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ENCLOSURE. T¢ MEMORANDUM FOR RECORD DATED 10 MARCH 1950, SUBJECTS
T{E DISSEMINATION PHASE. 0" THE NIS PROGRAM

DRAFT LRarT

10 March 1950

MEMORANDUM FORs Assistant Director, ORE
Assistant Dirsctor, OCD

SUBJECT 2 The Dissemination Phase of the NIS Program

1. The NIS Program can be broken down into two phases -— production and
dissemination. Under this concepht, "Production” includes the collection of raw
material, the writing of reports, ana their editing. “Dissemination® comprises
the preparation of the sections ror printing, their priuting, anG their distri-
bution, including the naintenance oi & regerve. Al examination c¢f the progress
of the Program to date leads to the conclusion that the production phase has de-
veloped coﬁmend&bly on the whole, but there is a question 88 to whether the
dissemination phase has been sufficiently worked out to lead to sound policies.
This question is raised wlthout thought of hostile criticism, but with the idea
that periodic self-examination 18 beneficial.

2, The dissemination phase can be broken down in point oi time and

circumstences intoe two elementss (1) the interim problem of serving the planners -

in pesce~time, and (2} the final provlem of serving operationsl commands and
unite upon the advent of war. Up to this time, the NIS Progrem has attempted to
ki1l both these birds with one stone. fGhe trouvles of OCL in distributing the
sectlons as printed and in maintaining the ressrve are indications tkhat the
practicality of thig effort should be examined. 1t is suggested that the root

causes of the problems that have arigen are three in number, as followss (1)
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the incompatibility of the two elements of the dissemination phase} (2) an
over—emphasis on the first element at the cost of the second, wiidich is more
importanty {3) the smpossibility of predicting the requirenents OL vie second
clement either as to numbers of each NIS report required or as Lu ke areas
which will have to oe covered., trach of these root causes is Laken up in &
separate paragraph below,.

3, The two elements ol the dissemination prouvlem are inco:patible for 2
number of reasons, &b follows:

a, 1t is questionable vhether peace-time strategic planners ( speak=
ing of the planners, proper, rather than their intelligence oificers) deallng
in broad terms with possible future situations will actually use tue {1IS re=
ports, which require some regearch in their use becsuse they are Lengthy and
detailed. Furthermore, the reports are definitely not estimaies} they do not
deal with the future. Thess plarners are better served uy short specific hand-
outs which in substance project themselves forward to descrive particular
speculative situations in the exact detall required. Such nenuouvs should be
prepared by the personnel in immediate intelligence support of ulie various
phases of planning, using the appropriate NIS reports, ii they are available,
as the fundasmenital source material. Thus, in this 1isht, no dissemination of
the NIS outside of intellijence channels is indicated in the planning field.

be In time of war, the requirements of operational planners in the
theaters of operations are completely different from those ol whe peace-time
stratesic plannerss They must deal with the present in extrene detaile Much
time and effort will be conserved Ior wheir supporting intellience officers if

the appropriate NIS reports are made availavle to theme inis peint applies with
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1ess force in the case of operations officers of the smaller, more wobile units
once these are in combat, hecause they will rely more upon suppert in the form

of verbsl advice or written handouts irom their intelligence ofiicers. But in
any event, a broad distribution of the NIS in theaters oi operavions 18 indicated,
since the reporis will be extremaly useiful a8 source material for intelligence
officers down to division or similar level. It is in the theatars, therelore,
that the great bulk need for NIS reports will arise. Ths need will be common to
g1l branches of all three military servicess If this requirement is fulfilled,

a yreat service Lo the theater will have been periformed, since under such cilrcum=
stances the theater headquarters, having disseminated the NIS oroadlgy, need

only amplify the WIS to fill these specific demands for basic intelligence which
call for greater detail.

c. The strategic planners in peace=-time jump about all over the worlds
hence, they require a vast reservoir of basic intelligence from wnich their
supporting intelligence officera can draw,. As long as the reservolr is avail~
able and can readidy be drawn upon, ihe number of coples of particular NIS re-
ports either on nand or in storage 18 immaterial.

d, Wer-time operalions are contined to specific areas for which de-
tailed information ig needed, The best way to get this detailed information to
all users is to issue the appropriate NIS reporis on a broad scale. @€ mnst;
therefore, be capable of making available large numbers of copies of certailn NIS
reports when the need arises.

e, LIxcept for certain reports or sections of reporis, the NIS will
not be thumbed through or asubjected to such rugged use in peace as it will in
ware The war-time NIS issuance must therefore be wear-resistant; this requirement

does not exist in peace-time.
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he If the disseminetion phase of the NIS Program be serutinized in the
1ight of the above paragraph, it is believed that the conclusioit 1g justified
that the first, or peace~time, element of the dj ssemination phase is over-
emphasized at the cost of the second, which is more important. &S observed, the
evidences of this over-emphasis are theset

a., The theory is extant that the fundamental purpose of the NIS
program is "to serve the basic intelligence needs oi the Govermmenu." ‘there is
an attendant hypothesis that the responsibility for serving combat commands in
time of war can be 1eft to the military departments acting separately. Since
there is nc acceptance of the need for 2 ui.fied eifort to meet the war-time
problem, there has apparently been no congideration of the view inet the psace=
time element of the dissemination phase should be met a8 & py-product of the
greater problem of preparation tor possible wa¥.

b. As a conseguence of ihese rundamental jdeas, no plans are in being
4o ensurse the maintenance of Lne capability of making availsble large numoers
of specific but currently unidentifiable NIS reports upon the advent of war.

c. An inflexible program has been developed whlch puts emphasis on
the printing of an arbitrary number of copies of all NIS reporits regyardless of
ares, rather than on the meeting of specific problems or dissemination from a
reservoir of snformation.

d. According to present cancepts, il any pr;ntiné effort is made o
meet the need for bulk distribution of the NIS in war-uime, sucihh an effort is
likely to produce volumes of inferior wear-resistant properties O be utilized
sntensively under field conditionsg whereas the present printing effort produces

high quality volumes for which there is 1ittle requiremente.
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g, The imposaibility of predicting war-time requirenents Lor uie NIS
either as ‘to number of copies or area must be included as one vi. Lie rool causes
of the present dlsgemination troubles, because the imponderability o1 the war-
time problem seems to have defied the analysis applied. AS the resuit, the
arbitrary NIS reserve, which will include as many copies oi the reports on
Madagascar and Prezil as it will of those on Iran and the USSR ad :pain, which
may{turn out to be our last Luropean peach~head, 1is supposed v seel all future
eontingencies. strategically speaking, guch an idea is agsailable on tne face
of it

6. The problems of OCD in distributing the sections as printed, and in
maintaining the reserve, raise in tiemselves @ serious indictment O the NIS
Program. Wwe have seen the vacillation of the recipient agencies with regard to
the number of coples they want; we have heard the proposals o Juri surplus
copies; the reserve i1+gelf causes serious storayge problems, ant its inherent
onbalanece in favor of the least important areas and sections is exphasized be-
cause they are less in demand. kut, besides these troubles, tlere is the aspect
of waste., If the reasoning in wne paragraphs above is good, Wwe mast conclude
that a great proportion of +he money spent on ine dissemination phase of the NIS
Program goes down {he drain, both in the form of NIS sections ror unimportant
areas in multiple copies, 99% of which will never Dde used, and through the medium
of the present very high quallty printing Jjob apparently provided bo withstand
the rigors of cisuse and storagee.

7. In fact, a close gerutiny of the WIS Program leads straight to one
major conclusions The dissemination phase presents & challenze to ingenulty to
devise a flexible plan for the issuance of basic intelligence to meeb the needs

of both peace and Wars
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B Admivtedlys 1O attenpt can

formulate @ complete plan, tut some features which might ve incluced jn such \

a plan are given belowi

-1 Emphasis in the NIS Progral could be placed on the pro&ucti.on ané

i
maintenance of a regervoir of basic intelligencs rather than upon the high= : }

quallty printing of large nunvers of NIS reporis for storagés {

b. The JCS prioritias for NIS product.ion could be ! roken down into

small categories of descending imporience with apposite 1istings giving the Te~

quired number of copies for eaci country report or priority cateporys consider—

“ing peace-t.ime requirement.s onlys

ce I guch decislons concerning pumbers of copies proved o be too

pard to get from the JC5 orgarﬁzation, then the KIS Commltlee, or CIA jiself,

could make the decisions, subsequently notifying the intereuted agenclese

d. The criterion for the number of copies 10 be printed currently
AN

in the case of a given country rveport could be the peace-ti.ma gemand for that \\ :
Vo
i

yreporte. ynder this criterion, perhaps 10 to 100 copies of 2 report would be

printed. The reserve mainiained would be & retail supply only, in the magnituce ’i_
of perhaps 5 to 20 coples. |

e, The gtandard oi the paace—time printing job could be adapited to

peace-'bime raquiremants. Gertainly 14 need not pe nearky &0 h_ig,h——quality a Jjob

as ab present since the WIS reports are nob subjected {o hard wear in peace-time.

1t would be advantageous if e printing could be accomp]ished by some method

utilizing & 1ight, flexible naster copy¥ for reproduction purposes, becausse such

nasters could easily be stored against tpe need for rumiliyg off small b ers of

additional coples to meet unioreseen peace—time needss
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fo A plan could be developed for high quality wer-—tuirie printiog of

WIS reports against a scale of distribution estimated 1in empérical lerms. It
does not seem that there would be any greadc gifficulty in accomplisning the )
necessary printing job as pard of the mobilization process upon i€ advent of
war, or as part of the mounting process in the planning stage ¢f a given opera-‘
tion. HNor would there be any difficulty in establishing the nuaver oi copies
required and whet areas were jnvolved, since plans woula usualiy precede opera=
tions by a period adequate to ine preparation and implementation of the support-
ing NIS progral,

9, 1t ie requested that you glve COAPS your reactions to the suggestions
i{n this memorandums it is reiterated that there is no tiought of nostile criticism
hereins any idea shown not to be hedpful and constructive willi ue withdrawn

forthwith.
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