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27 SEP 1907

RAHDUN FOR:  beputy Director of Csmbral Intelligesce

1. At the suggestion of the Reecutive Comsittee, I have
studled the MIS Frogram to dwbermine whether the lsrpe workiced
and ndgetay expeniitures are gssentisl and whether chronic
daticiencles in coverege and timpdinsss csn De rewmedied.

2. & description (nemcwsmiie: from Offfce of Bssic Intelligence,
vith enclosure) of ithe present stotus of the Progem and currest
efforts o complete mior clememts of the XIS mpidly by selective
SuTpeAYy coverege i1s sppemded.

3. zmmmammmmmw
efforts to almplify trestment ad improve coversge are cameminble.
&mmm,m,m%mmwhmwatm
he Progrem snd provide complete reasausbly wp~to-iate coversge
afaumwcmatthw;mi

b, 1 balieve the HIS Progrem has besm led tray
eﬂmmwmmmmuamwmm:mm.
MmemaﬁMW&wmm&h
Mmmwmmmmmmmmumwmmm

intelligonce which results from the eollation of eacyclopedic
:gghmat&mceatﬁx;w‘m;amwmmmw 5,5)2

86 & resul mmmmmumuw NGty
to be the begt aveilodble.’ paavien - /) \k
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6. A veview of the RIS Steniard Instructions suggests
mmrmmwmammemmmaa

wummmm,mmw
The XX8 wiite on marine climate smi ocesdograply also sppesr to
contesn infomation of o more or Isss perwsnent nature. I would
expect YMmt aone of these units would go out of date »so guickly
that they could mot be handled in & realistie maintensnce progres.

T. Un the other hand, it sgpears to ne that most of the
political Chapter, most of the seimmtific Chapter, the Chapler

; mmumnwmnwmeet
mtmmtebwnumammmmum
in the conwept of basic intelligence set forth in the defimition
or in the eurrent maintenance progrem of the KIS. Heturally soms
of these mibjects will remain relatively stabls for some srees of
the wvorld, but they are most likely to remain stable in the lusst
important arems of the world and likely to chenge most repidly ia
ey high-priority syess. The intelligsoce community has consider-
sble assets devoted to tim groduction of varicus forms of current
intelligence, cnd this machine is capable of doing good work om
curvent political, soccdologisal and economic developments in all
the countries of the world of stestegic inmterest to the United
States. It can schedule production om these countries in eccord
with sctual requirements rether than 22 o matter of encyclopedic
tidiness of coverage. I see no poimt in trying to meke an
encyclopedis compete with o datly newspsper for the coveroge of
these subjects.

8. It is wiso dbviouws from the proliferetion of handbooks,
| thae Arwy Special Verfare Arce Hand-
mmmm. that the XIS Program dogs not include all
of the more or less pormenent type imformation that might bde
useful tc plammers and operutors. In part this is true becsuse
the current KIZ Frogram temds to produee research that is too
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resesrch that could be downgraded to 8 more useabls lsvel in the
event of & ssticoel esergensy.

9. I believe the XIS Progeam sould be put on o more stream-
iined ani effective tusls if the fallowing steps were taken:

e. BPlivest the HIS ocutlinme of all of the ftems of &
move or less transicat mature such as those listed in
parsgragh 7 shove.

b. HReview the aseds of the users bothk in Washiagion
and overseas to inmsure that the outliase imelwios all itess
of & more or less pevesnant nature yeguired iz the militery
and iotelligence cperstions likely to be emcountered by the
¥.3. Goversment in the fevessenble future.

e¢. Direct that ressnrch stuiles prepsred in support
would not be repubiished as purt of the NIS dut would be
usal a8 souree wmterisl in the preperation of the XIS in
8 new format.

4, The HIZ s such would be reduced to the scope
of the present Chapter I, plus some of the mmtarial now
containgd in werious supplessnts.

e. Direct thet sppropriate paxts of the intalligemce
compmnity produce the nocessary curremt studies to cover
the needs of the U.S. Goverssmmt for infometion on the
polities, econowy, sclience snd aymed foxves of the verious
countries of concera to U.8. poliey.

10. The cutline finally sdopted for the stressmlined HIS Progresm
should be developed oa the basis of careful intersgency study, but
I would envision that, in accordsace with the primciples outlined
in paragveph O edove, the pew cutlime would losk somothing like
the following:

EY
Ed
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Sationel Intelligense Survey « Coutyy X

4 comeise statement of the more ey Jass persmnent aspects of the
follouing: '

Section a.

Section b«

We« M {

Wéa ﬁmm

Bertion o. Politieal strovtuye (Sectiom 51, 5@, steble parts on
structure of remdader ax! general charseter of
shversive threets)

Secticn £. DPesic economic characteristics of the gres, imiwmding
 petroleun isdustyy

Secticn g. Sciemtific level of dewslogment

Section h. fowmed forces

Section 1. ¥ap and chart agpeeisal

Supplement I. Ports and sewel fectlities
Supplement II, Cossts and lamding beaches
Supplement III. (aban srons

1. Neturally the XIZ on the USSR will contimoe 40 be &
moumentol effort et the Sections mey be pdilishel in seperate
volumes. On most countries, however, the NIS proper wouli comstitaute
ammmmmmmmmmx
treatment, with Supplesents of veryisg lemgths.

: 12. The sudject matter of remaining Sestions of the XIS
sonling with more rapidly changlng festures of foreign countries,
such as political dynemiecs, status of sidversive efforts and Influence
af commmion in the country, should be denlt with by current
intelligence components of the intelligeace commenity. CIA 1s
prepared to 4o its psxt.

13. The proposal cutltaed shove should emsble the intelligeace
commmity to produce a Natione) Intelligones Surwy tet is truly
wmm,mwmmwmm
of tims, and which cculd be renewed with comsidershiy less effort
then the currvenmt progrem. At the ssme time, tds poposal would
retala cne of the best fentures of the HIS Progres in thet it would
the most cospetent slemsnte of the U.5. Gowenmsent.
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k. I recommend that the abowe matter be placed m the
U313 sgenda and thet the Coardiamtien Stal'f be diyected to prepare
the necessary peper for this purpose. By this means, some prior -
coordineiion with the cazmmity can be achieved and USIB action

hopefully expedited.

BAY 8. CLINE
Deputy Director (Intelligence)

Haelosure:
Hemo from Office of Desie Intelligence

0/DD/I: RSCline: HDSheldon:jmm

Distribution:
Orig & 1 - Addressee , w/encl.

1- w/o att.
l - w/o a
2 -0, DD/I w/att.
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28 August 1962

MEMGRANDUM FOR: Deputy Director/Intelligence

SUBJECT: The WIS Program

1. The purpose of this paper is to examine the NIS program
in terms of format, requirements, apd production capebilities, and
to determine where we should go from here for optimum results.

The enclosure provides a general background of NIS developments
from the inception of the program in 1948 to the present.

Formet

2. The format of the NIS was developed along traditional

lines and in conformity with well-established and understood baslc
intelligence practices and terminology. Since & major purpose of

the NIS 1s to support the metional security in war, an exhamustive

examination was made of the principal US wartime program, the Joint

Army snd Navy Intelligence Study (JANIS). All departments, agencies

and military commands were questioned regerding the strengths and

wesknesses of JANIS., / 25X

3. The | |US programs have been modified in the
light of postwar developments but retain their fundamental character.
The NIS Committee, the Departments of State and Defense, the Joint
Staff, and the Services have queried in detail their principal users
respecting the structure of the NIS program. Although NIS users have
criticized constructively and otherwise various aspects of the program,
none has ever commented except favorably on the NIS format.

[ra—

[ ) GRuYP
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4. The NIS formmt may sppear complex yet it 1s as aimple
and flexible as worldwide basic intelligemce collection end production
permit. A truly simple format would, in fact, be quite rigid, because
of its monolithic structure, end would be incepsble of the inmmesrsble
combinations eof topical coverage reyuired for production end use with
respect to the veriety of areal sttuetions renging from the primitive
state to world powers. Fundamental in the development of the HI8
format 1smmwmtmmmwmimmmm
needs without mejor change or dislocations.

Bequirements

5. The NIS is not & world ewcyclopedia of knowledge. Ite
requirements are selective and directly gsupport and are responsive
to netiopal security needs. These requirements must also serve &
ﬁ&meofpmsesmmhimttlwwofpoucyamm
to operstional needs.

6. In consequence, the msoner in vhich the KIS is used and
the emount of detall desired 1s subject to wide latitude, which is
provided XIS units at three levels of detail within the integreted
survey: 1) & gemersl SUmsaTy; 2} standerd detalled treatment under
eight chepters; and 3) extended detail for certain subjects in
supplements.

7. These levels of detsil provide & flexidle renge of trestment
suited to the wide variety of foreign coumtry situations and further
provide for expanding requirements &s & country develops, without
redoing work already sccomplished. Horeover, this flexibility
provides a balenced work losd in terms of production cspabllitles
and ensures optimm coversge, consisting of the general summary snd
such detailed trestment as priorities require and capabilities permit.

Production Capabilities

8. The initisl terms of reference for the NIS program directed
the production and continuous maintensnce of basic intelligence, as
set forth in the NIS Standard Instructioms, o all foreign countries
and areas of the world. The production capabllities required for
this task were determmined to be at a level vhich would provide for
the production of complete NIS oa 15 sweas, or their equivalent,
each year. This would have completed {nitial worldwide coverage in
about 5 to 7 years and maintained 1t on a contimuing besis at the
seme rate. When the actual producticn capabilities turned out to be
about half those required, s policy decision was mede to complete
initial worldwide detailed coversge with existing capabilities at
the correspondingly lower rate in order to provide a reservoir of
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on-hand basic intelligence in event of war anywhere. Concurrently,
it was decided to direct field colleetion worldwide on gaps and
deficiencies revealed by this basic research and enalysis, so that
the necessery information would be available in the producing
agencies files to quickly update any NIS units.

9. Today the NIS program has escentially completed worldwide
deteiled coverage and has revised sbout one-third of 1it. Continuing
worldwide collection has provided mueh later information in the files
of the producing agencies as a basis for a comprehensive maintenance
progrem, However, with initial world coverage completed it ie most
feasible to concentrate existing production capabilities on priority
topics and areas while continuing field collection worldwide so that
the files on ull aress may bde maintained in emergency readiness. An
important and necessary aspect is the greatly aceelerated production
and meintenance of the general swmmary chapters on all priority
aress to provide the focus for selective detailed maintenance.

10. 'The essential problem of the NIS program throughout its
fourteen years of operatiocns has beem to bridge the gap between
requirements and capabilities. Both the producing agencies and the
users have confirmed the validity of the NIB requirements for policy
formulation, for plamning, sad for operations. A ma jor deterrent
to the development of an effiecient production orgenization has been
the ungainly snd dispersed staffing complex of the Community. Some
4O different componments have beem involved in NIS production, directed
through a variety of echelons and comtrol poitts. Consistent diversion
of these staffs to more immediate requirements than basic intelligence
was the normal pattern. With the centralized control by CIA and DIA
of the new integrated staffs the way is clear st long last to efficient
and proper production performance.

What needs to be done now

11. In order to determine what changes are needed in the NIS
program for optimum results, it is necessary to analyze its present
shortcomings. The overriding ome, based on experience and detalled
replies over the past eight years from NIS users, is that the rate
of NIS production is inadequate. The most recent survey of NIS
users in the militsry establishment and overseas commands, conducted
last year by the Joint Staff, puts it in these terms:

"Although the survey indicates that there is general
satisfaction with the scope, format, and basic concept
of the NIS and that the program should be continued,
comments on the inadequacies of the KIS pointed almost
exclusively to lack of initial coverage and need for
more timely maintenance."
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12. By daint of certain favorable c¢ircumstances 1t is now
feasible for the first time to meet this problem head on. These
circumstances ere: 1) the essentisl completion of initlel NIB
coverage worldwide; 2) the realignments of CIA's and DIA's NIS
staffs to permit integrated control and production; and 3) development
of procedures to provide for accelerated maintenance. These should .. -
provide a 25% incresse in KIS production at present budgetary and £
panpower levels. Concurrently, and backstopped by initial NIS :
worldwide, detailed NIS coversge can now be coneentrated inppriority
topics and sreas, thereby reducing production requirements by some
30%. These steps will provide for adequate maintensnce on the
long range basis.

13. Afisther problem that is being looked intc is the time
differential emong related NIS unite on politieal intelligence.
The Ressarch Division, OBI has slready taken steps to produce
eonsolidated NIS units, comprieing all political intelligence
requirements for an are& under the same date line. The publicatio
of & consolidated NIS unit not only retires & sizeable number of
dlsparate NIS units but also provides a more mansgesble and effici
unit for subsequent revision. ;

14. Modification of this system may be suitable for pro&nc‘bié’
of sociologiecal and economie¢ intelligence, although the mumber of :° .
separate staffs involved and the topical relationships do not rea
lend themséives so well to this method. Certain consoclidatiens ar
being explored in the Military Geography and Transportatisms portl
of the NIS, The Secientific and Armed Yorces units are already hein;;
produced in this manner.

15. It does not appear to be either necessary or prudent to
go beyond the present measures at this time. The format and reqy
have been and will continue to be modified as necessary. To ehangs,
the nomenclature of the NIS would seem to little purpose imssmuch
the present system is well understepd snd has been tested by more
than 14 years' use. The steps being taken will provide, with the :
present msnpower input, the production of essential basic intell
on all areas of the world to the depth of detail germane to the e
subject and required by the msjority of users, and with & high degree
of timeliness. To reach this geal will take time. More than that,
hovever, it will take constant support and direction of effort, and
8 freedom from unproductive diversions.

Asslistant Director
Basic Intelligence

Enclosure: Background on mmmm:a 1948-62
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Backgzround on NIS developments, 1948-1962

1. In 14 years, over 6,000 NIS units have been published and
jnitial worldwide coverage has in large part becn achieved. From
165 stort in 1943, the NIS Progrem has constructively met the
challenges posed by changing user reguirements and growing
experience in the complex field of basic intelligence production.
The recent crergence of centralized production direction under CcIa
and DIA provides new opportunity for more comprehensive developments
in the NIS prosrem leading toward more current coverage vorldwvide.

2. The mission of the NIS program is to prepare through
gystematic interegency effort, the fundemental intelligsence of the
world required by the U.S. Covernment, its civilien agencles as
well as its military departments. World events have sbrongly
substantiated the objectives of the NIS mission. Chiefl cwong
these objectives is the on-hand availebility of published HIS at the
time thet o crisis erupts. This is well exemplified by +the 1950
Lebanon landings, when COMSIXTHFLT cited the NIS as the most
important primary source of intelligence avallsble end used by
the U.5. forces suddenly ordered into the area.

3. In structure, the NIS consists of Chapter I, which pives
an integrated overview and selective summary of the intelligence
aspects of a country, end the suprorting Chepters which cover the
treditional subjects of strategic intelligence: =a country's
thysical environment, its transportation end telecommunications,
the people, the government, its resources and the economy, its
scientirfic potential and developments, and its militery forces.
This informetion is prepared, as appropriate, on each country of
the world.

i, To meet the different needs of the broed range of NIS
users, NIS units are prepared in three levels of basic intelligence
detail. As noted sbove, Chapter I is the most general. ‘The other
Chepters supply more detailed information. This is normally
prepared in sepsrately published parts called Sections, each of
which treats & major subdivision of the field covered by the Chapter.
Tor example, the Trensportation and Telecommuications Chapter
includes & Section on Highwaye in which the deteils of a country's
roads ere given. For some users, even more detail is reguired on
certain subjects. TFor thils reason, the Supplewent hes been
developed. At present, there are two active Supplements covering
Ports and Naval Fecilitles, and Coassts and Landing Beaches.

i faGud §
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5. Bince the inception of the program, there have been several
major NIS developments, resulting lergely from increased specislized
user requirerents on the one hand and limitetions on producer effort
on the cther. These developments, for the most part evolutionary
in nature, heve led to changes in NIS content and new measures to
exrpedite production.

9. As early as 1950 the delineation of beamch categories was
greatly expanded in resronse to new smphibious warfare technlgues and
chanzes in militery concepts reflecting etomic warfare tactics., In
1055 the IS incorporated socio-economic aspeets in its health and
sanitation units, thereby significantly brosdening intelligence
coverage traditionally given to forelgn military medicine. In
1957 NI narine climate and oeeanography content was considersbly
amplified in response to mllitery planning and opermtional
regulrements for nuclear missile and submerine developments. About
the same time, to satisfy Army psychologicel warfare reguirements,
content revisions were mmsde to NIS sociologicel and political
elements. It is noteworthy that these psywar chenges have provided
g more comprehensive NIS base for answering present counterinsurgency
reguircwments.

7. To meet the need for more timely maintenance, the NIS
Cormmittee initiated messures to Increase NIS coverage rates within
the fremework of the limited production resources. These mesasures
included remter selectivity in scheduling NIS areas and topics
for meintenance production end procedures for conserving production
and processing resources vhere relatively few changes were required
to update & published unit.

8. A nevw comprehensive plan to achieve more timely essential
coverage 1n the NIS has recently been developed in OBI and approved
in principle by DIA. Based on accelersted production retes by
producing components under CIA and DIA control, the plan includes
these features:

a) The NIS Chapter I titled General Burvey, becomes the
basic unit of coverage for 115 aress and is produced at the rate
of 30 per year (as against 12 per year in the past).

©) Detailed supporting units are produced on & highly
gselective basis. Detalled Armed Forces coverage would be limited
to bloc areas and some subtopies on Military Geography, now
published separstely, would be comblned.

-
P
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¢} ihe Ceneral Survey is prepared on e 2-year cycle
for criticel oresc and a h-year cycle for other arcts. Au averspe
S5-year painbensice cycle is established for wmosi ofher NIS.

d) Production is suspended on same 22 NIS arees of
low priority and little current strateglc significance. For
appropriate toplces, NIS areas are combined to zain meximunr covorage
per unit production effort.

¢, The plen establishes a total standing requirement of about
3,00C units, & cousidersble veduction from the present 5,000-6,000
section requirement. CIA and 1ts supporting agencles are
responsible for about 2,300 units; DIA's totel requirement is
1,300 units. It is anticipated that the plenned acecelerated
production, which calls for & totsl of sbout 650 sections per
year -- a 25% increasse over the FY 63 scheduled cormitment -~ can
be achieved with present budgetary and msnpower levels through
the econonies end efficlencles implicit in the plan.

-3 -
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