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Financiag the National Intelligence Survey (NiS)

Problem:

1. To reexamine alternatives for financing the NIS.

Facts Bear

. on the Problem:

2. The National intelligence Survey was one of the first
IAC programs to bo established, It stems from paragraph '3 of
section 102(d) of the Act of 1947 but in more definitive form in
paragraph la of NSCID-3 (for the text see Tab A). The NIS Standard
Instructions were prepared by # special committee of the IAC and
approved by that body and the N5C. All concerned have recognized
that it was important for the NIS to be developed 25 a broad,
coherent and long range program beth for a national emergency {such
as was faced ia 194] when there was a vast demand for basic intel-
ligence for strategic and operational purposes) and for providing
that selid foundation of factual detail on which any reliable estimating
and planning must be based.

3. Reimbursement for NIS: At the inception of the NIS ﬁo-
gram in 1947, arrangements were made for CIA to budget for all

Ni5 production except that of the Defense Department intelligence
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agencles. Mz. practically since the inception of the Ni3 program,
the Department of State has had difficalty in obtalning appropria-
tions from the Congress to meet bigh priority needs of the Depart-
ment, let alone such activities as Ni3, which are of marginal in-
terest to the non-intelligence areas of the Department, it seemus, ale
though of fandamental importance to the Department's intelligence
program as such,

4. It is probably true that the immlligence area of the Depart-
ment {avored obtaining funds from CLA because it doubted that even
if m money could have been obtained from the Cengreass, the Ue-
partment would set have made full allocation to the NIS program in
the face of other Departmentsl interests competing for the total
State Department appropriation. The Defense Department intelli-
gence agﬁw” preferred not to participate in auch budgeting, possi-
bly on the ground that they preferred to have aemﬂtu cm&rai. over
the deployment of personnel working under their supervision in in-
telligence, plus the fact that some in the military believed that the
responsibility to obtain necessary appropriations went with the allo-
cation of responsibility for production of intelligence, In 1951 G-2

was interested in having the DCI budget for the Army contributions

R
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to NIS. This propesal was not acted upon because the G-Z learned
that sach action would not have affected the personnecl limitations
imposed by the Cffice of Secretary of Delense.

3. The reaponsibilty to preduce certain sections of the NI3
has been assigned to agencies of the Government outside of the In-

telligence Advisory Committee {IAC), namely, in the Department

of the Interior and the Department of Agriculture. Because the sub- l
Ject matter in these sections generally falls within the State Depart.
ment's bailiwick, State huﬁ;?tgaud the responsibility by CIA to
coordinate the NIS production of these nen-1AC agencies, although

funds are allocated by ClA directly to those agencies. The funds

allocated in 1955 to the State Department for NIS was 20X1
as & result of the USIA Survey); to the Department of 50X1
Agriculture, and to the Department of Interior, o0X1
{or Board of Geographic Names). It is noteworthy 50)!(1
50X1

- that military production on assignments for NIS has, on the &mﬁg&,
been behind scheduls much more than State preduction which is
financed by the ClA,

6. Evaluation of the NIS Program: The development of the
Ni3 pregram required extensive plasning and the acceptance of the

. principle, based on World War 1l experience, that when completed,

.-3-0
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the NIS would fill an Lmportant need of the Government sum.u:imax
security fleld. The fruits of this planning in the prmm have be~
come meore nwrm in the last several years. The use of NIS
material in estimating, for cxample, became apparent in the recent
Ntﬁem Intelligence Estimate on Afghanistan, the discussion section
of which was substantially NIS material. Th..dircct application of &
Mer of sections of NIiS material to the needs of pasychological
wu{um and foreign information programs was revealed in the course
of the USIA Sarvey and subsequently. The Coordinator of the NIS
has in the last several menth« complsted an extensive survey of con-
sumer reaactions to the NIS which was gensrally favorable at all
u?h, and particularly favorable in the highsr commands. While it
is sxtremely ﬁiﬂcﬂ£ to evaluate the NIS in terms of the dollar costs,
we believe that the conclusion is iustified that the NIS is a wise pro-

. gEam mr only for its published product, but also for its contribution
to meore substantial planning, programming and production in the de-
Pariments, thus providing greater strength in estimating and special
reporting.

7. Inter-agency support of the NIS program must be reason-

| ably consistent irom yoar to year among the participating agencies

to achisve a balasced production offort. The inter-agency sliccations

“ﬁ
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necessitate a nicety of production balance and timing so that sub-
section contributions mmay fit into complete sections which, in tarn,
make up the scheduled chapters and supplements. ODisraptions in
the production flow cause disproeportionate setbacks throughout the
entire production process. These disruptions are mainly caused by
uneven fiscal support for NIS requirements and by the use of HIS

- capabilities for other purposes.

8. Alternatives for Financing NIS. In congidering how best

to finauce the NIS, it is believed that a major objective should be

to preserve and strengthen this program. While the proper methad

of fluancing should be established, we must be mindful that the
method should not be sslected without careful consideration to ite
effects.

9. Alternative I. Countinue the present arrangement.

While the program would probably be substantially at the
same level, there is danger that this method will come in for in-
creasing criticism from the Bureau of the Budget or the Congress.
it appears pressures will continue for a more formally established
urmcmm for linancing than that used at present. Furthermore,
difficulties will probably continue in obtaining balanced production of
NIS among the agenciss. |

|
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- 19. Alternative li. ClA to discontinue financing NIS produc-
tion by 1AC Agencies, wotifying the Bureau of the Budget and the

to budget accordingly.

The Depa:iroent of State would be ualikely to accept his

responsibility because by tradition they have come to assume this
responsibility belongs to the Director; and in auy event, the Depart-
ment’s intorest in the production of NIS is so marginal to its main
interests and responsibilities tiu% it would not want to take on the ad-
ditional hazards, particularly as rogards the Congress, in request-
ing higher personnel and additional fundas, Howevar, even if the De-
Partment did request the necessary funds to continue the production
ot the current rate or with the expansion proposed in the USIA Survey
and ;fir Fequsst got as far as the Congress, it is doubtful that the
total appropristion from the Congress {which would likely be con-
siderably less than the request) would be allocated in the full amount
for NIS production.

m earliest budget in which the above could apply would be
that for fiscal year 1957 and the outcome ceuld not be known definitely

until July 1956. Insofar as the decisions of the Congress and of the
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Dapartment in mﬁdng allocation are short of the production rate
proposed, readjustments would be required with other agencies,
and this slmest certainly means ClA, or else Intglligence is to ac-
cept the effects of the reductions.

The Etw-mﬁi. when netified of this decision of the
Director to discentioue reimbursement, might refuse to accept the
responsibility for budgeting for the NIS. In such an eventuality,
ClA could inform the Departiment and the En:ug and, of course, at
the appropriate time, the Congress, that ClA intends to budget for
and te develop the stalf for the production of the requisite Nis. Ia
this instance, ClA will be open to charges that {a) it is invading an
area of ressarch the dominant interest for which rationally and
bistorically buimgs to the Departmaent of State; (b) that all of the
arguments mwpuubl- for keeping the NIS in the Department
of State through reisibursement (namely dominant interest, COmBpe=
tence, elficiency, and quality) are now shown tc have been misguided
oz down-right falseboods, or that the N1 will now be produced loss
efficiently, with less competence, and with consequently less quality.
in addition, the transfar of the whele of that KIS now assigned to
State would have the effect of sericously wukoning the intelligence or-

ganization in State, both in}:azma of its contribution to meet

P
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deparimental needs and its contributions to NiEs. Helations with
State are almwost bound to deteriorate as State gets w%t%ea
mands force ClA into developing intelligence materials based on NIS
research but of a political estimating type. It can also be anticipated
that, with the State organization now truncated, the Department will
be sncouraged to do what many of its officers bave long wanted to

do, namely, to get rid of the intelligence organization except for
possibly a small staffl assigned to the Special Assistant for Intelli-

gence, placing the freed asasets in the political bureaus.

11. Altermative llI. Ths DCI to prepare with the cooperation

the annual budget seeds of the membersy of

the JIAC for NIS production and to sabmit such statement to the Bureau

the et for its information, the DCI then requesting funds for ail

of these needs except for those depar
| of the badget processes within the depsrtments, would require them
to submit budget reguests directly.

lients where the peculiarities

This, like altermative two would previde a more systematic
approach to the financing of the NIS program than at present.

it wonld take accounat of the probable difficulties in the
several departments, allowing for Individual differences in the various

agsncies® budgetary procedures.

wle
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it would appesr to be the next best way of both meeting
' the reasonable desires of the Bureau of the Budget and possibly the
Ceagress for a more systematic approach to the problem of financing.
I} The Department of Defense might be more willing and able to accom-
'f modate to this alternative than alternative 1il. |
!‘ it might be necessary, if this alternative were selected
| and iitcx- congultation with the Bureau of the Budget, to propose to
| the IAC an amendment to NSCID-3. Specifically a new paragraph {7)
might be added to paragrq:h la to read as follows:
"The Director of Central Intelligence shall also be re-
sponsible for submitting annually to the Bureau of the Badget
& coardinated statement of the budget requirements of all
agencies for the production e£ the NiS. Where it is agroed,
the DCI shall seek the funds for the prodection to be carried

S out wnder the auspices of IAC and mum ticifpating in
production. In such cases they shall together develop ade-~
f ' §uate reporting procedures which will provide to m Director
the assurance that these funds are being expended for National

intelligence Survey production.”
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Aiww IV, ClA o budget for the whele of m‘@_fw-

The fail cost of the NIS program (except for collection)
would thus be exposed to the Bureau and to the Ceongress. Under
such an arrangement theres would be greater likelihood of stability in
preoduction in keeping with the schedules. This is supperted by ex-
perience in regard to comparing State nad military production, the
latter being generally behind schedule more m State prodaction.
it may be that the Bureax of the Budget and the Director of Defense
would need to make adjustments in the budgeting procedures of the
Drector of Delfense.

In the event that this alternative were selected it would

probably be desirable after consultation with the Burean of the Dudget

to prepese to the IAC an amendment to NSCID-3, paragraph la (S) to

road as follows {(deletions in brackets) imsertions-underlines):

"The Director of Central Intelligence shail be weponsible

tenance and for accomplishing the editing, publication, and

- 10 -
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dissemination of these National Intelligence Surveys and
shall make such requests on the agencies as are necessary

for the proper development and maintenance, making neces-

sary reimbuarsements of funds therefor.”™
Cent-al budgsting for NIS as far as State is concerned al-

ready exists and it has adjusted its internal administration satisfect-

arily to make an accounting of its utilization of NIS funds to CIA. This

might be mere difficult for the military because of departmental

ceilings in the Defense Department. The military would éxo&uhiy
 object to the lack of flexibility in the utilization of NIS personnel

which normally applies in the way in which they administer NI5S pro-

duction. Thus, in times of crisis, N1S personnal (it is understood)

have been drawn off almost entirely for critical work.

Cenclasions:

13. That the most dcairiblc way to finance the NIS would be
through Alternative IV namely: CIA to budget for the whele of NIS
production by all agencies {central budgeting).

14. That, in the event that the decision is not to follow Alter-
native I¥ or negotiations with the Bureau of the Budget and the

agencies reveal this to be impracticable, the next best way would be

- il =
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Alternative III, namely: The DCI to prepare with the cooperation
of the IAC a statement of the annual budget needs of the members of
; the LAC for NIS production and to submit such statement to the
Bureaun of thﬁ Budget for its information, the DCI then requesting
funds for all of these needs except for these departments where the
peculiarities of the budget processes within Departmentsy would

require them to submit budget requests directly.

g ¥
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