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CONFIDENTIAL

PREFACE

Calendar year 1966 witnessed a major reorientation of the investigative
and counterintelligence affairs of the Department of the Navy. A new
organization responsible for these matters, the Naval Investigative Service,
came into being. New command and support lines were established. New
techniques for maintaining records of accomplishments and for identifying
problem areas were devised and put into effect. Automation is now in the
sexrvice of NIS,

This report swmarizes the major happenings in the new organization
and sets forth considerable statistical detail on the activities of the
Naval Investigative Service in 1966.

As do all new organizations, the Naval Investigative Service has under-
gone a period of trial and error in its evolution towards the goal of an
optimum functioning organization. Many external influences have precluded
full and definitive attainment of the conceptual ideal. Some of these
influences still persist, and will persist for considerable time to come.

As with any automatic data processing system, that of the Naval Inves-

tigative Service has required considerable "debugging'". This debugglng

is still under way.

@aa il

This first annual report gives considerable statlsticaluopeégflcs
This specificity is not to be confused with exactitude. Some errors are
known to exist and these proceed from several causes. One cause 1s a cone
tinuing inaccuracy in input data. Field submissions of man hour reports

have not reflected the care and.aeewracy that had been hoped for. Occasion-
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CONFIDENTTAYL
Fortunately, considerable improvement has occurred within the past

several months. Further, careful checking at Headquarters has identified
and corrected many errors. In some instances, extrapolations and manage-
ment judgment have been substituted for the data supplied by the various
NIS components (including the Headquarters !)., The specifics in the report,
then, are not absolutely exact, bubt they are belleved to be within 1% of
accuracy, In any,éven’o9 they provide much more specificity and much more

accuracy than would have been possible without the computerized systen,
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This ann%al report has been produced for several reasons. First,
it is hoped that the report will provide the readership with a better
understanding of the activities of the Naval Investigative Service.
Second, it is hoped that Commanding Officers of the Naval Investigative
Service 0ffices will be encouraged to call upon Headquarters for the type
of management data which the report indicates is available. And, finally,
it was hoped - and, as the occasion showed, with reason - that the mere
act of compiling the report would in itself identifly areas where improve-
ments should and could occurg;%épecially in the refinement of management
information systens. !

All readers are requested to provide constructive comments on the
report and to suggest changes both as to format and content. A Fiscal
1967 report will be developed in July, 1967, Only through suggestions
and ideas from throughout the NIS can the potentialities of the avail=

able automation skills and equipment be fully exploited.
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CONFIDENTTAL

Part A - Iatroduction and Major Developments

1. Organization.

The Naval Investigative Service was established in Februsry 1966
2% o partial successor to the Distriet Intellligence Office system and
the various Waval pounterintelligence Support Activities. The intent
underlying the création of the NIS ~- an intent directed by the Secre-
tary of Defense == was that its functions would relate solely to ine-
vestigations and counterintelligence. Tasks not related to these
functions were to be assumed by other elements of the Navy.

For a variety of reasons, most of these non-investigative tasks

were gtill "residual" responsibilities of the Naval Investigative

Service as of early December 1966. This can be attributed primarily
to the difficulties in establishing & proper division of labor between gﬁj”
intelligence and counterintelligence -« @ division now made almost

academic by the Seclef inclusion of the KIS in the "HIMINDT Plen.
Notwithstanding this latter (1967) development, a more precise definition

of the WIS role is in order. (It i$ considered that this will be ac~-
complished no later than 30 June 1967. Once it is accomplished, NIS

will be able to "purify" its menpower date and concentrate more definitively

on those tasks and obligations inherent in its creation.)

2. Mansgement and Control Data.

A quantum increase in the datg ava

ilable for mansgewent and control

purposes occurred in 1966. _ ﬁﬁ?d equipm&nﬁ
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CONFIDENTIAL

a. Monpower Ubilization (A Computerized System).

Data are now aveilable on & monthly basis on all aspects of
personnel availability and utilization: paid men hours, overtime,
loss time for verious reasone, time expended by cotegory of personnel,
by functional effo%ﬁ; etc.

b. Investigative Case Controls.

A computerized system for case controls has been instituted to

SBAIYDIY IeuonéN au} 10 SBUIP|OH PouISse(a( [ PaISSE[oUN dY} wolj paonpoiday

provide weekly, moathly, quarterly, and annual data, which are used for

such purposes as:

(1) identification of delinguent cases, by subject and location;

(2) insuring cases accountability (i.e,a that cases are not lost
in the mail or otherwise);

(3) system-wide and individual component performance with respect

to timeliness and production.

¢, Iinancial Data.

Weekly reports are produced on financial transactions at the
NISHGQ, thereby providing the Director current dats on allotments and

obligations by object class.

Fiscal reports on field activities are provided monthly and

quarterly (and, of course, amuelly).

The various reports together enable the Director both to avoid

over-expenditures whlle 1nburing that needed opmrations are not ua-

necessarily cuy éfaccurate aggumptions as to funding

ool as&‘i? OWNQrade to................
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CONFIDENTTAL

d. NISO Performance Data.

Both through headquarters and field inputs, the data needed to

assess both current and long-range performance by Commending Officers,
are now compiled wmonthly. These reports are used for current management
and for fitness report preparation. The various data elements and
systems that have'become available in 1966 permit immediate spotting
of trouble areas, analysis of causes, and timely decision meking.
Further, the data base is utilized for medium and long range studies
of productivity, costs, manpower requirements and resources allocations,
as well as program and budget formulation and justification, Various
information set forth below and in Parts B through E of this report
reflect much of the gquantitative data now available from the verious
management and information systems inaugurated in 1966.
3. Inspections.

A formalized inspection program was inauvgurated during the year.
Both comprehensive and command inspections are being made, in careful
coordination with the Naval Inspector Geuneral. The team for comprehensive
inspections consists of the Director (or a designated military alternate),
and civilian or military experts in the various function areas (adninistra-
tion, investigations, and S.8.C.). Command inspections are conducted
by the Director (or a designated military alternate) and funcéional

experts as indicated by the size, scope, etec., of the office being

Sym— ]
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The purpogse of the inspections is to assess mission performance
and efficiency, and to work towards more uniformity of concept and
doctrine throughout the NIS.

The following inspections occurred im the last helf of 1966

COMPREHENS IVE COMMAND

NISO Boston Vietnsm
New York
PacFltArea (and
subordinate offices
in the Philippines
and Marianas)
San Frauncisco

Washington

(By the end of the Fiscal Year - June 1967 - every NISO will have
been subject to either a command or comprehensive inspection.)

L. Tovestigative Backlog.

For severeal yesrs prior to 1966, the Wevy had a severe backlog of
investigative work. Security clearance delays, excessive reliance oun
interim clearances, public criticism, inequities to individuals, were
inherent in the backlog -= a situatlion which finally reached the attention
of the Secretary of Defense who directed that it be corrected. Through
the uncompensated &ssistancejﬁf the investigative arms of the Army and
Aiy Force, through the reimbdrsed assistance of the Civil Service Commission9
and through thousands of hours of uncompensated overtime by Naval Intel-

ligence personnel (military and civilian), the backlog had been eliminated
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On January 1, 1966, the number of Navy investigations pending was
8,451 == & radical decline from the 34,914 pending figure on 28 February

1964, when investigative resources were considerably less than those

pvailable in Januscy 1966, The Jeouary L1966 pending figure wes, actually,

too small for economical operation since, inherently, approximately two

'

months work on hand for avellable resources is necessary for full and

economical utlllZdtlon of such resources. (The excessively low figure

SoAYOLY [euop,éN a1 10 SBUIPjOH PoWISSEa(] / PAISSEIOUN SU} Wolj paonpoldey

derived from the fact that Army, Alr Force, and Civil Sexrvice Commigsion

were still sssisting in the Navy's investigative effort.

Operation Referral (as the assistance from other agencies was titled)

ceased in February 1966. Thereafter pending work levels graduslly rose,
and on 31 December 1966, rested at 9,688 or 1.98 months work on hand at

the average monthly production level throughout 1966. In effect, no

"backlog" -~ work in excess of two mouths production capability we
existed at the end of the year.

5., Timeliness of Investigationg.

The Secretary of Defense has established the objective that personnel
security investigations be completed in sixty days. This objective was
not quite attained by WIS throughout the year, as reflected in the

averages shown below for each fiscal quarter in 1966:

Quarter Ending in Average Completion Time
March 57.2 .
June 66.3
September 68.0
December 68.86
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The increamses in completion times in the last three gquarters of
the year reflected an increase in workload slightly greater than the
increase in resources. The marked increase between the first and
second quarter reflected the different operating conditions in those
quaerters. (In thekfirst guarter, iwmtake was relatively low -- and
NiS was still r@cegving assistance from other investigative agencieg
(ef. Page BE-3 below.)) The average completion times in the final
three gquerters can be taken as & Llikely norm. Navy backeground iﬁu
vestigations will always be slowed somewhat by such factors as the fre-
quent non-aveilability of veferences who are st sea and, thus, not
immediately available for timely linterviews, and the large number of
overseas lesds, many of which lave to be serviced by investigative
agencies of foreign governments over whose work schedules the NIS
has no control.

Some improvements can be anticipated in 1967, even glven a
continuation of the foregoing factors, due to the communications
developments discussed in paragraph 4. below.

j ’f? e
6. Communications. EE i\ ﬂlﬂsgésgé..?@

In October 1965 the NIS went on line on an Autovon network, a

dedicated, relatively high speed, teletype network linking the NISHG
with the Headquarters offices of its CONUS field components. The

railability of this system has reduced wailing and adwministrative

time by several dmys per case. Commencing in October 1966, many

R e, 2nd installing ASR-33 off-line
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tape cutters -~ and NIS was thereby able to avoid in many areas the
wasteful process of report typing in such sub-offices and subsequent
tape cutting from the typed reports.

Ag yet, all sub-offices do not have tepe-cutters, and mest do notb
have transmissionfcap&bilities to their respective field headguarters.
(The tapes must bé mailed in the latier instances.) Further, NIS does
not have a dedicsted system for communications with its overseas
components. |

Due attention is being given these "communications gaps" in the

early months of 1967, with codperation from the Director of Nava

Communications and the Commanding Officer, NIPPSA.

7. Monagement Problems - 1966.

a. DOD National Agency Check Center end Central Index of Tuvestiga=

| The named Centers, under Army responsibility, were created by
the Secretary of Defense and were in operation by late May 1966. What-
ever the long range advantages of these developments may be --= and, with
time and proper imagination and effort there can be many ~- thelr advent
occasioned much difficulty for NIS in 1966. In effect, NIS lost direct
control over its own counterintelligence and investigetive iundices, as -
well as over National Agency Checks of direct interest to Navy (many of

which were related to background investigations being conducted by NIS).

Innuneped ”"\ hours were expended in planning - both for Army take-over
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procedures. Navy lost to Army considerably more personnel spaces ~- and

CONFIDENTIAL

gupporting funds =-- than it had programmed to utilize on an in-house NAC
and index effort.
By October 1966, most of the disruptions occasioned by these matters

had been alleviated. The NAC Center and Investigations Index had begun

to operate more effectively. NIS had absorbed its losses, and senior

management and planning personnel were once again able to devote a

SONYOLY [euop,éN a1 10 SBUIPOL POLISSERa(] [ PAUISSEIOUN S} Wl paonpolday

reasonable percentage of their time and efforts to those functions
still remaining with NIS.

b. NWISHQ Location.

A particularly distracting problem throughout the year has been
the question of where the NISHQ should be located -- and, given its
curyvent location, of how begt to utilize the inadequate space allocation.

In early Spring, the NISHQ was "tentatively" selected as an
activity that might be relocated away from the Natlional Capital Region.

As an entirely separate matter, an OSD task group concluded that the
NIS investigative and counterintelligence files should move to Fort
Holabird ~=- there to be "collocated" with Army and Air Force files.

Both of the foregoing ideas, and the uncertainty resulting

therefrom, and the time that had to be devoted thereto (in conferences, i

writing briefing papers, projecting space requirements), essentially
precluded any meaningful efforts to focus the attention of appropriate

08D space personnel on the immediate requlrements for the necessary %
f“’”’mm ) I i
Cz;ﬁ;@ﬁnﬁs@m@@y’e@@vghgw& foto enable NIS to most effectively perform ?
e sevoun i §

its tasksg ; ‘
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CONFIDENTTIAL

By late October, the questions of relocating NISHQ, and the
"collocation" of the files had gone dormant. There is no information
currently available on whether the ideas will or will not be resurrected.

In the meantime, NISHQ is expanding - both through incressed
allowances to NIS as & whole and through some centralization aimed at
increasing efficiéncy. The Failrmont Building is now simply inadequate
to the Headquarters space needs. The momentary relief from the re-

location and collocation gquestions is being utilized to seek more space

in the Washington ares.

0 e
Tt 1 15
‘ LL;
&
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1966 has been a time of reorgsnization, of many challenging problems,

8. Conclusion.

of frequent distraction from immediate management and operating respon-
sibilities. Nevertheless, considerable progress has been made -~- not
only in production and organization, but in the development of means
for measuring and assessing progress. Such pfogress could not have
been made without the increases in NIS resources sponsored by the
Director of Waval Intelligence and other elements of the Navy, the
requests for which were sympathetically received and acted upon by
the Defense Intelligence Agency and the Secretary of Defense.

Current workload forecasts éppear within the programmed increases
in resources’for NIS.

Considerable work remalns to be done. This will always be so.

The curvent giuation, however, is such that persomnel at NISHQ can
"'"': v@&&%@%ﬁﬁg‘%&«e ~theigr work will be effective and
£0 /295Y
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worthwhile -- and with the knéwledge thet the field components of NIS
will continue the magnificent effort they have exerted for so many years.
it 48, after all, the actual production accomplished by these field
elements which constliute the contribution of the Naval Investigative

Service to the security of the Navy =-- and, thus, t0 the nation.

s
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Part B - Manpower Resources

1. Net Man Years Utilized.

a. A total of 1,819 man years were actually "worked" on various NIS
tasks in 1966. (A men year of "work'" effort in 1966 consisted of 2,024
wmen hours -- 260 week days minus 7 holidays x 8 hours.) The man years
80 expended were frém two sources:

(1) Regular Allowance Pergomnel (RAP) -~ persons chavged to the
NIS world-wide allowance:

(2) Non-Component Personnel (NCP) ~- individuals such as indigenous
versonnel overseas who were carried on the rolls of and were paid by various
host commands; inactive reserve persomnel on training dutys active duty
personnel temporarily or permenently assigned to NIS field elements (e.g.,
Marine persomnel at Yokosuka).

Toble T reflects the net working wman years aveileble from these two sources.

Various subparagraphs below, and the tables cited

manpower data in more detail.

2. Regular Allowance Persgonnel «- Gross end Net Availability. The net

manpower available from the resources directly chargeable to NIS are
derived from the gross (paid) men years, plus overtime, minus various
marn hour losses. These factors are discussed below.

a. Paid Man Years. During the year, 1,861 paid man years of personnel

services were, in effect, chargééble directly to NIS. This includes ik

wilitary -l BT civilian mak years. Teble II provides a breakdown

~ GHEET bl bkl g&'g@m@bu@@m@@mﬁ. It is to be nobed thet
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CONFIDENTIAL
these are gross man years, prior to any deductions for leave or other
causes of loss. It should also be noted that the military personnel
data includes only the time that military personnel were actually filling
allowed NIS billets. PCS time of wmilitary personnel is not included. PCS

tine of clvilian pegrsonnel is included, as ig all civilian training time.

b. RAP - Overtime.

Regular Allowance Persomnel worked & total of 108 man yesrs in

an "overtime" status during the year. This is a gross figure, prior to

SOAILDLY [euogJ,éN U1 10 SBUIPOH PalISSEPa(] [ PALISSEIoUN SU) Woly peonpolday

subtraction of compensatory time, and including overtime for which cash
compensation was paid. We have no precise record at NISHQ as to the {
nuwber of hours for which cash compensation was paid. Most personnel

in grades G3-6 and below were paid cash for overtime. A few agent man
years were so compensated. (It is proposed that, in FY 68, the NISHQ %
maintain data on this matter.) |

Table TIL itemizes the gross overtime by general personnel category.

¢. RAP - Loss Time.

|y
e year,

A total of 221.6 paid men years were losh:
from such causes as sick and annual leave, training (formal and "on job"),
compensatory time (civilian), and R&R (military); reserve training duty
leave by civilian personnel: and various miscellaneocus reasons. Table

IV reflects the losses by general personnel category.

3. Non-Component Persomnel (NCP) Availability.

&. ALl man hours available from NCP are "net hours." That is, no

logs factops--ere-~involved. Table V reflects the various sources of NCP

ls?@ﬁ"@%ﬁ%@a%&s’ “Preser e thours into man years,

— L 250K |
Mthu LA L Y L Ty T Y T T Py WP, cﬁg}ﬁ:g{'

~ g C oomv;i@NTIAi{;
7 (28 AP »
nat@: é!ﬂl.onuoa-uu Uﬂ‘t:'»-/}:@u...,.””“" 4

] DECLASSIFIED

z\uthorﬂ3¢g§j1§£1j252iﬁkxzb

il by




CONFIDENTTAL
at 2,024 man hou?s per year - for a total of 71.16 man years of productive
assistance to NIS without charge.

b. The major sources of NCP were indigenous persomnnel (40.33 man years)
and active duty personnel charged to other components of Navy and Marine
Corps (23.31 man years). Inasctive Naval Reserve persomnel on training duty
with various NIS elements provided 5.12 man years of assistance.

¢, The Office of the Secretary of Defense uses a factor of 1,787

"working" hours per year for an individual on the payroll for a full year.

SONUDLY [euouéN U} 10 SBUIPIOH PaIISSLIA( / PAISSEIDUN B} WOk paanpoidey

If WIS hed hired personnel to obtain the 71.16 net man years cited in
paragraph 3.a. above, a total of 80.60 man years would have had to be

paid for. (80.60 equals gg%& % 71.16.)

1rer TTpn
i -s g "i; {;' s : :
b, Menpower Highlights - Rowular Allowance Persomel. 1 éﬁﬂ' :ﬁ .
b Ema;@ 1

a., Contract Agent Overtwme,

Table IIY reflects chat contract agents worked T70.1l man years

in overtime status. Altogether3 contract agents worked T775.25 man years

(@ 2,02k hours), after allowing for all loss time, and including the |

overtime., Thus, overtime accounted for 9.&% of the total agent time

actually expended in production matters. Utilizing the 1,787 "working
hours" per paid man year factor, the 70.1l man years of agent overtime
would have required 79.41 paid man years, had NIS had to hire agents |

for such productive time. (79.41 equals gg%ﬁ x 70.11.)
1797

b. Contract Agents =~ Man Years Lost Due to Reserve Obligations.

-contract agents have reserve obligations with one of the

Au‘hl l‘liﬂ‘oiﬁ't.oun.l'Ol.wuounlna-oiluanc‘tc.ouo~-
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CONFIDENTTAL
leave for their reserve training duty. This represents (@ 2,024 hours)

8 man years productive time loss. The average reservist takes 2 weeks
(80 hours) treining duty per yesr. The 16,160 hours lost, when divided
by 80 hours, reflects that 202 of our contract agent personnel took leave
for reserve training in 1966. (As indicated in paragraph 3.b. above, the
NIS obtained 5.12 ngﬁ man years of productive effort from reservists who

took training duty with NIS. Some such reservists were our own contract

personnel. Some were from other activities and professions.)
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Part C - Manpower Utilization

DRCLASOc

Table I reflects that 1819 man years were actually "worked" on various

1. Utilization by Major Function.

NIS tasks in 1966. The following table reflects the distribution of these

men years (in hours) and by percentage among the various mejor tasks:

Function Man Hours Percent of Total
Administration 973,173 26.43
Counterintelligence 237,541 ' 6.45
Intelligence 81,848 2.22
Miscellaneous 8k, 501 2.31
Investigations 2,30h4,768 62,59
Total 3,681,831 100.

It might appear that 26.43% is & high "administrative" factor. It should
be noted, however, that "administration” in this context includes all in-
vestigative and counterintelligence file wmaintenance and operations «- a
basic task in intelligence work.

2. Men Hour Utilization, with Adminigtrative Man Hours Attributed to Major

Operational Functions.

The NIS had two major operationsl functions (investigations and counter-
intelligence) and two minor operational functions (positive intelligenée and
miscellaneous mwve.g.g censorship, Air Intelligence Reserve, etc.,) for
portions of calendar 1966. While these minor operational functions are
now being phased out, they did absorﬁ some energy in 1966. The basic

@Wﬁ)&%a}% &:at;tve‘f&;?]??it.; i,o operational tasks in 1966
was an ?zgxutﬁygrl gﬁf hour. The followxné ;able reflects:
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a. The percentage of time expended per operational task (total
operational. hours divided into man hours per major or minor operational

task), and

b. the administrative man;héurs attributed to each task (i.e., the
percentages in a. preceding appiied to the total administrative men hours
in subparagraph C.1, SUPCa) .
The table also refiects the total man hours (including attributed

administrative men hours) expended per operational functions.

Operational Attributed Total MH per

Operation MH's % of MH  Admin M Operation
Counterintelligence 237,541 8.76 85,269 322,810
Intelligence 81,848 3.01 29,331 111,179
Miscellaneous 8l , 501 3.14 30,509 115,010
Tovestigations "25304,768 85.09 828 ,06M 3,132,832
Total 2,708,658 1.00. 973,173 . 3,681,831

3. Man Hours Utilization per Investigative Category.

Por programming purposes, four major investigative categories are

URGLASSIF:!

a. The wan hours expended in investigative work (investigators and

recognized. The following table reflects:

direct clerical support) per major category;

b. The ratios (in percentages) of the data in a. preceding;

¢c. The administrative men hours attributed to each major investigative
category (i.e., the percentages in b., preceding, applied to the administra-

tive man hours attributed to all investigations in the table in paragraph 2

i Aw &m&&w&*OAuu»nuun
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Operational % Operational Attributed Total MH
Cage Category MH per Cat. MH per Cat. Admin MH Per Cat.

Personnel Security 1,574,725 68.32 565,733 2,140,458
Criminal 586,647 25.46 210,825 797 , 472
Counterintelligence 107,476 4. 67 38,671 146,147
Investigations

Special Activities 35,920 1.55 12,835 48,755
Total " 2,300,768 100. 828,064 3,132,832

L, Percentage of Man Hours per Investisative Cotegory versus Percentage

of cases Completed per Category.

Calendar 66 case production is discussed in Part B of this report and
the Tables éit@d therein, The following table reflects the percentages of
manpover expended per major case category and the percentages of total
cases in each category. (The menpower percentages are those reflected

in paragraph 3. above.)

Investigative % of Man Hours % of Cases Completed
Casze Category per Category per Category
Personnel Security 68.32 79.5
Criminal 25,146 ok
Counterintelligence | L,67 3.4
Special Activities 1.55 2.7

Total : 100, yias ﬁsggﬁé’f@o
5. Contract Agent Utilizatioan. ‘!- E;!.

A large number of new agents were hired in 1966, both in replacement

of agent attrition snd to fill enlarged allowances. (This matter is

rt D of this Report.) Notwithstanding the number of new
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CONFIDENTTAL

hires which had to be trained and absorbed into the sytem, the functional
utilization of agents did not change materially from month to month throughw
out the year. That is, the percentage of total net agent time in administra-
| tion, supervision, etc., remained generally constant. The significance of
this is that NIS was able to avold undue diversion of experienced manpower

to training and sup§wvising the new personnel, Table VI reflects the

t

functional utilization of contract agents by month throughout the year.
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Part D, -~ Manpower Trends

1. Military Personnel,

The most significant development in 1966 With respect to military per-
sonnel was the inauvguration of the Civilian Substitution Program. A total
of 21 nilitary billets were lost (7 officers and 14 enlisted) to NIS in
Phase I of the CiVSgb Program.

As of this wriﬁing, February 1967; the planning for Phase II is being

finalized, Current prospects are that NIS will lose 3 officers and 53

SONUIY [BUOHEN aU Jo SBUIp|OH PALISSE0a( | PeIISSEIOUN Sy} WOy paonpoidsy

enlisted billets in thig Phase in late Fiscal 67 and early Fiscal 68,
Following the first phase of CivSub, the relative percentages of

military and civilian allowances were approximately 20% military, 80%

civilian, Should Phase II eventuate, and should NIS receive the civilian

personnel increases requested in the FY 68 budget, the ratio will become

T

The most serious adverse consequence of the Civilian Substitution

17% wmilitary and 83% civilian. !E

Program to NIS is the reduction in training opportuniﬁies for junior
officers for subsequent tours in operational and combat areas. Current
overseas officer strength is 33, A minimum of two officers is needed for
normal military administration in each of the 11 CONUS NISO's == for a

total of 22 in those offices, Twenty-two officers are asgsigned to NISHQ

== & bare minimum for military administration, especially since billets
are frequently gapped. This leaves a total of 39 billets to CONUS NISO's

in which junior officers (usually reservists, fresh from 0CS) might obtain

%Wﬁa%e&,deﬁeﬁeverg many of these billets are gapped

from time to time. . Ngrmal rotation and P.C.S. constraints are applicable.
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obligation, The net result is that the CONUS NISO's cannot provide a
meaningful reservoir of trained junior officers for overseas assignments.
The gituation will become even more critical with subsequent civilian
substitution phases,

2., Contract Agents.

a., Dilution of Experience Levels, A marked dilution of agent experi-

ence and skills occﬁrred in 1966. There were 778 contract agents and 12
enlisted investigators (NEC 9592) on board as of 1 January 1966. Nine
of the 9592's phased out during the year, while 6L contract agents left
the service for varilous reasons. Thus, 73 experienced investigators were
lost to the system. Notwithstanding, the contract agent on board count
had risen to 848 as of 1 January 1967. The combined attrition replace-
ments and new hires to fill the increased agent allowance thus required

UNCLASSIFIED

124 new agents were hired in calendar 1965 ( to fill new allow-

134 new hires within the year.

ances and replace attrition).

The 1965 and 1966 new hires totalled 258. Thus, of the 848 con-
tract agents on beard as of 31 becember 1966, 30% had less than two years
service, and 15% had less than one years service. 31 of the new 1966 hires
were employed after 1 September 1966, and were thus still in an in-training
status as of 31 December,

The decrease in experience levels was, of course, borne entirely
by the CONUS components, since only experienced agents are sent overseas.
The strengthrin overseas components (including Hawaii, San Juan, Kodiak,

Amadof) 'ncreased by 28 during the year. In effect, then, the CONUS
fssing own grade fo....
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The large number of new hires, has, of course, imposed heavy

training requirements, both "on job" and at NIS schools. Further,

"ouality" retention in the investigative program has been difficult.

It appears, however, that this important objective has generally been

attained. The number of investigative discrepancies has been kept to a

minimum and no rise in the rabe of disciplinary matters affecting agents

s
1

has occurred,

Mote agents are being recruited, looking towards a goal of 890
agents on board by 30 June 1967, An additional increase to 908 is
hoped for early in FY 68, The problems of training and absorption will,

1

thus, continue for some time., While helpful in the long run the "growth
pains” will persist. % iE

b, Conbtract Agent Attrition., 39 Contract Agents left the Service

in 1965. As indicated supra, 64 left in 1966. This increase in atbri-
tion rate appears Lo be due to the availability of better economic
opportunities elsewhere, both in immediate pay levels and in long range
promotion opportunities. Working conditions are of some consequence
also,egpecially in the matter of uncompensated overtime. Other federal
investigative agencies routinely pay overtime for the same type of work.
(The overtime work by contract agehts is discussed in Part B, paragraph
Y.a of this report.)

The departure of an agent from NIS has both production and cost
implications., A minimum investment of approximately $3,000 is necessary

to Eggwﬁi”" L traln an individual to the point where he can make a pro=

0« !omm efdacten, soreenineg and background investigation
‘ L m@ LY T 0'%..

£ O 129
of ﬁ@gﬂ%gﬁﬁ&;z the. cost of sending an agent to school, and hlS salary Tor a
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A reduction in the attrition rate is thus a matter of great importance.

The factors which contributed to the high attrition rate in 1966
also made it difficult to recruit qualified personnel. In an effort to
alleviate both problems, the starting salary of agents was raised, towards
the end of the year, from Pay Grade 7 to Pay Grade 8 (i.e., from $6,451
per annum to $7,068). Further measures contemplated for 1967 include an
all-out effort to rgduce overtime requirements -~ and cash payment to the
fullest possible extent for overtime actually necessary.

c. Agent Training, The formal NIS Agent training program in 1966

was as follows:

SBAIYDIY [euop,éN a1 Jo sBuIpjoH pelIsseoaq / pauIsseloun ey} wolj psonpoidey

No. of Days per Students  Total Total . Total
Type Class Classes Class Per Clags Students Student Days Class days
Basic Ine 7 20 2k 168 3,360 140
vestigations
In-Service 2 5 15 30 150 10
(Seminars)
Photography 2 15 6 12 180 30
Supexrvising 1 5 15 15 75 5
Agents
Seminax o . o e e _—
Total 12 XX XX 225 3,765 185
a »/
g/ Represents 14,8 man years of net agent time (@ 253 working days per year). .
R/ NIS has no full-time agent instructors. Thus, on 185 days (of the 253
working days)s senior NISHQ personnel had to devoﬁersome time to training
I T
auties. : m%%jmﬁmi L
Despite the foregoing training schedule, there were still, as of
31 DegemBer,~\1966, ninety-five contract agents who had not attended the
Sl BNAgadd to.....o.
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Basic Investigations Course. These agents, plus all new hires in 1957
must, of course, attend Bagic classes, and, thug, the training aspect of

the NIS responsibility must continue to receive considerable abtention.

Auth: £O 1 2958
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Port B - Production and Productivity

1. Counterintelligence.

No mezningful measure of counterintelligence research and operations
has been developed -« by NIS or apy other investigative agency. Certain
"quaatitative" factors can be established. Nuwbers of reports written,
recelved, snd analyzed; of data cross referenced; of studies made and
letters produced, ete., can be developed. However, such a guantiltative
approach has little relevance 1o the value of the work sccomplished.
Forther, counterintelligence research and studies are greatly affected «w
both in quality and quantiiy -- by the documentation available from the
entire intelligence community. Geps in counterintelllgence knowledge are
great. The identities of hostile intelligence operators and the organizaw
tion and wechenism underlying thely activities are only partially known.
The collection of information (directly or through liaison), the anslysis
thereof, the "warnings" to command, the time expended in erecting counterw
neasures to identified hostile intelligence technigques -=- 8ll are interwoven
and interrelated. They esgentially defy'quantitative counts &s & measure
of value. For this reason, NIS has not sought to establish production
norms or standards against which to measure effort in the counterintel-
ligence area., Accordingly, no statistical presentation of production
or productivity can be made in the counterintelligence area.

(B Res ces Managemenst Sysﬁem; effective 1 July 1967, apparently

LrCPee ffo@ﬁ’&éﬂ@i‘éﬁﬁﬂf&ﬂ work.waiss!, in the counterintelligence
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area. NIS will work towards this end, in conjunction with ACST (Army),
051 (Air Porce), and DIA. As of this writing, however, no meaaingful
standerds have been developed.)

2. ZTavestigations -~ Production.

Table VII depicts the investigative cases (control and lead) completed,
by broad categoriess in 1966, Table VIII groups the comtrol cases into
the programming categories for which the percentages were given in Part C.l,
(The percentages are repeated for convenience,)

3. Invegtigative Productivity.

Two productivity measurements are maintained. One of these relatés
to production of "control' cases, i.e., subjects, incidents, etc., under
investigation versus the man years expended by the NIS as a whole.
{stetistically, no single investigation is completed in one field component
of the Naval Iavestigative Service. In 1966, each background investigation ==

major :

on the average ~- required effort in 3.78/WIs components; an average criminal
investigation required effort in 1.35 components.) Table IX reflects the
average number of NIS components involved per average casé in various case
categories.

The other productivity measurement relates ﬁo the number of "lead cases"
i.¢., portions of cases completed per man month of}”onwstreet” investigative

Kool

Each of these productivity measurements ls discussed below.

tiwe in each field coumponent.

a. Productivity "Control Cases."

5 tekes approximetely one to two months (scmetimes more) to

€ An 1NVEeSTLZOGLON, %ﬁ?'%ﬁ'@ﬁm&te& in the foregoing prefatory
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vemarks, several NIS field components mey be involved in a case. Thus,

& control case may not (and frequently is not) completed in the month in
which most of the work thereon is done. And final closure of a casge may
result from completing a minor lead Iin a field component far removed from
the ares vhere most of the work was done. For these ressons, monthly
productivity rates,bn control casges are meaningless, Accordingly, NIS
maintains fiscal quarter rather than monthly productivity rates on control
cases. Even these quarterly reports were not truly indicetive in calendar
1966, for reasons expressed below.

The following‘tablés reflect quarterly, semi-angual, three quartef,
and annual rates of productivity in 1966 on control cases, in the major
and wore time consuming categories of cases handled by NIS. {(These relate
to cases completed versus man years of actual "on-street" investigative
operations. A man year of 2,080 working hours is used here since such
is used by ASD (Admin) for assessing wei&tive production rates among the

military departments.)

“Time Frame Productivity per Type of Investigation®
Background Criminal
January-March T 100.78 Ll 98
April-June 90.55 L8.59
July-Septenber 93,03 bs,10
October-December ol 26 bl 6l
January=June 95, bk 46.85
January-Septenber 9. 6l 46,23

January-Decenber ol .55 45,82

Ferage Muber of investigations completed per 2,080 man hours of "on-gtreet”

SpErabll ! ~I &Q&Qm@g&%-ﬂmoimmded.
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These productivity levels are of only the most general assistance
in understanding NIS activity in calendar 66.

The Januvary-March figure on background invesbigations is essentially
misleading., Many cases "closed" during that period and, thus, counted in
the productdon base, were only partisl cases. Consldersble work hed been
&CCC'?liSh@dvon these cases in an earlier time. (They were part of the

backlog that had existed for years.)

The Aprile-June BI productivity figure also includes a certain distortion.

SONYIIY [euonéN 3} 10 SBUIPJOH PALISSEIDa( [ PALISSBIoUN LR WO peanpolday

During this period & relatively low workload on hand in individual NISO®s -

end the infeasibility of shifting resources to high load districts for

short periods ~ had o dampening effect on the productivity of the system

as a wnole. More importantly, however, many ceses on which NIS had

completed its work could not be formelly closed since the National Agency

Check portion of the case was still pending at theJend of the guarter.

(The NAC Center was just becoming operational and was having difficulties.)
It was only in the third quarter (JulymSeptemb@r) that conditions began

to assume some approximetion of normalcy. The NAC Center was less a Tactor

in preventing the closing of cases. Sufficient workload was available

to permit wore economical and pypductive agent road trips. Verious shifts

in resources had been accomplié%ed. The fourth quarter reflected s continuation

of the upward trend.

he first year in over & decade when a wmajor investigative
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ot present. During the "backlog" years, the conditions were
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CONFIDENTTAYL
in subsequent years as benchmarks against which to measure changes. And,
as indicated sbove, 1966 presented certain ancmalies. It is likely, howe
ever, that the last half of that year begen to reflect conditions of
sufficient normeley thet the productivity rate for that period may be
wmeaningful, © Six months more Qximr¢an¢e will be required beflore a
definitive conclusmon thereon can be reached.

u

b, Productivity - ''Lead Cases."

A "lead case" in this context is that part of an investigation
conducted by & NIS field component. Condltions vary greatly among field
components: in geography, percentages Of'G&SQlO&d among varlous categories,
ebe. TFor this reason, a NISewide norm agelnst which all components might
be compered is not feasible. While such a norm is developed as a general
indicator, regources allocations must continue to be on the bhasis of the
productivity attained per component - as modified by managerent Judgaeent
derived from case review, field inspections, etc.

Table X hereto depicts the productivity rate (lead cases per 160
operational man hours) attained by eéch NISO for each month of 1966.
(Total operational men hours per wmonth have been factored by 160 hours
(20 days @ 8 hours) to provide & stendard "men month" basis for productivity

canyutatlon$°) This table also vreflects the twelve months average rer

INCLASSIFIEL

A gtudy of Table X and the "control" case productivity in paragraph

. 1t o N
component (& running productivity rate”.)
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~ CONPIDENTTAL
were poor indicators. For example, the high "control" case rates in the
January-larch period were attained despite relatively low "lead case"
rates during the same period. (With few exceptions, the 1ead‘case rates
during Janvery, February, and March were below the annual "running pro-
duetivity rate.") In the April-dune period, vhen BI "control case' pro=-
guetivity was lowest, most components having a high involvement in BI
lead cases had higher "lead" rates then their respective ruunning pro-
ductivity rates. Only in the final guerter was there a general correlation
between "control" and "lead" case rates.

A general correlation between lead and control rates - per qu&rter
year - should be expected. Should this not occur in the first quarter
of calendar 1967, an in-depth study to ascertain the cause must be underw

taken.
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CONFIDENTIAL

Pert F - (Investigations) Workload Trends

1. 1966/1965 Intake Compsxisons.

The total number of investigations requested in 1605 was slightly
higher than in 1965, although, surprisingly, the number of background

investigations was lower., The data on the two years follow.

Annual ; - Internal Special A1l
Totals S BI's Security g/ Criminal Ingquiries 2/ Categories
1965 139,168 1,800 6,516 10,88Mk 58,368
1966 38,256 2,016 8,352 11,100 59,72k
Difference - 912 + 216 + 1,836 + 216 + 1,356
1965/ 6% "

¥Minus sign reflects decrease ini 1966 from 19653 plus sign reflects increase
in 1966

g/ Internal Security Cases: esplonage; sabotage, hostage, ete.

E/ Special Inguiries: Expanded National Agency Checks, etc,

‘Monthly Internal Special AllL
Averages BL's Security‘g/ Crivinal Incguiries R/ Categories
1965 3,264 150 543 Q07 L 86k
1966 3,188 - 168 696 925 - h,977
Difference - 76 + 18 + 153 + 18 + 113
1965/6%

As was ghown in Part D, paragraph U, criminal investigations accounted
for only 1k.49% of the total investigations complebed while accounting for
25.46% of

eck

he man years expended. And, as indicated in Part E, paragreph 3.a.,
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CONFIDENTIAL

agent productivity per backeround investigation was more than double that
per criminsl investigation (94.55 versus 45.82). A continuation of the
trend of a higher percentage of criminal cases in the lnvestigations

"mix" will have profound implications on budget end manpower requirements.

18]

. Workloasd Forvecagtg.

A conbinued rise in work intake is anticipated, espec¢ielly in the
;

personnel security field.

Commencing 1 January 1967, the NIS share of the total DOD industrial

SOOI [BUONEN BU} 10 SBUIPJOH PaLISSE[S( [ PalISSe|ouN BU) WOl paanpoidey

security workload rose from 26.4% to 30%. This will wmean 36 additional
BI's per month (requiring 5 agent man months, per month), and 72 expanded
WAC's per month (approximetely 1 agent men month per month).

CONMBUBLANT has indicated 8 requirement for approximeately 1,000 in=
vestigations of incumbents of or detailees to newly designated billets
under the Persounel Reliability Program.

A large scale updating (5 year cycle) of BI's on in

regerve persomnel is to occur.

The Chief of Naval Personnel has approved & program of obtaining
Special BI's (or, in specisl cases, updating BI's) on flag officers,
and on most Captains.

Assuming thet the foregoing programs can be handled on an orderly basis
over a year's timég the increased workload should be within the planned
increase in capabilities in FY 68. (Any reductions in budget reqaeﬂts.
for FY 68 would, of course, invalidate this optimism.) Should these

Programg commence early in 1967, however, & backlog is bound to occur.
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NAVAL INVESTIGATIVE SERVICE
FAIRMONT BUILDING

4420 NORTH FAIRFAX DRIVE /
ARLINGTON, VIRGINIA 22203 IN REPLY REFER TO

TABLE I
CONFIDENTIAL
NET PRODUCTIVE TIME*
, a/
J Man Hours Man Years
Regular Allowance Personnel 3,537,853 1787.70
Non-Component Personnel 143,978 71,40
TOTAL 3,681,831 1819.10

* Net time actually expended on NIS tasks,

a/ Man Years equal man hours & 202k,
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NAVAL INVESTIGATIVE SERVICE
FAIRMONT BUILDING

4420 NORTH FAIRFAX DRIVE
ARLINGTON, VIRGINIA 22203 IN REALY REFER TO

ABLE IT

CONFIDENTIAL

Man Years Charged to NIS - Regular Allowance Personnel Man Years

SOAIYOIY IeuouéN a1 10 SBUIPIOH POWISSEa( [ PALISSEOUN B} WO paonpodey

Personnel Category Working Hours on Rolls Man Years on Rolls¥®

Officers 251,736 124,38

GS-7 and higher 193,06k : 95.39

Contract Agents 1,645,846 813.17

NEC 9592 17,120 8.46

Otner Enlisted 568,73§ﬁ | 281,00 ?
GS-6 and below gxgzggigﬁg 539.00

TOTAL 3,767,422 1,861.40

* Man Years = Man Hours = 2024,
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NAVAL INVESTIGATIVE SERVICE
FAIRMONT BUIL.DING
4420 NORTH FAIRFAX DRIVE
ARLINGTON, VIRGINIA 22203 IN REPLY REFER TO

TABLE IIX

CONFIDENTIAL

Regular Allowance Personnel - Gross Overtime
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Personnel Category ) Overtime Hours Overtime Man Yearsi f
Officer 14,558 7,19 |
GS-7 and higher 5, kb1 2.70
Contract Agents 141,909 70,11
NEC 9592 | 1,842 9L
Other Enlisted 47,020 25.23
GS-6 and below 7,78k _.3.85
TOTAL | 218,554 108

*

9202l hours per year
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FAIRMONT BUILDING

4420 NORTH FAIRFAX DRIVE
ARLINGTON, VIRGINIA 22203

CONFIDENTIAL

NAVAL INVESTIGATIVE SERVICE

IN REPLY REFER TO

TABLE IV

Regular Allowance Personnel - Manpower loss - All Causes

p
'

Personnel. Category Man Hours Loss
Officers 28,018
GS~7 and above 26,522
Contract Agents 218,652
NEC 9592 2,145
Other Enlisted 52,711
G8-6 and below _120,52h
TOTAL L48,602

* @ 2024 hours per year
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b/ Primarily Marine

NAVAL INVESTIGATIVE SERVICE
FAIRMONT BUILDING

4420 NORTH FAIRFAX DRIVE
ARLINGTON, VIRGINIA 22203

TABLE v

CONFIDENTTAL

Non~Component Personnel Net Availability

/.

ersonnel Category

5'0

Man Hours Available

Man Years Available

Officers, Active Duty

17,179 8.50 1/
Reserve Officers, TRADU 8,174 Lok
G3~7 and above 3,912 1.93
Professional Tndigenous a/ Lo, 1k1 2k.28 2/
Enlisted Investigators b/ 9,088 b, 504 1/
Other Enlisted, Active Duty 20,868 10,31 1/
Reserve Enlisted, TRADU 2,192 1.08
GS-6 and below ok L7
Indigenous Clerical 32,480 16.05 2/
TOTAL 143,978 71,16

a/ Indigenous at GS~7 and above equivalent
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NAVAL INVESTIGATIVE SERVICE
FAIRMONT BUILDING

4420 NORTH FAIRFAX DRIVE
ARLINGTON, VIRGINIA 22203

Lo

N REPLY REFER TO

CONFIDENTYAL FABLE VI
Contract Agents - Functional Utilization, 1966
Functional
v Utilization of Net MH in %
On-Street
Paid + Over- = Ioss a/ Net Super-b/ Inves, c/
Month MH time Time MH Admin  wvision  Ops Misc, Tobtal %
Jan 128,630 10,320 13,030 125,920 3.49 16,20 77.60 2.71 100
Feb 118,900 10,200 13,410 115,690 2.43 16,30 78,30 2.97 100
Max 1kk,900 10,890 17,100 138,690 2.h0 14,80 79.80  3.40 100
Apr 134,200 10,410 17,210 127,400 2.25 16,00 79.10 2.65 100
May 134,400 16,570 12,770 138,200 2.66 15,00 80,00 2.3k 100
Jun 142,350 16,670 21,090 137,930 5.23 16,30 76.10 2.37 100
Jul 133,800 10,020 23,210 120,610 2.45 18.90 76,20 2.45 100
Aug 152,060 12,166 26,6L0 137,586 2,98 17.h0 76,90 3.72 100
Sep 138,780 10,840 16,370 133,250 2.88 16.80 77.80 2.52 100
Oct 140,950 12,380 18,300 135,030 2.85 16,60 78,00 2.55 100
Nov 134,350 11,100 14,600 130,850 2.56 16,39 78,33 2.72 100
Dec 142,536 10,343 24,922 127,957 2.37 16.17 78.82 2.6k 100
TOP. 1,645,856 141,909 218,652 1,569,113

w/ Illness, annual leave, attendance atbt agenttraining classes, ete,
b/ Dxrect supexvmsmon of 1nvest1gat1ve (onwotr et) operations.
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NAVAL INVESTIGATIVE SERVICE
FAIRMONT BUILDING

4420 NORTH FAIRFAX DRIVE
ARLINGTON, VIRGINIA 22203

CONFIDENTIAL

NIS Investigative Production - Control and Lead Cases = 1966
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Cotepory Control Capes Lead Cases Total

Background ., 36,846 99,919 136,765

Other Personnel Security 9,6#1 11,511 21,152

(ENAC's, ete,)

Ioternal Security 1,736 1,146 2,882

Security Compromises 277 | 196 473

ériminal Property L3 195 638 |
Criminal Personnel 8,005 2,790 - 10,795

Spec., Activities 1,598 19 1,617

Totals 58,546 115,776 17k, 322
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NAVAL INVESTIGATIVE SERVICE
FAIRMONT BUILDING

4420 NORTH FAIRFAX DRIVE
ARLINGTON, VIRGINIA 22203

TABLE VIIT

CONFIDENTIAL

NS "nvestigative Production - 1966 Control Cases - Programming Catepories

SOAILDLY [euogéN a1 J0 SBUIPOH PAUISSBIOB(] f PALISSBIOUN Y} WO} paonpoidey

Category v Wo, Control Cases % of Total
Personnel Security ’ 46,698 79.5
ALl Criminal 2,013 bk
Counterintelligence 8,448 3.4
Special Activities 1,598 2.7
TOTAL 58,757 ' 100%
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NAVAL INVESTIGATIVE SERVICE

FAIRMONT BUILDING c@ﬁ;ﬁégﬁg ' 1

4420 NORTH FAIRFAX DRIVE :
ARLINGTON, VIRGINIA 22203 IN REEZY REFER TO

TABLE IX
CONFIDENTTAL

NIS Component Involvement per Case Category
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Category . No. Components involved |
Background ' 3.78%

Other PSI's 2,19% |
Internal Security 1.66

Security Compromises R 1.67 i
All Criminal : 1.35 gf

*Ineludes NISHQ, since Headquarters work is involved in details of all
personnel security cases.
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