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Central Intelligence Agency
ol

Washington, D.C. 20505

25 February 2014

Reference: EOM-2012-01485

This is a final response to your letter of 1 August 2012 wherein you requested an Executive
Order 13526 mandatory declassification review “for the following two documents that were produced
as official histories of significant production activities in the Directorate of Intelligence:

Both were produced by the Office of Basic Geographic Intelligence during the time frame of
the late 1960s and early 1970s.

1. The National Intelligence Survey (NIS) Program.

2. The Special Intelligence Graphic (SIG) Program. An alternate designation was the
Intelligence Map Program (IMP).”

We completed a thorough search of our records and located documents responsive to your
request. We determined that one document may be released in sanitized form. We have deleted
material that must remain classified on the basis of Section 3.3(b)(1) of Executive Order 13526.
Additional material must be withheld on the basis of Section 3.5(c) of the Order. Enclosed is a copy
of the document showing our deletions and citing our exemptions.

We also found material that we determined must remain classified on the basis of Section
3.3(b)(1) of the Order with additional information withheld on the basis of Section 3.5(c) of the Order
and cannot be released in sanitized form.

You may appeal these decisions by addressing your appeal to the Agency Release Panel
within 45 days from the date of this letter, in my care. Should you choose to do this, please explain
the basis of your appeal.

Sincerely,

Michele Meeks
Information and Privacy Coordinator

Enclosure
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Foreword

This history bf the ﬁational Intelligence Survey (NIS)
program éovers the existence of the program from 1948 to 1968.
The paper also includes a brief summary of the first interdepaft-
mental basic intelligence program, the Joint Army Navy Intelligence
Studies (JANIS) developed during World War II to fulfi{ll the
need of the United States for an adequate, coordinated dlgest
of strategic basic intelligence. The history thercfore covers
25 years of the production of high-level basic intelligence by

the United States.
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THE HISTORY OF THE NATIONAL INTELLIGENCE SURVEY PROGRAM

"I, [The NIS Concept

A, Introductiqn

In general, the intelligence presented in the National
Intelligence Survey (NIS) in 1968 is concerned with the fundamental
characteristics, relatively unchanging natural fe#tures, and basic
resources of a foreign country. The NIS covers, to the extent
pertinent, the geographic, transportation, telecommunicaiions,
sociological, political, economic, scientific, and military aspects
of the country or area; and, on a worldwide basis, it deals with

oceanography.

The NIS is a digest of basic intelligence, comprehensive in
scope but se}ective in detail, required as a foundation for
strategic planning, for high-level operational ﬁlanning, and for
development of foreign policy. It is produced on a coordinated,
interdepartmental basis and is designed to present a balanced,
well-rounded background to support planning by high-level
planners and policymakers and thelr staffs in the Department of
State, the Department of Defense (DoD), the Joint Chiefs of Staff
(Jcs), the military services and major military ccemmands, and

other government egencies. Although not designed to meet their

1
M ,
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specialized negds, the NIS is generally useful to lower level

.planners and operational elements as well,

Production for the NIS Program rgquires a continuous overall
collection effort covering all foreign countries and areas, The
intelligence data fesulting from this collection and subsequent
pfocessing necessarily are more comprehensive and detailed than
those appearing in fhe printed NIS and constitute a reservoir of
information which serves as a basis for separate supplémental,

departmental, and interdepartmental basic intelligence production,
B. Origins

-Dur;ng World War II it was réalized that the production of
basic intelligence by various components of the government was
resulting in greqt duplication of effort. Geographic studies of
foreign areas were being produced by G-2, the Army Corps of
Engineers, the Office of Naval Intelligence (ONI), and the Office
of Strategic Services (0SS). 1In addition to duplication, there
were many conflicting statements in the studies produced. 1In
1943, Ceneral George B, Strong (G-2), Admiral H. C. Train (ONI),
and General William.J. Donovan (Director of OSS) decided that some
joint effort should be substituted for the duplication in previous
publications, the Strategic Surveys of G-2, the Monographs of ONI,

and the Topographic Intelligence Studies of 0SS. A steering
2

W
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committee was appointed on 27 April 1943, composed of Colonel
Joseph Evans (G-2), Lieutenant Colonel Richard Cutts (oN1),
and Dr..Richard Hartshorne (0SS). The committee recommended
the form;:ion of a Joint Intelligence Study Publishing Board

(JISPB) to publish Joint Army Navy Intelligence Studies (JANIS).l
1. JANIS

The JANIS served much the same purpose as the previously
published Army and Navy studies. The material in thé JANIS chapters
was contributed by the several departments participating in the
JISPB. By the 27 April agreement, the JISPB was accorded
comprehensive responsibility for assembling, éditing, coordinating,

and publishing the studies.

Between April 1943 and July 1947, the JISPB published some 34
complete or partial Joint Army Navy Intelligence Studies, chiefly
related to the Far East rather than to the European Theater of War,2
Arrangements had been made with the Inter-~Service Topographical
Department (ISTD), which produced the Inter-Service Information
Series (IS1S), the British counterpart of JANIS, to avoid
duplicatioh by having ISTb responsible for Europe and Africa and
the JANIS program for the Far East.3 All evidence points to the

value of JANIS in the war effort, Some 20 studies were produced

3
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during the war and distributed widely throughout the theaters of
operation. Numerous>letters of commendation were received, |
'including a statement. from Admiral Forreﬁt Sherman, Chief of Staff,
Pacific 6cean Areas, that **JANIS has become the indispensable

reference work for the shore-based planners.'’

When hostilities ended, the JANIS program was continued
tentatively as an activity that could well be retainéd in time
of peace, given appropriate placement within the government, It
wvas obvious from the beginning that the newly authorized Central

Intelligence Group (CIG) could provide such placement. On 12
March 1946, Mr. Alfred McCormack, as Speéial Assistant to the
Secretary of State for Intelligence, stated in the course of a

meamorandum to the Director of Central Intelligence (Admiral

a Sidney W, Souers):

As the participants in the JISPB now include agencies
other than the Armed Services, its activities appear to fall
within the scope of the National Intelligence Authority and
it is believed that coordination of its work would be more
effective if performed under the auspices of the Director of
Central Intelligence.%

In response to Mr, HcCormack's suggestion, Admiral Souers issued
a ''CIG Directive’? on 20 April 1946 (with the concurrence of the
Intelligence Advisory Board) which instructed the CIG Central

'Planning Staff to study the organization and function of the

S 3T
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JISPB in order to *‘determine whether any change in the supervision
and control of the Board was advisable, and if a change is
recommeﬁded, how the 1ntérest of the Joint Chiefs of Staff might

be propefly safeguarded, ' °5

‘Following the studies produced by the staff, the Director of
Central Intelligence agreed to assume operational responsibility

for JANIS and the JISPB effective 1 October 1947.6

2. Early Postwar Basic Intelligence

.During the early postwar periqd production of basic
1ntelligence continued. The work on various JANIS projects was
continued prior to the transfer of this program to Central
Intelligence, and édditional studies were produced undéf the
supervision of the Central Intelligence Agenecy (CIA) while a
program for the production of the National Intelligence Surveys

was being developed.

The CIG had anticipated the continuing production of basic
intelligence by setting up, in early 1947, a basic intelligence
unit within the Office of Reports and Estimates (ORE) ?‘with a

view to the NIS program.'®?

S E
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The War Department had also produced early basic intelligence
in Strategic Intelligence Digests (SID). In early 1946, work on
an extensive survey of the U.S5.S.R. was begﬁn under the code
name ‘‘Defense Project.’’ The task was soon found to be too
comprehensive for a single agency, and in May'1946 the War
Department suggested that CIG *‘sponsor'' it, The Director of
Central Intelligence agreed to this and appointed a coordinator
from CIG to work with two joint committees that had been appointed
to supervise the **Project.’'’8 The SID program was transferred to
ORE in 1947 when the CIA took over the JANIS program. The ¢!Defense
Project’’ on the U.S.5.R, continued under the coordination of the
Basic Intelligence group and was published in 1948 as a three~volume

Strategic Intelligence Digest on the U.S.S.R.9

With both the JANIS and SID programs under Central Inteliigence
direction, all of the work on basic intelligence was placed qnder
the Basic Intelligence group within ORE. While coordinating the
exlsting basic iIntelligence programs, the primary concern of the
Basic Intelligence group was developﬁent of concepts to be
incorporated in the Na;ionai Intelligence Surveys. Captain Kenneth
A. Knowles, USN, was appointed chief of these activities in 1947
and remained in this capacity until he retired in December 1962.

This continuity in leadership, unusual in the early development

.of Central Intelligence, accounts .in part for the continuity of

-progress in the developmeut of the NIS Program,

S E
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©-.3. - NSCID No. 3

On 13 January 1948 the National Security Council issued
Intelligehce Directive No, 3, which officially authorized the
production of the National Intelligence Surveys. On 13 December

1948 the Intelligence Advisory Committee (IAC) unanimously approved

the Basic Intelligence group’s Standard Instructions, which contained

the NIS Outline and.the Tentative Allocation of Production

Responsibility. The Committee recommended that the National
Security Council approve the document, and on 28 Deéember the
Council’s Acting Executive Secretary advised the Director of Central
Intelligence that the National Security Council had approved the

Standard Instructions.

., C. The Grand Design

The NIS Program developed out of the situation prevailing at
the end of World War Ii. During the war the JANIS program.had
been initiated to fill the need for coordinated and accurate basic
intelligence, As the war drew to an end, it became apparent that
such intelligence, even broader in scope, would be needed in times

of peace.

This need for wore ccmprehensive intelligence in peacetime

:was well expressed by George Pettee In 1946, as follows:10

7
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Just as air war requires vastly more complex intelligence
. than ground war, so also world leadership in peace requires
. more elaborate intelligence than air war...the conduct of
peace involves all countries, all human activities--not just
the enemy and his war production.

Auong others thinking and writing about the problems of
peacetime intelligence needs was Sherman Kent, who enumerated
the three basic forms of strategic intelligence that would be
required:1! ithe basic descriptive form, the current reportorial
form, and the speculative-evaluative form,'' Kent went on to point

out the importance of basic intelligence:!2

The descriptive element of strategic intelligence is basic
to the other two....It is the groundwork which gives meaning
to day-to-day change and the groundwork without which speculation
into the future is likely to bLe meaningless.

The centralization of the production of basic intelligence in
the Basic Intelligence group of CIA provided a means of utilizing

the gpecialized capabllities of the various government agencies.

A comprehensive program was developed which involved three

basic concepts:!3

a. The NIS would require an ‘‘across the board'' collection
program covering all important foreign countries and areas
of the world simultaneously,

S ETRST
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b. The NIS would be a production and maintenance program, based
o e on the above premise and JCS priorities and carried out in
accordance with intelligence agency capabilities.
¢. The NIS would be & concise digest of basic intelligence
required by the DoD for strategic planning and high=level

operational planning, and by the Department of State for use
in formulating and executing foreign policy.

In support of the first concept, each éf the‘intelligence
agenciles agreed to survey intelligence information relating to its
responsibilities under the NIS Program to determine what major gaps
existed and to take active steps to fill these gaps by early

éollection efforts.

In respect to the second concept, initial emphasis was to be
given to production of the NIS. However, it was realized that the
raintenance of the published NIS would progressively attain increasing
importance. Effective maintenance would insure aécurate, up~to-date

basic intelligence,

The third concept defined in broad terms the degree of detail
that would be included in the general NIS. While the NIS might
satisfy many operational requirements; there wouid be a 1limit to
the amount of detail that cuﬁld be published and képt up to date
on a maintenancg basis. World War II experience had shﬁwn that
complete coverage of all that migﬂt~be desired required extensive

time and effort, the accumulation of more data than available spacec

9
B o e
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could accommodate, and the expenditure of more funds than were
available; such an end product would be so voluminous that no one

would have the patience to read it.

The solution to this problem in the NIS'Prégram was to assign
to each of the intelligence agencies the responsibility for
maintaining the detailed intelligence in its files so as to permit
its ready publication in case of sudden demand, The details
also would be needed in developing the broader aspects of the NIS

and would be constantly needed to satisfy departmental requirements,

The requirements for the NIS as developed in the original

outlines in the Standard Instructions were broken down into 10

Y v Bearu

categeries or chapters:

Chapter I - Brief (a succint summary of the basic intelligence

aspects of the NIS Area as a whole). This chapter would be of

considerable value to such groups as the Joint Staff for

strateglic planning purposes,

Chapter 1I - Military Geography

Chapter III - Transportation and Telecommunications

Chapter IV -~ Soclological, including Health and Sanitatioh
Chapter V - Political

Chapter VI = Economic

Chapter VII ~ Scientific

Chapter VIII ~ Armed Forces

10
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Chapter IX - Map and Chart Appraisal

Gazetteer ~ a gelected list of officiallgeographic names
with their geographic coordinates

Certain topics involving more extensive detail would be

given expanded treatment in NIS supplements. For production

purposes, 103 NIS Areas were set up |

-

To discharge these responsibilities within CIA a National
Intelligence Survey unit (later renamed Basic Intelligence unit)
was organized under the Assistant Diractﬁt for Reports and Estimates.
The new unit incorporated the basic group which had been developing

the NIS Program.

Two other requirements for the production of the NIS were
uniform base maps and standardized geographic names. All contriﬁutors
would be able to utilize standardized NIS base maps, for any NIS
Area, in order to present needed graphic information om such topics |
as topographic features, transportation networks, or political
subdivisions, The base map was thus a standard ?eference médium
of ﬁniform size and projection which would serve to integrate the
graphic data of the entire NIS, The ﬁse of standard géographic
names would eliminate ambiguity and‘cpnfusion in the intelligence

'iproduced. The Cartography Branch of ORE was to produce base maps

11
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.k“a for all contributing agencies, CIA would provide financial suppoft
kfor an extensive program to develop NIS gazetteers containing

.officially approvad geographic names under the direction bf the

United States Board on Geographic Names,

The printing of the National Intelligence Surveys was to
be provided by a special unit of the Government Printing Office
(GPO) called the State Services Office, located in the CIA area; it
was to operate in accordance with CIA security requirements and with

the CIA underwriting the cost of this work.

The function of the NIS Program was not confined to the
published Surveys. In addition to these valuable end‘products,
the data acquired and the experience gained in their production

were to become significant aspects of the program. The preparation

" ‘of the NIS involved a fundamental change in the whole intelligence

structure. The foundation of the structure was basic intelligence

“without which no gound natiomal intelligence estimates would be

possible, The field of basic intelligence had been organized

into a single program in which each intelligence agency had a
definite area of responsibili;y concerned with intélligence .
collection, file maintenance, and NIS production., This organization
insured a minimum of duplication and deficiency, and assigned'to each
agency tasks for ﬁhich it vas best suited. Also, in reviewing

and editing the NIS, the intelligence agencies would develop definite

12
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standards by which they could measure the quality of their

" own intelligence., The use by all the agencies of uhiform requirements

set forth in the NIS Outline Guide would provide a logical approach

to a hitherto chaotic situation.

Such was the grand design for‘the National Intelligence Survey
Program. Most of these planned improvements in intelligence
production have been realized over the Jlast 20 years in which the
NIS Program has been in operation, although there have been many
problems to overcome and the breadth of scope has had to be reduced

ag the program has evolved.
D. Allocation of Respongsibility
1. Organiiation

The organization that was set up to implement the NIS Program

was based on the ﬁrinciple of decentralization of responsibilities

earlier JANIS program had been highly centralized, A large central

staff was required Lo deal directly with each producing component
at the working level and to bypass the control levels in each agency.

While having certain advantages, thils system was not considered

"~ practical for the NIS Program. Different arrangements'for control

ST TSRS
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" and coordination in State, Army, Navy, and Air Force characterized

each'agency‘s NIS activities. Representativés of the control levels
of each agency served on an 1ﬁteragency NIS Committee which set

the policy and approved the requirements fo? the program. These
same Individuals served as NIS Coordinators within their own
agencies to implement decisions agreed upon by ﬁu:Comhittee, thus
insuring better understanding and communitywide coordination of

the overall prograﬁ. The principal éupervisor of CIA’s Basié
Intelligence activities acted as NIS Coordinator for the entire
program, and the personnel of his staff provided communitywide
guidance and advisory support in the production of manuscript and
graphica. The organization thus permitéed somebflexibility4and
placed considerable responsibllity on each participating agency for
insuring that NIS contributions were adequately produced, carefully
reviewed, and properly coordinated before transmittal to CIA. In

gubstance, this system remains intact today.
2, NIS Committee

The Ad Hoc Committee, which was appointed by the IAC to
formulate the NIS Program pursuant to NSCID No. 3,.recommenaed
theVestablishment of a permanent NIS Committeg. The AQ Hoe
Committee’s final report of 4 March 1548 was subsequently approved

by the IAC and the National Security Council.

14
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The functions of the NIS Committee, as established by the

Standard Instructions approved on 28 December 1948, are as follows:

Considers and recommends for approval of the intelligence
agencies the overall policies of the NIS Program.

Determines the scope and treatment of each NIS to be produced.

‘Allocates the responsibility for production and maintenance

of the NIS Program in accordance with the intelligence
requirements, production capabilities, and dominant interests
of the intelligence agencies concerned.

Establishes NIS production and maintenance schedules based
upon JCS priorities and agency capabilities.

Promulgates procedures and instructions for the preparation,
review, editing, and submission of NIS contributions.

Recommends to CIA measures necessary for the coordination
of the NIS Program. :

The NIS Comnittee, the first of the TAC Committees, first met

on 25 June 1948,14 From the outset it was to pla& a key role in

the program. Its members, as envisioned in the Ad Hoc Committee’s

recommendations, were to be direct representatives of their

respective chiefs of intelligence who could speak authoritatively

for them and in turn keep them personally informed on NIS matters.,

During the first years.this arrangement was not fully realized and,

in consequence, the NIS Committee members were freduently handicapped

by the positions they occupied within their own 1ntelligence.

organizations,

15
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Support for the Committee members gréw, however, and as the
mechanism was being created for continued support, substantial
improvements were made. The **two-~hat'' gystem used in the
Committeé, vhereby the representatives of the intelligence agencies
also directed the 1mplementatioﬁ of the program within their
respective agencies, became increasingly effective in strengthening
the control and coordination of the program, The principle of
unanimity in committee action developed and has done much to cement

interagency relations and to make the NIS Program a joint effort.

3. Role of CIA
In addition to establishing Ehe responsibilities of the
intelligence agencles concerned with the NIS Program; units had to
- be get up to implement the responsibilities of CIA for
coordinating, reviewing, editing, publishing, and disseminating
- * the NIS. The prinecipal unit so organized was the Basie
| Intelligence group, which was supported by the regiohal branches
of ORE for substantive review. The other units<were the Geographic
Braﬁch of ORE, responsible for the coordination of Chapter ;X; the
Map Branch of ORE, for-central cartographic services; aﬁd a
special GPO unit, the State Services Office, for printing. This
last unit was not a component of CIA but opérated under itsvgeneral

supervision through the CIA Serviceé Officer.

16
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Piacement of the basic intelligence function within ORE was
almost inevitable, since this was the center for research and
auBstantive coordination of iﬁtelligence for the Agency. It was
also contemplated that the producing components of ORE‘wnuld
provide substantive review of completed NIS. During 1947-50,
ORE's Basic Intelligence organization might have become diverted
from its main effort to various other tasks, but this did not
happen and it became an independent unit which looked to ORE

mainly for administrative support.

The augmentation of the Basic Intelligence unit was a central
problem during the first year of operation and would have become
a serious bottleneck in NIS ﬁ;odugtion had it not been for the
general failure among the contributing agencies tec meet the
saheduig. During the first year the Basic Intelligence unit devoted
rnuch of its time to matters of coordination, principally instituting
common procedures, indoctrinating personnel of the contributing

agencies through numerous working level conferences, and

straightening out the numerous kinks in the chain,

The reorganization within CIA in October 1950 did not
serlously affect the Basic Inteliigence unit; indeed, the

Coordinator’s report covering the last half of 1950 and the first

half of 1951 did not allude to the change.!5

“the original organizationai charter of General Walter Bedell

17
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Smith's administration, showed !*!Basic Intelligence'' as one of

six divisions under the Assistant Director for the Office of

‘Research and Reports (ORR), replacing ORE, and directed ORR to

"Provid; for centralized allocation and coordination of the National
Intelligence Survey Program.'® This had always been the function |
of the Basic Intelligence unit, and it was one that could doubtless
be performed under any administrative organization within CIA as

long as the underlying NIS agreements remained in force.

Placement of the Basic Intelligence unit in ORR was in part
the outgrowth of a recommendation made in the Dulles Report. This
report, although it commented on the unit at some length, made no
recomnendation for its disposal, implying that the problem should
be considered by the proposed ‘;Coordination Division'' of CIA sas

part of its '*...responsibility for studyinz the actual scope of

_ the Research and Reports Division and for recommending those

services of common concern which should be performed centrally.'®
Nothing in the Dulles Report was in conflict with the solution

adopted in 1950.16

The NIS Program, however, was not a function that should
necessarily be placed within the Office of Rescarch and Reports,

which was concerned primarily with geographic and economic

intelligence. Either the Officc of National Estimates or the Office

of Intellipence Coordination might well have provided a logical

18
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ﬁeadquarters for this highly coordinati&e enterprise, t‘Basic
Intelligence, '’ as defined in NSCID No. 3, was a form of national
intelligence to be produced for, and under the immediate approval
of, the ﬁational Security Council. Thus, it was in the same category
as current intelligence (under OCI), crisis iﬁtelligence (under the
TIAC Watch Committee), or estimative intelligence (under the IAC
through ONE); but it was not in the same category as economic
intelligence, which was only a subdivision of the national
1ﬁtelligence responsibility as a whole., This fundamental discrepancy
made the placement of the NIS within ORR questionable as a
permanent arrangement.

In August 1955 the Basic Intelligence Division of ORR was

abolished, and basic intelligence operations were transferred

- to the newly established Office of Basic Intelligence (0BI).  The

principal impetus for this logical change came from the very
favorable commendation of the NIS Program turned in by the Clark
Committee of the Hoover Commission. The Clark investigation had

stated that:

«ssthe National Intelligence Survey is an Iinvaluable

publication vhich provides the essential elements.of basic
intelligence on all areas of the world. While its production
involves an extensive and expensive effort, all members of the
Intelligence Community derive an immediate benefit from the
coutributions they make to it, and profit from the final product.
There will always be a continuing requirement for keeping the
survey up to date.l7 ' ’
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- In the reorganization of 1950 the Basic Intelligence Division

of ORR was divided into three branchas--Editorial, Regionazl Review,

. and Publication--under the direction of Captain Kenneth Knowles,

USN (Ret.). Five years later, when OBI was established, Captain
Knowles became its Assistant Director (AD/OBI) and Colonel

Roy H. Boberg, UéAF (Ret.,), its Deputy AD. With the creation of
a separate Office of Basic Intelligence the organization

remained much the same excepf that the branches weré reclassified

as divisions.

The Editorial Branch, the, largest component of OBI, was charged
with the responsibility for ﬁinal correlation, review, and editing
of NIS material and for providing advice and instruction to the
producing agencies, The brancﬁ was subdivided into five functional
units: Geographic, Economic, Transportation and Telecommunicationr,
Political and Soclological, and Military and Scientific. Members
of the branch negotiated directly with the NIS contributors,

After contributions were reviewed, guidance in the form of
¢tyworknotes'' was sent to the producers so that, where necessary, .
the material could be reworked in accordance‘with NIS standards

of coverage, accuracy, form, and style.!8

Editorial reSponSibility for the entire NIS output was

distributed within the branch as follows:

20
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a. The Deputy Chief was responsible for Chapter I'9 (Brief)
and the Key Personalities.

b. The Geographic unit, for Chapter II and the Special
. NIS on Marine Climate and Oceanography.

c. :The Transportation and Telecommunications unit, for
Chapter III,

d. The Political and Sociological unit, for Chapters
IV and V.

e. The Economic unit, for Chapter VI.

f. The Military and Seclentific unit, for Chapters VII,
VIII, and IX.

The Regional Branch was charged with overall surveillance of
the NIS from the regional, as distinct from the functional, point
of view., The Regional Branch had no subdivisions and consisted of

S —

a chief and senior, professional analysts who were responsible

for Western Europe, the Soviet bloc, the Far East, the Middle East
and Africa, and Latin America, The analvsts fu1filled their mission

by performing the following duties from the reglonal point of view:

a. Reviewing incomning NIS contributions for accuracy and
adequacy.

b. Coordinating inceming contribufions with pertinent
published elements of the NIS,

c. Keeping informed of situations and conditions of basic
intelligence significance in foreign countries.

d. Recommending, when appropriate, revision of NIS elements
under the maintenance program.

e. Yurnishing guidance for balance and emphasis in NIS
Chapter 1,20

21
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The Publication Branch consisted of two units~-the Review unit,
which was concerned with the publication editing of the manuscript
and the Production unit, which had the responsibility for correcting

and coordinating all maps and graphics,
The main responsibilities of the Branch were to--—

a. Provide guidance to NIS contributors in all map and
graphic work. ' ’ ‘

b. Schedule and review the base maps and gazetteers.

c¢. Establish the format, correlate the manuscript and
graphics, and prepare the scction‘for printing.

d. Disseminate the published NIS sections and gazetteers.

The printing of the RIS was the responsibility of the State

.. Sexrvices Office of the GPO, located in the CIA area.

The organization continued without major change between 19535,
when OBI was established, and 1960. Subsequent changes are covered

in the pertinent subsections of this history.

3

E. Establishment of Priorities

Even before the NIS Committee was formed, the Ad Hoc Committee

had proposed that NIS production be scheduled in accordance with

22
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JCS prioritiegs. The JCS concurred and provided lists showing

piiority requirements,21

- As the NIS Program developed, the priority lists were revised

from time to time to meet current requirementé. The lists submitted

by the contributors were evaluated by the NIS Committee, and

production was scheduled consistent with agenéy capabilities and

in accordance with the priorities established.

The priority lists were divided into three categories:

a.
b.

Ce

’

NIS Areas of high priority.

NIS Areas of moderate priority.

.NIS Areas of low priority (areas in which there were

no JCS requirements at the time).

Further guidance was provided for NIS production by information

on:

a.

b.

Ce

NIS completion dates necessary to meat established
Joint Staff coumitments.

Any particular chapters of certain NIS for which special
priority was desired.

Any other requirements of the Joint Staff which should
receive special attention,

23
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‘This system of establishing pricrities continuved until 1963

when a new system was devised (covered in Section V, I, 3).

24
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11, Developing a Viable Program

A, First-Year Mission

The schedule worked out forAthe first year (FY49) of’the

NIS called for the p:oduction of 456 scctions, or the equivalent

of 6 complete NIS.22 Tt had been cﬁnjectured that the production

of 6 NIS for FY49 and of 15 NIS each year thereafter

would fulfiil the desired completion of all NIS on areas

of high priority by 30 June 1952. However, certain sections

were not relevant to the areas under consideration and others

vare consolidated for more effective treatment, Revisions of the

production schedule during the year reduced the first year's

requirements to 303 sections. The agencies responsible for production
. expected that their capabilifies would permit the‘attainment

of the production schedule, as had been planned originally, if

the requested funds and personnel were made available.

The Annual Report for ¥Y49 was prepared in cdvance (25
Maf 1949) of the end of the fiscal year to inform higher authorities
of the problems of the-first.year's experience. Up to 25 May only
89 sections had been submitted of the‘303 required by the revised
schedule. Of these 82 only 50% were adequate.23 The deficiencies

were partly due to a failure to conform to the NIS Outlines or format.

25
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The principal and most disturbing deficiencies, however, were

fundamental errors and inconsistencies in the text, which while

.not necessarily significant in each case, coilectively jeopardized

the gene*al credibility of the intelligence. The difficulties
encountered during the first year delayed processing, with the

result that no NIS sections were published during FY49,24

Work on basic intelligence did not stop, hoyever, during this
early period, Several partially completed JANIS were completed,
and the **Defense Project,'’ which had been taken over frouw the
War Department, was finished under the coordination of the Basie
Intelligence unit and was issued in three volumes as the Strategic

Intelligence Digest (SID) on the U.S.S.R.
B. Inauguration of the NIS Base Map and Gazetteer Trograms

Before adequate NIS sections éould be produced, it was
necesgary to develop Base maps and gazetteers for the use of
contributing agencies. Unfortunately, the initiation of these
projects was coincident with the beginning of NIS production.
To satisfy the requirements of contributing agencles, interim
procedures and heavy workloads bécame necessaty in the Map
Branch, ORE, which produced the base maps, and in the Office of

Geography, Department of the Interior, which was responsible for

26
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éompiling standard geographic names fof the gazetteers. Base maﬁs
and gazetteers were required fpr’an accurate presentation of
intelligence in the NIS, and they Secame important in other fields

as well.: The concept of the NIS base map program was to produce

a comprehensive coverage of all.foreign countries and areas by

a series of maps with excellent characteristics of scale, projection,

and data for general intelligence use,

.The Inherent advantages of the NIS Program were clearly
1llustrated in the NIS gazetteers. 'The geographic name situation
had long been one of confusion and lack of organization. WNo
officlal gazetteer worthy of the name had been published, and no
two commercial gazétteers were in more than superficial agreement.

Confusion 1in this field had increased after World War II because

- of the worldwide dislocation of national boundaries and changes

in national sovereignty. Although the Board on Geographic Names»had
a continuing responsibility for cempiling official geographic names
for use by the government, adequate funds had never been appropriated
for this purpose. Such financial support as was forthcoming from
othér government agencles did noﬁ permlt a logical or comprehensive
approach to the probleﬁ. However,'the funds provided by CIA under
the NIS Program, togéther with Iﬁﬂ collation and reproduction

facilities In what was then OCD/CIA made possible an effective means

of'solving the problem. Reflecting an inadequate research base,
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and the necessity for an initial rapid production, the first published
gazetteers were designated as Preliminary NIS Gazetteers, The

primary purpose was to provide standardized geographic names for

the NIS.;

The production of base maps and gazetteers in the first year
achieved satisfactory levels ip spite of the ﬁany difficulties
encountered, It was accomplished by the exceptional efforts of
the Map Braﬁch of the Geographic Division, ORE, and the Office of
Geography in the Department of Interior. The cooperation of the
various contributors in adjusting their schedules for the optimum
use of base map production, and the assistance of the Intelligence
Divison, WDGS, U.S. Army, in producing certain base maps were
particularly helpful., During FY49, 39 base maps covering 17

. NIS Areas were prepared, and 6 gazetteers were produced--including
the gazetteer for the U,5.5.R., which in this preliminary version

contained 110,000 geographic names .25
C. Emphasis on Quality and the Role of Substzntive Review

The fundamental errors and inconsistencies of the text in
over half the contributions received during the first year
were disturbing. Less than 50% of the contributions were cénsidered

qualitatively adequate even with nofmal editing to meet minimum

28
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‘éatisfactory NIS requireﬁents. In terﬁs of both substance and
presentation not more than 25% would have been acceptable had not
editorial standards been heavily weighted by the long;rangev
perspective and the necessity for getting on witﬁ the\broad program,
Considerable effort had been eﬁpended in compiling most/contributions,
but they had not been adequately reviewed or correlated into a
well-knit presentation. The effect was to reducé'méterially the

rate of NIS production and to place upon the Basic Intelligence

group a disproportionately heavy workload. This problem of quality

control was destined to be prolonged.

Another serious problem was the uneven flow of contributions.

Near the end of FY49 only 89 of the 303 scheduled sections had

been received. A heavy load of sections submitted at the close

of the fiscal year resulted in a serlous backlog:of material to

be processed, This productionipattern was to become an aggrava;ed
problem for many years. It created problems in the contributing
agencies and in the Basic Intelligence unit in CIA. The review
staffs in the agencles were forced to work long hours under pressure
to‘process the mass of material to meet the yearend deadline, with
the incvitable result ;hat the quality of the contributions suffered
and the processing bﬁrden increased cprrespoﬁdingly. This serious
backlog problen was partially alleviated in the middle 1960}8
lthrough more efficient scheduling, fut_it continues at a reduced

“level today.
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D, Emerging Problems

The reasons for the qualitative and quantitative deficiencies
in NIS production during the first }ear can be quite accurately
appraised. First, the various agencies overestimated their
production caﬁabilities. This might have been because, in large

part, they did not fully appreciate the disparity in requirements

for quality and comprehensiveness between the NIS and other basic

intelligence studies with which they were familiar. There was
alsc an initial inadequacy of measures to accomplish a realignment
of effort. This, of course, was inherently linked with the
overestimation of capabilities. These failures were compounded
by restrictions on available funds, personnel ceilings, and the

difficulty of procuring qualified personmel. But more than all

' of these things, perhaps the most difficult obstacle to early

success was the failure to indoctrinate all echelons in the
concept, implications, and modus gperandil of the NIS Program.
Prior to its implementation, several of the agencies had produced

basic intelligence generally similar to, but with lower quality

requirements and less comprehensiveness than, the NIS, It naturally

followed that the substantive réview of NIS material by contributing

agencies was Iinadequate,

30
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With the poor NIS production recordﬁof the first year it
became apparent that a reexamination was necessary. In September
1949, the Director of 6entral Intélligence invited attention to
the prodﬁction deficiencies in the prbgram and requested the
participating members in the Department of Dafense to indicate
their capabilities for meeting fhe NIS commitments in view of

actual or prospective cuts 4in the appropriations and personnel

‘of the military services.26 1pe Intelligence Bureau of the

Department of State was not concerned in this matter because it
was financed by the CIA in meeting its production responsibilities

under the NIS Program.

Replies from the participatiné members indicated that the
Navy and Air Force could meet NIS requirements and that the Army
could meet approxiﬁately the equivalent of 8 NIS per yéar
rather than the 15 planned. Since the Army's responsibilities
amounted to mere than 40% of the program, it was evident that the

JCS requirements were considerably in excess of existing capabilities.

In December 1949, the DCI requested that the Joint Staff reexamine

its requivements for the NIS and advise him of any change in the

priority list of NIS Areas and in the related rate of production.2?
As a result, the Joint Staff reduced the requirements—-~-not on the
basis of\national strategie interests but rather on the capahilities

of the producing agencles to meet the equivalent of 8 NIS per year.

31

TECR-RT

Approved for Release: 2014/02/14




C01421957
Approved for Release: 2014/02/14

The problems that beset the NIS Proéram during the first year
were, of course, to be expecteq. Ih some measure they were
indicative of difficulties which would confound the program fqr
many yea;s and, although to a lesser degree, remain even today. The
deficiencies were fundamental,‘extending down to the inteiligence
analysts who prepared the contributions. The various contributors
were not adequately supporting the program, all too frequently
allowing departmental requirements to take precedence over scheduled
NIS work to which they were committed, This resulted in an imbalance
in the production schedules. This difficulty existed because

~ the same personnel used for NIS work were also used for
departmental activities. As long ago as 1950, in thg second'Annual

Report, the NIS Committee Chairman stated:

The Ad Hoc Committee which developed the fundamental aspects
of the NIS Program recommended that the NIS on all areas of high
priority should be completed and placed on a maintenance basis
by 30 June 1952, This date was concurred in by the Joint Staff
and the NSC, The present rate of production will attain this
objective some five years later, or 1957. Perhaps that jis the
best we can do under the circumstances, but, in view of the
present world situation, this matter deserves serious
consideration at the policy level.28

Apparently, it was not in the nature of things that the NIS

was to receive this high-level considgration.

In citing the difficulties of the first year of the NIS Program

-this analysie should not overlook the amount of progress achieved.

32
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A coﬁcept, a plan, andvan organizatioﬁ had been developed which
were fundamentally sound and practical and which provided a means
for the eventual acquiaition, ﬁroduction, and maintenance of
adequété basic intelligence to meet the requirements of the
government. Valuable training, experience, and understanding were
gained. All of these formed a basis for further development of

the program in subsequent years.

33

TSTEe-R-ET |

Approved for Release: 2014/02/14




C014219 5 7 Approved for Release: 2014/02/14

W

III. XYears of Turmoil, 1949-52

v

Ay Impact of the Korean War

If the first year of the NIS Program was one of ffustration,
the second was one of despnir.l As indicated previously, the
original requirement for an NIS production of the equivalent of
15 NIS é year was reduced to the equivalent of 8 per year in
view of the lack of sufficient capaﬁiiities of the intelligence
agencies of the armed forces, Even this reduced goal was not

» attained during FY¥50. Moreover, the quality of many contributions

was deficient. Gaps remained in the basic intelligence which was

published~-indicating that a greater collection effort was needed.

The Korean war was beginning to have an impact on thé,program.
The Office of Naval Intelligence gave fofmal notice that, because
of the situatioen in the Tar East, work on Navy commitments to the
program would beVSuspended until further notice. NIS representatives
from the Army and the Air Force informally indicated similar

decisions regarding work on their commitments. Although the

Office of Intelligence Research in the Department of State did not
indicate that the Far Eastern problems would adversely affect work
on Department of State commitments, the actions of the service

intelligence agencies seriously impeded the NIS Program.
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In an August 1950 letter transmitting the Annual Report of
the NIS Program to all participants, the Director of Central.
~Intelliggnce stated the case for increased attention to the NIS

Program:29

The NIS Program is a long range project undertaken in
accordance with NSCID No. 3 and is designed to produce all
basic intelligence needed by the government. Such a program,
in order to produce adequate basic intelligence, requires
special machinery for control and coordination, extensive
analytical research, and intensified collection and collatiom.
Once these activities are interrupted they are difficult to
set in motion again., Hence, 1f the program is to cover the
high priority countries in a reasonable time, production must
proceed in an orderly and continuous manner.

\

Basic intelligence is so vital to planning that, if planners
cannot obtain such intelligence from the NIS, they will obtain
it by means of a swollen volume of ad hoc requests, The result
is a disruption of the NIS Program, such as we are now
experiencing which, if continued, will mean the reversion of
basic intelligence to its highly unsatisfactory state existing
at the beginning of World War II.

Although comprehending fully the exigencies demanded by the
requlrements of the current situation, it is hoped that the
NIS Program will receive a high priority and a high degree of

interest from all the agencies in order that it may not dile on
the vine.

This strong statement of support for the NIS concept was
written in the face of some internal CIA doubts as to the practical
wisdom of attemptiné to carry on with the program. 1In a
hand-wringing memorandum to the Director,30 the Chief of the
Coordiration, Operations, and Policy Staff warned that in time of

war many other items had to take precedence over basic intelligence
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and that, in any case, the service agehéies could not be made to

stick to basic production if they preferred the current. He

.argued further that the agencies should be squarely counfronted

with the:alternative of meeting theilr commitments or deciding to
discontinue‘the program. In a statement suggesting that he may
have been ahead of his tine, he wondered whether the NIS could be
produced by non-IAC agencies, the universities, and the geograﬁhic
socleties, omitting the Pentagon altopether—-**with the military
situation what it is, it may now be the time to change it to a
more or less privata research project.'’

On the other hand, those in CIA fesponsible for the NIS: Program
were urging specific measures to assure continued support for the
program. ?earful that the downﬁard revis}on ofﬂSIS requirements
by the Joint Staff was basédyon thg gapabilities of prodpcing
agencies rather than.on the actual need for basic intellipence,
they recommended that reconsideration be given to a statement
from the Joint Staff as to their minimum requirements wiphout
prejudice to the national gecurity, They also recommended to

the Director that the service intelligence agencles determine

‘the precise capabilities they would need to meet the hinimum

requirements of the Joint Staff, and that they initiate appropriate

action to obtain the requisite funds for the centinuing support

of these capabilities. The Director®s letter, cited earlier,

was essentially a compromise between these two positions,
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B. Production Record

Despite the difficuities, considerably more progréss was
attained in the production of the NIS duriﬁg FY50 than had
been realized during the first year. Contribltors sent 398
NIS sections to CIA during the year (the equivalent of 6 1/2
NIS). These sections were on 40 individual NIS Areas, with the
largest block--34 sections--relating to the U.S.S.,R. Of the
398 pections, 287 were reviewed and cleared for publication by
CIA, and 216 were printed and disseminated.3! Wwhile this

production was much higher than. that of the first year, it

‘fell short of the hoped-for equivalent of 8 NIS sections {already

reduced from the original requifament of 15 per year).

The most distufbing defeet in the contributions received
during the year, however, was the qualitative, not the quantitative,
deficiency. This resulted in much wasted effort on the part of

all processing and reviewing components and was the largest

single deterrent to production. Less than 35% of all contributions

revieved by CIA during the year were adequate, with reasonable
editing, to meet the minimum NIS requirements. MHaterials submitted

for the NIS were divided into three qualitative categories:
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Category I--NIS material which fully satisfied the
fundamental requirements of a well-prepared and
well=coordinated basic intelligence study, including

such essentials as sound research, clear presentation,
and substantive accuracy.

‘Catepory II--NIS materlial which with reasonable editorial

support by the Basic Intellipence unit, CIA, satisfied
ninimum NIS standards.

Category III--NIS material which did not satisfy minimum
NIS standards without major revision.

More than 40% of FY50 contributions required extensive
review and coordination with the contributers., The remainder
required major reworking by the contributors before they could
meet the minimum standards. The qualitaﬁive deficiencies were
due principélly to unrealistic production schedules, which

overextended agency capabilities to such an extent that quality

had to be sacrificed for quantity; inadequate review and

coordination at the working and control level in the contributing
agenciés; and the inexperience and incompetence of many

working-level analysts.

Those in CIA respomsible for the NIS Program were determined
to achieve the highest'possible quality, AchieVemgnt of this goal
wasuthe greatest frustration in these early years, and-it has
continued to be a major prdglem with Sut varying degrees of

alleviation over the subsequent years of NIS productiom,
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Deficiencies in material were only ﬁominally thargeable to
contributor ﬁnfamiliarity with the NIS format and general concepts
regardlng content. No section; were returned to contributors on
the basis of poor style or fallure to conform in detail to the NIS
Outline., The deficlency which was pervasive and unacceptably time
consuming for both the Basic Intelligence personnel andvthe
contributors was elementary, essentially careless substantive
errors in text, tabular data, and graphic material, Many of these
were significant. Others, though not necessarily of individual
gignificance, were cumulatively capable of jeopardizing the general
credibility aof the material., Another deficiency was excessive
contributor reliance on relatively old material, much of which had
previously been published. There was a related tendeﬁcy to give

preference to gource material because it was ¢'intelligence,’’ even

. 1f fragmentary and uncoordinated, without making a reasonable and

constructive use of éommercial sources such as well-established

trade journals. Appropriate use of the latter would have given

a more professional level of treatment to NIS contributions than
the use of materials which had been preparedrbyvnontechnical

authors.

A system of production reporting was develbped to help the NIS
Coordinator keep track of the various phases of the complex.

production situation inherent in the NIS Program. It covered all
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‘phases of processing, review, and publication. Departing from the

previous method of reporting only on the percent of a section

‘coqpleted, a process which relied on personal estimates and other

variables, the new system was one of *’phase reporting''’ in the
production process. Five phasés were involved, the first three of
which indicated one-third, two-thirds, and final complefion of the
first drafts of contributors at the Qorking level. The fourth énd
fifth phases indicated the completion of review and coordination
in the parent agency, After contributions were received in CIA,

a second set of phase reporté indicated the progress of material

to the final printing.

The average time required to process NIS material from its receipt

in CIA to its publication was about 7 1/2 months for the 216 sections

~ published in FY50. Processing delays in CIA were attributed

first to quélitative inadequacieé in the texts and graphics submitted
to CIA and second to the major time lag in the GPO'’s State

Services Office. Usually, 2 or 3 months elapsed between the date

the page proofs were approved for final printing and the date of

actual publication.

The third year of the NIS Program, FY51, was also a year
of disappointments and setbacks, although some consolation was to

be found in the development of procedures and increased coordination,
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_which seemed to indicate that a firm basic intelligence program

was assured.

At thé beginning of the year, NIS production appeared to be
in a very favorable position.32 Over 50 sections had been
produced in the last month of ¥Y50, However, the Korean war
caused almost total stoppage of NIS production by the service
agencles and a considerable reduction by the Department of State.
This critical situation was brought to the attention of the DCI
who, with concurrence of the IAC, transmitted a memorandum on

22 August 1950 to the Secretary of Defense which stated in part:

The effect of such withdrawals of support, in an undertaking
which is wholly dependent upon full collaborative joint effort
for successful accomplishment, is practically to inactivate the
NIS production program in its entirety.

If the vital basic intelligence requirements of the

Government are to be met, continuous fiscal support and
stability of personnel and organization arc imperative.

On 16 October 1950 tﬁe Secretary of Defense directed the
Department of the Army to explore the problem with the other services
~and indicated that the services should attempt té make their
contributions without adding.to the current budgetéry or personnel
‘quotas assigned_for intelligence duties. The services; however,
found that additional funds and personnel would be required to meet

“thelr commitments under the NIS Program. The increased staffs
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were approved on 14 December 1950 by the Secretary of Defense,

who stated in a memorandum of the same date to the DCI that the DoD

ssorecognizes the importance of maintaining the production of
National Intelligence Surveys on a regular ‘basis, undiminished
by fluctuations in the world situation which result in heavy
demands upon its intelligence agencies.

Unfortunately, however, in a letter to General Smith (pcr),33
General Marshall stated that *‘it would be neither practical nor
gconomical for such personnel to be employed as a sepafate group’!
as the DCI hadkrecommcnded. Accordingly, the Secretary of Defense
ftdirected the military services to integrate them with present
intelligence staffs, although indicating that their working time
would be devoted primarily to the production of the National
Intelligence Surveys.'®' This of course led to the siphoning off

of NIS producers to the more ilmmedilate tasks at hand,

Production goals for ¥Y51 were the equivalent of elght
complete NIS. Actual production on the other hand was about half
that total, The low production was attributed mainly to the diversion
.of production effort arisiné out of the Korean war and to the
difficulties in recruiting and training staffs for NIS work.,
Although the quality of contributions‘improved gradually, many were
still inadequaté gnd fequired‘considerabie revigsion to meet the

-gtringent NIS requirements.
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C. Progress of the Gazetteer and Base Map Schedules

The production picture for the NIS gazétteers was brighter,
vith the schedule fully met in FY50. Over 150,000 geographic |
names were processed--comprising 22 preliminary gazetteers.34
However, it was récognized that the gazetteers were indeed
preliminary, to meet the immediate neéds of the NIS producers,
and that they would have to be revised and considerably expanded
as conditions permitted. At this early stage it was also planned
to extend the use of the gazetteers to other departments of the
government and eventually to make them availébié to the public'

withnut attribution to the NIS Program.

kSimilarly, the NIS base map.schedule Qas generally met during
FY50. Like the preiiminary gazetteers, the base maps served
their purpoée admirably, not only in terns of efficient centralization
of mapping services whereby all NIS contributors were supplied
with necessary maps bu: also in the general cartographic excellence

of the maps.

Further progress in the gazetteer and base map programns was
made in FY51, the oﬁly bright spots in an otherwise difficult
year for the NIS Program.33 Some 14 preliminary gazetteers were
produced, containing a total of about 148,000 standa:dvgeographic

names. This total exceeded the planned production rate by nearly
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25%. The base map requirements for all NIS contributors were
generally met throughout the year. The base.maps, furthermore,

were being increasingly used for general intelligence purposes

and were being distributed to other govermment agencies as well.
D, Early Evidence of Flexibility

With the experience of only a year, the NIS Committee took a
ﬁumber of steps ieading to overall improvement in policiles,
requiremehcs, and procedures relating to the program. During the
fall of 1949, the Committee appoinﬁed interagency subcommittees to
review and revise .all NIS chapter and supplement outline guides
based on experience since the first ones had been formulated.36 All
outline guides except the guide for Chapter VII (Scientific) were
rgviscd. Also, iﬁdicatiVe of what was to be a develoﬁing attitude,
it was determined that rather than produce the Sclentific |
Chapter across the board, production would be restficted to those

countries which had actual competenée or significant potential

in the scientific field, Problems arising out of new requirements

. by the Navy, respecting intelligence on Marine Climate and

Oceanography, led to a decision by the NIS Committee to produce five
special NIS covering the ocecan areas of the world.37 Production

responsibility was agsigned to the Navy with assistance from the

Alr Force on the marine climate sect;ons.
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E. Problem of Maintenance

As early as the FY50 Annual Report, thé maintenance aspects
of the NiS Program were recognized-and delineatéd. It was seen as
a problem which was certain to be of increasihg concern as the
publication of the initial Surveys attained significant proportions.38
(Intereapingly'enough, this concern refiectéd an optimistic faith that
the program, beset‘by more than the usual trials,‘would be successful,)
The NIS Coordinator pointed out in his Annual Report that directly
related to the maintenance program was the collection effort
required to fill the gaps and refine the basic intelligence
contained in the original Surveys. As new information arrived in
response to NIS requirements, the intelligenée agencies were urged
to assign a commensurate portion of their capabilities to keeping
up-to~date data in mainténhnce files and, when requested to do so,
to revise sections of the NIS already published. Particulér
importance was attached to the collection and maintenance programs
in view of the many gaps in basic intelligence which had been
revealed in the NIS contributions reviewed during the first year

of the progran,

The maintenance phase of the NIS Program actuzlly got underway
experimentally in 1952, when 14 revisions of previously published

NIS were produced.39 An NIS Committee meeting on 11 December 1953,
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at the initiative of the Chairman, addressed itself to the importance
of determining a firm set of criteria for NIS sections in the
- maintenance program. At a subsequent meeting the members agreed

that maihtenance should be undertaken when a published section

had the following weaknesses:

a. Serious qualitative deficiencies.

b. Important intelligence gaps which subsequent collection
effort had filled.

c. Failure to reflect the fundamental situation prevailing in
the area. ’
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IV, Years of Progress, 1953-60
A. Overcoming Disruptions of the Korean War

In discussing the early yearé of the NIS Program the negative
aspécts have perhaps received the major emphasis, It was clearly
a time of bitter frustratibn,‘uhen it sometimes secemed impossible
to develop a viable program of basic intelligence production.

Yet, all during this period slow progress was being made--progress

on which it became possible to build.

Despite dramatic setbacks, tﬁe RIS Program was firmly supported
by the intelligence agencies, and measures were undefway to provide
long~range, continuing development of basic 1nfelligence. Amﬁng

. these were the establishment of permanent staffs in the contributing
agencies, the augmentation of collection capabilities in the field
of basic intelligence, and the general improvement in the |
effectiveness of interagency coordination. With respect)t?
collection, for example, all the intelligence aéencies required

Achét their field personnel review published eleménts of the NIS
and report necessary changes, additions, and correétions without
delay. In the case of the Air Force, it was further required
that Air Attachés write first drafts of all NIS requirements for

vhich the Air Force had fesponsibiiity.
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During FY52 and FY53 attention was‘focused, to a large
extent, on afforts to overcome the serious disruptions in NIS
ﬁroductiogerSulting from the Korean war. Measures instituted to
bring production cApabilifies back to the required level were
vigorously impleﬁented by all agencies particiéating in the
program, with the.result that the production goai set by the JCS
was achieved in FY53. Although production for FY52 was still
short of the goal,‘it represented a 56% increase over the production
of thc‘previous year and provided substdntial evidence that
the contributing agencles were taking effective measures to

restore production capabilities.40

The performancé of the NIS contributors during the 1952-53
period was especlally noteworthy when viewed in the light of tﬁe
many additional productioﬂ problems encountered and oﬁercome.
During 1951, the Secretary of Defense had approved additional
funds and personnel for NIS activities to enable the Defense
agencles to fulfill their commitments under the program. FY52
had hardly begun when a subsequent directive from the Office of
the Secretary of Defense reduced personnel strength and pérmitted

no new hiring.4l

Nevertheless, additional progress was made in the maintenance

phase of the program in FY53, when 29 sections were produced, a
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considerable increase over the initial year's (FY52) maintenance

e production of 14 gections.

Produétion had been started on the Special NIS on Marine Climate
* and Oceanography in FY51, and by the end of FY53‘submissions of
this series to OBI had attained 36% completion.#2 An interesting
aspect of the production of these special NIS publications was the
isgsuance of a notice by the Navy that these NIS would supersede
the Submarine Guide and Target Folder Series, which were to be

discontinued.

Accompanying the increase in production by the contributing

agencies was a corresponding substantial increase in processing

by the Basic Intell;gence unit of €IA, In FY52 the unit processed

for publication 36% more NIS material than it had proceésed in the
- ' preceding year, and in FY53 the production rate increased to 46%
over FY52,43 However, even these considerable increases fell short
of keeping pace with the upsurge in the production of the contributing
agencies, A backlog of NIS material awaiting processing grew to
serious proportioﬁs despite all efforts to bring Agency capaEilities
realistically in line with the lead imposed by the volume and

substantive inadequacies of the contributionms.

The development of this backlog of NIS material in the

regional—editdrial-review stage had been foresecen, and efforts were
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made to avert it--both by augmentation of the staffs and by stressing
to the bqrticipating agencles the need for qualitative improvements
in their contributions. It had loné been realized that when the
contributing agencles reached, and maintained, a steady rate of
production, the basic intelligence capabilities within CIA would

have to be increased in proboftion-—to assure timely processing of
the material, in recognition of this, an attempt was made in FY51

to provide for an increase in staff. This attempt falled, however,

as did ancther attempt made in the following year.

During this 2~year period the Basic Intelligence unit was
operating %t an ave}age of only 75% of its authorized strength.
This understaffing was the result of difficulty in obtaining
qualified personnel with the required area knowledge, as well as
the editorial and publications training needed, for the‘review,
guidan;e, and consultaiion inherent in the final processing of
NIS material. At the beginniné of FY54 the Basic Intélligence
unit had almost a4year's backlog of contributions awaiting procéssing.
By the end of that year this backloz had been so reduced that
material was being processed on a reasonably current basis, This
speedup in processing within the unit had both good and bad aspects.
The staff had been brought up to its authorized strength during
the year, procedures had been adjusted to obtain maximum production

with a ninimum sacrifice of quality, and a heavy overtime work
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schedule had been followed. The increase in strength was desirable,
but the speedup in processiﬁg included a less thorough review than
was necessary to insure quality. The increase in material flowing

into and through Basic Intelligence alsc resulted in a buildup of

sections at the GPO's State Services Office.
B, Refinements
1, The Outlines
A major development during»FYSS was the inclusion.of more

comprehensive psychological warfare requirements in the sociological,

political, and economic chapters of the NIS.44 This reflected

the

as the first definitive expression of

comprehensive psychological warfare requirements in terms of

basic intelligence coverage.

A new bilographic unit, designated ’’Key Personalities,’'
wﬁa also developed in FY55 to provide a more nearly balanced
treatment of blographlc intelligence, which had been formerly
included in individual chapters, and to provide a source usable fof
independent reference. Prominent among the bilographies produced

during the initlal year of the project was one entitled *‘Soviet

5t
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Personalities,'' which comprised more than 800 biographies.,

The NIS Committee continued to emphasize refining and extending
the NIS réquirements to meet the inéreasiug naeds for comprehensive
basic intelligence. During FY56, outlines weré developed on
International Communism as én NIS supplement, covering detailed
Communist organizations and activities in each relevant area, and
a special NIS on the international Communist movement and front
organizations. Major revisions were also made in the NIS Outlinés

for Chapter I (Brief),(i and

Section 35 (Ports and Naval Facilities) and its related Supplement I.

A new NIS unit, the Annex, vaé devised for dealing with spécial
NIS subareas,*3 Designed especially f;r the treatment of separate
entities within larger NIS Areas, the Annex was introduéed by the
NIS Committee Chairman at a meeting on 28 June 1955, In actual
practice, Annexes were incorporated as sipplements to the introductory
sections of the pertinent chapters on the larger areas. In the case
of Italy, for example, the Section 40 (Introduction) of Chépter v
(Sociological) was followed by Section 40-X (Annex) entitled **The

Holy See as a Religious Society.'' Similarly, the Section 50

(Introduction) of Chapter V (Political) was followed by

52
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Again, throughout FY59, the NIS devoted considerable attention

to refining NIS requirements.46 Those for Chapter VII (Scientific)

and for Ocean Areas were completely.revised to maintenance standards
ag were a number of topical requirements in other NIS chapters.

The extensive requirements for Supplement V {Petroleum) were

-abandoned in favor of better integrated selective requirements in.

the Fuels and Power Section of the Economic Chapter,

As part of a continued effort of the NIS Committee to provide
measures for efficient production, in FY60 a more flexible format was

instituted for Key Personalities units on the larger NIS Areas.47
2. Chapter I

.The initial philosophy of Chapter 1 (Brief) production for
the NIS was that it could only follow upon productibn of Chapters
I1 through IX on any given country. This idea was toAchange, but
it meant that Chapter I's were not produced until FY54.48 Their
production met a long-felt requirement for a succinct intelligence
summary for each NIS Area., (For fufther changes in the Chapter I

concept see Section V, D.)

3. Experimentation with the Chapter I Annual
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The NIS Annual program, initially pr&posed in October 1957,
was designed to meet an apparent need for interim updating 6f the
Chapter I (Brief), the general summary of topical subjects covered
in other ehapters of thg NIS on any specific area.%9 The Chapﬁer
I Annuals ultimately were not published "annuaily," according
to the original concept and as the name implied, but were instead
scheduled selectively with respect to both Area and time. A
yearly review of all published Chapters I was to be undertaken and
Annuals were to be published for those Areas in which major changesV

had occurred, for which information had become available to fill

wajor gaps, or both. A Chapter I Annual was also to be considered

for scheduling in the case of any NIS Area for which no Chapter I
maintenance was forecast. The format of the NIS Annual followed

closely that of the Chapter I.

Following NIS Committee approval of a prototype in November

'1957, pilot Annuals for Poland and India went into preduction and

werc published in May 1958.5Q Apnuals were produced for 12 NIS

Areas in FY59, 12 in FY60, and the number was reduced to 7 im FY061.

After a total of 33 Annuals during the 4=-year period, production
was discontinued in TFY62 to permit increased production of more

comprehensive Chapter I coverage.

4, Procedures
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In‘1954, as the result of rather consistent failure on the part
of Department of the Army to meet scheduled production, ‘the
department reorganized its NIS coordinafion and production.
activities with a view to overcoming the recdgnized shortcomings.,
Further, at the request‘of the Army, action was taken by the NIS
Committee to reallocate responsibilities fof coordination and
production of several NIS elements which would enable the Army to
carry out more effectively its remaining responsibility in the
program, In response to a request by the Assistant Chief of Staff,

Intelligence (ACSI), the NIS Coumittee relieved the Army of

production responsibilities for Suppiement III (Telecommunications)

and reassigned the Chapter VIII (Armed Forces) coordination
responsibility and Section 45 (Heélth and Sanitation) production

responsibilities to other agencies.?l

'Siyilarly, NIS production difficulties in the Geography
Division of the Geographic Area, ORR (D/GG), CIA, were partly
caused by delays inherent in the coordination of a jointly produced
element such as the NIS Chapter IX, Map and Chart Appraisal. 1In
1954, a Chapter IX coordination staff was set up'with responsibility
for expediting the.coordination of finished drafts with the various

contributors to this chapter. The Chapter IX outline was also

revised to simplify preparation of the map and chart elements,>2
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A change of procedures was also effected in the reallocation
of tﬁe production responsibilities for portions of the NIS Chapter
VI (Economic)_that covered the Soviet bloc areas. These, formerly
allocated yto the Departments of State, Agriculture, and Interior‘,

were transferred to ORR of CIA as of 1 July 195433

During the same year the coordination responsibility for
Section 45 (Health and Sanitation) was reassigned from the Departmegt
of the Army to the Office of Scientific Intelligence (OSI) of CIA;
that office was also allocated the major responsibility for

production of this section-—to take effect in FY55.54

During FY55 the serious bottleneck in the processing and

publication of NIS materials noted in previous years was largely

" overcome. As a consequence, the average time between the receipt

of contributions in OBI and their publication by GPO’s State

"Services Office was reduced by about 25%.55 Some problems in the

reviewing process remained. These involved delays by contribuiors
in redrafting their reviewed contributions--as well as delays

resulting from the field review of contributions, -
5. Production Forecasts
A further improvement instituted by the NIS Committee in

FY55 was the developmenf of a production forecast.36 To provide
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long-range planning requirements and collection guidance, a 3-year
NIS Production Forecast was developed which was to be revised
énnually., The Committee also designated a ﬁumber of new NIS Areas
to reflect the changed political situations that had occurred in
some NIS Areas. These also provided a more‘efficient’basis for the

NIS Maintenance Program. An attempt was made to clarify the complex

'interrclationship of the basic intelligence appearing within the

\
various topical headings by developing an NIS Correlation Guide

which was incorporated into the NIS Standard Instructions,
Subsequently, this guide, which was found to be cumbersome and of

less value than originally anticipated, was dropped.
6. Other Refinements

. During FY55, the NIS Committee became involved in a pro:tacted

‘discussion of the problem of *’seguented areas.'®' Throughout the

world there were various geographical entitities~-subdivisions

of larger states, states within states, island groups, etc.,-=-which
called for clarification with respect to NIS designation. In the
Far East there were two Chinaa, two Koreas, two Vietnams,

And both Hong Kong and Macao; in Eﬁropc there were East and West
Germany and the Vatican in Italj; and in‘the Middle East there were
the minor political entities of the Arabian Peninsula. As a result

of studies in the Basic Intelligence unit in CIA, and an independent
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study in the Department df the Army, as ﬁell as the continuing
exchange of ideas within the NIS Committee, a list of new NIS Areas
was developed,?’ As approved by the Committee on 12 July 1955.
this 1iat:inc1uded a number of subareas which were to be uniformly
treated by all contributors. A featura of the 1ist was the use of
alphabetical suffixes to distinguish various treakdowns within‘
larger geographic units. Thus, in the case of China, NIS 39
compfised both mainland China ;nd Taiwang NIS 39A covered Communist
China; and NIS 398 covered Nationalist China (Hong Kong and Macao,

originally covered in 39B, were later designated 39C).
.C. Problens

kAlthough a great deal had bLeen accomplished in the NIS Program
by l954, it was fully recogﬁized that much remained to be done. In
his FY54 Annual Report, the NIS Coordinator cited three problem
areas: organizational complexity, intelligence adequacy, and

interagency support.38

1, Organizational Complexity

*

Production had been allocated to existing agencies of the
government rather than centralized in one agency. There was little

question that allocation based on dominant interests and capabilities
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was fundamental_té a healthy intelligence community and in the
long run would provide §etter intelligence than would a centralized
capability; but the acceptance of this method of production
carried’wi.th it inherent problems of organizational complexity.
Numerous working level meetings, in addition t§ the meetinés of

the NIS Committee, were necessary to develop mutual understanding

and a community of interest.
' 2. Intelligence Adequacy
Adequacy is, of course, the goal of intelligence collection

and production, and in 1954 it was realized that the goal was still

a long way off for basic intelligence. Too many important gaps

.remained to be filled, and the analyses and evaluations of

available information too frequently fell short of professional
standards. Basic intelligence as published in the NIS was certainly
not alone in its shortcomings, 'but to those responsible for the

NIS Program it was a worrisome and heartfeit frustration.
3. Interagency Support

Interagency support of the NIS Program had to be reasonably
consistent from year to year amohg the participating agencies to
achieve a balanced production effort. Disruptions in the production

flow caused disproportionate setbacks through the entire
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production process (as they do today). The disruptions in the

first seyeral years were mainly caused by uneven fiscal support

for NIS requirements and by the use of NIS capabiiities for other’
purpases. The NIS Coordinator recommended thaf a coordinated bpdget
for the NIS Program be eatablished te insure that the Bureau of

the Budget was aware of the whole program and that appropriations
related to proddction requirements for. each agency be specifically

earmarked for NIS work. Unfortunately, this was not to be realized.

D. Gazetteer and Base Map Programs

By FY57, 111 gazetteers (including 9 revisions) had been
produced.59 This marked the first time that such coverage had
been achieved under”one gazetteer program. Throughout.F¥Y58, the
Office of Geography substantially devoted its time to révisingA

the Preliminary Gazetteer on the U,S5.S.R. Published in FY59, it

contained 360,000 place names and was the most compréhensive

.gazettecr ever published on that country.60

Because of the urgency bf'makinﬁ approved, standardized
geographic names avallable to NIS producing offices in the early
stages of the NIS Program, most of the gazetteers had been produced
in a preliminaty form with the realization that further name

research and expansion of the gazetteers would be necessary to
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meet the requ;rements of the NIS Program and the Intelligence

Community as a whole.

The bése map program, which had been onc of the bright
spots in the early days of the NIS Program, began to falter in
FY53 and FY54 because of a lack of personnel in the Geographié
Division, CTA. The FY54 map production schedule called for the
production of 18 standard base maps and 15 page—size base maps.

In addition, 17 base maps carried over from the FY53 schedule were

to be completed; during FY54 these maps were completed and published,

but only 10 of fhe 33 base maps on the ¥¥54 schedule were published.
Further, thé base maps that were produced were published months
after the dates scheduled, which seriously disrupted production
pl#ﬁs of the NIS cbntributors and caused them to default on their

production conmitments. 61

E, Production Record

Having exceeded its goal in FY53, the NIS Production
Schedule for FY54 called for the equivalent of 9 complete NIS,

or 541 sections.62 At the time the schedule was established

" it appeared to be in line with the capabllities of the contributing

agencies because the numerical requirements were approximately

the same as the actual production of the previous fiscal year,
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‘However, shortly after the start of thé year the contributing
agencies found it necessary to adjust their operations under
government economy programs. Reduced appropriations required
cutbacks'in personne} and realignment of capabilities which
seriously disrupted the NIS Production Plan. ‘At first»the
setback appeared sefious, like that of the Korean war, but
because the procedures and machinery had Seen well established
and a positive attitude of cooperation had been assiduously
cultivated, the NIS Program again demonstrated its ability to
survive. At the end of the first quarter of the year the
contributing agenéies had accomplished 53% of the goal for

the period. By the end of the second quarter, however, readjustments
had been initiated in most of the contributing offices, and

. the goal fulfillment for the period was up to 71%. The
stabilized rate of production continued during the third quarter,
and during the final quarter of the fiscal year the effectiveness
of the adjustments made by the agencies was reflected in the
completion of a large number of sections to the final phase

of processing. This brought total production for the year to
443 sections, substantially attaining the goal of 8 equivalent

NIS per year established by the JCS.

By the end of FY54, the NIS Program had overcome many of

its early productioﬁ difficulties and, although problens remained,
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it could peint with pride to its accomplishments: 1) the

publication of more than 2,200 sections during the 6 years of NIS
Operatiopa, representing 40% of the total wo:ld coverage, principally
on areas' of high priority as established by the JCS; 2) rhe
publication of NIS gazetteers, comprising moré than a million
geographic names, on 72 foreign areas; and 3) the establishment

of an active maintenance program for the necessary revision of the
published NIS, Further, these published NIS were only the valuable

end product of a complex operation. DBack of the published documents

"were the extensive working files~~the reservoirs of available basic

knowledge on all countries and areas of the world. Gaps disclosed
as a result of fulfilling NIS production requirenents were irmediately

made known to the fileld collection effort., Files which formerly

.had been left untouched until a requirement was laid on were

gystematically collated and summarlzed under the NIS Maintenance

Program,

The NIS Program was now firmly established. It was with a

. feeling of confidence rather than frustration that the f{mperfections

could be tackled.

The Buoyuncy and confidence with which the NIS ended FYS54

was sustained the followlng year. In his Annual Report for FY55,

the NIS. Coordinator was able to say:
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It has been a successful yecar of considerable accomplishments
in which the JCS annual production goal was fully attained, more
far-reaching intelligence requirements were integrated into the
NIS, and improved methods and procedures were developed to meet
the expanding rise of the NIS, It might also be characterized
as the year in which the NIS firmly established its position
as the fundamental intelligence program of the government.63

It was in this report that the Report to the Congress on the
Intelligence Activities of Government, prepared by a Task Force

of the Hoover Commission, could be cited:

The National Intelligence Survey 1s an invaluable publication
which provides the essential elements of basic intelligence on
all areas of the world. While its production involves an
extensive and expensive effort, all members of the Intelligence
Community derive an immediate benefit from the contributions
they make to it and profit from the final product. There
always will be a continuing requirement for keeping the survey
up to date.

Detracting from the excellence of the quantigafive production
achievenent beginning about 1955, however, was the lack of
ﬁimeliness in the submission of contributions. Many contributors
failed to adhere to the schedule duting the first three~auarters
of the year, leaving nearly ohevhalf of the year's production
outstanding at the beginning of the last quarter; This problem was

S to plague Agency reviewers for many years, vaiouély, a production
pattern which results in the submission of nearly one-half of a
year's scﬁeduled production in the final quarter creates major

‘problems for both the contributing ageﬁciea and the reviewers in
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- CIA. The review ataffs in the contributing agencies are forced to

work long hours under pressure to process the material to meet the

‘yearend deadline, with the inevitable result of lowering the

quality of contributions. This in turn increases the processing

burden in all subsequent steps.

By the end of FY60 the NIS Program had been in operation for
12 9ears; during that period it had come close to achieving the

poal set for it in the National Security Council Intelligence

‘Directive that '*Basic Intelligence required in the interest of

national security shall be compiled and continuously maintained
in National Intelligence Surveys.'' The overall production record

was impressive: more than 5,000 NIS sections had been produced,

. including nearly 1,000 maintenance revisions, which represented

80% of the initial worldwide coverage, with the JCS highest priority

areas initlally completed and in active maintenance,64

While those responsible for the program had cause to look
back with pride, there was also cause for concern. From the

buildup following the dislocations of the Korean war, NIS

‘production consistently met the JCS requirement of 8 equivalent

NIS a year--until FY60 when it fell to 7. This shortfall was

the result of the continuing effect of budget and manpowar

reductions and diversions from NIS work in the contributing

agencies, Faced with ﬁhe problem of lessened production effort,
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the NIS Committee sought to establish a relatively reasonable
~ maintenance cycle for a number of priority areas, and topics,
as an interim phase in accomplishing the long-range MIS mission

of providing comprehensive, worldwide, onhand basic intelligence

coverage.
F. Qualitative Control

While many serious problems had been overcome by FY54,
one remained as a conﬁinuing concern for the managers of the
NIS Program-—the concern over the quality of the product. Early
in the program an elaborate gystem had been devised to rate the
qualitf of cﬁntributor manuscriﬁt subnigsion on a scale from I

to 11T (categories defined in TII, B).

In FYS54, 282 of the contributions received a Category 1
rating, a slight decrease from the previocus year: Category II
material was at about the gsane level of 61%; and the remaining
contributions were in Category I1II, a considerable increase,65
Some maferial processed during the vear achieved very high qualitative‘
ntnndards; and a considerable proportion of other contributions
showed improvement.k However, the gains in some contributions were
offset by continuing significant difficulties in others, as
indicated by the fact that. 65 sections required approximately

50%-rewotk1ng of the graphic material because of poor layout,
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péor drafting, incorrect information, ér bad presentation, The
overall qualitative adequacy pattern did not, therefore, reflect

" the improvement reasonably expected after some 6 years of NIS
experien.ce. A major cause was the disrupticn of the NIS gtaff because
of economy measures which resulted in a large turnover of personnel.
Maintenance contributions in particular falled to show appreciable
improvenent over the initial versions. This was attributable
chiefly to a tendency to undertake maintenance revisions of
published NIS more on the basis of the time lapse from the date
of initial publication than on the basis of significant changes

or meaningful new information,

The important fact about the qualitative adequacy at this
stage -wag the deep concern of those responsible for the NIS
Program, Perhaps nowheré.else in the Intelligence Communify was
there such an exercise of selévcriticism and serious effort ton
improve., But it should not be forgotten that what was appearing
in the NIS was a reflection of the state of development of U.S.

intelligence.
‘G, User Surveys

The NIS Committee, through continuous liaison and through

study by joint and departmental committeces, long maintained
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running cognizance of the NIS requirements of both the Washington

Intelligence Community and the field, Until the latter part of

1953, however, there had been no formal comprehensive survey

of NIS Jsers for the purpose of ascertaining their views in light

of their experience with the NIS, In December 1953, the NIS
Committee formulated a questionnaire to determine the degree to
which the NIS was meeting the essential requirements of its users.

It was sent.out.by the member agencies, and some 350 replies were
received.66 Thege replies came not only from users whom the NIS

was primarily designed to éerve but also from a large number for
vhom the NIS was not specifically designed but who had, nevertheless,

put it to a variety of uses.

The high-level users, particularly those of the armed forces,
were utilizing thé NIS in connection with strategic aﬁd high=-level
operational planning, as a reference in their individual fields
of activity, as a basis for evaluating incoming intelligence
reports, as source material for briefings of various kinds, and
as a general reference. These users were uniformly of the
opinion that the complete NIS, adequately maintained, would continue
to be useful. By far the majority believed that the immediate
availability of the NIS in the event of a critical situation or a

general war would be of great value,
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Users in the lower command echelons, schools, and miscelléneous

installations of the armed forces were employing the NIS for

" diverse purposes according to their widely varying interests.

The most prevalent uses were as a geﬁeral reference, as a research
tool in connection with training programs, ana as source material
for miscellaneous briefings and intelligence publications. While a
number of these lower echelons believed that the NIS would be of
great value in‘the event of a critical situation, most thought

that the NIS would be of only moderate value in such circumstances,

The principal shortcomings indicated by the user survey were
the following: 1) the NIS was not being maintalined on a sufficiently
current basis, 2) coverage was.not being extended with sufficient
rapidity, 3) certain aspects should be treated in greater detail,

and 4) there was a neced for succinct, synthesized overall area coverage.

In his analysis of the principal recommendations, the NIS
Coordinator recognized that the comprehensive nature of the NIS
permitted the intelligence to get out of date with varying degrees of
rapidity and that this problem had been recognized early in the
program, with provision made for a system to maintain the material
adequately. The maintenance pfogram was proceeding as rapidly as

the advent of new information and production capabilities would

.pernit. It was obvious that NIS-~type intelligence would never
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supply the up-to-the-minute detail of current intelligence, and yet
the amount of detail desired by the lower level field commands would
- be impossible to achieve and would hopelessly bog down the program.b
Finally,'the desire for succinct, synthesized overall coverage

would be satisfied for high-level planners byAthe Chapter I's then

going into production.

Solicited surveys of users‘of intelligence tend to be toe
generalized in their responses because the need of intelligence
frequently is on a contingency basis, and this is particularly
the case with basic intelligence, The 1958 Lebanon erisis,
however; offered an oﬁportunity to assess the value of the NIS
in relation to a particular intelligence problem, A March 1959
CINCHELM report on the use of the‘NIS in connection with the
crisie confirmed ﬁhe value of the full spectrum of NIS content
coverage and the importance of the onhand availability of the
NIS at a time of emergency.ﬁ7 The report stated that the NIS
was widely used by all commands and, for COMSIXTHFLT, constituted
the most important single source of both general and detailed
basic intelligence on the Middle East and Hediter;anean areas,
‘Indicative of a cr;ticism that was to become even more pronounced,
however, was a comment on tﬁe lack of adequate maintenance and a
suggestion that, in general, the NIS be comprehensively maintained

at intervals of § years,
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H. Maintenance

As éarly as 1950 the problem of maintaining the NIS on an
up-to-dale basis had been a matter of continuing concern to the'
managers of the NIS Program, As mentioned prévioﬁsly, the user
survey of 1953 indicated that this problem was one of the
shortcomings listed in replies to the questionnaire. The 1959
report on the use of the NIS in the Middle East crisis brought

increasing attention to the problem,

The‘Office of Basic Intelligenée made & Staff Study on
Maintenance in May of 1959, which became the basis for a thorough
NIS Committee review of the problem.%® Tt was urgent tﬁat the systen
’of maintenance be reevaluated because, although maintgnance unita
were approaching 50% of contributions, 422 sections pfodHCed and
dated before FY53 had not been scheduled for revision in the forecast
period through TY62, It was evident from the study that the level of
NIS production would not permif complétion of the initial worldwide
coverage and concurrent maintenance on a sufficiently tinely
basis to sustain the intelligence value of the published NIS,
In these circumstances, the priorities established by the JCS
appeared to leave little alternative but to concentrate on
production and maintenance of all Priority I Areas and selected

Priority II Areas, et the expense of less impertant Priority IT
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Areas and a;l Priority III Areas. It was e?ident that this would
s require thevtermination of production of NIS units for areas not
yet covered and also of maingenance units on ghe less important
_areas, :(The role of priorities for NIS producﬁion is inextricably
bound to the problem of maintenance or scheduling and will be

discussed more fully in Section V, I, 3.)

The program for selective maintenance was undertaken as an
interim measure with full awareness of its effect on the NIS
mission of providing comprehensive, worldwide basic intelligence
coverage. It recognized that initilal coverage would be nominal,
or incomplete, for many segments of Latin America and Africa, and
that maintenance would have to be deferred on many basic topical
sections of high JC8 priority. These measures for selective
malntenance would, however, provide an adequate maintenance cycle
fér a substantial number of priority areas and topics. Moreover,
many published NIS units of lesser maintenance priority would
cbntinue to provide users with basic intelligence of value even

when revisions were deferred.

The OBI analysis indicated that there were certain topical units
vhere fundamental eircumstances had changed so little as to warrant
a deferment of maintenance, It also noted that contributor production

capabilities could be concentrated, and topical content produced,

-
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in a more sultable form for less developed areas by the full use
of consolidated chapters (as opposed to separately published

sections),

The Departments of Army and State respoﬁded favorably to the
OBI initiative on maintenance. Army spoke in terms of drastic
reappraisal of the maintenance concept then in effect and urged
reliance on the Chapter I Annual concept as a practical means of
restoring user confidence in the NIS, At the same time, it called
for the elimination of duplicative content and of material too
transitory to bg considered basic intelligence. State offered a
detailed proposal for a system of NIS maintenance production based
upon section toplc priorities, to be used in conjunction with the
JCS ¢ountry priorities, with Army counterproposing an area/topig
combination priority lisg. Unfortunately, however, little could
be done inmediately to follow through on these proposals because
of the realities of scheduling, but there was general agreement in
principle. Also, the problem of maintenance was fully apprecilated
now and became the basis for the shifting emphasis in the NIS Program

that began to be noticed about 1961,
I. Miscellany

1, Comments'on Principal Sources

v
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From the start of‘the.NIS Program it had been the préctiqe
to include in most NIS sections a subsectioﬁ entitled ‘‘Comments
on Priﬁgipal Sources.'' This was never intended as a complete
bibliogfaphy such as those attached to the normal scholariy
textbook, 1Its chief purpose was’to evaluate.the major sources
used in the preparation of the section and, most importantly, to
indicate the gaps in intelligence as targets for the collecters
of intelligence information. Footnotes in the text regarding

sources were avolded insofar as possible.

A description of the purpose of the *!Comments'’ was included

in a 1949 memorandum to NIS contributors:69

The last subsection of mest sections of the NIS is the one
entitled **Comments on Principal Sources.'' Its purpose is
twofold: (1) To glve the user of the NIS an evaluation of the

principal sources and the credence to be attached to all elements
6f intelligence contained in the section; and (2) to give those
concerned with the improvement of NIS iIntelligence, principally
collection agencies, a clear indication of the deficiencies and
gaps existing in available information. To these ends, it is
required that intelligence analysts responsible for the actual
production of the several NIS sections fully understand the
import of this subsection. :

2, Dissemination and Control of the NIS

Dissemination of the NIS involves three categoties of users:

first, and most important, are the USIB agencies involved in the

74
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production as well as the use of the finished materials (these
and the high-level planners are the primary users for which the

NIS is produced); second, the non~USIB agencies and private

institutions, vhich receive copiles of the NIS on a neced-to-know

-

During the early years of the NIé Program, the policies
governing fhe release of the NIS to other than the primary users
were determined by a subcommittee for Military Information Control
(MIC) of the State-Army-Navy-Air Force Coordinating Committee
(sanacc). 70 The producing agencies were responsible_iﬁ each case

for determining what was releasable under the policies in force.

As the production of intelligence increased in volume, the
procadures for its control and dissemination became involved and
cumbersome; so corrective action was initiatéd in 1951 to clarify
aﬁd simplify the existing policies. In July 1952, Intelligence
Advisory Committee directive IAC-D=45/12 (Reviéed) established the
ptécédures for dissemination of the NIS,7! This directive, based
on a revision of NSCIﬁ No., 1 of 28 March 1952, was submitted on
16 June of that year>and then revised on the basis of proposals
submitted by G-2 and the Alr Force. - Part I of the directive

established the procedures and controls for dissemination of the

73
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NIS and contained a list (Tab A) of the
el e controlled areas on vhich the NIS were not releasable. Part II
of the directive governed the release of the NIS to non-IAC

governmént departments and agencies,

As time passed, revisions and alterations to IACmD;AS/IZ
(Revised) accumulated steadily and became unwieldy and confusing.
By June 1958, there had been six revisions of Part I and twice
that number of Part II, Toward the end of 1958, the IAC's
successor, the newly established United States Intelligence Board
(USIB), took up the problem, and IAC-D-45/12 (Revised) was withdrawn
and replaced by USIB-D~513/3 (Final), wﬁich became effective on

2 December 1958, At thg éame time the USIB agreed to delete and
discontinue Part II of IAC~D-45/12 (Revised), since the basic
authority for the dissemination of NIS materials to U.S, agencies
aﬁd departments outside the Intelligence Community had been
delegated to the NIS Committee (IAC-D-45/12.7, 27 February 1956).
In accordance with the latter change, USIB-D=51.3/3 (Final) was

officially titled *‘Problems for Dissenination of the National

Intelligence Survey and henceforth it was

to be the basic document for such dissemination.7?

3. Security Classification
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From the beginning of the program the NIS textual material

was classified independently by section. The Standard Instructions

directed that all pages of a section uniformly carry the higheat

classification of material within the section.

On 23 August 1949 the NIS Chairman summarized‘the background

of NIS classification policy:73

a. No classification ceiling has ever been set.

b. A standard classification of SECRET has been adopted for
NIS binders, on the theory that most NIS will contain gome
SECRET material and that, on the other hand, little, if
any, NIS will be classified higher than SECRET.

c., It has been constantly stressed that overclassification
should be rigorously avoided.

d. Since most classifications may be reviszed dowmivard with
the passage of time, the final classification .of NIS
material should not be determined until the material has

been finally prepared. This will tend to reduce the numwber
of occasions on which RIS will require reclassification.

It was later found that gome NIS materilals required a TOP SECRET

classification for a variety of reasons and vere published in geparate

TOP SECRET Annexes,

In 1952 the Navy asked for a reexamination of the requirement
that all textual pages of each NIS section be given the same security
clapsification. Sometimes an overall classification of SECRET was

applied whereas the bulk of material was CONFIDENTIAL or RESTRICTED..
77
SETRET

Approved for Release: 2014/02/14




C01421857

Approved for Release: 2014/02/14
TECRET

Navy proposed that subdivisions be classified according to their

individuval merits, in order to permit more widespread dissemination.

‘This question of classification was taken up in the NIS Committee

‘meeting of 15 April 1952,74 The Vice-Chairman pointed out that:

The WIS Sectlion has been established as a production unit,
and must carry an overall security classification. Part of
scveral subdivisions within a gection may appear on a single
printed page in the published NIS, and each of these subdivisions
may carry a different classification under the proposed plan,
About eight manuscript pages go into the makeup of a printed
page of the NIS (both sides) and the NIS is printed 16 pages
to a single form. A breazkdown of classification within a
section would require detailed instructions to the printer and
extensive review by D/B of proofs and final printed material to
insure that the final product carried the proper classification.,
This additional burden on D/B and GPO would increase processing
time and further delay publication of the NIS, V

The Committee agread to continue the present policy. This

classification procedure was followed until 1967 (see Section V, J, 5).
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V. Years of Change, 196168

A, Institution of Emergency Measures

The Joint Sta'ff issued a special report in January 1961 on the
NIS requirements of the military establishment as determined by a
detailed survey of all unified and specified commands and ﬁrincipal
Defense components.’5 The report confirmed the need of the military
establishment for early completion and accelerated maintenance of
the bulk of the entire NIS Program as then constituted, It included
the revised JCS Priorities for the NIS Program during the folloving
3 years and assigned high priority to some 70% of the NIS world
areas, including 17 in Africa and 20 in Latin America. Thi; effort
to *‘catch up!’ on Latin American and African areas was to become
more pronounced in later fears, but it is noteworthy that as early
as 1961 the DD/CI also questioned the scanty attention given to these

areas.

The Joint Staff report added impetus to NIS Committee action

to cope with the reality that production at the prevailing levels,

indicated by the 1960 shortfall and the reduced 1961 schedule, did not

permit concurrently the early completion of full-scale initial vorldwide

coverage and the accelerated maintenance of the published NIS. With

USIB approval, fhe NIS Committee in March 1961 undertook a number of
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emergency measures to provide accelerated initial coverage and increased

priority maintenance of NIS sections with the available production

- capabilities.’6 These emergency measures included suspension of

producti;n on some 20 low-priority.areas, stopgap coverage for some
30 newly emerging states and other undeveloped areas, and 1ncfeased
selectivity of topics and areas scheduled for maintenance, (These
steps initiaéed by the NIS Committee were to be taken up again a
year later by a staff designated by the USIB, carried to their

inevitable conclusion, and dubbed a *!new look'® in the NIS Program.)

It is worth looking at what the Committee had in mind: OBI
would develop a list of pgblishcd NIS on which maintenance was
indicated based on factors of age, fundamentally changed situations,
and sevious gaps in coverage. Using this list, each chapter
coordinator would systematically, and in appropriate detail, assess

the validity of each published unit~-such assessment to exclude

any congideration of production capabilities., Then the published

units were to be grouped according to the following categories:
a) Destructlon--where continuance in active status could mislead

the user and prompt maintenance prove infeasible; b) Standard

‘Maintenance--a generally cbsolescent section on a priority area

calling for established production and processing methods; ¢)
Special Maintenance-~for a partly obsolescent section on a priority

area the validit} of which could be restored by relatively few changes;
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and‘d) Maintenance Deferred. The Special Maintenance sections
called for procedural ehanges vhereby the centributors would
submit egly redrafted portions of a published NIS which would
1nterlace with the original and could expeditiously be processed
for submission to the Printing Services Division. The institution
of these measures get the tone and provided a framework and an

approach to NIS production that was to prevail to the present day.
B. Reallocation of Production Responsibility
1. State Withdrawal From NIS Production

The FY60 shortfall in Department of State NIS production was

but the prelude to moxe serious actien. Pursuant to departmental

direction that his gtaff and function be reduced, the birector of

the Bureau of Intelligence and Research in State proposed in March

11951 that State production of ‘the NIS be terminated and be reallocated
',by the Director of Central Intelligence in accordance with NSCID

No. 3.77 This State responsibility, in effect since the inceptioh

of the NIS Program and financially supported by CIA, included production

and maintenance of the NIS in the sociological, political,

and nonbloc economic fields‘and constituted some 40% of the

total annual NIS production commitment., Agrcement was reached

for a major portion of this responsibility to be reallocated to
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a new Research Division to be created in the Office‘of Basic
Intelligence, CIA, with other segments to be reallocated in
accordénce with specilalized capabilities to the Office of
Researcﬁ and Reports, CIA, Other segments were reallocated to
the Department of Commerce and the Department.of Health, Education,
and Welfare. Under a separate arrangement, the responsibility
for ﬂIS biogfaphic intelligence was reallocated from State to
the Office of Central Reference, CIA., State collection facilities

and consultative support were to continue to be fully available

to NIS contributors and the State Graphics Support unit was

transferred to Publication Division, OBI,

Although administrative responsibility was assumed by CIA as
of the beginning of FY62, State agreed to malntain WIS production
by the existing staff until the scheduled fall transfer to the new

CIA headquarters at Langley. During this period the 0ffice of

Basic Intelligence was to recruit the new Research Divigion staff
from available State personnel wlth NIS experlence and from other

~gources, Complementary negotiations between CIA and the

Departments of Commerce and HEW were in progress at the end of FY6l.

The principal task in FY62 was to recrult and organize

the staffs in CIA and the departments to take over the production

responsibilities from State.
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2, Research Divisiocn, OBI

The Office bf Basiec Intelligence established the new Research
Divisio& and assumed, as an essential aspect ofkthe reéllocationé,
a major role in programed research and produétion of a large parﬁ
of the RIS and the coordination of 12 ataffs in other government
departments.’8 Special arrangements provided these staffs with
access to appropriate CIA Intelligence materials and resources.

An NIS representative and his staff were established under the
Director of Intelligence and Rescarch of the State Department as

a focal point for State collection suppgrt, for servicing State's
interest in NIS séﬁeduling end content, and for providing advisory

NIS review and assistance.

There were further major realignments 1in NIS-productioﬁ
responsibilities during FY63. The DIA prodﬁction centef became
operational in implementation of DIA assumption of former NIS
production responsibilities ({except for certain service-retained

units) of the individual services.’9

Also, during FY63, the OBI Research Division, partially recruited
to produce a major portion of the former State contribution, was

transferred, in order to integrate these specialized sociological

and politicalvreséarch capabilities, to the Office of Current

) Intciligence in CIA.80
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3. Non-USIB Production

Another realignment during FY61 was the DCI approval, at
the insiétence of the Secretary‘of'LAbor, of the assignmant of
production responsibility for nonbloc SectionA44 (Manpower) of
the NIS to the Department of Labor.8! Productioﬁ responsibility
for Manpower Sections on the Sino~Soviet bloc was concurrently
assigned to the Office of Research and Reports, CIA. These and the
other reallocations from State comsiderably broadened the range of
U.S. Government agencles having NIS production responsibilities,
'already including the Departments of Agriculture and Interior and

the Public Health Service, in addition to the USIB agencles.
Cs USIB Review of the NIS Progran

In FY63, the Assistant for Coordination/DCI and Staff, at USIB
~ request, undertook a survey of the NIS. The survey addressed itself
comprehensively to the complex aépects of the program in the context
of reaffirming, as had previous surveys, the basic mission and wide

utilization of the NIS,82

The subsequent report reviewed the overall community concept
with a view to revising the program. In a briefing note to the

DCI in July 1963,83 the Coordinator of the Staff Study made
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three major suggestions for revision of the NIS Program:

a. Realigned priority toward meeting government needs for
basic~type intelligence required as a foundation for
strategic and high-level planning and for developmuent
of forelgn policy.

b. Should contain only the essential static basic intellipence
determined to be specifically required for each area covered.

¢, Reliance should be placed on other departmental or

interdepartmental intelligence to meet the needs for
more specialized types of basic intelligence,

In August 1963 the USIB approved the recommendations for
simplification of the NIS Program.84 The major element of the
USIB approval was provision for a new statement in the NIS Standar

——

Instructions entitled *’Concept, Direction, and Management of the

National Intelligence Survey Program, and Coordination with
Other Programs of Basic Intelligence'’ to replace the former
statement on the **Nature, Purpose,vand Scope of the NIS Program'?

contained in the 1959 Standard Instructions,

The major effect of this new direction for the NIS was to
make’the General Survey (a replacement for the former Chapter 1)
the predomihant element in the program with selective production
of the detailled topical sections. This resulted in the discontinuance
of almost 50% of the separate topical units initially designed
in the NIS Outlines. Additionally, greater selectivity was

employed in production of the topical units.
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In FY64 the managers of the prograr;l reported considerable
progress in the realigned direction.85 Iy this 16th year of the NIS
Program pajor progress was made in the USIB—approved reorientation
of the Nis, and the foundation was laid for further acceleration in
FY65 of NIS coverage and updating. Eighteen Ceneral Survays
were produced. This total was a 50% increase over the predecessor
Chapter I and represented a transition toward tﬁe goal of 30 Gener§1
Surveys in FY65. In FY64, there were 162 topical units prﬁduced,
or 40% of the total production units during the year. Productioﬁ
of supplementary, more detailed NIS selectively decfeased to 243
{compared with 330 in the previous year), For FY65, the General

Surveys were planned as 55% of the total production.
D. Streamlining the Program
1. Concept of the General Survey
The major impetus of the ‘‘mew look'’ in the NIS Propram has
been the concentration on the General Sufvcys as the primary units
of NIS production. The sufvays are comprehensive but concilse units
capable of providing full NIS coverégc on some areas. In the case

of more complex areas, certain topical units of basic coverage are

provided when éppropfiate to the NIS misslon.
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The NIS‘Committee took a number of related actions, Chapter I
(Brief) was discontinued with the fnitiation of the General Survey;
Chapter IX (Map and Chart Appraisal) was suspended; and Key
Personaiities was terminated as an NIS unit, with the Office of
Central Reference of CIA assuming responsibility for this type of

programed bilographic information.
2, NIS Basic Intellipence Factbook

Another element of the ‘fncw look'' for the program was the

creation of an NIS Basic Intellisence Factbook.86 Complementing

the moreAdetailéd coverage in the General Survey, the Tactbook
provides interim updating of tﬁe essential basic data for about
155 councfies or areas. It 1s prepared by omponents of the Defensé
Intelligence Ageﬂcy and the Directorate of htelligénce, CIA, and
céondinated and published semiannually by the Office of Basic
Intelligence. A survey of major defense commauds in late 1965
indicated that it was enthusiastically received by intelligence
CONSUnNers,

.

E. The NIS and Counterinsurgency

In response to a DIA request to CIA fur intelligence support

of counterinsurgency requirements of the Joint Staff and military
87
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cormands, the. former Section 57 (Subversion) was revised and expanded

in FY66 to include a broader assessment of the subversive or insurgent

- threat to a nation.87 Subsequently, in specific response to

USIB-app;oved Critieal Collection Problems Committee (CCPC)
recommendations relative to intelligence on sub-=Sabaran Afriea,
schedules of NIS production on subversion and insurgency in this
large area were realigned, demonstrating an NIS capability to respond

to rapidly changing requirements..
F. Traunsfer of the Gazetteer Program

During FY68, as & result of a Bureau of the Budpet task force
report, research on geographic'names and production responsibilities
on’gazetteers (funded by CIA) were transferred from the Department
of the Interior to DoD.BB CIA was to continue to finance,
coordinate, schedule, and publish the gazetteers, which are still

a part of the NIS Program, The production completed up to the

transfer of the program brought to over 4 million the geographic o

names processed since the beginning of the program in 1947.89
G. Organizational Changes and Further Reallocations

1. Amalgamation of GRA/ORR and OBI

88
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At the beginning of FY66 (effective date 1" July 1965) the
Geographic Research Area (GRA) of ORR and ﬁhe.Office of Basic
_ Intelligence (OBI)} were combined to establish a new Office of
Basic Intelligence with a broad mission in tbe fiéld of environmental
intelligence.90 The title of the office was subsequently revised

to the Office of Basic and Geographic Intelligence (OBGI),
2. Reallocations and Changes

In FY67 the analytlcal portions of Section 23 (Weather and
Climate)} were designated FOR OFFICIAL USE ONLY to permit broader
dicsenination of these data, Classification was retained on
information regafding meteorological organization and facilities,

which is issued as a aupplement.gl

Production responsibility for the Section 45 (Health and

Sanitation) on free world areas was reallocated from the Office

" of Scientific Intelligence (0SI}, CIA, to DJA and its content
broadened to méet DoD requirements.?2 This enabled DIA to
suspend publication of its departmental Health and Sanitation
-studies, 0SI continued production on Coumunist areas with DIA

, support for milita?y medical iuformation, This latter production

responsibility was also transferred to DIA during the next fiscal

year, 93

89
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In FY67 the former NIS section covering Fuels and Power began

to be published in too parts, with DIA responsible for electric

power aﬂ# CIA for fuels.% This provided more flexible programing
because each production unit was self-contained, depended on its
own significance to an area, and would have its own appropriate

maintenance cycle.

Pinns were developed during FY68 to include in FY69 production
two pilot units: 1) Social Characteristics, consolidating into a
single volume the soclolopgical coverage that had been provided by
three ceparate sections on Population (Sectioﬁ Ai), Characteristics
of the People (Section 42), and Religilon, Education, aﬁd Tublic
Information (Section 43); and 2) Manpower (Section 44), to be
concurrently replaced by expanded treatment in the more frequently

updated General Surveys.95
3. Reorganization of the Editorial Division

During FY66 steps were taken to reqrganize the Editorial
Divisiqn of OBGI to reflect the added missfons and functions of
the division and to respond to the changing emphasis and priorities
in the NIS Program.b Reorganization of the division was proposed

in May 1966 to consolidate the existing seven branches of the

_Editorilal Division into three, thereby centralizing superviséry

90
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authority and more effectively grouping the responsibilities for

review and coordination.96 The new branches were to be: 1)

- General Survey (combining the former functions of Regional Review

and the:coordinating functions of -the General Survey Branch);

2) Military (combining the former Military Geography-- including
Ocean Areas, Transportation aand Telecommunications, and Military
Branches); and 3) Socioceconomic (combining the former Sociological,

Political, and Economic Branches),

It was further contenmplated that the more centralized
managenent would effect Iincrecased economies in production. The
reorganization was authorized on 25 August 196697 and put into

effect on 3 October 1966,
4, FElimination of the Reglonal Review Division

With the amalgamation of GRA/ORR and OBI in July 1965 the

former Regional Review Division was- reduced to a branch.

The Regional Reﬁiew Division, which had been established in 1955
from a brénch of the former Basic Intelligence Division, was at that
tine charged with the_task‘of exercising overall survelllance of the
NIS from a regional, as distinct from a functional, point of

view, The division had no branches and, from its organization

91 |
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until shortly before the 1965 amalgamation, had consisted of a
for Wastern LKurope, the Soviet bldc, the Far East, the Middle East
and Africa, and Latin America. Although it was originally
contemplated that the division would haveLr krea speclalists,

the goal was never realized. The extensive experience required of

regional specialists precluded the expansion of the staff to this

desired strength. By 1965, through retirement, the diviasion had

been reduced to professional snalysts. In the 1965

amalganation it was reduced to a branch and became a part of the

Editorial Division. Its primary function was to support the

General Survey with evalﬁative and review functions from a broad
area viewpoint--to conplement the cpordination function of the
General Survey personnel., In the 1966 reorganization of the
Editorial Divisioﬁ the remaining regional specialists:(now reduced
tor‘ganfi were combined with the General Survey Branch to fulfill

nore closely the complementary function,

Further retirements and transfers of regional analysts

occurred In FY66 and FY67 untll the regional staff ceased to exist.
H, Budgatary Pressures

Tn the early 1960's the NIS Program began to feel the effect

of government economy measures, which involved budget reductions
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and a consequent loss of personnel. This effect was particularly

serious in the State Department, which, as previously noted, had

asked for termination of its production responsibility.

From the buildup of the program following:thé Korean war, NIS
production had consistently met JCS requirements of aight.equivalent
NIS a year until FY60, when production fell to seven eduivalent N15,98
The shortfall resulted from the continuing budgetary and manpower
reductions and diversion from NIS work in contributing agencies.
The.uﬁhappy production situation in State had an unusually severe
impact in view of that department'§ significantly large producticn
responsibility and its progressive maintenance shortfall on

high~priority areas.

Projecting this trend into the next year's produétion scheduler
indicated that an even greater shortfall would occur. Reduction
in any one year was not of primary concern. The malor concern
was that year-in and year-out decreased average production would
affect the whole intelligence process of collection~research~production.
Every year that the cycle lost momentum meant an increasihg backlog
of unfulfilled requirements. Even more important, it meant the
increased obsolescence of the thousands of sections in current use.

By FY60 (the 12th year of the program) more than 5,000 NIS sections

had been produced (including 1,000 in maintenance), This was 80%

93
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of the initial worldwide coverage of JCS high-priority areas which

were initially complete and under active maintenance,

it wﬁs under these circumstances that the NIS Program was
reoriented to provide more timely response to‘the demand for
coordinated and onhand basic intelligence, although detailed coverage
on a worldwide basis, encyclopedic in scope, would be replaced by

a more selective determination of priorities,
I; Miscellany
1. Cessation of NIS Awards
In FY58 the NIS Committee had instituted MIS Commendations,

vhich were awarded annually to NIS contributors who made oﬁtstandiug

cont.ributions to the program.99 In the NIS Committee meeting of

" 1% June 1963 the Chairman announced, with the agreement of the

Committee, that in view of the major structural and personnel
realignments in NIS production during the year, nominations for NIS
Commendations would be suspended in FY63,.100

2. Cessation of Quality Ratings

In the first years of the NIS Program a system of adequacy

'ratings, mentioned earlier (see Section III, B), had been used to

94
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evaluate NIS contributions. Each contribution was to be placed in
one of three qualitative categories, With the>revamped program

‘underway in FY66 the system of category ratings was discontinued.
3. Priority List

Thé matter of priorities among NIS topics was first iIntroduced
in the 4 November 1960 JCS Priority List. The entire military
establishment including all unified and specified commands and
major éomponents of the DoD were queried and furnished requirements
on a toplcal/area basis. The priorities indicated in the requirements
list were not sufficlently discriminating, however, and provided

only a broad gulde for production planning.

The USIB-D=~51,1/8 of 28 hugust 1963 directed the NIS Committee
to stfeamline the program and to make perilodic recommendations to the
USIB concerning priorities for NIS prﬁduction. In response, the
NIS Committee expedited productioﬁ of the single~volume General
Survey as the primary element of WIS coverage, discontinued
produ?tion on certain detailed sections, and submitted each year to

the USIB a recommended short-range production schedule,

On 11 April 1968 the USIB approved an NIS Coverage Plan,

developed by the NIS Coumittee, reflecting the committee's

95
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long-range production program, !0l The.plan established NIS Area
pribrities for General Survey maintenance and specified for

each NfS Area the supplementary topical coverage required over

and abov; that provided by the General Survey. By formally
designating both broad and detailed coverage iequired, the plan
established an orderly basis for production planning and facilitated
the efficlent allocation of avallable resources toward meeting

priority basic intelligence needs.

Unﬂer this plan the General Survey ontinues to be the primary
unit of NIS coverage, The sur?eys on some 34 areas of high
gtrategic importance are to be maintainéd at intervals of about
3 years or less. Some 74 others are to be revised on an average of
every 4 years. No periodic revisicn is planned for the remaining
areas., Maintenanée (or in some cases initilal production) of

these is to be undertaken only as warranted by a marked change in

an area situation or in its significaunce to V.S. national security

interests,

Planned supplementary coverage is highly'selectiVe and is
based on the importance of the specific topic to the area, identifiable
ugser requirements, and avallability of alternative coverage.

Maintenance cycles are to vary among toplcs and among aveas to which

specific topics pertain, in accordance with stability of the

96
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subject matter and producer capabilities. Destruction notices om

out~of—date or discontinued sections have eliminated much over-age

‘intelligence and will continue to do so,

4. Revision of Standard Instructiong

As part of a revision of the NIS Standard Instructions that
were published in March 1967, the NIS Committee revised the outline
guldes for topical coverage., These guides, although asdaptable to
countries of varying complexity, are designed to assist the
researchers by indicating the baslc intelligence requirements
for particular units. The new outlines reflect the streamlining
of somebof the NIS sections as well as the growing sophistication

of Intelligence requirements.,
5. Classification
In ¥Y68 the system of classification of the NIS was
revised. The practice of assigning a classification individually
to sections, subsections, and graphles within each volume

was initiated, thus permitting a broader dissemination of material

countained in the NIS.'02

6. EPIC
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‘ By FY67 the printing of the NIS in}thé Electronic Printing
for Intelligence Composition (EPIC) system ws underway.l03 gpyig
system.was develope& jointly by CIA's Office of Computer Services,
Printing: Services Division, and Publication Division, 0BGI. It
was designed to do page composition and photoéomposing from
computer—prepared tape. Steps to facilitate and encourage NIS
contributors to type original manuscript on tape were in process in

¥Y67. The goal was substantial savings in time and noney.

EPIC requirements were such that the Publication Division was

charged with the responsibility for updating the ccountributox

tapes after manuscript editing, thus eliminating the need for
keyboarding in the Printing Services Division. Two positions were
added in FY68 and placed within the Review Branch for this

purpose.
7. 500th Meeting of the NIS Committee

The NIS Cémmittee hgld its 500th meeting on 11 September
1968, This nmeeting coﬁmemoratadvzo years of moduction of the
N1S Program and 25 years of interagency and interdepartmental
production of strategic basic intelligence, which had begun with the

JANIS program in World War II.
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VI.‘ Comments

One of the consistént problems. in almost 20 years of NIS
productiéu has been the inability of the contributing agencies to
meet the production schedule, This failure dates back to the first
year of the basic intelligence program in CIA (FY49), when only a
few sections (89 out of 303 scheduled) were submitted to the Basic
Intelligence unit for processing. Also involved with the failure
to meet schedules has been thg consistent problem of a large bécklog
of material submitted in the last quarter of the fiscal year (or
delayed into the first quarter of the next), which places a
tremendous :mfkload on all processing facilities. Not only are
the sections submitted late, buf in most cases they are rushed
through at the last minute, poorly prepared as a consequence,
and extremely difficult to bring up to the quality stgndards that

have always been a basic goal of the NIS Program,

The problem of late submissions arises from a number of causes.
The first and most consistent cause of failure has been the producing
agendies’ overestimation of their capabilities. This stems, in
ﬁurn, from three basic causes: 1) lack of adequately qualified
personnel; 2) budgetary reatrictions, which probably account to a

large extent for the poor quality of personnel; and 3) shifting of

personnel from their primary duties of NIS production to matters

99’
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of higher priority, The solution of all three related problems
is almost too obvious to state: but it requires a concentration

of authority that does not currently exist.

Another constant problem haé been the detérmination of
priorities on which the NIS Production Schedule is based. For
many years these were primarily determined by the JCS list of
priority areas. Unfortunately, what is redﬁiéed for U.S. strategic
responsibilities camot (in many cases) be met within the capabilities
and budget of the producing agencies. Apfactical solution has
been sought many times but so far has noﬁ been found. FExisting
budgetary limitations, inadequately trained personnel, and the
diversion of available personnel to tasks other than the primaryv
one of NIS production haVe proved insurmountable problems, The

- solutlon is apparent--but difficult to effect.

Resource limitations, frequently mvised national priorities,
and constantly changing requirements have brought about a change
of emphasis in the program’s approach to the acecomplishment of its
miss{on as delineated by the National Security Council in 1948,
The original concept o% worldwide encyclopedic coverage has been
nodified, Rasic intélligence coverage of fofeign areas 1s

provided on a timely basis in the single-volume General Survey.

The **new look'' of 1963 haa'also changed the concept of comprehensive
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coverage by detalled sections to a selective treatment based on

the explicit need for coverage beyond that provided in the General

Survey.

The years since 1945 have showm a successién of police
actionﬁ, coups, revolts, antisubversion actions, undeclared wars,
and limited wars, none of which have expanded into a general war’
situation. TFor fast-breaking situations of a local, transitory
nature, onhand intellizgence is vitally needed. Automatic data
proceséing can be of great help in handling large §olumes of data,
but machine-stored data are not always retrievable in readily
assimilable or usable form, sincg interpretation is needed. A
necessary adjunct to the fund of basic data is provided by the
in-being correlations and analyses of baslc intelligence, readily
avallable to all pérsons called upon to determine apprépr#ate

courses of action in a crisis situation. Greater speed of

communication and of deployment of forces can be expected to

increase the need for readily available basic intelligence and to
put a premium on having multiple copies in stock and ready for

immediate distribution. The NIS continues to fulfill this need.
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B. Chronology

e 1943

1947

1948

1950

1952

1954

Establishment on 27 April of the Joint Intelligence
Study Publishing Board, which directed the publication
of Army-Navy Intelligence Studies (JANIS), to provide
coordinated intergovernmental basic intelligence
during World War II,

The Central Intelligence Agency was established under
the National Security Xt. Responsibility for JANIS
was transferred to the Director of Central Intelligence
on 1 October.

On 13 January the National Security Council Intelligence
Directive No. 3 initiated the NIS Program. In

Deceuber the Intelligence Advisory Committee aund the
National Security Council approved the NIS Staundard
Ingtructions implementing the NIS Program, This

action authorized the establishment of the interagency
NIS Committee composed of representatives from State,
Army, Navy, Air Force, and CIA. The first meeting of
the NIS Committee was held on 25 June.

In May a plan was approved to produce a Special WIS
serles on Marine Climate and Oceanography covering
the water areas of the world, production to be by
Navy with assistance from Air Force.

Under a CIA reorganization in October- the Basic
Intelligence Group, Office of Research and Estimates
(ORE), became the Basic Intelligence Division of the
0Office of Research and Reports (ORR).

In December the first Special NIS on Marine Climate
and Oceanography was published.

In July the first NIS Chapter I (Brief) was published
on Iran. '

In August the Basic Intelligence Division of ORR
became the Office of Basic Intelligence (OBI). The
principal impetus for this change came from the
Clark Committee of the Hoover Commission. The Clark
Committee report stated that: ‘
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- The National Intelligence Survey is an
invaluable publication which provides
the essential elcments of basic intelligence
on all areas of the world. While its
production involves an extensive and -
expensive effort, all members of the
Intelligence Community derive an
immediate benefit from the contributions
they make to it, and profit from the
final product. There will always be a
continuing requirement for keeping the
Survey up~-to-date.

1961 In April agreement was reached between the Department
of State and CIA to transfer State’s NIS production
responsibilities to CIA. The major portion of this
responsibility (about 40% of the annual program
cormitment) was assigned to a newly established
Research Division in OBI. The balance was allocated
to ORR/CIA, the Department of Commerce, and the
Department of Health, Education, and Welfare. In
mid-1961 State's responsibility for bilographic
intellipgence was transferred to CIA, including
production of NIS *?Key Personalities.'’

1262 The first OBI Basic Intelligence YFactbook was
published in August. In December the Research
Division of OBI was abolished and some of the
functions transferred to the O0ffice of Currcnt
Intelligence (OC).

1963 On 1 February the Defensc Intelligence Agency (DIA)
assumed responsibllity for ccordination of DoD NIS
efforts and for production of most NIS elements
heretofore produced by Army, Navy, and Alr Force.

In August the U.5. Intelligence Board directed the

NIS Committee to reorient the NIS Program. The
General Survey became the primary unit of NIS coverage
and supplementary topical and area coverage was to be
produced on a highly selective basis.,

In September the first Genera). Survey (replacing
Chapter 1 = Brief) was published on Panama.

The production of HIS ?*Key Personalities'’ unit was
terminated, and responsibility for biographic coverage
wag assumed by the O0ffice of Central Refersnce/CIA,
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1965 The Basic Intelligence Factbook was integrated into
© the NIS Program and the first fssue published in May,

The Geographic Area of ORR was merged with OBI on
1 July. ’

The NIS Committee agreed to produce a more comprehensive
unit on Subversion and Insurgency based on high-level
counterinsurgency requirements by the Department of
Defense,

1966 After several years of research and development, the
first NIS utilizing the Electronic Printing for
Intelligence Composition (EPIC} system was published
on 16 SeptemberJ

1967 The first unclassified NIS element was published in
November |

1968 In April the NIS Coverage Plan was approved by USIB.
It established priorities for General Survey
maintenance and specified supplementary topical and
area covcrage required.

The NIS Committee held its 500th wmezting on
11 September,
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