Bob’s plan for OCR

Here's the plan. I checked your folders and your computer's setup to get the numbers right.

What needs OCR
- 1,141 PDFs, about 30 GB in total, in the four `_TO OCR` folders.
- Real workload of roughly 20,000–25,000 pages: 14,688 pages in fully scanned PDFs, 3,037 pages with a broken text layer, plus the image-only pages inside the "partly scanned" ones. Those files total 146,000 pages, but most of their pages already have text and will be skipped.

Step 1 – Choose the tool and where it runs. I recommend OCRmyPDF: it's free, it's the standard tool for this, and it keeps each PDF looking exactly the same while adding an invisible text layer. Run it on your Mac itself, overnight, from a script I'll write for you.
- Why your Mac: the shell I use on your computer stops every command after 3 minutes and has only 4 cores, 3 GB of memory, and English as its only installed OCR language. A job this size has to run unattended for hours.
- The alternative: Adobe Acrobat Pro's batch OCR ("Action Wizard"), if you already pay for Acrobat. It's slower and gives you less control.

Step 2 – Install (one time, about 10 minutes). Two Terminal commands install Homebrew, then OCRmyPDF and the extra language packs: English, French, German, Persian, Arabic, and Mongolian for the Esslemont book.

Step 3 – Use different settings for each kind of file. The categories come from your conversion list.
- Fully scanned (337 files): full OCR, with automatic straightening and page rotation.
- Partly scanned (750+ files): "skip-text" mode, which OCRs only the image pages and leaves existing text untouched. This makes it fast.
- Bad text layer (45 files): "redo-OCR" mode, which strips the broken text and re-reads the page. If a file still comes out garbled, force full OCR on that file.

Step 4 – Run a pilot first. Try about 20 files of mixed types, then check the results together: search them, copy text out, and look at transliterated names. Tesseract reads "á" as "d" (Bahá'í becomes "Bahd'i"), as in the OCR'd books you sent me yesterday, so the pilot will show how bad that is. We can then decide whether to add an automatic find-and-replace for the common names.

Step 5 – Do the full run safely.
- Originals untouched: finished files go into a parallel `_OCR DONE` folder with the same structure.
- Order: fully scanned first (the biggest gain), then the broken text layers, then the partly scanned.
- Interruptions are fine: the script logs every file (done, skipped, failed) and can resume after a restart.
- Time: about 6–12 hours of computing in total, depending on your Mac. Run it overnight across one or two nights.

Step 6 – Check the results. Afterwards I'll scan every output, as I did to find the 13 extra files, and confirm each page now has text. I'll list any failures so you can deal with them by hand.

Step 7 – Put the files back. Once you're happy with the results, I'll move the OCR'd files back into their original folders and keep the untouched originals in an archive folder until you decide to delete them.

Files that can't be OCR'd until they're fixed: the 5 password-protected PDFs and the 2 damaged files need the password or a fresh copy first.

Should I write the install commands and the overnight script now and run the 20-file pilot as soon as you've installed it?
