following operational capabilities are suggested as those ultimately 

required to support the operations of the Department. Again, the capabilities 

are keyed to the general operational functions defined in the FAIME Evaluation 

Report. 

a. 	 Situation Monitoring and Evaluation Capability 

This capability will be designed to organize information on develop

ing events including trends, attitudes, etc., within countries and the relation

ships between countries in ways which will facilitate evaluation in terms of 

possible responses which the U. S. might make. The capability should con

sist of several elements: 

o 	 Political, political-economic, and political
military reporting 

o 	 Cataloging, summarizing, evaluating, and 
other processing of information 

.o 	 Production of various evaluation items such 
as studies, position papers, research memo
randa, intelligence estimates, briefings, etc. 
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While it is not suggested.that automatic processes replace the existing

manual procedures, various techniques have been-,-and can be, used to I 
assist people in the performance of such activities. The proposed interim 

improvement programs for reports control and subject classification are I 
first steps toward the support required. 

b. Response Alternative Determination Capability I 
This capability. will assi'st in the determination of available 

response alternative by providing information on the availability of resources I 
(both U. S. and friendly country) which might be utilized in meeting undesir

able developing situations. It will also provide for comparing the range -of I 
possible responses with the characteristics of the situation. - Probable 

elements include: I 
o Resources data retrieval and analysis 

o Response parameter identification 

o Situation parameter identification 

o Situation/Response comparison and evaluation 

In general, a fairly sophisticated capability is required, except for the 

resource retrieval element, and the capability probably will be completely 

developed only near the end-of the program. 

c. Policy Formulation Capability 

This capability will assist in the formulation of plans and policy 

statements by providing rapid access to background information, previously 

formulated plans and policy statements on the same or related topics, 

relevant intelligence estimates, etc. It-will also provide assistance in 

ontinuously reviewing plans and policy statements to assure current 

validity in the face of current events and aid in updating when required. 

It should be emphasized that, although assistance can be provided, planning 

and policy formulation will remain as manual operations. 

I 
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d. 	 Policy Guidance Capability 

This capability will provide statements of policy tailored to 

the needs of several types of users: 

o 	 Public affairs (press releases both domestic 
and foreign 

o 	 Foreign affairs community action officers 

o Other governmental agencies
 

0 Foreign service posts
 

O Selected foreign governments
 

This capability is suggested for implementation in the first phase of 

FAIMS development and should provide means for rapidly reviewing the 

llackground material and policy statements, assisting in the generation of 

guidance information as appropriate, for assembling this guidance informa

tion into packages tailored for specific uses and users and for delivering 

these packages to the users as rapidly as possible. 

e. 	 Cultural Programs Support Capability 

This capability will facilitate the conduct of cultural programs 

by providing means for storing and manipulating information required to 

plan, develop, implement and evaluate these programs. The information 

could include such categories as planned programs, recommended and 

available candidates, availability of funds and other resources, etc. 

f. 	 Passport Capability 

This capability will permit the processing of passports more 

rapidly and efficiently than is now possible. An initial version of this 

capability is suggested for implementation in the first increment of FAIMS 

development. This initial version of the capability will consist primarily-oT 

an ability to check applicants' names against a list of ineligible names 

together with the capability to update the list of ineligible names. Later more 

advanced versions of the capability could incorporate the other aspects of 
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passport processing. The possibility of automatic or semi-automatic 

operation of the 10 domestic centers should be investigated for possible 

implementation at an appropriate time in the future. Presently ongoing 

efforts of the Passport Office and the ADP Division aimed at developing 

machine support will need to be coordinated with the proposed FAIMS 

capability. 

g. 	 Visa Processing Capability 

This capability will permit the rapid and efficient processing of 

visa applications. An initial version of this capability is suggested for imple

mentation in-the first increment of FAIMS development and will consists of 

providing automated assistance at selected field locations (at the U. S. 

Embassy in countries with large visa operations, or at regional centers for 

areas 	with less activity). The initial capability will provide for the mainte

nance 	of consolidated biographical data files and the ability to check visa 

applications against this file. Further developments could include quota 

dministratibn and control, immigrant visa processing, and reports 

generation. 

2. 2.2. AID Operational Capabilities 

Information required for planning, evaluation, and control of AID 

operations currently is generated by the country programming process, 

fiscal status reports, physical progress reports, and a variety of 

specialized evaluation and audit reports. No effective methods exist, 

however, for easily correlating implementation reports and country status 

information with country assistance objectives. Such correlation is funda

niental to meaningful assessment of existing assistance program status and 

the development of appropriate objectives, riemedial. strategies, and 

assistance plans. Several specific operational capabilities are required 

to support this basic need for integrated monitoring, evaluation, and 

control of assistance programs. 
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a. Country Assistance Program Update Capability 

The Country Assistance Program Update capability recommended 

for implementation in the first increment of FAIMS will provide an automated

capability for using exceptioi reporting, continuously updating statistical and 

narrative information required to define: 

1) Framework for AID Strategy: Information required includes 

knowledge of current U. S. objectives and policies; appraisal.of the economic, 

political, and social trends in the country; appraisal of the country's efforts 

toward self-help and social progress, and of the country's development pro

gram and policies and analysis of foreign resource needs. 

2) U. S. Assistance Strategy: Information required includes 

selection of U. S. assistance goals; alternative aid levels; collateral U. S. 

actions and effect on the U. S. economy; self-help requirements; other 

assistance donors; and a summary of strategy. 

3) U. S. Assistance Program: Information required includes 

the summary and goal plan. 

- These country statistical and narrative data will be processed to 

provide: (1) periodic country assistance program reports, (2) response to 

selected information retrieval requests pertaining to conditions within a 

cooperating country, assistance strategies, or programmed and proposed 

assistance projects, and,(3) information on country assistance programs to 

be used for Congressional and other high level presentations. 

b. Country Program Development Capability 

This capability will provide for the processing-of country pro

-gram information to permit categorization by goal plan, activity targgt an 

types of assistance. Financial, personnel and materiel resources requikd 

by individual proposed and ongoing projects will be itemized and summarized 

to project total assistance program resource requirements. Alternative 

country program proposals could be developed and evaluated by modifying 

projects to be included in the assistance program. 
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The capability will provide an index of program history 

abstracts and retrieval identification numbers to permit access to selected 

program history case files. Results, methods, significant problems en

countered and other project history information could be retrieved and 

utilized in detailed project planning. 

c. 	 Resources Status Monitoring Capability 

The Resources Status Monitoring capability-will provide for the 

maintenance of the current status of resources available for application to 

country assistance programs, and detection of resource levels and con

sumption rates which deviate from planned figures. I 
Status of resources procurement, expenditures, periodic 

accountings, and inventories will be maintained for: I 
o 	 Foreign Assistance Act Appropriations (by category) 

o 	 Surplus commodities currently available (from USDA) I 
o 	 Local currency (both U. S. accrued and U. S.
 

controlled)
 I 
o 	 Excess U. S. Government Property (under direct 

and advanced acquisition) Io 	 World organization programmed investments and 
support by cooperating country (EXIM Bank, U. S., 
WHO) I 

A personnel skills inventory will also be maintained. Educa

tion, occupational code experience, and other related skill data will be I 
stored for U. S. direct hires, participating agency personnel, and foreign \ 

nationals employed by AID missions overseas. I 
Status information on selected resource categories or items 

conforming to specified descriptive terms will be capable of being retrieved. I 
Resource information also will be processed to produce periodic status 

reports by category. I 
Resource levels, procurement and expenditure trends will be 

compared with appropriate criteria to detect deviations from a planned I 
2-16 I
 

I
 



fs 

resource posture and undesirable trends such asagenerating local 1 p 1 

currencies at a rate exceeding expenditure rates. 

d. Program Implementation Monitoring /,Evaluation Capability 

This capability is suggested for implementation in the first 

increment of FAIMS development. It will provide access to information re

quired for monitoring and evaluating ind4idual assistance projects and 

total country program status. The capability will permit continuous updating 

of financial and hysical progress data and correlation of current status and 

trends with established benchmarks. Deviations from planned progress, 

financial or material expenditures will be detected and reported according to 

eptablished guidelines. Assistance data will be compiled to present overall 

country program status and trend summaries. Information will be itemized' 

by project and summarized by goal plans, target activities and types of 

assistance. 

- Selected information and evaluations will be transferred to a 

project history file upon project completion or at the end of each operating 

year. These data will be used by the Country Assistance Program Evaluation 

capability to assist in forward planning and proposed assistance project 

evaluation. 

Materiel resources expended during project implementation 

will be accounted for continuously. These resource expenditures will be 

compared to programmed resource obligations to provide a current materiel 

accounting. Program financial expenditures will be compiled to provide 

information input to the Controller for financial management, and to 

operating organizations for program management. Summary data on assign

ed program personnel will be maintained for both program and Administra

tive purposes. 

In order to implement this capability fully, the reporting system 

must be revised and extended to include the required information on a 

current basis for each program activity. 
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e. 	 Program Suppo Monitoring/Evahtation Capability 

This capa Tiifwill provide for continually updating and for 

retrieving assistance program support status information. The program 

support'data base will include current status on: 	 , .6 

o' Personnel procurement training and support 

o 	 Contract negotiations 

o 	 Commodities procurement, shipping, and 
delivery information 2' 

Access will be provided to information required for monitoring 

-the progress of support required by individual assistance projects. The 

capability will update and correlate program support progress continuously 

with benchmarks related to projects being supported. Deviations from 

planned program support progress should be detected and reported by 

exception according to established information dissemination interest
 

profiles.
 

.2. 2. 3 USIA Op6rational Capabilities 

Six operational capabilities are suggested to support unique USIA 

requirements. The capabilities are based on the generalized USIA operation 

model 	and are designed to support programs across-the-board. 

a. 	 Foreign Audiences and Attitude Identification Capability 

The purpos e- of this capability is to organize and structure data 

on foreign audiences and their -attitudes into a usable format for storage and 

dissemination as guidance to action officials in all of the major substantive 

functional areas of the agency. The capability requires inputs in the form of 

knowledge -of (1) the identification of various influential groups in each 

foreign country in terms such as physical location, power position, leader

ship and opinion-molding status, and levels of aspiration of each group, 

(2) the degree- of influence of these groups on the political climate, and 
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affairs of the country, and,(3) the accessibility of each of these groups and 

their 'attitudes influenced -bythe various USIA media, both in terms of their 

,exposure to such media and their personal susceptibility-to change on par

ticular issues. Given an identification and definition of agency audiences, 

-information on the specific attitudes of each of these groups will be made 

available on request. 

An initial version of this capability is suggested for development 

in the first increment of FAIME. Development of such a capability will 

require:. (1) coordination of all available agency inputs covering foreign 

audiences and attitudes, (2) development of an indexing and storage systM;-e, 

for this information, (3) a method for determining the need for additional 

information where'existing information is inadequate, and (4) development 

of a format for -guidance information tailored to user requirements. This 

capability would provide -a major improvement in the agency's ability to: 

(J1) advise on the potential implication of foreign policy on foreign attitudes, 

an&(2) design and develop products with increased -potential for changing 

attitudes. 

b. 	 Agency Planning and Policy Formulation Capability 

The purpose of this capability is to assist USIA management in 

defining policy guidance in terms of: 

(1) 	 Formal overall agency policies which will 
improve- USIA's effectiveness. Examples 

might include: balancing the news to preserve 
credibility, and aiming messages at hostile 
groups rather than "friends." 

(2) 	 Rapid transmission of information policy 
,guidance. 

(3) 	 Relating agency programs and media priorities 
to foreign audiences and attithdes, and 

(4) 	 Allocating and managing respurces to most 
effectively implement policy. 
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c. Project Planining and Information Policy Formulation Capability 

The purpose-of this capability is to provide better guidance to 

agency personnel engaged in formulating specific projects and programs for 

achieving agency objectives in relation to foreign audliences. An initial ver

sion of the capability is suggested for implementation in the first increment 

of FAIME development. This capability should provide for: (1) collection of 

aVailable foreign policy statements..whicifThave notbeenestpereeded: (2) screen

ing, abstracting, amplifying,-and providing USIA officials interpretations of 

these statements in terms of their relationship to agency products; (3) develop

ment of storage and retrieval methods; (4) increased coordination with State 

Department for interpretation prior to release; and (5) development of pro

cedures for -relating specific content of specific media, programs, projects, 

areas, and themes. Long-range development of the capability will require, 

in addition, duplication of files for access by remote units including the field. 

d. Media Production Capability, 

The purpose of this capability is to provide a central repository 

and rapid retrieval mechanism for program material which has. potential 

usefulness in the development of new media products. The capability should 

also provide, an inventory of media products under development and of pro

jected projects. Thi's-will permit cross-media coordination and cooperation 

in approach ind:in v9e:of resourcemterial..sThelbilityrtaadcafl4pastyrogram 

material will provide savings in production costs of new material and allow 

for examination of the way specific media subjects were handled in the past. 

This capability will require detailed design of (1) techniques for 

reviewing program material and criteria for-selecting material for retention 

and retirement; (2) classification, storage, and retrieval techniques; (3) pro

cedures for collecting material from diverse sources; and (4) development of 

standard input formats. Initial development of -this capability should be pri

marily manual although in the long-term considerable automation will be 

possible. 
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e. Programs Execution Support Capability 

The purpose of this capability is to provide better organized 

information to the field for its use in day-to-day operations, required 

reporting.,, -and, obtaining support from the agency.- Development of such 

a capability will require: (1) development of more discriminating distri

bution lists based on target audieice data, attitude data, and detailed bio

graphical data; (2) development of post interest profiles which will reflect, 

in addition to interests, the magnitude of the program and the post capability 

for receiving, screening, filing, storing, and utilizing materials; (3) develop

ment of a classification system built around individual country programs 

which will facilitate formulation of Country Plans, budget request, and other 

recurring- report requirements. 

f. Evaluation Capability 

This capability will be designed to provide the agency with an 

improved means for detecting changes in attitudes which result from 

(1) specific media products, and (2) overall country programs. 

- Development of such a capability will require:(1) collecting 

-relevant data already available in the agency and correlating, analyzing, 

processing, and summarizing this data to provide an assessment of present 

practices and how they can be improved; (2) development of techniques for 

determining the requirements for and the collection of data not now available 

but important to valid program evaluation; and (3) development of the re

quirements for classifying, storing, retrieving and evaluating attitude data, 

audience profile data and situation background data-whiclrs-necessary for 

accurate evaluation of agency programs. 
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2.2.2.4 ACDA Operational Capabilities 

Within the FAIMS conceptprdvision is made for specific agency 

operational capabilities. The form and content are-defined by agency re

quirements while the general or basic system design provides the facilities 

for making these capabilities possible. In some agency sub-systems,;'the 

information itself is not unique, but the purpose for which it is to be used 

is specific to a single agency. The capabilities required to support ACDA 

functions range over a number of different topical fields, each having a 

particular agency function to--serve. The capabilities proposed in this 

section are keyed to the ACDA operations' and their information requirements. 

a. Resource Monitoring Capability 

This capability should assist Agency personnel in assessing 

resources in order to weigh what is available against the forthcoming pro

gram demands. Information input examples are: (1) Agency resources such 

as personnel complement, skills inventory; funds obligated and funds avail

able; status of existing contracts and projects; (2) national resources such as 

the U. S. military and political position in the international environment; 

state-of-the-art comparisons in weapons, delivery vehicles, and detection; 

research facilities for potential contract projects; military and economic 

resources- of other nations. The information already exists, but it is not 

assembled into the kind of package that assists planning officers in forming 

their estimates of the resources available. 

b. - Program Results Evaluation Capability 

Evaluation of achievements is an essential aspect of planning; 

it is especially important to ACDA because such a substantial portion of its 

resources are allocated to research and to other governmental projects 

relating to AG&D coordinated by ACDA as a statutory requirement. Evalu

ation of previous-and current negotiations also is required to assess the 

degree to which ACDA was successful in influencing and controlling the 
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language and intent of international agreement. 

An initial version of this capability is suggested for inclusion 

in the first increment of FAIMS implementation. Input to this capability 

would be the actual record of progress, whether in research, simulated 

verification experiments, or international negotiation. Evaluation requires 

a set of criteria against which assessment is made. For example, one set 

of such criteria can be developed with the aid of mathematical or logical 

models to assist the Agency in measuring technical and political progress. 

Also implied is a capability to retrieve information by topic for comparisons 

of previous and present levels of accomplishment. 

c. AC&D Status Monitoring 

In close cooperation with DOD, AEC, and U.S. Intelligence 

Board agencies, ACDA- is kept current on U. S. and foreign military assets 

as well as the iesearch and development progress in weapons technology, 

uses of atomic energy, and scientific advances having military potential. 

This capability is based on a continual acquisition of finished studies and 

reports from the agencies concerned and the analysis of that material by 

Agency officers. 

d. Data Collection and Analysis Capability 

In the highly complex field of AG&D, technological achievement

or its absence - imposes stringent limitations on freedom of action in 

negotiation. To support this-vital area of knowledge, the Agency requires 

an organized data bank of selected scientific information collected because 

of its AC&D implications and processed for ready access. The principal 

users are in the ST Bureau, collecting this information from government 

or industrial sources in such fields as physic-chemistry, seismology, and 

meteorology. This capability should be designed to support research and 

'spot information' -requirements. 
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e. 	 AC&D Concepts. Evaluation Capability 

A capability to accumulate and process the large masses of data 

and to carry on complex computation is required to supp6rt evaluation of the 

effects of AC&D concept on military capability. 

f. 	 Foreign Affairs Monitoring Capability 

This capability is required continuously to inform the Agency 

staff of current foreign political, military, economic, and scientific develop- 

ments which can modify the international environment or the impact of AC&D 

measures. Information resources are primarily the daily flow of foreign 

affairs reporting and direct contact with other government agencies. 

g. 	 Negotiation Support Capability 

Negotiation activities require a capability for quick exchange of 

inquiry and response between the negotiating team and Agency Headquarters 

in Washington. Subjects concerned require ready access to information 

stored in the Agency regarding political, legal, technological, military, and 

economic matters. 

2. 3 	 Information Management System Capabilities 

The previous section pointed out that the FAIMS should support the 

operations of the foreign affairs agencies by providing operational capabilities; 

it also discussed the operational capabilities required. Operational capabili

ties are provided through application of a set of information management 

system capabilities. The information management system capabilities are 

independent of the operational capabilities and may be used separately when 

appropriate. This section briefly describes the requirements for information 

management system capabilities and their operation. 

Figure 2-3 shows how operation and information management system 

capabilities are related to each other. This diagram can represent an overall 

system or any subsystem within a complex. An operational capability of the 
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system may require operation of any or all elements of the information 

system capabilities. For example, one operational capability might require 

retrieving, processing, and presenting specific data stored in a data base; 

another might require collection, prior-processing, communication, screen

ing, and distribution. Still other sets of requirements might be envisaged; 

the point is that the information system capabilities are building blocks 

through which operational capabilities are developed. 

The projected FAIlMS capabilities will: 

o 	 Facilitate the flow of information from source to user 

primarily in terms of messages, although the system also will 
be able to handle documents, oral communications, and digital 
data flows as appropriate. 

o 	 Distribute and disseminate messages, documents, etc., and 
abstracts, summaries, and lists of these items to selected 
end sers based on analysis of content or on special category 
indikators, together with appropriate 'end user interest profiles. 

o 	 Make indices and abstracts and similar small blocks of 
information immediately available in response to retrieval 
requests, and provide copies of messages and longer documents 
within a reasonable short time. 

o 	 Store, in various forms, the indices, abstracts, messages, 
documents, data, etc., by methods appropriate to the urgency, 
frequency, format, 'etc., of their intended future use, 

o 	 Process selected information and data in support of the various 
operational capabilities provided by the system. 

o 	 Provide methods for the user to communicate his desires
 
to the system and for the system to present its responses to
 
the user.
 

o 	 Provide mechanisms for coatrolling the processes listed 
above so as to insure that the day-to-day operation of the system 
is carried out. economically, efficiently, rapidly, and in response 
to the current requirements of the users. 

Figure 2-4 illustrates the relationship 0 f the operational capabilities to the 

informaticn management system capabilities in the form of a basic system 

model. The ibr.ation system capabilities are described in the sections 

which follow. 
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2. 3. 1 Reportihg and Pre"Processing Capability 

This 	capability includes- activities such as: 

(a) 	 _Collecting foreign affairs information; 

(b) 	 Reporting by telegram, airgram, cable, telephone,
 
offidial-informal letters, joint WEtKAS and other types
 
of communication;
 

(c) 	 Gathering input from other sources including both 
government'and commercial organizations. 

A large, and in many resspects very efficient reporting oapabilityoexistsrlrea'dy 

within the foreign affairs community. Reshaping of this capability to correct 

the present imbalance between collection and utilization of information is a 

critical necessity in the development-of an effective information management 

system. The symptoms of imbalance- are observable in the excessive volume 

of paper, data gaps in some areas, and duplication in others. 

Reporting and pre-processing will continue to be largely manual 

functions performed primarily by personnel assigned to the foreign serviceI 

posts. In addition, a significant quantity of collection and reporting is pro

vided by other governmental agencies and private sources (this is particu

larly true of domestic information). The main change foreseen is in the 

provision of effective collection and dessimination controls andnofjeedback 

mechnisngs. 

An expanded acquisition capability includes the development of certain 

formal interfaces for information input from other systems. Principal 

sources are: I 
(a) 	 Intelligence data 

(b) 	 Processed economic and social data from the Departments of I 
Commerce, Labor, HEW 

(c) 	 Statistics from international organizations such as the UN
 
and its associate agencies
 

(d) 	 Open literature as a substitute for collection when information 
is publicly available 

(e) 	 Technical and scientific data from DOD, AEC, and non-govern
ment research 
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Prior-processing consists of a number of possible operations which may 

be performed on information collected prior to its transmission in the form 

of a report. The specific operations may vary to a considerable extent with 

the type of information-being reported, its intended use, etc. For example, 

for political reporting, prior-processing might consist of consolidating several 

reports on the same subject, preparing an evaluation section for the consoli

datedreport, assigning a suggested subject classification code and action 

addressee, preparing an abstract, and formatting the report for telegraphic 

transmission (including; possibly, the production of paper tape for digital 

ADP system use). On the other hand, the prior-processing of a report of 

funds expended on an AID program might consist of extracting those figures 

reflecting a change in status since the previous report and preparing a set 

of punched cards ±eflecting these figures for delivery by pouch to the data 

processing center. Again, it is envisaged that, in field locations, many of 

these operations will be performed manually although equipment for producing 

the required formats would be required. 

The use of small-scale computers at certain :re'gional centers is also 

a part of the overall system concept and this could reduce the quantity of 

data transmitted in original format. Regional computers, for instance, 

could be used to process selected data to produce consolidated regional 

reports on administrative and program matters and to provide a service in 

support of operations at appropriate posts in the region. In Washington, 

considerably more automation will ultimately be required to support 

operational capabilities which result in the ptoduction of pre-processed 

information destined for the field. 

2. 3. 2 Communication Capability 

Communications capabilities are essential in carrying the flow of 

information between the multiple domestic and overseas locations of the 
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foreign affairs agencies. The following specific functions must be provided: 

(a) Up to 90o of all official communications ultimately should be 
carried by secure on-line telegraph channels, utilizing relay 
stations at regional centers (similar to the existing arrangement 
in Europe). 

(b) 	 The system also should provide for on-call secure voice 
communication between Washington and the U.S. Embassy in 
each country. Voice communications should include adequate 
capabilities for recording and conferencing and should be 
developed in close cooperation with the Department of Defense. 

(c) 	 The trunk channels between Washington and regional centers 
should provide broad-based digital data links to facilitate the 
exchange of data. 

(d) 	 There will be a continuing requirement for the physical 
transportation of documents and other materials of various 

types; facilities for the processing of such items must be 
provided at the various locations. 

Completely consolidated foreign affairs communications centers 

should be instituted at each location. This specifically includes Washington 

where a single center for the handling of all transmission, receipt and 

related activities for all agencies is well under way in the form of the 

Automatic Terminal System (ATS) development program. As far as can 

be determined at this time, the ATS is compatible with the system concept 

developed herein. A corresponding centralization of non-electrical communi

cations facilities -shoild be undertaken in coordination with ATS development. 

Special facilities for crisis management communications are appro

priate for the Operations Center where large displays, teleconference and 

closed circuit TV could be used to inform and coordinate the efforts of all 

foreign affairs agencies in responding to crisis situations. 

2. 3.3 Data Control and Initial Processing Capability 

This capability is the focal point of information mangement, for the 

generation of reports and for their delivery to the user. Overcoming the 

present lack of control is the subject of a proposed interim improvement, 
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to be implemented by a pilot project in State Department-, which could be 

expanded into a component of the future inter-agency system. With machine 

support for maintaining the relationship between reporting and requirements, 

the data control capability would include the following elements: 

o Reports requirements control 

o Report evaluation and control 

o Distribution screening and control 

o Initial processing and dissemination control 

a. Reports Requirements Control 

This element provides for consolidating and verifying requests 

for reporting, checking, the request against a file of outstanding requirements, 

searching the appropriate FAIMS storages to assure that the requested infor

mation does not already exist in the system; checking with other systems 

(e. g., DIA or CIA); and, when no duplication or prior collection is identi

fied, authorizing transmittal of the requirement to the appropriate sources. 

b. Report Evaluation and Control 

This element provides for such activities as: (1) correlating 

,incoming reports with requirements, (2) requesting evaluation of reported 

information by the user and, if appropriate, (3) transmitting evaluation 

,results to the report source. 

c. Distribution Screening and Control 

This element provides for the examination of messages, documents, 

or other items of information received to determine the action and, where 

appropriate, the information addressees for distribution control purposes. 

Where addressees were suggested at the source, this may be a simple 

relaying operation; in other cases, the subject classification or other special 

indicator, together with up-to-date, definitive interest profiles, will indicate 

the proper distribution pattern. In Washington and the regional centers, these 

operations can be automated for the most part, although they will probably 
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remain manual at other locations. Some items will not be amenable to such 

automatic discrimination and will;require a manual intervention capability 

for analysis and assignment of appropriate distribution; such would be the 

case if-no subject classification or other special indicator were included 

or if there was no predetermination of the appropriate distribution. 

d. Initial Processing and Dissemination Control 

In addition to being distributed, most incoming, items must be 

processed in other ways. Some of the operations included in this element 

are: -reviewing, classifying, indexing, formatting, disseminating full texts, 

abstracts and accession lists based on profiles of interests, etc. Since 

considerable judgment is required to carry out many of these operations, 

this can be only a semi-automated function. Where possible, dissemination I 
of the appropriate version (full text, abstract, or accession notice) should 

be automatic; in other cases, it may be almost completely manual. Abstracting, I 
classifying, indexing, etc. are likely to remain largely manual operations dur

ing the time period under consideration although research progress toward I 
autbmation of such operations should be followed closely and incorporated 

when it becomes practical. I 
Two essential features of this element are: 

(1) A, subject classification system specifically tailored to I 
the needs of information users; and 

(2) The maintenance of current profiles of interest for all users. I 
The development of subject classification system requirements is the object 

of a proposed interim improvement program, as is the initial development I 
.of profiles of interest (although for only one of the agencies). Preliminary 

findings indicate that a hybrid classification scheme may be required to I 
meet the simultaneous requirements of the very heterogeneous user groups 

for hierarchical classification and extremely broad topical areas. I 
I 
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2.3.4 Storage 

Storage is required to allow information to be stored and subsequently 

disseminated to users whose needs cannot be anticipated at the time of 

initial arrival-of the information in the system, to facilitate subsequent refer

ence and to permit data processing. Each of these requirements is satisfied 

best by a different- combination of storage techniques and methods; in addition, 

some specialized requirements also:must be satisfied. For example, the 

special protection required for medical and other personnel records and for 

sensitive intelligence information require special capabilities. Storage 

facilities to support these requirements include: 

a Hard-copy files or files of original documents, periodicals, 
messages, etc. the use of hard copy storage is expected to 
decrease as other storage techniques become increasingly 
available, although there always will be some requirements 
(statutory, bulk, infrequent use, etc.) for this type of storage. 

o Microimage files of the content of all types of official and 
quasi-official documents. Such files have two primary 
advantages over hard copy files: (a) they permit enormous 
economies in space required to store information and (b) they 
are amenable to the employment of mechanized handling 
equipment and techniques which in turn make possible a 
significant increase in the availability of the information 
contained in the files. At the same time, use of the appropri

. ate techniques can eliminate the necessity for the requestor 
to employ film readers, to return copies or originals to the 
file after use, etc. A well designed microimage file system 
can be more efficient in many information storage applications 
than a more automated system. This is especially true for 
research-oriented users such as State/INR, USIA/IRS, and 
ACDA. 

o Off-line, serially structured, machinable record storage for 
information and data which can be structured for such storage. 
Such storage systems are generally sequential in nature; this 
characteristic restricts the use of this technique to files of 
information which are not required continually and which 
generally are processed completely in one or twopasses through 
the file. Many administrative data files, for example, lend 
themselves to this technique. 
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o 	 On-line random access storage is required for information 

and data whihh has a high frequency access or change, is needed 
very rapidly, or must be processed or accessed nonsequentially. 
This type of storage is non-existent at present in the foreign 
affairs agencies but will become very important with the develop
ment of the FAIMS. Among other categories of information, 
the index (or indices) to operational information and reports 
files should be maintained in this type of storage. 

Control of the storage of information is essential to keep the volume

of information stored in step with user requirements. Documents, informa

tion, and data proposed for storage must be reviewed carefully in order that 

the type of storage is consistent with the expected quantity, format, usage, 

useful life, etc. , of the information. Just as it is important to control the 

storage of information, its retirement from the system must be controlled. 

Frequently, information should be converted to other less costly types of 

storage as it becomes older. This is particularly important when it is 

primarily of historical interest or is transferred to archival storage. The 

active life of information varies considerably according to the type of 

information and its usage; -much,raw data is of very little interest once 

it has been incorporated in some more finished product, while certain 

documents are in nearly constant use over many years. 

2.3.5 	 Output Processing and Retrieval 

This capability is intimately related with nearly all the operational 

capabilities described in Section 2. 2. It serves to translate the information 

and data stored or arriving in the system into the outputs required for user 

consumption. In addition, output processing and retrieval capabilities can 

be useful immediately in supporting the information requirements of many 

people. Many variations of this capability are required, some of the most 

obvious are discussed below: 	 a 
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a. Document Retrieval 

Document retrieval is generally most productive for the prepara

tion of research papers, project development research, publications writing, 

or script preparation, country background studies, etc. Such projects are 

characterized by analysis and interpretation of information reported in some 

depth in official and open literature. This capability involves computerized 

indexing and inquiry capability, and retrieval and reproduction functions. 

Development of this capability is essential to the FAIMS support-of allarge 

number of officers in all the agencies. 

b. Information Retrieval and Processing 

,Information retrieval is more difficult to implement than docu

ment retrieval, but is correspondingly more useful in many situations. Auto

mated information retrieval and processing can facilitate such operations as Y 

condensing narrative text to salient information statements, preparation of 

abstracts, summaries, indices and'bibliographies, management summaries, 

etc. This -capability of . the system relieves users of the task of extracting 

specific information from general sources. Development of information 

retrieval and processing capabilities will take considerable time and effort 

but should be among the most useful to the system users. 

c. Data Processing 

Automatic data processing will be advantageous to administrative 

capabilities and to many of those operational capabilities which support the 

unique programs of the foreign affairs agencies. Data processing is required 

to convert masses of raw (principally statistical) data into structured, signifi

cant information from which inferences may be derived and upon which con

clusions may be based. It should be noted that under the proposed system

concept, design, implementation and control of most data processing 

capabilities remain with the using agency personnel, although the actual 

computer capacity may be centrally located. 
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2.3.6 Operational User/System Interface 

Since the primary objective of the system is to support the officers 

charged with conducting the substantive activities of the agencies, user/ 

system interface is one of the most important system capabilities. This 

capability must structure equipment and procedures in such a way as to 

permit the user to obtain the information he needs easily, rapidly, and in 

the most appropriate format. Although some specialized training obviously 

is required, the capability must be implemented so that it is used easily by 

substantive personnel. Displays and other output media must be easy to 

interpret, while keyboards and other input methods must be as simple to 

operate as possible. Both input and output, to the maximum possible extent, 

must be conducted in a language which is "natural" to the user. 

2.3.7 FAIMS/Other Agency Systems Interface 

Although insufficient information was obtainable during the FAIME 

evaluation study for thorough definition of this sytem capability, it is clear 

that the FAIMS must provide interfaces with many other information systems. 

Shared use of data and information files, communications and other capabilities 

can decrease the cost of individual systems development and simultaneously 

improve the usefulness and effectiveness of all participating systems. Of 

particular interest.here is the system development effort of the intelligence 

community and the requirements of other agencies with significant foreign 

affairs information needs. 

2.4 Operational System Concept 

In conceptualizing the design of a system which will meet the objectives 

and constraints and provide the operational and system capabilities discussed 

in previous sections, several points of design philosophy have been developed 

as overall guides; these are set forth briefly below: 
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o 	 Flexibility - Extreme flexibility of design is required because of 
the constantly changing problems and interests of the agencies 
and of periodic changes in organization and personalities within. 
them. Such flexibility implies a "public utility" type of system 
wherein the service provided is a function of the demands placed 
on the system. This flexibility is required in all aspects of the 
system; its overall configuration, the operation of its capabili
ties, the design of its equipment, its programs and procedures 
and certainly in the design and operation of its control mechanisms. 
Such flexibility, while initially expensive, in the long run will 
minimize, if not eliminate, the costs of repeated redesign and 
modification which are characteristic of less flexible systems. 

o 	 Management Control - Information management is an integral 
part of overall agency management and operations. Since this 
is so, the design, implementation, and operation of the system 
must be firmly managed by top management personnel of each of 
the agencies. Since these managers have neither the time nor 
the technical expertise required completely to carry out the design 
and operation, etc. of the system, they should be assisted by an 
overall FAIMS' technical support and management office and staff, 
responsible to an Inter-agency Coordinating Board. This; approach 
will keep the system responsive to the current actual needs of 
each of the agencies, and at the same time assure the integration 
and compatibility of design features. 

o 	 Centralization/Decentralization - The system configuration 
required is a hybrid - neither completely centralized nor com
pletely decentralized. The design of commonly required informa
tion system functions and operational capabilities should be con
trolled centrally in order to assure design integration and to 
capitalize on the economies possible through consolidation, while 
system functions and operational capabilities required for a 
unique agency operation may be decentralized to facilitate 
immediacy of operational control and support. Such a system 
configuration will permit the autonomous, unique capabilities to 
operate independently within the bounds of overall system capacity 
and necessary design control. 

o 	 System/User Interface - The design and implementation of the 
system must permit policy making and operational personnel 
with minimum training to utilize the system directly in perform
ing relatively straightforward tasks. The system also must 
provide specialists to assist these personnel when they are 
attempting to resolve more complex problems. The routine 
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"base load" work of the system should be processed relatively 
automatically. The system should be operated and maintained 

by systems specialists who are made aware of operational 
problems through close liaison with operational personnel. 

o 	 Incremental Implementation - Incremental implementation consists 
of implementing portions of the system in relatively, small steps 
over a period of time. Such an approach eliminates the necessity 
to allocate large quantities of funds and personnel to objectives 
which cannot be defined in detail far in advance. Instead, progress 
is made in step with the careful, detailed definition of the next 
step and with the availability of resources for implementation. 
Finally, the incremental approach permits continual evaluation of 
the progress made at any point in'time in order to modify future 
developments or final objectivesas required. 

o 	 State-of-the-art System -- Analysis indicate's that the FAIMS 
should, at each step in the implementation of the system, utilize 

equipment, techniques, etc,., that'are available and proven. This I 
approach to system implementation largely eliminates research 
and development costs inherent in implementing systems requiring 
new development. On the other hand, adoption of the most modern I 
techniques, equipment, etc., is essential if the foreign affairs 
agencies are to cope with their constantly increasing problems, 

to plan ahead rather than merely respond to current crises, and 
most efficiently to utilize their highly qualified personnel in sub
stantive work rather than in mechanical processing of paper. It 

is believed that the requirements of the foreign, affairs agencies 
can be met by a uniquely tailored application of'the equipment, 
techniques, and methods currently available or which will become 
available at appropriate times in the future. 

o 	 Compatibility with Other Systems - In the development and 
implementation of the system, the already-existing capabilities, 
facilities, etc., of the agencies must be utilized to the maximum 
extent consistent with logical design of-the system. Compatibility 
with the systems of other agencies, such as Department of Defense 
and CIA, is -very desirable in order to facilitate the exchange of 

information between systems, the possible joint use of certain 
infrequently utilized facilities, and the coordinated handling of 
joint problems. 

The FAIMS concept envisages a complex system composed of many sub

systems, elements, equipment and software components, facilities, and 

personnel. Figure 2-5 illustrates a simplified overall system configuration. 
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Portions of the system are located at, and can be used by, all locations 

occupied by the agencies and their personnel although major equipment, 

facilities, and capabilities are centralized to the maximum extent consistent 

with rapid access and dispersed operational control. The sections which 

follow discuss concepts for equipment, software, facilities, and system 

management and operati(on. 

2.4.1 	 FAIMS Equipment Configuration 

In analyzing the equipment requirements, two basic configurations 

were considered: (1) several relatively independent, but cooperating sys

tems; and (2) a centralized system with remote facilities to meet the needs 

of the various users. The criteria considered in selecting and recommend

ing a configuration were (1) cost, (2) operational efficiency, (3) available 

capacity, and (4) organizational requirements. 

The consideration of organizational requirements leads to a suggested 

system of loosely cooperative'but basically independent systems, one for 

each of the agencies. The other three criteria all lead to recommendation 

of a single integrated system. The cost of a single integrated system will 

be approximately one-half the cost of four independent systems. At the 

same time, such a system will prdvide a more powerful, more efficient 

operating capability than any of the agencies could justify independently. 

A properly-designed Ireal-time system including time-sharing of facilities 

and parallel processing will provide all the support required by each of the 

foreign affairs agencies. 

1And will be capable of providing foreign affairs information to other 
governmental agencies with minimal additional equipnent. 
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The recommended equipment configuration is illustrated in Figure 2-6. 

. This system has the following characteristics: 

o Very extensive files of several types (document\ 
micro-image, 'ff-line and on-line random access) 
to meet a variety of requirements. 

a 	 Very rapid response time - maximum anticipated delay 
in gaining access to the system being by a single user 
would be only a few seconds, the response from the 
system would be available in seconds for crisis operations 
or in a few hours for routine retrieval of bulk hard copy 
information. 

0 	 Multiple o 	 simultaneous and remote inquiry operations 
many users simultaneously serviced by means of time
sharing and parallel operations. 

o 	 Automatic and semi-automatic distribution and 
dissemination based on continual analysis of subject 
material and user profiles which may be easily and 
rapidly modified. 

o 	 Document control and reproduction for those requirements 
that can be met best by such a capability. 

o 	 Powerful data and information processing capabilities 

required to support agency and inter-agency operational 
capabilities. 

o 	 Variety of input and output techniques, media, and formats 
to meet wide range of agency and inter-agency requirements. 

o 	 Modular design to permit relatively unlimited expansion 
in step with incremental system implementation. 

2.4.2 FAIMS Program System Concept 

For the multi-user, real-time system envisioned, a complex, sophis

ticated program system is required; the executive, control, operational, 

and supporttprograms will be designed collectively to support the required 

functions of the system complex. A general concept of the FAIMS program 

system is illustrated in Figure 2-7., Briefly, the executive control program 

will recognize\ requests for service, analyze the requirements of the 
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requested service, allocate the equipment and program capabilities required 

to complete the requested action, and exercise real-time control of the 

system components so as to optimize the service provided. 

The three time-sharing control programs provide the main interface 

between the system users and the rest of the system. , The operational 

capability programs utilize'the system capability programs in specific patterns 

to analyze the outputs requested. The system capability programs carry out 

their functions in order to satisfy the current requirements imposed on them. 

2.4.3 FAIMS Facilities 

For a number of reasons, it will be desirable to consolidate system
 

equipment, operating personnel, etc., at each geographical location into a
 

common facility (this does not include the remote inquiry and presentation
 

units located in each functional office through which the users gain access 

to the system operational capabilities), In Washington it is suggested that 

the central facility be located as near as possible to the communications 

center and the operations center. The regional centers should be located 

approximately in the center of each region; probably in one of the larger 

embassies. In the remainder of the posts, the existing communications 

facility also should accommodate the local subsystem. 

I 
2.4.4. System Management and Operational Personnel 

The concept of system management and operating personnel is
 

discussed in Section 3 in context with the implementation plan.
 

I
 
I
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3. PROPOSED IMPLEMENTATION PLAN AND PROGRAM 

3. 1 Introduction 

This Section provides the recommended-plan and program for implement

ing the overall FAIM System. It discusses the efforts which must be accom

plished in progressing, from the information handling practices studies, observed 

and evaluated in the Stage I FAIME effort and reported in the Evaluation Report 

to the final system described in Section 2. The need for an incremental approach 

toward implementation of the final system has been expressed. One consequence 

of an incremental approach is that a rigid development program, which might 

impose undesirable restrictions on later design stages, is unnecessary. The 

implementation plan then is based on the plresent concept for the final FAIME 

system design and defines those actions which should constitute the initial step 

,toward realization of that conceptual system. At the same time the plan provides 

for continuing efforts toward refining the final information management system 

operational and design concept and for developing a definition of the next suc

ceedingincrement. These efforts constitute our recommendations for Stage II 

of the overall FAIME Project. See Figure 3-1 for relationships of FAIME 

efforts as anticipated. 

It should be emphasized that although contractor assistance is expected 

to be required during the entire system development phase, the agency and 

inter-agency management groups proposed in Section 3.4 should begin a buildup 

of in-house technical and operational capability which can assume the conduct 

of system operation,maintenance, training and modernization by at least 1971. 

1Evaluation of Present Information Handling Practices (Report 551-1) Dunlap 
and Associates, Inc., Washington, D. C., 10 May 1965 
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Stage>(---Stage II 	 II-IStage 	 )Stage N 

Continuing System Design Efforts 

Operational Concept Development and Modification 

Equipment Specification, Selection and Upgrading 

System Facilities Design and Modification 

System 	Programs Design and Modificatipn .1S-I;
Personnel Selection and Training	 ,, 

I 

Interim Improvement Program 

1,) 
First Increment First Increment 

LDetail Design Implementation
 
Second Increment
 Second Increment Second Incremient
 
Rqmts. Definition Detail Design Implementation
 

Third Increment Third Increment Third Increment 
Rqmts. 	 Definition Detail Design Implementation 

Etc.* 

Final Increment Final System 
Requirements Detail 
Definition Design 

July 1965 1966 1967 1968 1969 	 197X 

*-Note: 	 The Schedule is for Illustrative purposes only - duration of work on given increments may be
 
greater or less than one year. The number of increments cannot be specified at this time,
 
but will probably exceed three.
 

Figure 	3-1. Proposed FAIMS Development Program 
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This Section is organized around three major implementation require

ments: 

1) A plan for the detailed definition of FAIMS requirements 
for all increments 

2) 	 The definition and phasing of FAIMS increments and the 
schedule for Stage II 

3) 	 Recommendations concerning FAIMS program management 

3. 2 	 Development of Detailed FAIMS Requirements 

3.2.1 General 

During Stage I of FAIME, system analysis methods were used in study

ifig agency operations and in determining associated information requirements. 

These methods, for the most part, were appropriate,. and within the con

straints of the time and personnel available, produced results satisfactory for 

the development of a broadsystem design concept. This is not to say that 

some deficiencies and difficulties were not encountered which, if corrected, 

would produce better methods for conducting similar future efforts. Most 

of these deficiencies were,however, a matter of scope and degree of detail 

rather than of the methods themselves. 

However, the efforts which are proposed for the continuation of the 

FAIME are, with few exceptions, of a sufficiently different nature to make 

the adoption of different methods adviseable. In Stage I we -were faced with 

the requirement for a rapid determination of broad information requirements 

of the foreign affairs agencies sufficient for deriving a valid conceptual 

system design for information management in support of agency and inter

agency functions. In Stage II and subsequent stages, the concern will be 

with the detailed design of the information management system and detkiling 

of the operational capabilities through which the system assists the actual 

performance of those functions. 
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3.2.2 Development of Detailed Information Requirements 

Determination of information requirements associated with agency 

operations sufficient for the conceptual design of an information management 

system is possible through the methods used during Stage I of the FAIME 

effort. These methods involved the following steps: 

1) 	 Determine the mission of the organization(s) to be serviced 
by information management system. 

2) 	 Determine the major functions - operational, substantive and 
administrative - which are essential to mission performance. 

3) 	 Determine the activities or operations associated with the 
performance of each function. 

4) 	 Identify the major decision/action requirements of each activity 
and the information categories necessary for personnel to have 
available for making the decision or taking the most appropriate 
action. The sum of all the information thus, identified constitutes 
the categories which must be handled by the system. 

5) 	 Review of the form and content, the average quantity, the fre
quency of receipt, the available transmission methods, security 
or other instructive classifications and the sources and users 

provide an ability to define the identifying and descriptive 
characteristics of each information category of impottance to 
system design. 

It is more important for conceptual system design purposes to be sure 

that all categories are identified than it is to detail the contents of the indi

vidual categories. This is-tue because the versatility of present data 

processing equipment allows for great variety in the make-up of the data being 

processed. The important control point in each category is the generic level 

that provides for the remaining degrees of specificity that may be encountered 

individually in both input and output requirements. Only when specific data 

is to be handled in a specific way to produce specific outputs is it necessary 

to describe the characteristics of the information in a very detailed way. 



The determination of detailed information requirements as necessary 

for the design of the operational capabilities recommended and described in 

Section 2. 2 can, however, only be accomplished through face-to-face in

volvement of the system design analysts with the persons or groups perform

ing the activities which the operational capability is to support. The 

activities to be supported need trot be - observed, the information being 

delivered to the performer(s) as well as the way(s) in which the performer(s) 

manipulate or otherwise structure it, and the precise use that is made of it 

must be determined. There must be provisions for interviews where the 

analyst can probe in considerable depth the reasons for decisions, actions 

and for information manipulation. The output required is a thorough under

standing of the activities being studied and the detailed description of the 

system information inputs, manipulation, retrieval and output formats which 

will be most effective in the support of personnel performing those activities. 

The analyst thus equipped, and with an understanding of the relationship 

between the activities studied and other activities.being supported by the 

system, is in a position to define the most effective means of system support 

possible and to incorporate this into a specification for a system operational 

capability. The capability, either manual or automated, may then be imple- u 

mented within the system either as manual procedures or computer programs. 

*3.2.3 Operational Capability Design 

Operational capability specifications are detailed descriptions of the 

way in whidh the information management system will operate to provide 

information butpfits to assist agency personnel in the performance of assigned 

functions and activities. They must describe the specific information-inputs 

required for the capability, the way in which the information is stored, mani

pulated, retrieved and formatted by the system, and the manner of presenta

tion of outputs so as to be of maximum benefit to personnel whose jobs require 

them. Inihe case of automated capabilities, the specifications form the basis 
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for computer programming; in the case of manual capabilities, they form 

the basis for procedural directives. Development of operational specifications 

should begin with the first increment of detailed design effort and continue 

throughout the development and implementation of the final system. 

In determining the detailed design of operational capabilities for 

FAIMS, contractor analysts will be assigned to study in depth the functions 

and activities which are candidates for system dupport in each increment as 

described in 3. 2. 2 above. They will be required to study these through 

observation of as many performers as is possible in order to eliminate the 

effects of personal bias and other idiosyncrasies. - Results of such study can 

provide the basis for the development of-operational capability specifications 

for the system support to be provided personnel involved in performing the 

agency and inter-agency functions. These capabilities should be added to 

and/or refined throughout the system design effort--and in fact, throughout 

the operational life of the system as changing requirements and/or informa

tion make such charges advisable. 

3.2.4 Information Management System Functional Capabilities 

An information management system consists of the facilities, equip

ment programs, personnel and procedures essential to the effective manage

ment of information required by an organization in performing its operational 

functions (See Section 2. 3)., Ultimately it should provide all of the functions 

depicted in Figure 3-2. The detailed design of the functions required by 

FAIMS is one objective of the program described herein. As in the case of 

operational specifications, information system capabilities require develop

ment and refinement throughout the life of the system. 

Information management system design depends on the requirements 

of the operational capabilities to be implemented. However, some of the 

operational capabilities to be implemented within FAIMS will not be deter

mined until very late in the development cycle., Consequently, it also is 
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necessary to design the information management system capabilities in 

an incremental way. Thus the first increment primarily envisions the 

development of better manual procedures and support for operational 

capabilities which ma.y be: implemented on computing facilities already 

available among the project agencies. 1 In addition, however, some 

experimental capabilities are recommended which require only procedural 

implementation but which will define further final system requirements. 

The second increment probably will require additional computing and other 

mechanized capabilities; although this is not completely certain at this time. 

The final system will involve a rather extensive mechanized facility. 

Many of the functions shown in Figure 3-2 can be provided either 

manually or automatically and the decision as to which should be-provided 

rests on the system response tine required, the amount of information 

which must be handled, the frequency with which the required operations must 

be performed, the nature of the information, etc. Obviously many advantages 

can accrue from upgrading present manual practices and from implementing 

other capabilities not now available for information management (e. g., micro

image document storage and retrieval). . Through experience gained in the 

development of manual capabilities (indexing, abstracting, development of 

useful summarizing capabilities, provision of better storage facilities, 

institution of reports control procedures, development of better dissemination 

procedures based on interest profiles, etc.) the requirements of automated 

facilities for FAIMS will become increasingly specific. 

Therefore, it is proposed first to implement increased information 

management principally through the institution of manual capabilities and 

procedures. During the development and implementation of these manual 

1
These may need to be augmented through the rental of additional computer 

capacity. 
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capabilities and procedures, the potential worth and detailed requirements for 

several automated capabilities should be determined. In the second system 

increment these detailed requirements for automated capabilities should be 

satisfied to the extent deemed desirable while requirements for new capabili

ties should be detailed, and so forth. In this way too early implementation of 

automated capabilities can be avoided which, as has been the case in many 

information system development programs, ultimately turn out to require 

extensive redesign to be truly useful. 

3.2. 5 System Mechanization Requirements 

A mechanized system is a composite of software and hardware. The 

software consists of all the computer programs and operating procedures 

which are required for the hardware to meet the system requirements. The 

hardware consists of the central processor unit (CPU), the external storage 

(tape, disk, drum), input devices (card, paper tape, teletype), and output 

devices (printer, teletype, display consoles), and communications facilities. 

In what follows the overall systems will be discussed under the headings: data 

processing system, communications, and information presentation. 

3.2.5. 1 Data Processing System 

The FAIMS has a need, including, but not limited to, the following 

capabilities: 

o Large file(s) 

o Rapid response time
 

0 Simultaneous inquiries
 

o Multiple users 

o Data Processing 

o Automatic distribution and dissemination 

o Document storage, retrieval, reproduction 
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During Stage II,_ these capabilities should be evaluated to determine 

the magnitude of the following parameters, which, in turn, should be used 

to determine the optimum configuration of hardware and software required to 

satisfy the objectives of the FAIME system. 

o 	 The number,- type and size, of files 

o 	 The average number and size of records per file 

o 	 The average number and size of fields per record 

a 	 The number of simultaneous inquiries expected to
 
be levied against the system
 

o 	 The number of remote units required 

o 	 The number of-interrupt priorities needed 

o 	 The formats and volume of input and output data 

o 	 The nature'of input and output devices 

Knowledge of central processor and peripheral storage requirements, 

together with the concept of system operations and the general characteristics 

of the information, provide the inputs necessary to the formulation of an 

initial concept for program system design. Of concern here will be the 

system executive and control programs; system support programs, such 

as file maintenance; information retrieval and interpretive output programs; 

and utility programs, such as sort, ^file dump and input/output control pro

grams. For the multi-program, multi-user, real-time system envisioned, 

the executive, control, and support programs are most critical since they 

are the ones that most directly affect system efficiency and costs. For 

example, the file maintenance and information retrieval programs and . 

resulting file structures have a direct influence not only on the access time 

characteristics of the system, but also on the storage requirements of the 

data processing equipment. Similarly the design of the system executive 

and control programs have a direct influence on theability of the system 

to provide real-time interrupt, multi-processing, and other advanced 
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features. The requirements for program languages such as COBOL, 

FORTRAN, etc. should also be determined. 

The results of these determinations should be included in a functional 

specification of the data processing requirements of the FAIMS. 

3.2.5.2 Communications . 

A modern communications system is an essential part of the FAIMS, 

providing links between Washington and the many field activities of the 

foreign affairs agencies. Operational requirements for communications 

should be defined in terms such as source and recipient, format, content, 

security, quantity, transfer characteristics, etc., while functional require

ments can be defined in such terms as circuit quality, capacity, and avail

ability, transfer points and interface with other systems, security, etc. 

The function of communication is an exception to the general FAIMS 

development program since a fairly complete, modern capability presently 

exists, particularly in view of the planned implementation of the Automatic 

Terminal System. Present knowledge indicates that the bulk of additions 

and changes to the communication system may be in the facilities at posts 

and in some long lines facilities. 

The communications requirements should be specified in such terms 

as: 

o Terminal stations and networks 

o Types of service and traffic 

o Traffic volume and distribution 

o Circuit and traffic switching 

o Termination and testing 

o Security requirements 

o Date of required implementation 
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3.2.5.3 Information Presentation 

In information"management systems, the transfer of information to 

decision makers is a critical function since this is the basic reason for the 

existence of the system. The entire spectrum of methods affecting this 

transfer of information is encompassed in the term "presentation" as used 

herein. A large variety of devices and methods of presentation are avail

able ranging from signal lights or markers, manual plotting boards and 

printed matter, to CRT displays, closed circuit television and multi-color 

three dimensional plotters., Each technique has unique advantages and 

-disadvantages when compared with others for a given system or operational 

application. 

The critical test is whether the information presented can easily be 

understood by and is of direct use to the decision maker. For example, 

it is not enough that the numerical data in a status display can be read; 

the fact that a desired overall status has or has not been achieved must be 

readily apparent and, in addition, it is normally desirable to determine the 

significance-of any deviations. Requirements will be in such terms as 

information, content and amount, operational use, frequency of change or 

update, requirements for operator modification, etc. - 'These should be 

converted into functional requirements such as: 

o 	 Format - tabular, graphic, textual, pictorial. 

o 	 Data content and coding - alphanumeric characters, vectors, 
map data, color requirements, etc. 

o 	 Viewing conditions - individual or group viewing environment, 
constant or intermittent viewing, etc. 

o 	 Storage and updating - frequency of update, transitory or 
record type data, hard coliy and multiple copy requirements. 

o 	 Data source and format - computer output, direct data from 
original source, digital or analog. 

o 	 Special requirements - dynamic display, auxiliary operator 
input, simultaneous viewing, non-visual presentations'. 
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The results of this analysis should be a list of the functional require

ments for information presentation equipment and facilities and their loca

tions as appropriate. 

3.2.6 Personnel and Training 

Two types of personnel will be directly involved with the system: 

operating personnel and the system management staff who assure the 

readiness and operability of the system, and the users who call upon the 

capabilities of the system in the performance of their agency duties. A 

confident working relationship between these two groups is an essential 

factor in the ultimate success of any system, regardless of its magnitude 

or capabilities. 

The selection and training of the operating and system management 

staff forms a significant part of the preparation stage for each FAIMS 

increment. The numbers and types will vary with the capabilities and 

design of each increment, but there are several classes of personnel whose 

skills will be needed throughout. The concepts of inter-agency and agency 

FAIMS management offices and staff are discussed in Section 3.4: -Also 

required are: 

System planning and design specialists 

Programmers 

Equipment operators 

File and library maintenance personnel 

Document and information analysts 

Retrieval specialists 

The relative balance between requirements for technical operations and the 

control of information will vary with the stages of FAIMS development. As 

more advanced capabilities are developed for automatic indexing, extracting, 
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source data-processing and direct message input, the balance in required 

skills will show a decrease in manpower required for iinformation analysis 

and a corresponding increase in production, programming and equipment 

maintenance personnel. 

Experienced technicians and professional staff, further -developed 

with on-the-job training in the specific requirements of FAIMS should be 

assigned wherever possible as a means of limiting the preliminary training 

periods. -Later, as active capabilities are in operation, staff assignments 

can be modified by lateral transfer of analysts who appear to be potential 

system specialists. In any case, however, a continuing effort will be 

required to determine and to specify personnel requirements and the associ

ated training requirements. 

In addition to the selection and training of system operating personnel, 

there will be a need to develop and conduct an indoctrination and training 

program for certain of the system user personnel. The precise number 

and identity of these-system users will depend on the final design and 

operational concept. . In any case, these-will-need to be determined for each 

system increment implemented. 

3.2.6.1 System Facilities 

A program for the implementation of FAIMS requires the specification 

in detail of the physical facilities required to house the system and its per

sonnel. It is expected that approximately twelve months will be required to 

complete a system facilities specification task. Completion of this task will 

require the services of experienced computer system personnel (probably 

contractor) to accomplish the following steps: 

1Including advisory and engineering services by an ..architectural :_\ 
-engineering firm. 

3
 
I
 

U
 

3 -14
 



o 	 In the early position of Stage II, develop a general statement 
of system facili-ty requirements, including a preliminary 
system and a site preparation and equipment installation plan 
and schedule. The plan will support site preparation actions 
and facilitate management control of progress toward system 
installation. 

o 	 Provide technical assistance to the FAIMS management office 
in the selection of an appropriate site and development of 
layouts. Assistance should include obtaining approval by 
equipment manufacturers of the proposed site and its layout. 

o 	 Develop detailed specification for the required physical modifi
cations to the site, including details of all required construction, 
special flooring, air conditioning, and power and cabling. Pro
visions for meeting security requirements will also be considered. 
The specifications will provide the basis for GSA contractor 
provision of the facilities. 

o 	 Supervise the installation of main and peripheral equipment 
and supplies, including card punch, magnetic tapes, storage 
facilities and files, communications equipment, etc. 

o 	 Monitor all contractor's efforts to assure satisfactory completion 
of the required facility construction and installation. 

0 	 Supervise power and cable testing and equipment delivery and 
testing. 

3.3 	 Implementation Efforts and Schedule 

The phasing and schedule for succeeding Stages of the FAIME and the 

FAIMS development program is presented in this Section. The general relation

ships between the various system development increments and required on

going 	design efforts are shown in Figure 3-1. The major activities required, 

their 	phasing, and a proposed schedule are presented. 
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3.3. 1 Activities Required I 

The progress of the FAIME development program starts logically with 

the installation of recommended interim improvements. Starting from a new 

base, of present practices as modified by those improvements the intensive 

phase of system design integration-will incliide implementing the first FAIMS 

increment and simulteneously proceed with detailed definition of the second 

.increment, and so forth. 

I3.3. 	1.-1 Interim Improvement Program 

Projects recommended for agency implementation under the interim Iimprovement program (see Section 4) should make use of the services of 

contractor personnel in consulting on the detailed design of the improvement I
project, and for assistance in conducting:analysis of the results of trial 

implementation. These programs and the recommended contractor assis- I 
tance 	(in total man-months) consist of the following: 

0 Inter-Agency Improvements I 
- Document Storage and Retrieval -- 12 m/m
 

0 State Department Improvements
 I 
- Production of a Daily Annotated Message Index - 2 m/m 

- Improvemenit of Political Reporting - 3 m/m I 
o 	 AID Improvements 

- Documenting the Annual CAP/LAS Review Results - 1 m/m I 
- Automated Data Base Inventory - 1 in/i 

- Technical Assistance. Program Design - 14 m/mlI I 
o 	 USIA Improvements
 

- Program Material Retrieval Capability - 3 m/m
 I 
- Improvement of Program Effectiveness Evaluation - 3 m/m 

I1 
1This effort is already under contract and is being performed as Section B 
of the FAIME Stage I program. I 
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o 	 ACDA Improvements 

-	 Dissemination Profile Techniques - 6 m/m 

-	 Information Management Team - 1 in/in 

The total contractor requirements estimated for the interim improvements 

programs is on the order of 32 man-months, exclusive of the effort already 

contracted for Section B. 

3. 3. 1. 2 Continuing System Design Integration 

These efforts are required throughout the development of the system. 

In general, the greater portion of time, effort and therefore money will be 

necessary on these efforts during Stage II; subsequent efforts will be princi

pally 	concerned with updating or modifying designs and providing the associ

ated documentation. These efforts are composed of the following.and will 

require the manpower shown: 

o 	 Operational Concept Development and Modification - 24 man 
months - This effort is that part of the analysis of system 
ireqdire'ments concerned with continued advanced plannifig for 
future system capability increments. It results in a definition 
of the objectives of each increment to be implemented, the 
essential means for its implementation, its interrelationship 
with existing and planned future system increments and other 
essential aspects of the increments developed, and its integra
tion into the system. 

o 	 Equipment Specification, Selection and Upgrading - 24 man months -

This effort will develop system requirements for hardware, speci-
fy its functional and design requirements, and indicate essential 
characteristics of the intended operational environment sufficient 
for the solicitation of bids from suppliers. The bids will be 
evaluated with assistance from the integration contractor and a 
selection made -by the government. During the life of the system 
new requirements for system equipment modification and upgrading 
will develop. These will need to be evaluated, their characteristics 
specified and equipment purchased as deemed appropriate. 
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o System Facilities Design and Modification -
 12-man months 
Facilities necessary for the installation, operation and 
maintenance of the FAIMS will need to be determined and 
specified sufficiently to allow their procurement or provision. 
Modifications will be required from time to time during the 
operational life of the system. 

System Programs Design and Modifications 0 -
 12 man-months 
Initial design concepts for the FAIMS utility-and executive 
programming systems will need to be deternmined, as will 
the general design parameters of the agency andinter-agency 

operational capa ility programs. This effort will assure the 
efficiency and integration of-all system programs. 

o 	 Personnel Selection and Training, - 12 man months 
This effort will provide selection criteria for system operating 
personnel. It will also design and conduct training courses 
for both agency-and inter-agency operating personnel and 
provide system indoctrination to agency system users. Each 
increment of the system will require similar efforts. 

As stated earlier these efforts will receive the greatest emphasis 

during Stage- II but will require continued efforts throughout the system 

development program. It is estimated that seven (7) man-years of con

tractor effort will be required for System Design during,Stage II, distributed 

as shown in Table 3-1. 

3. 3. 1. 3 Detailed Design of the First System Increment 

The approach to the detailed design of each planned system increment 

is described.in Section- 3. 2. As stated therein, the operational and system 

capabilities envisioned entail principally manual capabilities. Some auto

mated capabilities can be implemented on present agency processing equip

-ment, 	augmented as found to be necessary-with additional rental equijment 

modules. It is believed that agency personnel can provide programming.for 

any automated capabilities, and no contractor programming effort will be 

required. 
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Table 3-1. Estimated Contractor Manpower Requirements for Stage II 

Effort 

1. 	 Interim Improvement Consulting Services 

2. 	 System Design Integration 
Operational Concept 
Equipment 
Facility' 
Program Design 
Personnel Selection and Training 

3. 	 First Increment Design 
a. 	 Interagency Capabilities 


Reports Control 

Dissemination 


b. Agency Capabilities 
State 

Passport Processing 
Incoming Message Indexing 
Visa Processing 

AID 
Country Assistance Update 
Program Monitoring and Evaluation 

USIA 
Definition of Foreign Attitudes and 
Audiences . . 

Agency Program Evaluation 
ACDA 

Evaluation of Program Results 
c. Interface Requirements 
d. Second Increment Planning 
e. 	 Management and Liaison 

Total Professional Personnel 
f. Technical Assistance and Secretarial 

-Requires the subcontracting services of an architectual 

No. 6f 
Described in Personnel 

Section Required 

3. 3. 1. 1 -3 3 

3. 3. 1. 2 
2 
2 
2 
2 
2 

3.3.1. 3 

.. 

1-1/2 
1-1/2 


1 
1 
1 

1 
2 

1 
1 

1 
3. 3. 1. 4 	 1 
3.3.1. 5 	 3 
3. 3. 
 1. 6 	 3 

-- 27 
3 

engineering firm. 

No. of 
Months 

Total 
Man-Months 

various 32 

12 
12 

6 
6 
6 

24 
24 
12 
12 
12 

12 
12 

18 
18 

12 
12 
12 

12 
12 
12 

12 
12 

12 
24 

12 
12 

12 
12 

12 
3 

12 
12 
12 
12 

12 
3 

36 
36 

325 
36 



I 
The-operational capabilities proposed for implementationrin the first 

increment of FAIMS and an estimate of the man months of contractor man

power required to develop 'the detailed designx'for-each are listed below: 

o 	 Inter-agency Capabilities (see Section 2-3)
 

- Reports Control Procedures'- 18 rnm'
 

- Dissemination Control Procedures - 18 n/rn
 

o 	 Individual Agency Capabilities (see Section 2. 2. 2) 

- State Department Capabilities 

. Passport Request Processing Requirements 

.12 m/m 

. Policy Guidance Dissemination Requirements 

12 m/m 

. Requirements for Visa Processing (field posts) 
12 m/m 

- - AID Capabilities 

. Country Assistance Update - 12 rn/m 

. . Program Monitoring and Evaluation - 24 m/m 

- USIA Capabilities 

- . Definition of Data Base Requirements for Foreign 
Audiences and Foreign Attitudes - 12,in/m 

-- - ACDA Capability 

. Evaluation of Program Results - 12 m/m 

The estimated total efforts of contractor manpower required for this detailed 

design is 144 man-months. 

It is estimated that completion of these capability design efforts, together 

with the results of the interim improvements program will have provided the . 

agencies an-increase in highly significant information management capabilities. 

(See Figure 2-2, for capability interrelationships.) At the same time, these 

capability design efforts, coupled with the system design efforts described in 

Section.3. 3. 1 will constitute a significant step forward in total system design 
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and provide the agencies with -grea-tly- increased operational capabilities. 

At the same time the possibility of greatly decreased paperwork will be at 

hand with the institution of both reporting and dissemination control pro

cedures. 

3. 3. 1. 4 Additional Interface Determination 

The- interface requirements of the White House, DOD and CIA were 

to have been detailed in Stage I of the FAIME. However, time and diffi

culties in making necessary arrangements precluded definitive results 

and this effort will have to be continued during Stage II. Since ground work 

was laid . during Stage I, efforts required during Stage II should be minimal 

and are estimated at 3 man-months. 

3. 3. 1. 5 Definition of Second FAIMS Increment Capabilities 

The second FAIMS increment capabilities will be oriented toward full 

implementation within the system of the results of the interim improvement 

program investigative work, and toward increasing the automation of the 

manual information handling procedures developed or refined as a result of 

the first increment. Additional areas of agency and inter-agency functions 

will be brought under system operational capability support. All of these 

efforts will be aimed at continued progress toward final system design as 

that design is successively more firmly defined through the general System 

Design Integration effort described in Section 3. 3. 1. 2 above. 

- In addition, the second increment of FAIMS should be capable of 

offering foreign affairs information management and support capability 

to increasing numbers of agencies whose duties require access to foreign 

affairs information. The requirements of such agencies as the Peace Corps, 

Commerce, Labor, HEW as well as the White House, DOD and CIA (see 

above) certainly should be included within the overall system design. 
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It -is estimated that a -total-of-36-rnan-months of contractor effort 

-will be required in specifying the design requirements of the second 

increment. 

3.3. 1.6 Contractor Project Management and Support 

In order to proceed efficiently as proposed and to provide the 

necessary liaison-with all appropriate agencies, ,it is estimated that a 

project manager and two assistants will be required. In addition, technical 

support and secretarial services will require three support personnel. This 

totals 	an additional 36 man-months of professional manpower and 36 man

months of support for the recommended Stage II effort. 

3. 3. 2 Estimated System Development Costs 

It is believed desirable to provide a gross estimate of costs for the 

system recommended and described in this Report. Overall, this estimate 

should be accurate to within 10%0. The estimate is based on a knowledge of 

development costs of other similar systems, the technological considerations 

involved and appreciation of the magnitude of the efforts proposed. 

o 	 We estimate that the cost of system design, analysis, system 
integration efforts (configuration control, compatibility analysis, 
etc.) and overall computer programming system design (not 
capability programming) should be in the neighborhood of one 
fo"one and a half million dollars per fiscal year over the five
year period beginning.in fiscal 1966. This figure does not 
reflect the cost of agency personnel assigned to FAIIE. 

o 	 We estimate that equipment and facilities (less long distance 
communications and any special security facilities) required 
to implement the conceptual system described herein will 
cost approximately five million dollars ($5, 000, 000). In all 

probability the majority of this equipment should be purchased 
during fiscal year 1967. 

o 	 We estimate that the actual capability programming required 
for both the inter-agency and agency capability programs 
should cost between five and six million dollars over the five 

years. 
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Added together, the estimated system development costs pep fiscal 

year is as follows:
 
( miisca.Yiea Casts
 

-(in nmilons) 
1966 1,967 1968 1969 1970 Totals 

Equipment & 
Facilities -0 3.0 1.0 0.5 0.5 5.0 

Analysis & System 
Design 1.0 1.5 1.5 1.0 1.0 5.0 

Capability 
Programming 0 1.0 2. 0 2. 0 1.0 6. o 

Totals 1. 0 5.5 4.5 3.5 2.5 16.0 

3. 3. 3 Recommended Schedule for Stage II 

For purposes of this report, Stage II is assumed to be a 12-month 

period starting on or about 1 July 1965. As indicated in the preceding 

Section, there are six major efforts which should be pursued during 

Stage II. These are: 

o Interim Improvement Program 

o Continuing Information Management System Design Efforts 

o First Increment.Operational Capabilities 

o Additional Interface Study 

o Second Increment Capability Planning 

o Management, Liaison and Technical Assistance 

Since the effoxt is at the threshold of system development, it is essential 

that a -beginning be made.on all of these efforts and that they be pursued at a 

level of.activity sufficient to produce, at or about 1970, a fully operational 

Foreign Affairs Information Management System as described in Section 2. 

The schedule proposed fox Stage II as shown in FlAOre;3Z3,aid'described 

throughout Section 3 will attain this objective. The tentative relationship 

between Stage II and succeeding stages is indicated in Figure 3-1. 
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Effort. 

Improvement 
Program 

System Design 

o 	Operational 
Concept 

o Equipment 
Specification 

" Facility Design 

o 	Program Sys
tem Design 

o Personnel Se
lection & Trai 
ing 

First Increment 
Capability Design 

o 	Interagency: 
Reports Control 
Dissemination 

o Agency: 
STATE 

Passport 
Processing 

Message Index
. ing 

Visa Procee
..........- ing 

AID 

Country Ass't. 
Updating 

Prog. Monitor 
& Evaluation 

USIA 

ForeignAttitudes 
& Audiences 

Agehey Program 
Evaluation 

ACDA 

Evaluation of 
Prog. Results 

Interface Rqmts. 
Study 

Second Incre
ment Planning 

Management r. 
Liaison 

Technical 
Assistance 

1 
Months I1 	 : 2 3 4 5 6 7 B 9 1O 11 12 

C
* Detailed in Figure 4-1 and Section 3.3. 11 .. 

Detailed in Section 3.3. 1.2 

Detailed in Section 3. 3. 1. 3 

C 

. 

.................................... 

777 

~2I 

%fl 

I 
I 

I 

I 

-Section 3,3. 1 4 

S Detailed in Section &. 3. 1. 5..... 

ietailed mn bection 3.3J. l.t ... 

t~r' 

.4Tw.. . .~ C 

C 

Detailed in Section 3. 3.1.6 

= Continues into the next Stage - increased automation. 

. C 

Figure 3-3. Recommended Stage II Schedule. 
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It sheild be emphasized that the activities scheduled and the manpower 

requirements (Table 3-1) are those which seem at the present tinie to offer 

.* themost-appropriate, significant and feasible'approach. Obviously con

tinued review of the overall program and of results being attained in each 

individual portion may indicate changes, additions, or deletions (or advisable 

suspensions) from the program or schedule presented. Where this happens, 

immediate recommendations should be made to the contract monitor for such 

action. 

3.4 	 Implementation Management and Contractual Considerations 

In pursuing the remainder of the FAIME program, the management 

and contractual procedures used should be modified in order more closely. 

to reflect the requirements of a system development program. Recom

mendations in this regard are presented in this section. 

3.4. 1 FAIMS Agency Management Offices, 

In the interests of assuring continuing, coordinated and integrated 

FAIMSdevelopment, each Agency should initiate a FAIMS management 

office 	as organized along the following lines (See Figure 3- 4). 

1) Provide a Director who is broadly based in operation of the agency 

and is placed high enough in the Agency to.resolve information handling and 

related organizational differences at all levels. In addition, the director of 

each FAIMS management office should be the Agency representative on the 

FAIMS Inter-agency Board (a proposed successor to the present FAIME 

Working Group). 

2) Provide assistance by technically qualified systems specialists 

responsible for: 

a) Maintaining an up-to-date Agency capability and 

program system concept, 

bj, 	 Controlling proposed Agency system improvement 
programs and evaluating results in terms of the system 
concept. 
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c) 	 Managing implementation of the Agency portion of 
the FAtMS. 

d) 	 Arbitrating conflicting demands for service within 
the Agency. 

e) 	 Providing qualified technical assistance to other 
Agency organizations desiring to conduct system 
improvement or capability design studies. 

f-) 	 Through the FAIMS Inter-agency Board, providing 
Agency responsibility for coordinating their respective 
Agency requirements with those of other Agencies 
within the overall inter-agency FAIMS design effort. 

3.4. 2 FAIMS Inter-Agency Management Office 

As pointed out in the Evaluation Report, a FAIMS Inter-agency 

Management Office is required to provide coordinated system development 

and operation. It -is recommended that the present FAIME office be given 

overall responsibility for coordinating the development, integration, installa

tion and operational implementation of the FAIM System. In the designation 

of this Office and its responsibilities, authority and resources, the following 

criteria should be applied: 

1) The Office must strive to reflect the valid requirements of all 

government agencies for a fully responsive system for the collection, storage, 

retrieval and dissemination of foreign affairs information. It must not be 

biased in favor of any one agency or group of agencies. This can be accom

plished best, perhaps by creating an Inter-agency FAIMS Coordinating Board 

composed of the Director of the FAIMS Management Office of each Agency 1 

as proposed in 3.4. 1, together with the Head of the Inter-agency Office. 

1
 
It should be noted that agencies other than the four currently represented 

in the FALME Working Group may need to be represented on thie board as. x 
le:gitimdata.foreigrr affairs information users. 
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2) It must have the high level stature, responsibility and authority 

commensurate with 1) above. The existing FAIME Working Group should 

continue to provide -for -inter-agency coordination and system design decisions 

as appropriate until the recommended management offices are implemented. 

3) The system as implemented should be fully responsive to the 

operational requirements of all aspects' of substantive foreign affairs 

activities. In order to achieve this objective, the appointed head of the 

Office should be knowledgeable in the, operational aspects of foreign affairs, 

preferably with, an extensive background in more than one of the foreign 

affairs agencies. 

4) The Office should be provided with technical personnel fully 

knowledgeable in the field of scientific information management and all 

related technologies as appropriate. These technical personnel together 

with operational (or substantive) personnel selected from each of the major 

foreign affairs agencies should be organized initially somewhat as shown in 

Figure 3-6. 

Both-the Inter-agency Office and the Agency offices should be formed 

and should start functioning to improve the existing manual information 

handling practices through implementation of the interim improvement 

program outlined.in Section 4-and should be responsible for coordinating 

all future Inter-agency;improvement programs. They also should assume 

responsibility for the overall FAIMS development program as recommended 

.herein and should be given authority to conduct in-house and contract applied 

research as deemed necessary in the expeditious implementation of the system 

as recommended in this Report. 
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4. INTERIM IMPROVEMENTS 

4. 1 General 

This section contains the interim improvement program recom

mended for implementation either because the advantages of prompt 

attention can justify an investment of time and effort, or because the par

ticular projects will contribute significantly to the further development 

of a modern information management system. It presents both inter

agency and intra-agency projects that wereidentified during the evaluation 

of current practices as improvements that can be treated individually, 

although their effects will become prominent in the wider context of over

all systems implementation. The improvements outlined in this section 

are not merely responsive to the criteria for selection but also are par

ticularly aimed at alleviating some of the basic limitations which charac

terize present information practices in Washington and in the field. They 

are all compatible with or at least do not detract from, the final system 

concept as outlined in Section 2. Projects are proposed for pilot imple

mentation in selected agency components as experiments before being 

generally applied to one agency or in common among the foreign affairs 

agencies. In these, and in some of the definitive improvements, new 

techniques-and methods may be developed which subsequently can be ap

plied to. comparable efforts in the other agencies where there are similar 

problems. This- is particularly true of the reports control effort suggested 

for State Department; the AID inventory of economic data base resources 

in government and private organizations; of the augmentation of policy 

guidance materials in USIA; and of the dissemination profile plan in ACDA. 

The inter-agency improvements are intended to promote uniformity and to 

facilitate the exchange of information among all users of foreign affairs 

information. AID and USIA efforts are particularly recommended for 
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possible participation in the reports control program experiment in the 

Department of State, using the same regional organizations in a common 

project, if appropriate arrangements can be made. In-house time and 

effort estimates are listed for each project. Contractor assistance re

quirements were shown previously in Section 3. 3. 1. 

4. 2 Inter-Agency Improvements 

In addition to specific projects for improvements within each agency, 

there is one which cuts across organization lines and applies in some de

gree to the four foreign affairs agencies. Such improvements should be 

developed by FAIME working with ad hoc specialists from the four agen

cies as one initial objective of the continuing FAIME program. 

4. 2. 1 Document Storage and Retrieval 

4.2. 1. 1 Description 

The common improvements that will contribute materially to the 

achievement of a capability required in all four agencies are related to 3 
developing a uniform method for storing and retrieving documents - an 

information system function that will retain an important place in both 

present and future information handling programs. Because of the volume 

of material that flows among the agencies, it is essential that a single uni- -

form technique be adopted promptly for storing current information and 

for retrieving it from file. Such a program involves two new concepts: 

1) Subject and Area index control for foreign-affairs 
information; . 3 

2) Miniaturized storage for current as well as archival 
files. 

4-2 ..
 

I 



4. 2. 	 1. 2 Installation of the Improvement 

The FAIME Working Group is the appropriate focus for an inter

agency-task which will require the services of various specialists from 

each agency in addressing the.three aspects of a document storage and 

retrieval program: . The indexing scheme; The storage media; A common 

document numbering system. It is presumed that a Foreign Affairs Subject 

and Area Code would be used for document indexing' in a machine-supported 

subsystem. However, decisions about its structure and language, need to be 

made in advance in order to specify certain equipment capabilities. The 

same indexing scheme will be an important tool in the extension of both re

porting and dissemination controls. The major tasks to be accomplished 

are: 

0 	 *Preparation of a common subject and area indexing
 
.scheme:
 

0 Selection of an appropriate storage medium.
 

o 	 Evaluation and choice of optimum form - unit record 
*or multiple record. 

o 	 Selection of equipment, cameras, laboratory,
 
reproduction.
 

o 	 Definition of procedures for routine and exceptional
 
processing.
 

o 	 Planning of a common document numbering system
 
containing coded-indicators for source, sequence
 
number and other appropriate factors.
 

4.2. 1.3 Time, Cost and Other Adjustments 

1) 	 Subject and Area Indexing Scheme 

a) 	 Evaluation of ISC (USIB Intelligence Subject Code) 
for application to Foreign Affairs Agencies (2 man 
months). Assistance of government classification 
experts recommended. 
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b) 	 Extension of ISC to Foreign Affairs Agencies' needs 

if a) results in approval (6 mannonths). 

c) 	 Complete new Subject/Area Indexing Scheme if a) 
results in rejection of the ISC (24 man months). 

2) 	 Document Storage Media Analysis (4 man months). 

3). 	 Common Document Numbering System (2 man months). 

4. 3 	 Department of State Interim Improvements 

4.3.1 General 3 
The improvements recommended for the Department of State are: 

o 	 Revision of the Organization Manual. 

o 	 Daily Ainotated Message Index for Regional Bureaus. 

o Reports Control Experiment. 

Each is a substantial project aimed at removing factors which now impair 

the effectiveness of the Department's information handling practices: 

excessive volume of paper, broadcast dissemination, overlapping and 

imprecise collection -requirements and unevaluated reports. 

The proposed improvements have certain immediate advantages to 

be gained from implementation: 

1) Their impact will be felt in the field as well as in. 
-Washington. 

2) STATE, AID and USI.A can benefit equally from 
participation in the Reports Control Experiment. 

3-) Selected recommendation of the Working Groups 1 
and 2 of the Task Force on Control of Written Com
munications and the "American Legion Report" can 
be merged with the FAIME project for application I 
where appropriate. 

Similarly, many of the problems observed'by the FAIME visits to Lima, 

Mexico City and Monterrey-are addressed in the improvements program. 
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4. 3.'2 Revision of the Organization Manual of the Department of State 

4. 3. 2. 1 Description 

A comprehensive, up-to-date and current Organization Manual for' 

the Department is an essential tool of operations as well as information 

management, first because it defines the functions and responsibilities 

assigned.to various organizational entities as well as key individual posi

tions; and second, because it provides the framework upon which the flow 

of information is based. The existing mafdal, promulgated by Secretary 

Dulles in December 1956, has become progressively outdated since that 

.time despite continuing attempts at its revision and updating. The project 

is recommended to prepare and issue a new and valid manual and speed up 

the incorporation of future changes as they occur. 

4. 3. 2. 2 - Installation of the Improvement 

o Develop a new, current manual as a one-time project, 
preferably using full-time, rather than intermittent 
staff effort. The Regulations and Procedures Staff 
(O/SP) is the logical focus of leadership for the project. 

o 	 Decentralize to the operating bureaus and offices the 
task of initially updating their respective statements of 
mis sion, function and activity, following a guide and 
format developed for this purposp by O/SP. The pres
ent manual, plus past changes ciiculated by other issu
ances, would form a working basis for developing new 
statements. 

o 	 Assign to O/SP the negotiation and editorial work in
volved in reconciling any jurisdictional matters, language, 
etc. By the time the Deputy Undersecretary for Admin
istration releases the revised manual, O/SP also should 
have prepared a viable system for maintaining the hand
book on a continuing basis. 
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I 
Select a time-phased schedule which would depend upon 
the approach, whether by special Task Team or through 
assignment of institutionalized resources. It would de

pend also upon a decision as to whether to issue the re
vised manual piecemeal by completed and cleared sections, 
or await the completion of the total handbook. 

4. 3. Z. 3 Time, Cost and Other Adjustments 

All Departmental staff time and other incidental costs could be 

absorbed by reprogramming this project within current programs and re

sources. In detailing the project outline, it may be desirable to secure 

temporary assistance from officers awaiting assignment or otherwise 

available. 

4. 	3. 3 Daily Annotated Message Index (Use of Bureau Policy 
Reports Officers to Improve Downward Flow of Information) 

4. 3.3.1 Description3 

There is a need to develop methods by which Bureau officers- could 

be kept informed. of information flowing in and out of the Bureau without 

each personally having to screen a mass of individual messages. As a 

pilot test, it is proposed that one of the Regional Bureaus expand its 

Policy Reports Officer's role beyond screening material for DAYSUM 

contributions, INFOTELS, etc. -He would be assigned the added responsi

bility to keep officers of the Bureau-informed of significant developments 

in policy and foreign relations by issuing a daily annotated index (or per

haps- a summary) of important telegrams, airgrams, memcons, minutes, 

inter-office memoranda and related policy documents produced and re

ceived by the Bureau. This would curtail the widespread distribution of 

information copies of material referenced in the daily annotated index. 
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The Reports Officer would-maintain a temporary, hard copy file of such 

items to be available through him or the Message Center for reference by 

officers who have identified their interest through review of the index. 

The value of the proposed project to an integrated future Departmental 

information processing system lies in probing the applicability, on a Bureau 

basis, of a periodic summary index of selected communications and other 

informational material in substitutionfor unrestricted dissemination of 

individual information copies. 

4. 3. 3. 2 Installation of the Improvement 

o 	 Select a Regional Bureauato undertake the recom
mended pilot test, preferably one which has an
 

I active Policy Reports Officer operation.
 

o 	 The Bureau Policy Reports Officer selected, and
 
officers representing O/MP/S,- and O/SP as appro
priate under the recently-reorganized Office oIf the
 
Special Assistant-for Compliance, should develop a
 
Plan of Action for conducting the test. The FAIME
 
office should also monitor these efforts and offer
 
suggestions as appropriate.
 

o 	 The Plan of Action should include careful advance 
orientation of desk and other information-using 
officers who normally are recipients of a consid
erable volume of information copies of communica
tions, but who now will.be expected to use the daily 
annotated index as substitution for actual hard copy. 

o 	 Operational procedure details will depend on some 
advance- simulation of screening the daily flow, 
annotations appropriate for the daily index, repro
duction and distribution of the index, and the tem
porary file operation and referral mechanism. A 
few days' siriulated operation should make it possi
ble to identify the categories of information material 
which might be included in the index and, conse
quently, eliminated from gross circulation. 
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o 	 Annotations made to describe subject matter of
 
communications and other material included in
 

.the index should be simple and direct. The timely
 
release of the index each day would suggest that a
 
document informal in language and format would
 
suffice for the objectives sought and be capable of
 

being 	prepared rapidly. 

o 	 An evaluation sho.uld be made of the succdss of the
 
pilot test and its possible wider applicability and
 
use at the end of the test period.
 

4. 3. 3. 3 Time, Cost and Other Adjustments 

The Policy Reports Officer selected to conduct the experiment 

may require an assistant to perform the additional work proposed. The 

pilot test should be operated over a period of up to six months. Within 

this period it should be possible to institutionalize the procedure, have 

Bureau officers become accustomed to use- of the daily"index and ready 

referral access to hard copy when required, and establish a valid -basis 

for. making, an assessment of the value of this procedure. 

No special costs-are believed to be involved. Officer and secre

tarial time, and cost of reproducing the daily index, can be programmed 

within available resources.. 

4.3.4 Improvement of Political Reporting 

4.3.4.1 -Description 

Improved control over political reporting has long been-the concern 

of the Department of State as evidenced by continual efforts to have 

Washington political information requirements more precisely conveyed' 

to and met by posts abroad, and vice, versa. The Department, in an 

Office of Management study'of March, 1963, "Toward Improved Political 

I 
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Reporting" concluded that present guidance from Washington to political 

reporting officers overseas was inadequate, particularly in that it lacked 

continuity of attention, a conclusion confirmed by the FAIME analysis. 

In moving toward modernization of Foreign Affairs Information 

Management generally, experience is needed for the purpose of assessing 

the effectiveness of subsystems designed particularly to improve controls 

over political reporting. This sugge-sted interim improvement would pro

vide such experimentation, the results of which should prove useful in the 

eventual integrated sstem design for the Department and for the other-e 

foreign affairs agencies. 

This program is- based on a concept which includes a positive, or

ganifed procedure for applying selective judgment in Washington and at 

the Foreign Service posts. The posts would contribute by submitting a 

political reporting program identifying specifically those items on which 

it proposes to concentrate in the period ahead. The Reports Control 

Officer in the pilot test Bureau would be expected to assist the posts in 

defining priorities, changes in emphasis, and in selecting both deletions 

and additions in guiding the posts away from repetitive responses to re

quirements and from topics suspended from current interest. Similarly, 

Officers in Washington would be assisted in defining requirements more 

precisely as a necessary step in demonstrating the effects of such an ex

periment on the initiative of'reporting officers. Previous resistance to 

attempts to systematize reporting cannot be overcome without -a'definitive 

test of the effects of a positive guidance program. 

The proposed approach is that at least one Regional Bureau, on a 

pilot testing basis, be allocated a full-time senior officer and, possibly 

with some assistance, be assigned continuing authority and responsibility 

for: 
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1) 	 Reviewing the guidance provided to the posts by the 

officers of the bureau to assure that guidance is 
provided and-that it does infact define substantive 

requirements- as precisely as possible. 

2) 	 Reviewing and clearing all reporting requirements 

imposed on the posts by activities outside the re
gional bureau-and, when a requirement appears uan
warranted, require justification by the originator. 

3) 	 Working with the posts, a) prepare a semi-annual 

assessment of the guidance provided to each post; 
and b) prepare a-political reporting progmi'am show
ing major, minor and priority topics for the coming 
year. 

4) 	 Working with the Office Directors and other officers, 
prepare a quarterly assessment of the adequacy and 
quality of the political reporting provided by each 
post. The primary resource for assessment is the 
recommended Report Evaluation Form proposed as 

.an immediate step. in the-improvement program 
(Section 4. 7. 1. 1). 

It is conceivable that dramatic success in this interim improvement 

trial 	could lead to a breakthrough in providing information precisely 

of subject matter required, on a timely basis, and free of useless and 

marginal reporting which results from the lack of continual guidance. 

4. 3. 4. 2 . Installation of the Improvement 

o 	 At least one Regional Bureau should be selected for 
the pilot test. 

o 	 The senior Foreign Service Officer(s) assigned 
should be selected with particular emphasis on a 
knowledgeable interest in improving the political 
reporting area. 
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o 	 A careful understanding will be required so that the 
political officer, desk and other officers appreciate 
the extent to *hich their guidance to posts will com
plement that. of -the Reports Control Officer. This 
division of responsibilities during the experimental 
period will require carefully-developed agreements 
on modus operandi, and cooperation of office heads, 
desk-officers and others. 

o 	 The Bureau(s) and Missions involved should be 

briefed carefully on,the purpose and method of con
ducting the experiment, particularly on what is ex
pected of them. 

o 	 The improvement should be. developed on an incre
mental basis starting with one or a few missions and 
desks and being enlarged as found appropriate. 

4.3.4.3 Time, Costs and Other Adjustments 

A pilot test of the extent contemplated should be scheduled over a 

period of approximately fifteen months. This would permit scheduling 

two semi-annual post-by-post assessments of the political reporting 

guidance provided-by the Department, and at least four quarterly assess

ments of the quality of post political reports received. 

A senior Foreign Service Officer will be required for the period to 

review the political reporting guidance provided posts by the regional 

Bureau selected for the test, to provide leadership in having Washington 

and the posts develop the periodic assessments identified above, and to 

screen reporting requirements imposed on posts-by activities outside the 

Bureau. This officer may require an assistant, and should be able to 

draw upon resources and advice within the Bureau. This special staff 

should be available from with present Foreign Service complement avail

able for Washington assignment. 
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I 
4.4 - AID Interim Improvements I 
4.4. 1 General I 

Four 	interim improvements are recommended for AID: 

1) 	 Documenting- the Annual Country Assistance Program/
 
Long--Range Assistance Strategy (CAP/LAS) Review
 I 
Results;
 

.2) An Automated Data Base Inventory;
 I 
3) 	 AID Manual Order Revision and Updating System; and 

4) A Single Contr6l Point for AID Improvement Studies. 

Already underway as a FAIME project (Section B) is a pilot operation: 

AID Technical Assistance Information System Development. 1 

While these improvements are responsive to unique AID problems, 

there is a common benefit to be derived from the Data Base Inventory. 

This project has implications for a number of agencies faced with new 

opportunities created by the establishment of machine-supported data 

banks, some with very powerful capabilities or potential. 

4.4.2 Documenting the Annual CAP/LAS Review Results I 
4.4.2. 1 Description I 

The potential qualities of the CAP/LAS as a prime information re

source for AID can be developed through a. combination of management I 
improvements and information handling techniques. An initial step in 

such a development program is to reconcile the publication with the re- I 
view 	and fiscal steps that now modify subsequent country program actions I 
1"AID Technical Assistance Information System Development" forms 
an integral but distinct phase of the present FAIME project. Its pro- I 
gress 	and results are to be reported separately. 

I 
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but are not reflected in the published format. In its pres.ent form, the
 

CAP/LAS is misleading except to those few in AID who are responsible
 

for changes after the proposed program has been modified by Regional
 

Review, subsequent budget submission and Congressional appropriation.
 

Once 	steps are taken to establish continuing validity to the CAP/LAS, its- 

potential as a status file as well as a planning document can be developed 

as a vital part of a comprehensive information'management system for_ 

the Agency. 

4.4.2.2 Installation of the Improvement 

o 	 Designate the CAP/LAS Review and subsequent modi
fications in each country program as an integral part
 
of the document. \
 

0 	 Issue an MO assigning the responsibility for taking
 
official minutes of major points and decisions. Agreed
 
minutes would be issued and circulated as an amendment
 
to the CAP/LAS together with modificationsbased on
 
fiscal action.
 

o 	 Designate an A/MP analyst-to prepare the MO after
 
interviews with. staff members in each Regional Bureau
 
Office of Development Planning and in the Office of
 
Program Coordination.
 

4.4. 2. 3 Time, Cost and Other Adjustments 

No permanent assignments other than the designation of responsi

bility 	for preparation and publication of CAP/LAS amendments. Estimated 

*time for researching and clearing an MO, ten weeks, part-time effort for 

one A/ MP Analyst. 
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4. 4. 3 . Automated Data Base Inventory 

4.4.3.1 Description 

In the process of formulating and carrying.out country programs, 

AID is a substantial producer and consumer of scientific and project ex

perience data. Such material is collected and analyzed to measure the 

needs, changes, and project opportunities in the economy of program 

countries. The nature of AID activities affects Agency interest in data 

resources in-two directions: 

1) 	 Resources may exist in other agencies that can 
satisfy certain information requirements; 

2) AID processed information may supply technical 
data to other agencies. 

This suggests the possibility of mutual exchange.programs with such or

ganizations as Agriculture, Health Education and Welfare, Commerce, 

Labor, and selected international organizations. Whereas AID's interest 

is subject to periodic and sometimes. rapid changes in focus, these other 

organizations maintain a permanent interest in subjects to which AID can 

contribute. It also suggests that perhaps-one repository in I. S. Govern

ment is all that is necessary for certain types of data in such fields as 

agriculture, commerce, healthand education. 

A team of AID personnel consisting of one data processing specialist, 

one development economist (PC) and one technical expert (TCR), a rotat

ing member for each technical area, should be assigned the task of ad

dressing these questions: . 

o 	 What data bases are available for AID to call upon? 

o 	 Can-AID supply inputs in specified fields to other 
organizations' data systems and develop a means of 
retrieval for AID? 

o 	 Are two data bases needed in each technical field or 
would one suffice. in the Agency having continuing interest? 
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o 	 Should AID contra'ct for service from these. agencies 
for data retrieval? 

4.4. 3. 2 Installation of the Improvement 

A team of three specialists should be authorized to survey existing-

and planned data processing systems and examine in detail both inputind

output to determine: 

0 	 Identical data processed in AID and elsewhere 

0 	 -Benefits which would accrue from anexchange of data 

0 	 What system outputs can be acquired by AID with or 
without additional -processing 

0 	 What formats or programs are compatible for AID use 

o 	 What AID operation could make use of products fur
nished by other Government or private systems 

4.4. 3. 3 Time, Cost and Other Adjustments 

o 	 Part-time services of three AID staff members for six 
months. 

o 	 No equipment purchases required; modifications in 
capability and programming may prove to be desirable 
after a survey. 

4.4.4 - AID Manual Order Revision and Updating System 

4.4.4. 1 Description 

The worldwide nature of AID operations requires a particularly 

clear and unequivocal set of Manual Orders accessible for quick and 

reliable reference. These same qualities are currently lacking in ex

isting MOs, a condition aggravated by inadequate cross-references and 
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the absence of an index. A second object of the project is to update ob

solete orders and to create new ones for Agency operations not presently. 

covered in the manual. 

The process of upgrading the manual should be a continuing effort, 

fundamental to the AID information handling program without waiting for 

future systems, development. When'a definite imbalance is observed be

tween the manual and actual operations, it is evident that one or both need. 

revision to.conform to the preferred procedures. Because, obsolescence 

is a particular hazard fof'formal manuals, new methods are required for 

maintaining a current AID Manual and monitoring its application.. 

The Office of Management Planning (A/MP) has been considering 

ways to promote consistent adherence to MO procedures. Their program, 

will be an effective counterpart to an accelerated revision and updating 

program. The two combined will increase uniformity in AID operations 

and make those, operations. more comprehensible and easily grasped when 

responsibilities are a igned or transferred. 

4.4. 4. 2 Installation of the Improvement 

0 	 Constitute a task g-roup of representatives from the 
regional bureaus and staff offices to work with A/MP. 

O 	 Identify conflicts between present practices and the 
existing manual orders. Reconcile the two, using the 

preferred method as the revised. order. 

o 	 Prepare adequate cross-reference notes for all re
lated orders. 

o 	 Issue a. detailed- index to the full set. 

o 	 Formulate a continuing program for maintaining a
 
curr.ent manual applicable to all agency operations.
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4.4.4.3 Times, Cobts anc- Other Adjustments 

A/MP can estimate the time required and the allocation of re

sources necessaty for the task after a planned series of workshops on 

each manual chapter has been initiated. One- member of A/MP may be 

assigned to the project for consolidating the results of a proposed 

"Manual Awareness Project" intended to publicize the manual and its 

-provisions. No special costs are involved as the project effort can be 

absorbed in A/MP and the Regional Bureaus. 

4.4.5 - Single Control Point for Information on AID Improvement Studies 

4.4. 5. 1 Description 

In an organization.with such an extensive program of improvement 

studies (79 studies and projects currently in process), a systematic 

management control is essential to avoid duplication of effort and the 

pursuit of incompatible methods for resolving similar problems. Over 

a period of time, the Office of Management Planning (A/MP)_ can become 

a focal point for an advisory service to prevent the proliferation of ad hoc 

studies that address isolated portions of intricate problems impinging on 

more than one agency operation or organization. A "registe2"of studies 

similar to the one now in A/MP will not confer any particular benefit 

unless accompanied by A/MP evaluation and guidance to the agency-com

ponents actually engaged in such projects. Active participation is also 

necessary, especially in conne.ction withprojects involving substantial 

manpower or funds, as an essential part of the A/MP contribution to 

monitoring internal improvements. 

4.4. 5. 2 Installation of the Improvement 

o Develop a reporting format to record significant 
data on each new study and its outcome. 
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0 	 Survey technical skills available to A/MP and secure
 

where necessary the ad hoc, services of experts within
 
the agency.
 

o 	 Establish liaison with other agency management staffs
 
for exchange of information and study reports.
 

o 	 Cooperate with Bureau and Staff Office management 
staffs in review and evaluation of proposed and com

-pleted-studies.
 

o 	 Establish in the information management system a re
pository and retrieval designation for all management
 
study reports.
 

I4. 4.5. 3 Time; Cost and Other Adjustments 

This project can be absorbed in the Office of Management Planning 

(A/MP). A period of-ten weeks should be adequate for preparing and 

clearing a. new Manual Order to establish the control point. 

4. 5 	 USIA Interim.Improvements I 
4. 5. 1 - General 	 -

Three interim improvement projects are recommended for USIA. 

They are: 1) Program Material Retrieval System, 2) Augmentation of 

Policy Guidance Materials, .and 3) Program Effectiveness Evaluation. 

The first two are designed to strengthen the use of information that pres

ently exists but, for want of a capability, is not available to those who 

need it. The third is- an effort to improve the ability of the agency to 

evaluate its operations. While the first two are not difficult to imple

ment, the last will require intensive- efforts both in Washington and in the 

field to overcome the long-standing problem of measuring achievements 

in cross-cultural communication. 
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4. 5.2 Improvement of Program Effectiveness Evaluation 

4.5.2.1 ; Description 

Interviews have indicated that both Media elements in Washington 

and Program Officers, in the USIS posts are well aware of the lack of in

formation on: 

1) 	 Relative effectiveness of the various communications 
techniques and products with the varying audience 
groups to which they are addressed. 

2) 	 The tailoring of output to produce meaningful content 
for audiences with wide disparities in levels of'com
prehension and interest. 

3) Better methods for measuring and evaluating the actual 
impact of specific programs and products on their in
tended audiences in the field. 

A program to find reliable measurement criteria is vital to USIA 

and directly affects the Agency's capability to function successfully. 

The intractable nature of the problems suggests the need for intensive 

scientific study-using the services of a staff trained in such appropriate 

disciplines as anthropology, linguistics, psychology and sociology. 

As an initial effort, the Agency profitably can assess its existing 

resources and their potential .but unrealized value. A second stage, 

which can only be developed after analyzing the results of the initial pro

ject will depend on a wider range of evidence-which can be accumulated 

by increasing the reporting of foreign opinion and reaction by USIS offi

cers. Contractor. assistance would be a definite advantage in this pro

gram, but it should be contracted separately from the other FAIME 

efforts. 
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4. 	5. 2. 2 Installation of the Improvement
 

1) Program Content Evaluation
 

o 	 Analyze a random selection of current products 
in terms of a set of criteria which may be de
fined from in-house atid published sources on 
cross-cultural communication. 

2) - Impact Evaluation 

o 	 'Identify-existing sources of evaluative informa
tion and, the steps necessary to analyze-their 
data content effectively to make it available to 
the pr.ess, broadcast and motion picture services. 

o 	 Review the present reporting program and revise 
collection criteria. 

o 	 Coordinate the present efforts of the Motion 
Picture and Press Services to irnprove field 

reporting. 

4.5.2. 3 Time, Cost and Other Adjustments 

The value to be derived from an increased ability to assess and 

evaluate program effectiveness is such that an interim program could 

be justified at the cost of two Agency officers together with adequate 

contractor support estimated at three man-months. 

4.5.3 Program Material Retrieval 

4.5.3. 1 Description 

One self-contained capability that USIA can establish as an interim 

improvement is an index, storage, and-retrieval capability for broadcast 

scripts, periodical articles, pamphlets and motion picture contents. A 

comparison of present USIAtechniques with those observed in a FAIME 

4-20
 



visitto, several commercial services (Columbia Broadcasting, Time-

Life, 	 New York Times) and-the New York Public Library suggests that 

information-retrieval through an.index which might be mechanized sub

sequently offers a most-immediate source-of improvement. Machine 

support for storage for the full text of program material is not a viable 

prospect in the immediate future. Retrieval facilities in the organiza

tions 	visited suggest advantages are available to USIA operations from: 

1) 	 Maximum reuse of media products or portions of 

products. 

2) 	 Quick access to research materials and sources 
used in previous products where updating or pro
duction of new material in the same subject field 
is needed. 

3) 	 Improved referral to content and viewpoint of 
previous Agency output to facilitate credibility for 
new products on the same and related subjects. 

4) 	 Reducing duplication of research effort by providing 
a central file indicating "items in process" when 
there is to be separate coverage of a topic by more 
than one Media service of the Agency. 

4. 5. 3. 2 Installation of the Improvement 

o 	 Installation of the improvement will require: 
Identification of current output contents through 
summaries provided by each Media organizational 
unit. 

o 	 Development of an appropriate subject indexing 
scheme and recording format. An index for this 
purpose can be operated manually for the immediate 
future independently of the inter-agency subject in

dex development. 

o 	 Selection of the method to be used for publishing 
the index to potential users. 
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4.5. 3.3 Time, Cost and Other Adjustments 

One systems analyst will be needed for a total of three man-months 

to provide, design guidance and to develop operating procedures. An op

erating staff consisting of one analyst in the IOP Planning-Staff and one 

clerk in each Media Service will be required to maintain and publish the 

index to new subjects- and products. 

4. 5. 4 -Augmentation of Policy Guidance Materials 

4.5.4.1 Description 

Present daily guidance delivered to writers in IBS and -IPS (Broad

cast-Service and Press Service) indicates the way recent events and 

problems- are to be treated. Usually, however, this guidance is not re

lated to basic foreign or information policy. . As--a result, the writers 

preparing material are limited in their ability to "interpret" a-given pol

icy position or amplify with background support. 

Some basic policy papers have been distributed to media writing 

persontiel, but the-only complete file is maintained in the Office of Policy 

(IOP). Media writers thus are handicyLpped by their remoteness from IOP, 

a handicap which is even more emphaized by the need-for speed in prepar

ing their daily material. . Since such guidance is not adequate, it is recom

mended that an evaluation, of the value of gxjpan&edeguidance and its effect 

on media products be made. If there is measurable improvement in media 

products, a permanent method providing better background guidance 

should be incorporated in the FAIMS design. 

4.5.4..2 Installation of the Improvement 

o Implementation of the improvement may be effected by: 
Publication of a list of basic guidance documents now 
considered-as sources of foreign and information opera
tions policy. 
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o Evaluate alternative methods for supplying background 
for daily policy guidance. This function is now per
formed jointly by IOP Policy Guidance Staff and Media-
Policy Officers. A possibility is to cite readily avail
able documents which amplify points stated in daily 
policy guidance. 

o Establish immediately a file at the Broadcasting Serv
ice where significant policy directives and background 
documents are kept for the use of media writers. 

4.5.4.3 Time, Cost and Other Adjustments 

This project can be absorbed within the workload of IOP Policy 

Guidance Staff and Media Policy Officers. 

4. 	6 U. S. Arms Control and Disarmament Agency Interim 
Improvements 

4.6.1 General 

Four interim improvements recommended for ACDA are aimed 

at a) removing certain limitations which presently impair the effective use 

of existing resources; and b) at establishing new techniques which will 

enable the Agency to take advantage of further advances into technical forms 

of information handling. The unique circumstances of ACDA as a small 

Agency with a wide spectrum of technical as well as political interests re

quire particular attention to information management to cope with the prob

lems of bringing material from many disciplines into the specialized focus 

that the Agency requires. 'The improvements are: 

1) Activation of an information management office; 

2) Development of a dissemination profile and 
associated procedures; 

3) Implement an acquisition program for the Reference 
Information Center (RS/RIC); and 
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4) Establishing RS/RIC as the Office of Record for all 

information documents. 

In developing the dissemination profile and associated procedures, ACDA 

will provide the initial experience on which designs for the whole foreign 

affairs community can be based. 

4.6.2 Information Management Office 

4.6.2.1 Description 

The important function of contract and in-house research is de

pendent on substantive information resources organized for efficient use 

by ACDA staff and organizations cooperating in AC&D research matters. 

As research programs are extended, greater demands Will be placed on 

methods for collecting, processing and storing many types of technical 

and scientific as well as situational data. In order to promote an orderly 

and integrated complex of information handling techniques, ACDA will 

benefit from having a focal point in the Agency for examining each problem 

and its possible solutions. Without such a common point of guidance, ad 

hoc decisions may be posed for one problem without adequate considera

tion for similar needs in other Agency functions, or the solution of related 

problems can be made still more difficult. 

By forming such a unit now, the Agency may avoid many of the in

tricate and pervasive difficulties that tend to encumber larger organiza

tions. Special knowledge and skills are needed, but for the most part, 

these can be acquired through Government-sponsored programs. One 

direct benefit will be an Agency capability to analyze its own information 

handling requirements and to evaluate the technical aspects of proposed 

solutions. 
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4. 6. 2. 2 Installation of the Improvements 

o 	 Establish a working group composed of representa
tives of all Agency functions, with an information 
management specialist to act as chairman. The total 
group would be responsible for making recommenda
tions for changes in procedure and for providing ad
vice- on internal and external projects concerned with 
information handling. Recommendations would be
accepted and implemented through normal adminis
trative channels. 

o 	 The chairman of this group would provide liaison
 
with other agencies and assist in determining the
 
propriety and feasibility of system capabilities in
 
relation to ACDA's interests.
 

o 	 The chairman would also identify the outputs of other 
agencies' systems which could be used by ACDA and 
negotiate format and processing agreements which 
would promote the use of these resources by ACDA. 

4.6.2.3 Time, Cost and Other Adjustments 

o 	 Secure authorization from the Director and select 
and designate the chairman and members of the work
ing group. 

o 	 Prepare a training schedule for familiarization in 
technical processes such as indexing, abstracting, 
film techniques and equipment, ADP equipment 
capabilities, and data processing methods. 

o 	 Implement the working group concept.. 

4. 6. 3 Dissemination Profile Technique 

4.6.3.1 Description 

Dissemination profiles are needed so that document analysts can 

rapidly match specific incoming information with expressed user require

ments. This has been such a problem that few organizations have been 
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able to advance beyond the level of broadcast distribution. - As general 

information management coficepts-are implemented in the Agency, sys

tematic dissemination can be achieved through identification of definitive 

user information requirements. Since successively more detailed re

quirements will have to be developed for information management system 

design, these may be adapted readily and applied to the more precise 

dissemination of agency information. This will assure potential users of 

information that they will be notified of its- existence. and that it will be 

provided them upon request. 

Ideally each officer should receive-all material necessary to per

form his duties efficiently but without the burden of having to, sort that 

material from the mass of marginal and unrelated inputs. Initially, the 

Agency may rely solely on manual techniques but the basic diss'emination 

plan should be capable- of adaptation to ADP equipment for speeding and 

upgrading the level of service. While machine support may be in the 

future, a manual program is still essential for assuring the availability 

of research information to all Agency personnel requiring it. 

4.6.3.2 	 Installation of the Improvement 

Installation of this improvement will require: 

o 	 A survey of existing profile techniques in use both 
in government and industry and selection of an 

appropriate methpd. 


o 	 A document content analysis to provide: 

o 	 A system vocabulary (terms and -phrases) 
from current document files. This profile 
vocabulary should be edited to conform to 

an'inter-agency indexing scheme wherever 
possible. 

o 	 An edited vocabulary compared with user
 
terminology, with differences reconciled
 
in a dictionary of equivalents.
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o 	 A procedure for updating and con
trolling the vocabulary. 

o 	 A user profile development which provides definitive 
user information requirements in the form of a topi
cal interest profile for each Agency officer. 

o 	 A definition of dissemination analyst tasks in match
ing descriptions,from incoming material against'user 
specifications of interest (profiles). 

o 	 The establishment of user control over type and quan
tity of material through the design of a resource noti
.fication program. This program provides for circu
lation of abstracts for user selection in place of 
broadcast distribution of all incoming material. 

o 	 The establishment of updating and controlling 
, procedures. 

4.6.3.3 Time, Cost and Other Adjustments 

o 	 The program will require development of precise user 
information requirements and associated profile dis
semination procedures. 

o 	 ACDA will need to make a clear distinction between 
distribution ' .,C&R function) and dissemination (the 
substantive analysis that precedes distribution) which 
falls within the RS/RIC operation. 

o 	 The study and preparation phase for this improvement 
may require 12 months of time to fully detail an im
plementation program. 

o' 	 Complete implementation would depend on daily volume 
of material received for staff allocation. Present 
volume suggests that two or three document analysts 
will be required. 
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4. 6.4 Acquisition Program for Reference Staff/Reference Information Center 

(RS/RIC) 

4.6.4.1 Description 

The technical information contained in official and open literature 

is a major resource for in-house research. A centralized acquisition 

procedure is a prerequisite to any other efforts to build a collection for 

full Agency reference service. Present decentralization results in both 

duplication and gaps. Purchasing is both complex-and.expensive. A re

vised 	program is highly desirable regardless of future system developments. 

4.6.4.2 Installation of the Improvement 

o 	 Assign RS/RIC sple responsibility for collecting
 
and maintaining a central reference facility.
 

o 	 Have RS/-RIC procure on a continuing basis official
 
and open publications selected for inclusion in the
 
reference facility.
 

o 	 Designate a selection panel of ACDA officers who
 
can supplement RS in specific subject-fields to
 
screen citation lists and abstract bulletins regularly
 
for titles of interest. Individual.requests for new
 

acquisitions to be forwarded to RS/RIC by all ACDA 
staff personnel. 

o 	 Allocate a fixed sum in the annual budget to the
 
Chief of RS for literature purchases. This sum
 
would be used for purchase orders' and a small petty
 
cash fund for direct purchases.
 

A review of government procurement regulations is necessary to 

select 	the most direct and economical literature purchase procedures. 

4.6.4.3 Time, Cost and Other Adjustments 

o 	 No reassignment of personnel is needed.- Duties
 

can be.assigned to present staff.
 

o 	 Approval is required for new purchase procedures.
 
A budget allocation which may be for fiscal 1966 is
 
suggested-for the Chief of RS to use-at his discretion
 

U
 

and with full responsibility. The. administrative 
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support agreement with the Department of State 
should be reviewed to determine whether any 
changes are desirable in the procedures for ob
taining literature for which payment is required. 
ACDA will also need an agreement with a vendor 
to obtain such literature on a direct order basis. 

o 	 A small petty cash fund should be established for
 
the Chief of RS for the local purchase of material
 
of current news value in periodicals and similar
 
low-cost items.
 

4.6.5 	 RS/Reference Information Center as Office of Record for 
Reference Documents 

4.6.5.1 Description 

At the present time there is no single repository for substantive 

information documents acquired for current relevance or future re-

search operations. Such a determination is essential for Agency infor

mation management regardless of future developments. It will eliminate 

uncertainty about the different support capabilities offered by C&R and 

RS/RIC 	and enable researchers to discover promptly that which is-avail

able in the Agency files and what must be acquired to satisfy a specific 

reference document requirement. 

4. 6. 5. 	2 Installation of the Improvement 

o 	 Define the boundaries of the Agency Records 
Collection (presently in C&R) and the Reference 
Document Collection (RS/RIC). These two are 
respectively the responsibilities of Communications 
and Records and RS/Reference Information Center. 
Designate RS/RIC as the collection for substantive 
documents and C&R for administrative documents. 

o 	 List all types of documents-presentlys.outedi' -- , 

by C&R. 
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0 Request Executive Director to require that C&R
 

distribute the first copy of everything defined as a
 
Reference (substantive) Document to.RS/RIC. In
 
the case of single copy material, C&R should make
 
a: duplicate for other required distribution. C&R
 
would not retain copies of substantive documents.
 

4.6.5.3 Time, Costs and Other Adjustments 

Depending on the amount of material handling work transferred from
 

the responsibility of C&R to the responsibility of RS/RIC, file equipment
 

and-personnel may need to be adjusted between the two units.
 

4. 7 Immediate Improvements 

4.7.1 General 

The interim improvements outlined in Section 4. 1-4. 6 are primarily
 

systems -oriented projects requiring develbpment effort for implementation.
 

In addition, there are a number of immediate improvements in procedures
 

that offer direct advantages sufficient to justify their'adoption without addi

tional preparatory study. In several instances these irnprovements refer
 

to problems that have been studied more than once before and remedial
 

actions recommended. However, either 'through lack of compliance or in

adequate impetus, the recommended procedures have not been effective or
 

the expected results have not been achieved. In such instances, improve

ment objectives need to be reinstituted and reemphasized. While the
 

pllQing items are listed under the agency where the problems were ob

.a~er.ed specifically, it is clear that with few exceptions they apply with 

equal force to the community and should be adopted uniformly in STATE, 

AID, USIA and ACDA. m 
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4. 7. 1. 1 Department of State and Field Communications Improvements 

o 	 Adopt a modified CIA report evaluation form. This 
form provides prompt feedback to report writers 
evaluating the information and its relation to the col
lection requirement. 

o 	 Distribute to the field only the desired number of 
copies of recurring reports. Standard distribution 
patterns do not recognize lesser needs at smaller 
posts, and add unnecessary volume to pouch mail. 

o 	 Solicit post requirements to determine desired distri
bution of routine publications and other Washington 
outputs. 

o 	 Reduce transmission of coded messages-to small posts 
whenever the message may be sent by pouch in uncoded 
form. 

4.7. 1.2 U. S. Information Agency 

o 	 Attach copies of referenced messages to telegrams and 
airgrams at time of distribution. 

o 	 Screen telegrams and airgrams to delete material from 
general distribution which is clearly not needed by all 
personnel. An example is the separation of administra
tive and operational information. 

0 	 Review periodically with the originating agencies re
quirements for needed copies of classified reports with 
a view to decreasing distribution of such material. 

4.7. 1.3 Agency for International Development 

o 	 Instruct airgram originators to indicate the first level 
filing classification that comes closest to the subject 
of their communication. This action will remove the ' 
need to read the entire message each time it is routed 
and filed. 

o 	 Conduct an annual review and justification of all re
curring reports. The Reports Coordination Committee 
is an appropriate focus for such an effort. 
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4.7.1.4 Arms Control and Disarmament Agency 

o0 	 Assign a referefice or file number to all outgoing
 
correspondence requesting that notification of com
pletion of the specified action be returned citing
 

- this file number. Reference numbers' can be made 

up of office symbols followed by consecutive num
bering. . 

0 	 Return to Communications & Records (C&R) for
 
destruction when no longer required all classified
 
material logged in by C&R and distributed to
 
Bureaus and Offices so that a complete record is
 
kept in one location.
 

o 	 To facilitate filing and identification of subject
 
matter, encourage that specific contract or grant
 
numbers be included when any project is cited in a
 
memorandum, notice, or other report._
 

O 	 List abbreviated title, issue number and date on
 
each page of serial publications issued and circu
lated in the foreign affairs community. When single
 
pages 	are removed for specific files, this record 
must 	now be entered manually on every page. 

4. 8 	 Interim Improvements Recommended in Previous Studies 

4.8.1 General 

In Task I of the FAIME Project, 102 previous -studies were re

viewed and their recommendations were tabulated together with the current 

status 	of actions taken in regard to those recommendations. In Task III, 

260 ongoing studies and programs were reviewed and analyzed for their 

---- possible relationships to FAIME; each of the 169 selected projects was re

corded in sequence by expected completion date. These reports indicate 

projected changes in current practices and they must be taken into account 

in subsequent FAIME system design. The pending recommendations -	 I 

neither rejected nor implemented - from the studies reviewed in Task I 

have 	been tabulated below with conclusive actions proposdd as appropriate 

to present practices and the FAIME systems concept. 
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4. &..2 Department of State Previous Studies 

1. 	 The Heller Report "Action Report on Management Survey"
 
Vol. II.
 

Concluded: The purpose and scope of requirements for 
foreign economic information should be clarified. 

FAIME Recommendation:- Definitive requirements study 
is a subsequent FAIME task. 

2. 	 Paper Reduction Survey-, Bureau of Inter-American Affairs,
 
OM/MS, June 1.962.
 

Concluded: Identffication of unwanted: messages should be . 

a continuous effort. 

FAIME Recommendatioi: Should be implemented. 

3. 	 Toward Improved Political Reporting. Office of Manage

,ment, March 1963.
 

Concluded: Political reporting improvements could be 
achieved with prescribed guides to reporting Officers,' 
revised definitions of scope for reporting; more specific 
responsibilities assigned to Posts, Geographic Bureaus, 
Desk.Officers, -Reporting Officers to be rated for efficiency. 
Posts should submit a "reporting program" for Department 
'approval. 

FAIME Recommendation:. Provided for initially in the In
terim Improvements (Section 4.3), and more definitively in. 

'the FAIME system cencept as a function of data control. 

4. 	 Cutting Down on Communications.- Ambr. McIlvaine, 
* March 17, 1964. 

Concluded:- Establish distribution categories based on Post 
characteristics and subject matter. Conduct all-Post re
view to determine under and over-reporting; increase the 
use of summaries in Current Foreign Relations, Economic 
Summary,- etc.; reduce frequency of reports such as the 
WEEKA, Bi-Weekly Situation Report. Improve publications 
procurement program. 

FAIME Recommendation: Should be implemented,. and where 

appropriate, be made a part of the interim improvements 
program. . See Section 4.3.4, Improvement of Political Re

porting. See also, Section 4. 7. 1. 1, Immediate Improvements. 
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5. Control and Distribution in Washington of Written Com
munication between the Department of State and the Foreign 
Service. Task Force on Control of Written Communication, 
Working Group No. 1, June, 1964. 

Concluded: A communications Advisory Unit should be 
established in S/S to coordinate control and distribution 
of messages in Washington. 

FAIME Recommendation: This function should become part 
of FAIMS Data Control; a temporary ad hoc unit would be 
unlikely to achieve any measurable improvements. 

Concluded: A series of proposed improvements in dis
semination techniques to reduce volume of distribution and 
identify message content by captions. Digests and summaries 
recommended as substitutes for message distribution. 

S.-

FAIME Recommendation: Dissemination in the Department 
of State is a major problem for further FAIME analysis. An 
interim improvement, Section 4. 3. 3, Daily Annotated Mes
sage Index, is proposed as an experiment in controlling dis
tribution. Advanced techniques for improved dissemination 
are part of a later increment of FAIME. 

6. Communications between the Department and Posts Abroad. 
Task Force on Control of Written Communications, Working 
Group No. 2. July, 1964. 

Concluded: Steps should be taken to reduce the volume of 
telegrams; captions to be assigned by the originator; Post 
reporting programs should be defined in an effort to equate 
reporting with information requirements.- Post requirements 
for distribution should be reviewed. 

FAIME Recommendation: This report should be implemented 
as appropriate in the Interim Improvement proposed in Sec
tion 4. 3. 4, Improvement of Political Reporting, and in the 
Immediate Improvements proposed in Section 4. 7. 1. 1. 
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7. 	 "American Legion Report, " Department of State, American 
Legion Liaison Committee, September 22, 1964. 

Concluded: Restates essentially the conclusions of Items 4, 
5 and 6 above. 

FAIME Recommendations: Implementation of steps proposed 
in Items 4, 5 and 6 will include the significant recommenda
tions of this report. 

4. 8.3 AID Previous Studies 

1. . Memorandum from Senator Humphrey, Chairman, Subcommittee 
on Reorganization, and International Organizations. - Re: Coordination in 
International Technical Assistance - "Progress Report" on Subcommittee 
Study, -April 1962. I 

Cpncluded: 

a) Should be a multiplicity of data 
and information "pools" available 
through the many agency and other 
sources. 

b) Coordination should be expanded 
within -and between governmental,- in
tergovernmental and non-govern
mental organizations. 

c) 	 The many external sources of 
overseas assistance should redouble 
efforts to strengthen their communi
cation and cooperation. 

d) The U. S. Government should 
put its own "information house" in 
order, establishing within State De
partment and AID a-modern system 
of information storage and retrieval. 

e) 	 In this narrow field of inter
national informatioh gathering, we 
should not-wait for the adoption of a 
system of information systems but 
proceed without delay to prevent con
tinuation of wasteful practices. 
(Ettinger Consultant) 

I 

FAIME Recommendation: 

Provided for in FAIME in Phase I, 
Interim Improvement. -

Provided for in FAIME system 
concept and Interim Improvement -

Data Base Inventory. 

Not directly relevant to FAIME.-

Provided for in FAIME system 
concept. 

FAIME encompasses system of 
systems concept preceded by 
necessary interim improvements 
(Section 4). 
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2,. Systems Analysis (apparently draft of a research program) 
October 1, 1963. 

Concluded: FAIME Recommendation: 

a) Theoretical analysis of certain Research action.required outside 
features of economic behavior on FAIME, operational capability 
high-speed computers should be an- would be an"AID program within 
ticipated. FAIMS. 

b) Relative effectiveness of alterna- Partially provided for in FAIME 
tive strategies under different AID systems. concept within the Country 
policiesand objectives should be de- Program Development capability. 
termined. 

c) Investigation proposed... to Provided for in FAIME systems Hanalyze AID reporting- system, stor- concept and State-AID interim im
ing, retrieving data, dissemination provement of Reports Control. 
to user. 

3. Review of Economic and Social Data Needs for Agency Program
ming and Implications for FY 1966 CAPs - March 1964. 

Concluded:- FAIME Recommendation: 

a) Identify precisely what data are Requires research action outside 
needed in what countries, describ&d FAIME. Results, however, will 
in terms of a unified, expanded data be pertinent to FAIME data base 
framework which would be compar- design. 
able for all countries. 

b) Evaluate carefully additional Requires action outside FAIME. 
costs which would accompany these 
needs, and get decision on AID's will
ingness to assume these additional 
costs. 

c) Data and documentation should Provided for in FAIME system con
be divorced from CAP programming cept within the Country Program 
cycle a nd greater attention given to Update capability. 
analysis and interpretation of data 
as part of the programming process. 
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Concluded: FAIME Recommendation: 

d) Greater reliance on post AID 
professional personnel for mainte
nance of data, and greater analytical 
effort in Washington to use and inter
pret. 

e) Several changes relating to FY 
1966 programming, notably, inclu
sion of C tables where in fact relevant 
to US aid programming, in the ana
lytical portion of the CAP, and sub
mission of abbreviated data for all 
countries for use in FY 1966 Congres
sional Presentation. 

f) Additional detailed technical 
points with'rogaid ,t tC 6of base 

yebars*, ek hange rates, etc. 

Provided for in FAIME system 
concept. 

Provided for in FAIME system con
cept. Data base developed for all 
AID capabilities will provide data 
for Congressional Presentations. 

Not directly related to FAIME. 

4. Office of Personnel Administration Survey - Report #3, June 1964 

Concluded: 

a) Establish a Personnel Program 
Information and Reports Management 
Control System in order to efficiently 
manage the information contained in 
the system to control and evaluate its 
reports. 

b) Adopt a new Personnel Program 
Performance Reporting System for the 
Director, A/PA and his managers in 
order to improve their control over 
personnel program. 

Q) Install an Improved Automated 
Workforce Inventory Control and Re
porting System in order to manage the 
Agency's workforce more efficiently 
and economically. 

FAIME Recommendation: 

Partially implemented in February, 
1965. Should be continued in co
ordination with FAIME. 

Same as above. 

Same as above. FAIME system con
cept includes a Skills Inventory 
program. 
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5. Report on Management Survey of-the Message Centers in the 
Bureau of Inter-American Affairs, Department of State (ARA) and the 
Bureau of Latin America, AID (LA) December 1964. I 

Concluded: FAIME Recommendation: I 
a) That a copy requiremeit of six, Distribution patterns to be de
exclusive of action document be es- veloped in subsequent phases of 
tablished in ARA-LA along with a FAIME. I 
uniform distribution pattern to reduce 
copies and volume of waste (see text 
for proposal made). I 
b) Manpower decrease by one-half Requires action outside FAIME. 
in message center. I 

6. Development of Expanded Economic Data Systems, Progress 
Reports, June 16, 1964 and December, 15, 1964. 

Concluded: FAIME Recommendation: 

a) Continue to encourage the de- Requires action outside FAIME.
 
velopment of an expanded economic Any results will be relevant to
 
data system. FAIME system data base design.
 

b) Make the tables and manual for . Same as above.
 
such a system widely available
 
throughout the Agency and urge its
 
adoption.
 

c) Note carefully additional costs, Requires action outside FAIME.
 
if any.
 

d) Continue to promote international - Particularly see Interim Improve
cooperation and division of labor, make ment.on Data Base Inventory,
 
a greater effort to furnish our statisti- Section 4.4.3, p. 4-13.
 
cal reports to academic and official .
 
users outside U. S. Government and to
 
incorporate data from additional source s
 
into our statistical system.
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4.8.4 United States Information Agency Previous Studies 

Development of. a USIS Country Program Profile: A Study for a 
Plaiming Dossier Based on the Agency's Work in Iran. - Grabbe, 1959 
(Confidential) 

Concluded: Program needed for a continuing audience identification 
and effort assessment dossier at USIS posts. 

FAIME Recommended: Intensive effort included as an Interim 
Improvement in Section 4. 

4.8.5 Arms Control and Disarmament Agency Previous Studies 

The Design of an Information System for the United States Arms 
Control and Disarmament Agency.. McGraw Hill Co., July 1964. 

FAIME Recommendation: All accepted recommendations have been 
implemented or incorporated in FAIME. 

4.9 Implementation of Improvements 

Figure 4- 1 shows the recommended schedule for implementing the 
interim improvements discussed in Section 4.2 through 4.6. 
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--Months 

Inter-Agency 

Document Storage/Retrieval 12. Months 

STATE 

Revision of Organization Manual 4 Months 

Daily Annotated Message Index 7 Months 

Improvement of Political Reporting 
[Delay 2 months (for activation of 
Evaluation Report)] 

16 Months 

AID 

Documenting Annual CAP/LAS Review 2 Months 

Automated Data Base Inventory 12 Months 

AID Manual Orders Revision 12 Months 

0 
Control Point/Improvement Studies 

I USIA 

3 Months 

Improvement in 
Evaluation 

Program Effectiveness 
18 Months 

Program Material Retrieval 12 Months 

Augmentation of Policy Guidance Materials 3 Months 

ACDA 

Information Management Team 1 Month 

Dissemination' Profile Technique 4 R 12- Months 

Acquisition Program forRS/RIC 1- Month 

RS/RIC Office of Record 4 Months 

Figure 4-1. Interim Improvements' Schedule 
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