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ANNUAL REPORT OF THE KIS PROGRAM
Fisecal Year 1950

MAIN REPORT

1. This report covers the sscond year of operations of the NIS
Program. It consists of the "MATIN REPORTY, covering the
develomments during the year, and three Amexes: "I = PRODUCTION
REPORT®, “IT . EDITORIAL REPORT®, and "IIX - PUBLICATION REPFORT®,
Reference should be made to the "Anmual Report for Fiscel Year 19497
for the background and significant aspects of the NIS Program which.
vill not be dealt with so extensively in the present report,

2. Considerably more progress was attained in the production
of NIS during FY 1950 than that realized during FY 1949. There were
398 NIS sections sent to CIA by contributors during this fiseal year
which represent the equivalent of 6% NIS. These sections were on 40
individual NIS Areas, with the largest block, 34 sections, relating
to the USSR, During this fiscal year there were 287 sections reviewed
and cleared for publication by CIA, and 216 sections printed and
digseminated. In addition to the contributions transmitted to CIA,
the Intelligence Agencies now have 445 NIS seetions in various stages
of preparation which represent the equivalent of about & NIS. The
percentage of NIS contributions, by agencies, received by CIA during
the year, was as follows: State 27%, Army /3%, Navy 10%, Air Foree
9%, CIA 11%. While this ycar's produstion effort is ecommendable, and
roughly doubled that attained last year, it still falls short of
current produstion requirements by approximately the equivalent of
1% complete NIS,

3. The main defect in NIS contributions received during this
year was not & quantitative deficlency, however, but a qualitative
deficieney. This resulted in much wasted effort on the part of all
“processing and reviewing components and contimues to be the largest
singls fastor in holding back produstion., less than 35% of all
oontributions reviewsd by the NIS Diviaion (CIA) during FY 1950 were
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adequate, with ressonable editing, to meet ths present minimm NIS
requirements. lMore than 4OF of all eentributions required extensive
review and coordination with contributors. The remainder, about 25%
of all contributions, required major re-working by the contributors
before they could meset minimm requirements. Thie distribution
pattern is generally applicable %o contributions from each of the
four Intelligence Agencies - State, Army, Navy, end Adr Foree, The
nature of the defects, however, varied somevhat with the subject
matter and with the individual agencies,

4. The prineipal reasons for ths qualitative deficiencies in
the NIS contributions are attributabls to the following: a) unrealistic
production schedules which over-extended sgency eapabllitiss to the
point where quality was sacrificed to quantity; b) inasdequate review
and coordination at the working and control levels in the Intelligence
Agencies; ¢) inexperience and incompetence of many working level
analysts. The first of these factors, a) above, has been dealt with
by reducing the production effort from the equivalent of 15 complete
NIS per year to the approximate equivalent of 8 NIS per year. In
respect to the second factor, b) abowve, the NIS Coordinator has
emphasized throughout the past year the need for more adequate review
and coordination of NIS contributions by the Intelligence Agencies,
and steps have already been taken by each agency to improve the
situation. It 1s still too early to determine the adequacy of this
corrective action. The third factor, c) above, is not amenable to
irmediate improvement. In some cases contributors arc saddled with
personnel wvho are not competent analysts, but the inertia of civil
service procedure makes it difficult to transfer or discharge such
individuals. The Intelligence Agencies are fully aware of this matter
and no doubt will find ways and means to improve personnel qualifica-
tions gradually over the years., The quality of NIS contributions,
however, will suffer so long as there are incompetent analysts
produeing them.

5. The over-all delays between completion of first drafts of
NIS contributions and their final publication are still excessive,
In addition to the aforementioned deficiencies in quality of contri-
butions, which require a disproportionate amount of time in review,
coordination, and re-working, the principel factors contributing teo
delays in NIS production are: a) delays in coordination and review
of subcontributions by the sectlion and chapter coordinators within
the Intelligence Agencies; b) submission to CIA of incomplete
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contributions (i.e., text yithout accompanying maps and graphies) by
the Intelligence Agencies; '¢) bottlsnecks in the printing process
wvithin the GPO special unit, particularly with regard to collation
and binding; and d) small but cumilative delays within the NIS Division
itself, vhich are gradually being reduced as the T/0 1s brought up
to strength and a more balanced production flov is attained. Im
respect to a) atove, the problem is mainly one of balancing production
by the verious subcontributors to ensure a reasgonatle fulfillment of
working level schedules, and the assigning of edequats full time
personnel to the reviewing and coordinating functions within each
Intslligence Ageney. The situation respecting b) above, is gradusily
improving and should not be too serlous in the future, The bottlenscks

7~ 1in the GPO special unit, ¢) abovs, are due mainly to lsck of space
for efficlient production layout and probably cannot be corrected until
more space ecan be made available. The delays im printing, however,

L are serious and require corrective action before the over-all pericd
3 between the preparation of contributions and their finel printing can

N be acceptably chortened.

: 6. The produetion schedule for Proliminery NIS Gazetteers was
fully met for FY 1950. The U.S, Board on Geographic Names (BGN)
processed 150,950 geographie names, which comprised 22 Preliminery
Gazetieers. In addition, BGN edited the geographic names on 20 NIS
bass maps and 358 NIS sections. The standardization of geographic
names has been of inestimsble valus to the Intellicence Agencies in
the production of NIS. The Preliminary Gmzetieers have been uged
' solely by the producers of the NIS up to the present; but it is :
intended to extend thelr use, as sscurlty permits, to other departments
of the govermment, using reserve stock for this purpose, Eventually,
it ie intended to release all georraphic names produced under the NIS
Progrem so that the BGN may make them available to the public under
direct appropriations from the Congress for that purpose. For security
reasons this release must wait until such a sufficient tims interval
has elapsed that these geographic names will no longer be associated
with the NIS production schadule,

7. The NIS base map schedule has gemerally been met for this
year., The Map Division (CIA) has produced 28 NIS base mapse, 22 NIS
page=-size maps, and 40 NIS ssction cover maps. In addition, the Map
Division completed 112 final KIS base maps and 2.0 color proofs of
NIS maps. Moreover, the Map Division contributed to and served as
chapter coordinator of NIS Chapter IX, "™ap and Chart Appraisal®,
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Eight Chapters IX (45 saetions) wsre completed during the year.
While this represents only 70% of the production requirements
originally set for FY 1950, it fully msets the »evised production
requirements. It is noteworthy that none of the Chapter IX contri-
butions of the Map Division required major res~working or revision,
Like the Preliminary NIS Gazetteers, the KIS base maps have served
their purpose admirably, not only in terms of efficient centralization
of mapping services whereby all NIS contributors are supplied with
necessary base maps, but also in the general cartographic excellencs
of the finished maps which are produced by Map Division,

P

8, The NIS Committee held 40 meetings during FY 1950. The
efficacy and fundamental soundness of the NIS Committee type of
- organization for directing the NIS Program was well provad during
the past year's operations., The "two=hat" system used in the NIS
Committes, whereby the representatives of the Intslligence Agenc
also directed the implementation of the NIS Program within their
respective agencies, is growing increasingly effective in strengthening
the control and coordination of the program, There was continued in
committee actions the prineiple of unanimity, which has characterized
its proceedings from the inceptian of the NIS Program, and which has
dons much to cement inter-agency relations and to make the NIS Program
8 joint effort in fact, The excellence of representation from the
Intelligence Agencies, and the gratifying spirit of understanding
and cooperation uhich prevailed within the Committee, greatly assisted
the Chairman in the carrying out of his responsibilities. There are
also increasing indications that the members of the NIS Comnittee are
being accorded more support by their agenciles in implementing the NI
Program within their agencies, This does not necessarily mean that
such support is sufficient. The greatest weakmess still lies in the

coordinating and reviewing functions of chapter and section coordingfbors'/?"‘ .

vithin the Agencies, As mentioned elsevhore in this report, the »
failure of these levels results in material being received in CIA S
vhich never should have been cleared by the agencies responsible for ;
its Initiel review and coordination, -

9. During the year, the NIS Committee took a mumber of steps
leading to over-all improvement in policies, requirements, and procedures
relating to the NIS Program: ‘ ‘ '

a, Revision of “8tandard Instructions" - During the fall
of 1945 the WIS Committee aprointed inter—agency subcemmittees
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to review and revise all NIS chapter and supplerment
outline guides based on the experience gained since

the original ones were formulated. All outline guides
have been 80 revised, with the exception of that for
Chapter VII (Seientific). The latter has been delayed
because of the organization of a Scientific Intelligence
Committee of uhich the Assistant Director, Office of
Seientific Intelligence (CIA), is chairman, and the
concomitant requirement that he serve as the chelrman
of WIS Chapter VII Cormittee.

b. Chapter VII Production - Rather than produe
taeross the board" Surveys on Chapter VII (Seientifie),
the NIS Committee decided to restrict production teo
those countries which have actual and signifieant
scientific potential, Moreover, the Coomittee took the
vieu that the production of Chapters VII should not be
geared to the same rate as other NIS chapters, but
should reflect the peculiar difficulties of this field
of intelligence and the limited capebilities of the
contributors. With the active participation of 0SI/CIA
in the coordinating and eontributimy aspects of Chapter
VII produstion begimning with FY 1951, it 1s felt that
the contributions to Chapter VII will be strengthened
and improved,

e. Revision of NIS Priorities and Production -~ When
it became apparent that the NIS production requirements
of 15 NIS per year were beyond the capabilities of the
Intelligence Agencies, the Joint Chiefs of Staff were
requssted to reviev their requirements and priorities,

The reply from the JCS, dated 20 Mareh 1950, advised the
Director of Central Intelligence that the JCS eonsurred in
redused production from the equivalent of 15 NIS to the
equivalent of 8 NIS a year. Submitted with the JCS reply

was a revised list of priorities to guide NIS produstion,

In consequence, the NIS Production Schedule for the last
quarter of FY 1950 was revised to meet these new requivements.
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d. Petroleum Intelligence ~ At the beginning of
FY 1950 the NIS Committee recommended to the Director <<
of Central Intelligence that the alloeation of production
responsibility for petroleum intelligence (Seetion 62C)
be changed from the Bureau of Minss, Department of the ]
Interior, to the Munitions Board Petroleum Committee, A
which had recently been constituted by the Secretary of Vo
Defense to provide petroleum intelligence for the Joint Vo
Chiefs of Staff and other Armed Forces Agencies. The KIS \
Cormittee also recommended the addition of HIS Supple- |
ment V (Petroleum) to fulfill additional requirements of
the Government for petroleum intelligencs, These
recomendations were approved by the IAC and the productio
responsibility was accepted by the Executive Secretary,
Munitions Board Petroleum Cormittee, to take effect
beglnning with FY 1951,

e, Special NIS « Problems arising out of new require-
ments by Navy respecting intelligente on Marine Climate
and Oceanography led to a decision by the NIS Committee
to produce this intelligence in five special NIS covering
the ocean areas of the world, The allocation of production
responsibility was assigned to Navy with assistance by the
Air Force on marine climate sections,

10, The NIS Coordinator has been greatly aided in keeping his
"finger on the pulse® of the complex production situation irherent
in the NIS Program thry a8 system of production reporting vhich
has been developed during the Year. It extends from the initial
Phases of contributions all the vay through the proceséing, review
and publication phases. Departing from the previous methods of agency
reporting by percentages of completion, which relied upon personal
estimates and other variasbles, there was devised a system of "phase
reporting” by ageneies. There are five production phases involved,
the first three of which indicate 1/3, 2/3, and- completion of first
drafts of contributions at the working level. The ,th and 5th phases
indicate completion of review and coordination steps in the parent
agency, After contributions are received in CIA, there is a second
set of phase reports to indicate the progress through final printing.
In addition, contributions are assigned categories according to their
qualitative adequacy as determined by the editorial review within CIA,
From thess reports the NIS Coordinator as well as the agency
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representatives can determine the NIS production situation for each
arency as well as for the over-all situation,

11, The maintenance aspscts of the NIS Program will become of
increasing concern as the publication of initial Surveys attains
significant proportions. Directly related to the maintenance program
is the collection effort needed to f111 the gaps and to refine the
basie intelligence contained in the original Surveys. These latter
provide a precise guide to field collection by indieating in the
Subsections, "Comments on Principal Sources", the extent and nature
of the source material and of the categories of intelligence needing
collection effort, Each Intelligence Agency 1s responsible for
initiating eollection of bacie intelligence in those categories fox
which it has prinary production allocation under the NIS Program,
The contributing agencies have taken steps to implement this
responsibility. As this new information flows in from the field,
the Intelligence Agencies will have to acsign a commensurate amount
of their ecapabilities to maintaining it in their fles and, vhen
warranted, in revising sections of the NIS already published. The
I'IS Coordinator attaches primary importance to the collection and
mointenance programs in view of the many gaps in baslc intelligence
which have been revealed in NIS contributions reviewed to date, It
is this phase of the NIS Program, only now emergling, which can
produce basic intelligence necessary to fulfill national security

requirements,

12, In a broad view of this year!s efforts, definite progress
in the NIS Program is apparent. Also apparent are major deficiencies
which by now should have been overcome., Noreover, these deficiencies
are of a fundamental nature, extending as they do down to the
intelligence analysts vho prepare the NIS contributions. Wnally, it
does not appear that the Armed Foreces Intelligence Agencies are
adequately supporting the NIS Program even at the present reduced
level of production. All too frecuently departmental and other
requirerents take precedence over NIS work with the result that
production schedules are unbalanced and a disproportionate amount of
time and effort is required before the situation can be rectified.
This difficulty exists because the same personnel used for NIS work
are also used for departmental activitles, While it is realized that
economy measures and long-established practices have necessitated
this arrangement, the fact remains that the WIS Program must proceed
in an orderly and contimuous manner if the vital basic intelligercs
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requirements of this Govermment are to be met in a reasonasble time,

The assigmment of a full time staff in OIR/State solely to NIS work

1s an effective solution to this problem, and has been made possible
hrough finaneial support by CIA,

13, The following observations ars based on the progress of the
IS Program attained at the end of FY 1950, They are intended to be
reasonable and to indicate fe:ssible objectives based on justifiable -
support of the Intelligence Agencies and of the CIA. It is the
opinion of the NIS Coordinator: that insuffiecient support is being
accorded to basle intelligence collection, meintenance, and production;
that the Intelligence Agencies ars still devoting too much time and
effort to other intelligence activities considering the serious gaps
and inadequacles existing in basic intelligence; and that the preseant
rate of production of INIS is geared too low to satisfy national
security requirements, So for the equivalent of some 10 NIS have been
produced although not all have yet been published, At the rate of
€ IS per year, which represents the present eapabi] ities of the
Intelligence Agencies, it will take about 7 more years to complete
and publish initial Surveys on the JCS high priority areas. In
addition, there must be acsigned capabi’ities sufficient t0 ensure
adequate collection and raintenance to revise the original Surveys.
The Ad Hoe Committee which developed the fundamental aspects of the
FIS Program recommended th:t WIS on all areas of high priority should
be completed and placed on a maintenance basis by 30 June 1052, This
date was concurred in by the Joint Staff and the NSC. The present
rate of production will attain this objective some 5 years later, or
1957. Perhaps that is the best we can do under the circumstances but,
in view of the present world situation, this matter deserves serious
consideration at the noliey level,

14, In closing the report of the IIS Program for FY 1950, it ia
appropriate to quote a significant parasraph of last year's report
which is still relevant and bears repeatings

"In enphasizing the defects and difficulties of the present
situation, the progress alrcady attained should not be overe
loocked. A conoept, a'plan, and an organization have been
developed vhich are fundamentally sound and practicable, and
vhich provide a means for the eventual acquisition, production
and maintenance of adsquate basiec intellifence to meet the
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requirements of this goverrmsnt, Valuable training,
experience, and understanding have been gained over the
past year., A series of exeellent base maps and gazetteers
are being produced which will eventually result in vorlde
wide coverage in these two fields, Many of the defects
noted herein have been due to unfamiliarity with this type
of production. Increased efficlency of producing components
will inevitably result from more experience end undere
standing of requirements., Moreover, the improvements made
in the field of basic intelligence will be felt throughout
the whole intelligence framework., These factors give
balance and perspective to other considerations and should
result in a more complete understanding of the NIS Program
and to the part it can play in the general intelligences
plan,®

15, In vievw of the. foregoing, we conclude thats

a. The NIS Program provides a comprehensive and logical
means for developing the basic intelligenee required by
this govermnment.

b, The over-all organization which has been set up to
implement this program is edequate, There is pressing need
within the Intelligence Agenciss of the Armed Forces, however,
to provide full time staffs capable of fulfilling NIS
commitments in an orderly and continuous manner.

¢, The functioning of this organization is still
imperfect, mainly in coordination and review functions within
the Agencies, but definite improvement has boon noted during
the past ysar, ' '

d. The NIS production during FY 1950 has been deficient
in quantity and seriously deficient in quality.

e, The disperity between production requirements and
agency capabilities has been adjusted by reducing production
requirements from 15 NIS to 8 NIS per year,
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£. The serious deficiencies in quality of NIS contri-
butions are due mainly to inexperience and incompetence of
working level analyste, and to ineffectual eoordination and
reviev by chapter and seetion coordinators.

g. The alloecation of produstion responsibilities is
generally sound, Some changes in allocation have been made
during the year, and others may bs neesssary as the progrem
d.'elopso

h., The Outline Guide has been found inasdequate and has
been eompletely revised during the current year, except for
Chapter VII which is te be revised shortly. Prineipal
additions to the Outline Guide inelude Supplement V (Petroleum)
and 5 Speeinl NIS on "™Marine Climate and Oceanography®.

1. Increasing effort will be nseded in field collection
to £111 the many gaps existing in basic intelligence so far
produced. In turn, this will necessitate augmentation of
1&ngency eapabilities for the proper maintenanee of published

S.

e

j. Llack of space for the special GFO unit is causing
delays in printing vhieh will becoms inereasingly serious

~ as full production of NIS is attained.

N

k. The base map and gazetteer programs have been fully
satisfactory during the year.
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