NRO APPROVED FOR RELEASE
DECLASSIFIED BY: C/IART
DECLASSIFIED ON: 1 OCTOBER 2012

J
{

12 March 1953

MEMORANDUM FOR RECORD

The attached Summary Review of the National Reconnais-
sance Office, dated 25 February 1963, was prepared by the first
Director of the National Reeonnaissance Cifice, Dr. Joseph V.
Charyk, at the time of his departure from this position. The
review summarizes the history of the NRO from its earliest

~ inception up to the time of Dr. Charyk's departure, including
accomplishments as well as problems. , _

Siqued

John L. Martin, Jr.
- Colonel, USAF
Director, NRO Staff
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February 25, 1963

A SUMMMARY REVIEW OF THE
NATIONAL RECONMAISSANCE OFFICE

1. INTRODUCTION

This documeﬁt is intended to smrize the development
6£ the Nat:ionai Reconnaisgan‘ee 0ffice and to review some bf
e the consi’derat:ibns felativé to its éstaplishﬁenﬁ , ité érganiza-
| : tional érrangément accomplishmentﬁ&, ‘present status and to
indicate probletn areas x:hat have been encountered. Pértinent '
recomendations for resolutiou of such prob].em areas are also

1

: mcluded,

2. ORGANIZATION

a, Background.
The essential background of the present National Recon-

‘naissance Office began in Juna 1960 with a Presidantial request:

; for a. special review of the satellite reconnaissance» program,
. | After numerous meetings and discussions, this effort culminated
o f" . : ) . ) N B . ) . . .
j‘/ /7 with & special meeting of the National Security Council on

4

,f' ,,-"' 25 August 1960. As a result of this review, the Department of

Defense was directed' to re-orient the overt satéllite 'recdnnaissance

)
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project knowm as SAKDS and to estahlish epecial manageznent
‘structure and procedures :Eor this project.

As a result, the SAMCS project t-#gs removed. ccmplétely -
from normal channels. The responsibility foi: conducting the
development and opéra;ion was ,'éssigﬁecf to a General Cificer .
in‘\cl':-e field, who, in turn, was aséigtied éirectly' téjthe} Secre=
tary of the Air Force and rgpo‘rted:to the Secretary with no
mtemediaﬁe supexvision oy review. A small .épecial sfaff ‘ |
(seven of’ff:l.cers)ﬁ was established within the Ofﬁg:é of the Secre-
.tary to accompliSh all Washington staff work required by the
'Sectetary and thé Préject Director.‘ In ptﬁccice, from the out- .

set, the Secretary 8 responsibilities for the sms rroject: were

: delegated to the Under Secretary, who report:ed directly to the

Secretary of Defense concerning the SAMOS Project. |
"l'ha revised procedures included the stipulation that the .
SAMOS Project would be responsive only to 'requifme:ita .stated }Sy '

the United States Intelligence Board. The ravised‘ procedure

~ also excluded any overt a’ssociatién of the SAMOS Projec't. with

any military operational command, and placed all- aspects of the

proj ect management end operacion wi.thin a research and develop-

nent environment.
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é Inmediately aftef establiahﬁenﬁ_of the new SAMOS
menagement structure in early Sepcembér 1960,‘the Under
Secretary of the Air Force placed’management of the CCRONA
and ARGON proﬁects within the spec131 SAMDS management struc=
‘ture, insofar as Air Fbrée aétions aﬁd authority were concefned._
In addition, he established direct liaison with the responsible

- CIA official, at that. tﬁme the Deputy Director (Plans), result-

ing in a greatly improved arrangement for these covert pro;ects.

b.' Establishment of the NRO

In the spring of 1961, initial considefation'was given
to gu'cher revisions to the special managemant scructure.' The
existing'structure was effective»anly for the specific SAMOS ,
CORONA and ARGON projects, it had no relation to other pro;ecta;
existing or proposed. Furthermore, ‘the arrangement did npc :

 prov1de for the degree of ﬁanagemeﬁt-effectivenesa’ﬁarrahted

by the national importance‘of satellite réconnaissance.~ The
result of discussiona extendtng over the suxmer of 1960 was
the formalizing of the previoua arrangement into a nacianal
office, with 1:3 charter expanded to include not only all aatellite
mapping, geodesy and intelligence gathering projects, but all

aircraft and drane overflight projects as well.
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' The resulting National Reconnaissance Office was

 formally established by the CIA-DOD Agreement of 6 September

1961. In this Agreement, the Under Secretarj of the Alr Force
and :hé Deputy Director (Plans) of the CIA were designated &s
Co~Directors of the NRO. Thei‘r. initial steps towsrd formal
of,f:lée organizaﬁion were interfupted almost | irmediately by
rejection of the Co—Director ‘provisions of the Agreement by

the NsC 5412 Group, on the basis tﬁat the recomaiésance pro-
gram was too important nationally to be conducted under divided
management, ccm.plete responsibility for management of the entire

program shonld be assigned unequivocally to a single person.’

" Discussions of such revision of the CIA-DOD Agreement were

carried out over the next seveii months, intermittently intér-
rupted for various reasons.. During this period, essentially

no progress was possible toward the formal organizing of the

" NRO; the 'ptevious arrangement was continued under the new neme,

with the Deputy Director (Resesrch) 'replacing the vﬁeput-:y ;Diréctbr
(Plans) due to intemal CIA organlzational changes.' A new' CIA~
LoD Agreement was signed on 2 May’ 1962 establishing a single

| Director of tha NRO 3¢ responsible directly to the Director of
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~ Central Intelligence and the Seci'etary of Defense for manage-

ment of the entire National Reconnaissance Program. Comcur-
rent associated documents provided for the e‘atablishment of

the Rational Reconnaissance Office as an operating agencey, -

and designated the Under Secretaty of the Alrx Force as the

\

Director. »
. Organization of the WO

" In May 1962, after the documentation conce.rning the
new Agreanant: had been issued, tha Director of the NRO convened
a special two-day cogference to discuss the organj.zation and
procedure# 4 tobe esta!ilished under ,#he new charﬁe‘r}., .This, con-
ference was ati:ended by the Députfy Directe;r (Reéeatch) . CIA |
and several key manbers of his staff along with several mem=
bers of the apecial staff of the. Under Secrel:ary of the Air

_ Force. During this conference, general agreement wa.s reached
 on the basic organization and method of operation to be |

 followed.

Subsequently, on the basis of this conference, the basi.cv

organization of the present NRO was eatablished by memorandum of .-
23 J’uly 1962 from the Director, NRO to the Prog:cam Directors and
the Direc:or, NRO Sl:aff. This. memorandum established internal - |

| ,NRO structure and responsibmcies, consistent with the basic

az.ixf b WJ BI'EI:%}.{’
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' NRO charter. The Director also arranged for additional parti-

 cipation within the NRO by the CIA, NPIC, NSA, the Mavy and
T thé Army throﬁgh provision of qualified personnel from these
Agencies and Services to serve full time tours. on an intét-
’ | agexicy‘ exchange basis, The MRO organiiation is ‘ciztlined in
| | the a:ﬁacl’anenc hereto. - -

d. Modus Operandi

The basic approach followed by the Direct:or in organio .
- .zing and managmg the present NRO has been based upon the
:Eollowing rationale. ' '
(1) The clear intent behind t:he presant: KRO is

for the Director acmally to manage the entire Naticnal
: Reconnaisséﬁce Program, noi:- simply td arrange for coord;t-
‘nation of the several projects.‘ i -
| (2) To acconplish this task, he heas authoritative
responsibility for all aspects of the. Prog:am, subject only
- to t':hewbasic pﬁovisions of the 2 Mﬁy 1952 CIA-DOD Agreenient
and associated charcer documents, and to guidance he receives

fram the D:l.rector of Central Intelligeuce and the uecret:ary

of Defense (in addition, of caurse, to all applicable pro-
visions of public law.) |
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In accordance with this rationale, the Director has

issued directives and instructiors through cbrrespondence,

. on numercus aspects of the NRO and its pfdgram. In mattexs

which are gomewhat involved, or inclined to be controversial ’
he has e].ected to employ several speciﬁc written agreemcnts
as a basic management procedure.

In regard to the various projeéts ‘under NRO management,

- his actions have been based upon the view that all é_uch Abrojv-' -
‘ects are NRO projects, not CIA or DOD projécts,'that' the NRO
_should literally fnsé the fofmerly distinct and separate |

efforts of separate Agenciesrand Sérvices intfo a single ‘national

program under close and effective managemwt of the Di.rector. :

" Since the NBO is a classified organizat:ion with a sensi-

_t:ive missicn, all written directiw_as to fleld e~1ements of the
‘I‘Jepartmént of Def_eﬁs,é have been. issued .througﬁ ai)ptopri&té
esx:ébiishéd Department Qf Defense chamnels. | For vexa‘mple, during
the Cuban ci'isis, NBO instructioﬁs' to miliﬁary units in thé |
field were sent either through the Defense Inteuigence Agency

'or the Joint: Reconnaissance Center.
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3. ACHIEVEMENTS

‘a. Manacement
Before noting achievements of the NRO in the develop~-
ment énd operation of _specific_ i)roj ects, some acco%npli‘Sb‘ments
of the O‘ffi_ce sho@z];_d ‘be éonsidered frcom an over-all manégemeﬁt'
viewpeint, - | A |
| ’ (1) The management of similar and related sateil:_t'.te’ '
proj#ct:s has been consolidated within a single streamlined, |
responsive structure. In this process, formerly ow}erlaéping
and conflicting responsibilities of the several Agencn.es and
_ Services involved have been replaced with clear, non-conflict:ing
assigxment: of responsibiliti.es. - '
(2) The NRO has provided a sinale, responsible focal
point fo: the national mansgement oi_ all overflight of denied_
areas, and for effective' coordination betiveeh’ all sateliite,‘ n
aircraft and drone matters in this regard. | |
(3) The NRO has employed management atmcture and
_procedures uniquely tailored- to the ‘magnitude, importance and
special conditions affecting the national t:ask Management
’responsibnity has been defiued clearly and centered in the

'small.est possible_ units compose;l of selected personnel of_
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 highest qualificatfons. However, full use has been made of

T

the existing materiel andA personnel resources of the several
| Agencies and Services involved in providing. the bulk of the
suppoft to the over-all program. By use of streamlined pro-

cednr’és, elimination of 811 intermediate i:ev:tews between the

field Progrem Directors end the Director of the NRO, substitu-
tion of personal attentio&n of a fcw selected individuals for
.all normally repetitive managemont documents and repa_rts , and
-establishment of cpecial' com;gicotions_ arrangemenﬁs, it has
' been po‘ésible" to manage ef.‘:‘éci:ivcly a total national program
svoving eseacess [
in FY '63 with an NRO technical staff of approximately fifteen.

" The management system thus developed has made it possible to

carry out this gigantic task under the conaitions :meoscd by
P 'special. security requirements. o o

' | | %) 'J.'he NRO ha.s provided the ‘initiative end conccptt.al
~ basis for the establishment of Depart:ment of Defense. po!ﬁy and .‘

security directives designed to provide the’ maximm possible

protection to the Nat:lonal Reconnaissance Program. By eliminating

all mission associatcd projec!: names, and by eliminat;ing such

items as confirmation of the total paylo'ad or mission of any

RT .
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specific 1aunch,’ or the tﬁtal pay'loads AdevAoted' to any. specific
mj.ésioh, it has been fossib].e to establish a puﬁlic- information
posture from which almost all provccat:i‘}e. ccument. on satél_lite |
reconn#issance has Kdisappeé.fed,.' while at the same time it has
not beén necesSary‘ to withbold aﬁy data essential' io any of i:he
~,unclassified projects and experiments within the over-all space
program. In addition, this policy has eliminated the sericus
political eubarrassment which the U. S, would face under the
_previous «éolicy if the Sovi.et:_blbc ghould accidentally recover
a ‘satel‘litel reconnaissance film capsule. Under the formér
policy, the U. S. in scaging,:he mission of each 1mcnm
Kadﬁance.- end in some deﬁail,- represented the launch es other
than reconnaissance mission; unde;' the present policy, while

the U.S. .continues to admit .to the existence of satellitvei
effort directéd toward -the‘i:ec‘onnai..ssanc'e vfi.elld, there is },

. never any migre;.:r_esentation‘_by- sﬁa':enieﬁt;. or 1mpli¢ation: or
process of elimination, since no missions are stated for any
(5) Procedures have been establisbed which permit all

Agencies aad-Services con;emed with the :esults of the Natiomal

|

\
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Recornaissance Program to make adéquate preparatibn for -exploi-
tation of ﬁhese results while maintaining the neceésary' security,
Techm‘.cal data essential to the éxpléitatioﬁ ccmuriity has been
raleased from the operational secur:i.ty structure i-ato the ex-
| ploitation structure by means of specific planni*xg documents |
and confetences'. In addtiion, feocal points have been established- '
~within eacﬁ Service and Agency, with responsi‘biliﬁy‘ for exploi~
‘ tation preparation , and wiﬁh all security’ cleafanéeé and informa=
ti.on required for this t:ask. 4 |
o (6) Direct NRO liaison has been established wzth the
Department of State and with the Arms VControl and Disamament
Agency., This arraxigen;ent has insured that the U. S. A‘policjy m
. | ‘ﬁnir.éd Natioﬁs matters is det:emﬁxéd with full -co:;sideration of
the possible impact on the Nat:.onal Reconnaisaance Program,
while, at the same time, all pot:ential cont:ributions of this
effort to constructive national policy ere fully cons:ldered.
| ) Previ.ousl.y uncoordinated and duplicatory effort
has been consolidated in several important aress: '
| (a) The separate CIA and Air Force covert photo«-
graphic proceasing laboratories at the Eastman Kodah Cmnpany
in Rochester, N. Y., have been consolidat:cd and ccordinated .

po -
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with the Alr Force Satellite Photographic Processing Labora~

tory (SPPL) at Westover Afr Force Base, _}znssachusétzs. “The

cbsolete CIA covert laboratory 1is being phased o-ft, the
4‘ newer Air Force covert laboratory is being, expanded, and
the contract res;:ozasibility for this laLoratory has been
| ~assigned to the CIA, Procedures have teen eatablished where-
. by the workload between the Eastman Laboratory end the SPPL :
will be assigned so as to permil: maximm use of the I:astmau
‘facility for original : processing, with the SPPL accemnlishing' , "
most of the required production while providmw an alterna:e
; o or back-up original processing capability. |
| (b) 'NRO responsibilitles for the oesearch and devel-
. ' B opment: of procesaing and printiug techn:.c;ues and equipment
| have been consolidated and placed under singla point: manage=
ment:. In addition to a program of specific items, a level of
effort contract has been .establi“s.he.d with the Eastman I{oda!c
Company to insure that maximum advant:age is fakcn of t:he |
unique experience provided by t:his covert laboratory for
' }advanc:lng the state of the processing and printing art.
| (c) a 'single, c‘onsoiidated, jointly-amff-e& 1RO
satellite operations cenl:er has been established in t:h.. baeeu o

meat of the Pentagon. This center will replace the several ’

- Heaie via BYERL . ERE
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satﬁallit‘:e operations féfmerly conducte& separately and
provide for effective centralized controcl of all such
'operati,ons under f:he close supeﬁiéicn of the Director.

(8)  During the Cuban crisis, the RO esteblished
additional phot:ographic processing éapabllity on an emergency
basis and, in coordination with g:he Defense Intelligence Agency,
méintéined continuau's‘ supérvi‘sion of the film prcceési‘ng and
délivery to the N.ﬁtionall Pﬁotogt‘aphic Interpretation Center,

b, Projects | _
In regard to the development; and operatiaa of reconnzis~ ‘
~ sance projects, NRO acccmplishnents include the following |
| (1) Development and cperation of the highly success- .
ful CORONA-M system,
(2) Development ‘of the GAMBIT project to t:he present
| high confidence expectation that: this project will obt:ain
satellite photography of technical im:elligence qualitcy
t\iunng the coming summer . | . .'
E) Development: of the Thrust Auguented THCR, with
opt:ion for use with or wit:hout st:rap-ou 8olid rockets, pro-
viding signif:l.cant extension of the capability of THOR boosted
projects and greater flexibility for the Naticnal Reconnais-

sance Program. o
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(4). Exploitation of the basic SA.I-?GS E-5 camera
development into the simpler and lesa expeasive THIR boosted
LANYARD project, as en mterim earlier appv'oach towa Td
’phctography of technical intelliﬁcnce quality.

(5) Initiation of dnve!.op'ﬂcnt of the 80'1 uIA-J
version of the basic CCRONA-M project, successful ;onclusion
of which will provide two photographic ﬁissicns from cne ‘
launch of a single camera system. ‘After the first: mission

"~ has been recovered, the satellite will remain inactive for
up to threce weeks, aft:er which i.t will be ,re-activated .
another photographic mission ag:céﬁzplished, and the film
recovered in & second. recovery capsule. |

(6) Development of an interchangeable payload con=
cept for THOR boosted prajects, giv:!.na mch greater potengial
flexibility to the over-all program. . | |

(7) Development: and successful operation of a grall
Stellar/Index camera of high geometric »-fidci:;i;y which, in
'add_:l.tioﬁ to serving as an indexing aid fqr'exploitatidn‘ of .
reconnaissance phetograéhy, offers the potential of making
eaéh recormaisaance mission couﬁur;ez:tly useful as a wapping

and charting mission, with 8ubstant:1a1 potent:ial savings

Yiandia via B‘!E"LQ&
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over the separate development and opefaﬁing of systems
designed exclusively for such purposes.
(8) Development angi hibhly successx.ul operation of
. Project. 417, a secret meteorological aatellite in a sun-
' synchronous orbit positioned so as to provide éaily weather
caverage of the Soviet l}nion. This proj ect has and will
- continue to 'be extremely valuable i.n progrmmning and opera-
ting all photographic reconnaissance. | |
N (9) Complete re-ori.entation of the SAMOS ATLAS

boosted SIGINT effort ;Lnto a THOR boosted projeqt of

© (10) Incorporation of the previcus piggy-back POPPY
| project into the THOR boosted. program with multiple payloéd
units in each launcﬁ ‘providing increased rgliabilit& and
~ location accuracy.. | |
(11) Davelopment - and operation of ‘a wide £amily of

e T ——

- and without the National Reconnaissance Program.

(12) Development of a coordinated national SIGINT

'saceluce pzogram. |
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| (13) Initiation of sﬁch V}ulnerability measures. as
appear feasibles, to provide reaéonable protectica of recon-
naissance aatellites agaianst vscme possible Sév;et countexrs
measures.: |
(1) De#élopment of advanced components Awh-iéh are
available if required for fﬁt’ure use, such as the eight 36" .
- focal lengt;h caineras developed under ?rdject: 722, now dis-~
ébntinued in view of vimprovemmt.é in thé CORCNA-M -'e"y'st
and the expense involved in ccmpleting the develolment as
.'orig:!.nally planned.’ ' 4 |
| (15) Initiation of advanced state-of~the-art work
in areas vital to future program developments. ‘
(16) Development of the FIRE FLY drone capahility '
" ”for-photographic) mployment against: Cuba, 1f
circumstanées should warrant. . ' ' '
17y Dwelopment of the A-12. aircraft to the fl..ght
| test phase, through mtmagemmt and supervisipn 'by the CLA. .
and euyport by the Air Force, |
(18) COnt!.nued employment of U—Z a:lrcmft: in nuccess-' |
ful averflight of denied areas, through Air Force Oy&ration

over ana and CIA ‘operation with Air Force support elsewhere.

N - N - ‘,.— .'a\'
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(;9) Ieitiation‘of deﬁelopment of theiAQ712 drone.
to provide increased future flexibility and opticﬁs,in
covert reconnaissance by airerafe. |

.. (20) 1Initilated actions to provide increaseé protec~

tion to U-2 aircraft for optional future use ageinst:erees"
defended by surface-to-alr missiles.

(21) Initiaﬁed organization of &ROvPedgram D for the
development of thelRolz oﬁ a basis campétibie with the -
security required for the related Arlz project,

(22) Agena-D improvements for both NRO and other space

appliceticns

4. PROBLEMS » |
‘ A review ef'ﬁhe experience to date indicates that there.are -
several outstanding probleme which require resolution. It is
believed essential to. insure that they are resolved in the
establishment of the new cha:ter ‘for the organization which is
now in pteparetian. The critiee;.prpblem areas cen be summarized
a. There appears to hava been.misunderstanding or. misinter-
pretation in some quarters as to the fundamental neture of the

NRO, Specifically, the qpestion is whether the office 1s an

’
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operating agency with direct management rézpdnsibility for a

- single naticnal program or whether ié’s function is as a
coordinating office responsible for lialson and coordination
between-related.projects which are the ménagém@nt réspcnsibility
of various agencies"and départmenté. | '

1 have operated on the basis that the £ ;ormér arrangement |
is the correct one. In order for this function to be properly
exercised it 1s essential that the DNRO have available to him
all of the management topls necessary»for the acccmplishmant 4 |

'~of-the résp;nsibfiity; A'criéical missiﬁg}eleéent-has been
the @irect control over fundé for~the entire-program. ‘Without
.control over the alloc;tian and redistribution of funds &s _'A
dictated by program and requirement considerations, it is my

| judgment that the responsibility cannot be effectively dlscharged;

It appears clear that tha office has always been envisaged :

as an operating agency. it isvclearly :eflec;ed in the various .

. DOD charter docﬁments‘suppoffing the basic CIA-DOD Agreement of
2 May 1962. It vas outlined in detail by the INRO in the RO

vqrganizational_cﬁnfere#ce in late May i962'and includéd ia thg.‘
organization policy statement of 23 July 1962_1ssted to the NRC
progfém directors and the Director of the NRO Staff, The’pcsiticn
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may be stated as follows:
w:_lthih the iin;its of applicable pubiic lsw, within
t:hé. provisions of the }CIA-BOD Agreémeut- of 2 May 1962, and
subject,to" the guidance he receives from t:hé Director of
Central ‘Inteliigénce and the Secz;etary of Defense, 'the
Director of the NRO is reSponsiBle for the actual maﬁégement
of all projects of the Natidnal :Reépnnéiséaaég Progrem and
has i:he authority to carry out this task without thg necés-‘
sity of reaching agreement on each and every #spec.t of the
v ﬁanag,ement-}actions involved. In‘ the CIA, ,. under tﬁe. terms
~ of the 2 May Agreement, £he reséonsibility of 'the' Deputy
_ Director (Reaiée;réh) in seeing that the _te.r-mé of thé Agreement
are carried out within the CIA obviously includes the respon- |
sibility to see that the instructions ‘and directions of the |
‘ Diréctor of t'hé NRO aré cérried cut. Withiﬁ -the DD, thé
authority of the Director is contained in DoD Directive -
1S 5105.23, dated 14 June 1962. - - ‘
The agreement reached in the organizats c'nal conference
in late May 1962 and confirmed in the 23 July 1962 memorandum,
clearly apells out that the DNRO has direct management tesponsi-

b,ilit:y‘ for all elements }of. the progr_am. The specif...c program




e I a i
S IR

T &

NRO APPROVED FOR RELEASE

i DECLASSIFIED BY: C/IART

éDECLASSIFIED ON: 1 OCTOBER 2012

% _responsibilities are divided between several progremrdirectoré.
| ) In,tne abgence of ‘the bwno; each of these directors is respon-
| siole for decisions in his program area. In every seuse, .
therefore,_the progrem'ditectors are deputy ditectoro of the.
NRO for their own program areas. |

Despite the basic CIA-DOD Aoreement, the agreement at
the organizational conference and the basic organizational
documents, this arrangement has never been accepted by the
Deputy Director (Research), CIA. Rather than seeking a resolu-
‘tion of his concern through proper channels and arriving.at a.
new agreement with accompanying revised organizational documents,
‘the-epparent proceduré has been cne of resisting the'functioning |

'of - the organization along the lines established in the basic

gt o Agreement and in the organizational documents. This is a funda-
mental poxnt which requires clarification. | o
Effective implementation of decisions affecting Agency
actEVities has been difficult, 1f not impossible, if the Deputy
Director (Research) was not completely sympathetic to the action
. proposed, The direct management responeibility of the DNRO over ."'

CIA- activities needs to be reoexamined.

It s aignificant to note that although the DOD. elements

of the~NRO have undergone rather drastic changes, no substantial |

Hasdiy via B?E:’;?.f;."
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change from pre-NRO procedures has been affected in the CIA ‘
except possibly in ‘the writing of security policy and the
extension of a few communicétions 1links. Coﬁpletely'harmoni~
ous and effective inter-actions between the NSA, DIA, Army,
Navy and Air Force.éxist. Efforts'tb méld thé CIA activities
into a unified program have been resisted vigoroualy. The |
apparent concept has been one of considering the DNQO as a
coordinating official but not as one. having direct operational -
| authority over CIA programs
b. USIB-NRO relations. USIB has been quite slow in revising
the intelligence requiﬁemehts'againSt which the RRO @usé_makeﬂ
long lead time decisions. In addition, USIB has'atteﬁpﬁedvon
océqsion to vary}the saﬁellite 1éunching schedule on the short
rénge basis.with which it deals Qith aifcraftAschedules; Work
_is now under way on. revised statements of longer range require~
ments and recent NRO efforts to bring USIB to a closer understand-'
ing of aatellite scheduling are producing bettex understanding.
c. MNRO sécufi;y-poliqy.ang_;gfbrm; Much work remains to |
make the ove;Ja;l NRO'éecurity policy}effeétive. fhe clearance
billet structure is badly in need of.revisiﬁn. In addition,

security reform is needed to reduce the number of individual
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code word clearances which are necessary under the current

-policy. Work is under way to accomélish these objectives.

5. RECOMYENDATIONS

It should be noted‘thét although the problems currently

 facing the NRC originated some time ago, they have nec prevented

;ubstantial accomplishmant. However, it should be noted also
that these ﬁrobleﬁs‘have'béccme acute only‘recently, with the .
1m§hsae reached in late December 1962 and. early Jenuar 1963,
That these difficulties must be resolved prcmptly in o*der to
preveat serious degradation is evident. |

Experience to dace wvuld suggest that two steps are required.;,d

.The basic CIArDOD Agreement and related NRO charter documents ’

should bevrevised to clarify the desired.nature of the NRO and
the responsibility and authority of the Director of the hno.
In addition, peasures should be takan to establicgh end support

the internal organizationnl discipline essential toAthe repair

~ of the present difficuities and‘the'continuanée-of'a high_degree_
 of effectiveness. Eachlof'these‘stéps should include certaiﬁ

specific provisions which are outlined separately below.
' a. In regard to the revision, it should be noted that =

theepresent Agreement, while ind@ca:tve pf,appe:ent‘haxmony in
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| May 1962, haé proven inadequate as a:charter in little
more than half afyeé?._ The numerous drafts of prsgcseé
agreemeﬁts which preceded the 2 ﬁﬁy 1962 igreement, the
many'discﬁssions required to rgacﬁ this Agreement, the
repea;éd refinement of phraseélégy,which'wés neéesaary,
and the‘extehdéd time period required for completion of . -
this proce#s would. suggest the preéencé of seﬁantic‘masks'

in the final document; subseguent experience has verified

- the presence of two types. The first is phraseology suffi- .

cieﬁtly fléxibie‘fo covér'diffetent'poihts:of'view,'repre-
senting agreemant not reached in. actuality and requiring

only a matter of time to produce problams The additional
| use of vague and generalized language to describe the rasponr
sibilities.and.infgr the author;ty‘ofathe Director also give )
the atétqs of apparen; agxeement £o matters‘shown by'subse?
qﬁeﬁt experience to be &nSe:tled. it wculd.éeem, the§efore;
that in the process of revisian of tbe Ag~eemcﬁt, clarxty N
should be preferred to diplamacy, and the major questions
»which have arigen in the course of operation under the present. '
Agreement should be dealt with clearly and unequivncally in
enough detail to insure understanding by a11 cencerned In
vparticular, the fbllawing pointa ahould be inclnded-* ' |
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(1) The revised Agreement should rezffirm and
clarify that the IR0 is intended to be an operating

égency, wiﬁh actual mone gemant respc&sibility for all

‘projects of the \Iational Recc'maissance. Program, rather

than a mechanism of coordination between agencies‘
separately responsible for parts of this JProgrnam. |

The National Reconnalssance Planning Group
(¥RPG) , cdnsisti.ng of the Seé'retary'of' Defense and the _ .
Director of Central Intelligence, is respénsﬂz;le fbr

providing policy and program guidance and for masking

 final determinations in comnection thercwith whick do -

not require the exercise of higher authority. The

Director of Central Intelligence hag agreed that the

. Secretary of Defense ghall act as Executor of the NRPG,

- ‘refspbnsible for implementing plans and policies developed

Y ETARPY W $1 S AT
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by the NRPG.

The Director of Central Inaelliwence end the
Secretary of Defense have agreed to delegate rcsponsibility
for the:f._r respect:_ive A,_,enc:.es - participation in t:he_ yro_; ects |
of the National -Recomiésance Program. The Sec;'ef:ary' of

Defense has delegated the necessary. ﬁepartmen: of Defense -

3 éuthorfity to the Director of the IRO. The Director of

q&ntral Intelligence has agreed to. and made necessary

b\--,_’
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arraﬁgemenﬁs for the Direétor of the NRO to exsxrcize
necess&fy autho:ity within the CI;; The Dirvector of
Central Intelligence, in accepting tﬁe (revised) CIa-
DOD Agreément'estabiishing‘the NRO, has agreedlto require
CIA §omplia;ce"with the inétrucgiqns.éf the Directo: of
the NRO issued in the course of diséhérging his responsi~.
'bilitieé'ogclined in the terms of tﬁe'Agreément, an& has
deéignaced in the Agreémenc.a senior CIA official charged
with the'éxplicit regponsibility to see that the terms
‘ and conditions of'the‘Agreeﬁent are carried 6uﬁ within
§ o the CIA, 1ncluding such instruccions as may be issued by
- ' the D D:lrect:or of the NRO. The Director of the RO will
; . keep the Director of Central Intelligcnce informed of all~
| such action, and the Director of Central Intelligenca will
insure that he is satisfied.with the actions taken by the
Director of the NRO insofar as the basic responsibilities
of the Director of Central Entelligence are concerned and
‘will pravide all appropriate guidance directly to- the |
Director of the NRO, 2

The NRO is to accompl ish its managgment task

throughhmaXimum utilization of applicable existing resources
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and persomnel of the CIA and the bapartmant of Defense,

Such resources and persennel will be placed under direct-

ives of their respective agencles which make them directly

responsive to the Di:ector'of the IR0 or his designated

subqrdinate ;fficials Within the‘NRO. The Director of

the NRO will manage ail.projects of the National Reconf‘

naissance ?rogram.by meané.pf streamlined ﬁanagemeﬁt |

| atructure and procedures. o |
(2) The revised Agveement should state the essantial

responsibilities and authority of the Director of the NRO
as follows: Within the lﬁnits of applicqble public 1aw,
within the provialons of tha CIArDOD Agreement eatablishin"_
the NRO, and subject to continued 1natructions and guidance
received directly from the Director of Cent"al Tntelligence
and the Secretary of Defensa, the Director of the HRO is
regponsible for the actual,managemant of all prOJects assigned
to the NRO and has‘been delegated the authority necessaty to
carry out this task. His decisiona and dircctives are binding.
on all applicable CIA and DOD elemeuts unless and. until he
changes.them. In the event that either the Director of. |

Centralvlntélligencé or thevSecrataiy of Defense desire such

z:;!&:. vig Biﬁam&
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:Lﬁanges, they will inform the Diréctor,af theVHRO'who will
isgue the necessary instructions to CIA and/or DOD elements. |
While the Director of the NRO may elect to use gpecific
agreements as management'tools in céntrcveréial or 1ﬁvolve&-
problems, he is not constrained by in'plic&tmn or otherwisze |
to lﬁmit his management actions to matters chn wh*ch he has
 been able to reach and/or maintain _. agreement.

- The Director will budget for the entire National B
ReconnaissanCe Program #nd'willAéefeﬁd tﬁe progrem before all
reviews necessary to secure 1ts approval. Sﬁbjeét'to ﬁhe |
over-all limitations affectlng his guthority, deacrlbed above,
he is authorized té transfer funds from one. project of the
NRO program to another, as may be tequi_.red,tp conduct the
-ove‘r-all program wi.thih available funds and in é.ccordani:e ]
wich sound managemeut principles, and to take any other action

necessary to establish and main..ain a atrong and effect.::.ve _
centralized management of the over-all progxam.

(3) In the revision of the Agreement, ccnsiéeraticn could.
be given to the additian of a single Deputy Director of the NRO.
Under the present organization, the tnree Program Darectors
also serve as Deputies, with the Director of the NRO Staff -

« , o 'responsible to notify and ,as_sist: ;_thg appropriate ?regram
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‘Director in ﬁhe resoclution of any problem in his area
which -Qccﬁrs | during thé ebsence of the Director of tiue
NRO. Thus, for i:istance, the Director 6f Program B |
(presently the Deputy Director (Research), CIA) iz -
act;ually Deputy ﬁirec_tor foi: all NRO matters b{hich per-
tain to the CiA, with the Director, Progtem A (M/Gen. Greer)
a:_:é the' 'Diredtor, Program C, (R/Adm. Lcﬁi‘ance) -iaaving |
si:'nilar regpcﬁsibilitiea for all NRO work under t;heit
ju‘risdiction. This arrangement m worked quite success-.
fully excepc in the case of Program B. _
However, if a Deputy Director of the NRO is estab-?
lieh..d 1: is essential to spell out his duties in detail
- It would certainly be appropriate tha.t such a Deputy be f*cm.
the CIA. However, his duties in regard to. the NRO shcul.d_be
- assigned so -as to avoid inadvertént'; continuance of the CIA- |
DOD- dichotomy. In particuvlar, he should not have‘the tasks;.
explicit or 1mplied, of "3.ook1ng out aft:er tha interests of
the CIA” or of representing the Director of Central Iutel- |
ligence to the Director ef the BRO. The Director of Central
Intelligence should hold the Director. responsible for keep;ng
- him properly informed as ﬁ‘z.el,.'l_\ as for response to".hisf guidance.

Santle via' BVESIAN
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1t ‘wo_uid seem appropiiai:e' for the 'ncrﬁalv E“‘G
duties of the Deputy to be gentéred on the NRC-LSIB aateré
face and on t.he mIO#exﬁloitaticn comrunity i _ntﬁffe.‘c." In
additxon, in the absence of the Director of the %nﬂ, the
Deputy could, of course, act for hlm ¢n any matte

In view o.f the rasponsibilities assigned to the
Director and‘the obvious effect of & harmonious Director/ .
Deputy Directo:-relgcipnship-in,ﬁhe sﬁccessful ca:fying cutuv

- of these responsibilities, it is essential that personnei |

. }selection be made on such a basisl tﬁat t’liey will fimetion
as an effective workxng team.rather than as repreventativeu
of the DOD and the cIa, ¢ | |

‘b, Recognition must be given to the fact that revision_of
the CIA-DOD Agreement is & neceﬂsary but insufficient condi-
tion to fesolve the prablémé facing the RO, In eddition'td

clear charter, effeccive managemﬂn: of such a Joint office.

- requires the continned support of the Director of Central | \
Intelligence and the Secretary of Deferse in oréar tnat the
Director of the NRO may establish and maiatein essentzal |

 interné1 office discipline._ Since the Director is frem the

,nepartment of Defense, the main burden. for this support falls’-

upon the Director of Central Intellioence.
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In particular, each éf these officilals shouid deal
directly wmth the Director of the MO for zll RO ma Lters,
rather than thxouan intaruhdlabe NRO parvonnél of tneir
respective agencies. .This i3 fundamental to the maintenance
'of internal KRO organizaticnal disc¢pline.

The Director of Central Intelligence end the Secre-
tary of Defense also should take appropriate action from time

~ to time to support the thesis that the projects of the Nagional.
"Recdnnaissance Progrém.are neither CIA nor DOD projects, they
are NRO projects, part of a single natzonal p*ogr&m, elemgnts
of which are supported by the resources of the ClA and the
‘several Services of the DOD.
| c. Dufiﬁg the,cburse of revision of the present Agrecement,
it may be we11 to gtﬁe'careful»considgrétionfto.aﬁ additicnal
qpéstion raised by the CIA during Ehe past yéar. Thié queétioh
“concerns the intent of the Congress in the establiuhment of |
| CIA privilege, and has been raised during discuasicas as to
‘the desirability of the CIA’ holding all covert contracts of
'the NRO, as 1ntended by the present CIA~DOQ Agrecment.
The CIA presently holds ccvert contracts ior several

projects of the National Reconnaisgance Program. The Department

Her, zii‘*' via BYEM%’
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of Defense @lements ~‘o£ : thé MRO also ho'ld gseveral covert E
écntxjac;:s, the most'éig;’:ificant of v:i:i’ch are those for
cﬁe GAMBIT an-satellite p::ojects; At the NRO -
organizational conference, held in late May 1962, agree- -

ment was feachéd to transfer these covert contracts from
the DOD eléments of the KRO to the CIA. Mwn the agreement
was not carried out during t:he following smr, it was

N reaffirmed by discusaiou bemeen the Director of the NRO -

_ ‘and the Director of Cem:ral Iutelligence cn 1 Octcber 1962.
However, subsequent instructiona from the D ector of the
NRO to the CIA still were not carr:.ed ont. The Dcputy .
Director (Resem:ch) s CIA has repeatedly stated, before and
after the discussion between the Director of the NRO and the

' Direct’or of Central Intelligence, that such a couzge of action

o waa m'zdeairable since it might constituce dcubtful use of the |

basic CIA privilege by involving that privilege in actiona |

' which,-ifa:not-acmally :Lll_ega}., at least night exceed. the -
actual int:éni: of Co’ixgrgsq. in r_e.garcil to the préper use of .such
privilega. This aane oﬁj ecﬁion had bee.h~ s"tated repcatedly. Sy :

by the Deput:y Direc:or (Research) and other CIA persozmel during‘

‘the summer of 1962, '

) - a (AN o
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It is most desirable, of course, that the basic

intent of the Congress in establishing the privileges of -

the CIA be respected in all NRO mamwemcnt a..‘uwemcm.a.
Hmrevex-,- in view of thg fact that the CIA has wer-ell
security responéibility for all projects of the Natlcnal -. '
Reconhaissance :Prograﬁ, regardless of the Agency or Service -
having respoasibility for contract ;.é:*ainistrat:.on or techni-

cal managemmt and :I.n view of the fact that the est&blish-

_ment of the National Reconnaissance Office has bean reviewed

o
PEENN

and:apptbve_d at the highest national level, it is not apparent

that there is anything fundamentally wfong with using the CILA

‘to do contracting for NRO projects for wh:ich' t:eciinical’ man'ago-'-

ment responsibiut:y 1s a.;signed to HRO eleme,nt,s of the Depart-
went of Defense.’ o |
In fact, in the light of prevailing circumstaaces,
such service to the 'NRO would seem to be the only justlfication
for the C1A to ccntinue to -ho].d the present \CIA contracts for
satellite recomaissance prcjeets, insofar as the bas;c COn-.

gressional intent for the uae of CIA privilege is ccncemed.

This s:!.tuation is outuned briefly ‘below.

The CIA contracts for the CORONA gatellite recomnsie~ -

sance project originally were placed for an ;mc;’,uestiohaﬁly

PR T
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covert project, with unimneachabla cover for all ;ubliély
obscyvable actions, At that :ime, the Sﬁx&a and MIDAS
prcjééts were acknawledgéd,~funécd projects regu iri.
future_launchek of large numbers of ATLAS boégge AG:&A
vehicles, and the AGENA was a.mew, undeveloped vehicle
reqnired‘for ihese lﬁrge projects; conSequentiy its‘éevél-
opment and the perfection of associated techniqges abpar
tha cheaper IHOR booster was en entirely credible story for )
the DISCOVERER project, anﬁ.perfect cover fo: CORONA. The
ancillary recovery of varigus 1ightweight.rese§rch experi-
ments providedtéddiqiohal‘diversienaxy'matérial.' However,
with the passing of time, this cover has ccmpietgly disappea?éﬁ;
/ dver ﬁinety pércent of all‘EOD.space launéhes are now ?econ~ :
naissance missians;v Wiﬁhout‘ihe protection of the current
DOD policy céncerﬁing §pace launéhes; it‘i# difficult to
.conceive of reaching the current date withaat wideupread
public discussion of the - fact that the THOR bosssea AGENAs
in polar orbits are now and prcbaaly have always bean con-
ducting reconnalssance missions., There is simaly no other
rational concluuiou wbich an acutc observer could “each 1n_ 

- view of the cumulative total of TLDR launches in polar erbits,

Hantile *éia B’ﬁ%a%%%é’ -
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the obviously snccessful develowment of the AGINA veamcle
and physlcal recovery techniques, the use oi the nGLLA
vehicle on. .the ATLAS and in NASA projects, the cadulatlve
expense of the THOR lannghed AGENAs in polar orbit, and such
other factoré as the THOR launch rate of tﬁree per mohth‘
during the summer of 1962 and the re-srrangement of THOI
launch schedules to:?ergit.extrajlauhcﬁes féilcﬁiﬁg the
Cuban érisis in the fail of 1962.‘ Starting from a bona fide..-,
covert project, CORONA is toa«y, at best, not a covert but
simply a highly classifled projecu, identical im this rcrard
to other,satellite reconnalssance projects under contract for
"Sevefél years to DOb eiemgnts of thé.ﬁRG. The saﬁe is true
of t:he LAN&ARD project. _ |
Uhdet these circumstances, it wou*d gcem that cone-
tinued use of CIA contracting for these prcjects-would be
- highly quescionable insofar as thu basic COngressimw ;nteﬁt'
for the use of CIA.privilege is concemed, were it not for |
the fact that the CIA per;orms this action as a scvvice to _‘
the NRO. _ I
| The revised Agreement should include claar rGSQIutien

of this fundamental point in order that the seveial different -
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contrécting methods now in use within the NRO msy b_e‘ :
_consolidated within a wore ﬁniform and aecui'e procedure
unde: the CIA, while still permitting the assignment of
technica}. management reséonsibility to thé mosﬁ e:;f@erienced

and best qualified.elements of the NRO.
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