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Septeaber 30, 1965

VIMORAIDY FOR THE SECRIFATY OF DEFINSE
SURBJECT: Commonts on REC and IRk

This menorardim prosents & brisf report upon ny retizing
ag Siractor, Kationzl Necommsissance Offica. Tha £irst gection
liste a muder of everts, and chinges, thet have tsitan pliace
clce February 1963 that appear ts me to be significsnt, Seversl
=oxsonal judgnentc uare interpolated., Subsequent sections refes
o the prasoat statusz of tha IRC 2a¢ KRP., They concaitrate em
tuc provlems g I sac them, .

Lomte and shoneas sisce Februury 19835
$

t. Tharz has wesn & charp Jacrange in the pice cf gxtellits
FazsunaLscance 2etivily, This ir demmmstrated by Chuxt I vhich
iiats a1l satellite iaunchas, svccascful or not, for zacomnaige
&GCH puUrposes or ir smpporc of racom:isssmea, rince Pabruary

.ol
LVde .

< Theve h:c boed en even shorper incre:ss in the rase of
producticn of wsesble sitellite shotoxraphy., The quzlifyins
vors bars is “osecbic’ mouming Yof useable quazlity.” This
resedts £rox &n increase in catallite activity, st incrsase in
ths amount of fiie carried per Limich, some fmprovomont $n
oilidility, smaz increase In the lifotine of our wissions, and
- imgrovamant ix cur abllity to Sorecazt weatber and to avoid
sselece ghotograghy of clouds., Chort 2 presents some statigtics
% inticata the gener:l increzss in productivity during the
period. Tha modifier ‘useudle’ is to bo distinguished fram
“"uscful,"” the latter referriny tc dirsct contributions of intele
ligence. Item (4) below suggescs : specific rezson for belisving
Dt thare kas alsc boar an inercasa in thoe usefulnesc of soae of

our tography during this periocd.
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3. 7Thare has betn & weasurable improvemesnt in the
reliability of the CORORA system, and specifically, of the
AGEXA wehicle. For example, the success ratio: CORONA £ilm
bucksts succeasfully returned vs, £ilm buckets launched, was
9/13 for March 1963 through February 1964, and 23/28 for March
1964 through February 1565, lhu'e appears also to have bean
4 steady improvemant ia the quality of the CORONA pictures.
If this latter improvemant is rveal, it must be the cumulative
result of many small factors,

7

5. The A-12 (oxmu) airplane went through its flight test
Trogram and Lo approaching operational status. It has met tha
cpaed QMach 3.2) and altitude (50,000 feet) objectives originally
set for 1t, Its range performance bas so far besn damonstrated
it about 85% of that originally proposed. 1Its o!fmtng the
YF-12, has pablicly estsblished nine mld'a toeords spesd
and altitude.

6. The SB-71, also derivative of the A=-12, reached flight:
tast status on schedule, and.is parforming well. Both the S2-71
proesram and tha 417 woather satellite progrem have besn removed
irom under the mantle of spacial security,

ISINGLASS
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7. Managament systems were introduced into the Hational
Reconniissance Prograa that brimz the programming and budgeting
of that Program into the five-yezr force structure pattern
followad by other Dod programs.

7

%

Z

%7

11l. 7Therae hazs besn a great increase in effort directed
toward gtudy and aralysis, largely in ths domain of satellite
photographic reconniigsanca. Operational anslyses of cost and
aifectiveness, using re:listic modals of the target system and

ol the effacts of wecther, defined the 1

12, The NRC supported, throughout this period, a program
of uehn:lml stu-:nae snd du:lsn studies by optieal contractors.
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A review in detail of these studies as they evolved v‘:'.'.u,

¥y temure as DNRO began with the Gﬂperu-uecem agreeament
cf 13 March 1963, defining the structure, authorities, and
responsibilities of the KBO, Within 2 few weeks, the Director
of Cantral Intellizence had challenged the texms of this agree=
mt; by July of 1962 he had opanly repudiated portions of it.

t oo time after that was thare o satisfactory agreemsnt 2s to
th: authorities or responsibilities of the DMRO, or 28 to the
structure of the NR(; thwre were many disagresments on substance
2nG no satisfictory or agreed upon means to settle them, I
cannot racord, in a mawner that would appear cbjective, the
history of the many difficulties that developed cut of this
situgtion, and will not try. Ths record is an interesting ome,
nnd 1s £airly complste.

The “Agraesent for tha Reorgarization of the National
Raconuaissance Irogrsm,” signed on 11 August 1965 by Mr. Vance
and Ads. Raborm raplaces ths docusent of 13 March 1963. It
;oos less far in dafining the structure of the NBO than did the .
earlier agreamant. It is also less definitive about the suthoris -
ties of the DXL, cnd circumscribec those which it does define,
It is evidently intended to palliate some of the £rictionsg which
vare chiarged to the prior agreement., In the procass, it has
weiksned corsidarably the structure provided by that prior
agreemant, and hag, I belisve, introduced 2 mmbar of potential
fiurther sources of frietion.

Three upaci.fi.c veainseses of the prosent agroement strike
na. First, it ir quite ambiguous, in fact, about the authoritiss
of the Executive Committes. While the opening paragraphs charge
the Secretary of Defense with the “ultimato responsibilicy for
the manngemant ond operation of the FRD snd the MRP," the
the duties of the Executive Committes do not

7 102
7.
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consistently reflect this, 0f the six functions assigned to
the Executive Comxittss, only one, ('Recomend to the

of Dafense an appropriats lewel of effort for the MRP...")
refcrs to tha final authority of the Secretary
othar five functions ave definad by the unqualified

“spprove or modify,” "approve,” "approve," "assign,” and "review.”

Sacond, the document almost complately cmits referance to
respongibilities of the DHEO in comnection with recomuissance
oparaticns. These responsibilities will heve to be defined
somehow, sither de facto by extension of present practices, or
by £ist of the DHREC, of ths Rxscutive Committes, or of the
Secratary of Dafemse.

Third, the document imposes no obligatiom upon the CIA, or
upos auyons other thon the Secretary of Defenss for that matter,
to srovide any focus of responsibilities for sctions undertakmm
under tha WP,

In ganersl, the documsat his a trucial character, It
cearecely touches on the substamce of the MRP, but rather sets
up procedures for regotiating the kinds of disputs that have
marked the recent past, Its emphasis on the procedursl and on
the dichotony between CIA and DoD, its inordinats emphasis
spacirficelly on procadures for allocating responsibilitias for
raegazrch and developmant, and its failuxrs to provide any bLasis
for an opereting arganization leave the way fully open for
xtensive further negotistions ov 21l of the important substantive
oocblems now facing the NRD.

Indaed, the agroement cean casﬂy have the e¢ffect of putting
evan tha day to dey management of the MRP directly iato the
hazds of tha Secretary and Deputy Secretary of Defanse.

i
F

Fortunately, the gaps in the agresment, and many of its
weasimesses, cac be ramediad if the Secretary of Defense exercises
tiie authority and issuves & set of firm inplemanting instruetions,.
it is oy recommmndation that this be dona, Drafts of possible '
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The iob of the DIRD

During the poricd of wy temure, the job of the DNRC has
baea a fulletims endesvor. Indeed, I 4id not give to two parts
of the NRP, the GXCARYT davelopmant and the satsllite SIGINT
prosram, the full attantion they needed for good managament.

Time was consumad because much of it was spent negotiating or
defending, rathar chan managing, Whenever a CIA interest was
involved, even the wost straight forvard.sanagsment decisionsg
iseurred delays and roquired endless discussion. On such mattars,
no delegatior of the DRRO's guthority wss possible, and even

tihe requirad basic information was difficult to get and validace.
Unless a basis for mancgement by the DMRO is provided and acceptsd
toat is firmer cthan suggested by the words of the curremt agree=
mant, this situztion appears likely to continue, If it does,
2. ¥Flax will find it wery difficult to be an sffective DMRD and
~scomplish his othar duties ss well. In a less troubled
cymogphare, the URRC could operate, and have adequats tine to
davwcte to ihe importsat elements of his job, without expending
¢1l of his awvaliable tinma. ' ‘

¥ore than just tha time of the DMRO ig at issue here., It

1s ny convicticr that the NMRP needs vigzorous and imaginative
tackzical lewderchip, and that this must coms from tha DNRO and -
LiZs immediate sta€f. Some ressons for ithis conclusion will be -
cithi liter, If the kind of peopls who can provide technical - -
isadexzhip cre to be recruited and rotainegd, working conditions
sre requived within which thair lesdership is possibls. Defined
rathoritios, rezsonable procedures for review and approval, and | -
slaar evidence of suppert from higher authority ave all requirad -~ -
if these working conditions ars t be created. e

‘Zagquirements”

In the spring of 19€5, for the first time, the USIB provided
the HRD with a canprehensive statement of curremt photographic
collection requirsments, Thic document specified surveillsnce. -
targets, aveas for asarch, and the required frequency of coverage .
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for each. This bis been a valuable document, Not only has it
provided & basis for an orderly scheduling and programaing of
future launches, but it has provided a validated target model
agzinst which to amalyse operational plens and potential new
tess, With ics halp, we ware able to detexmine an L

Requirements in the other aress of the MRP are in & £sr less
satisfaccory stite. Evon in the photosraphic field, {t s mot
claxr to me that & good anklysis has bemn-made of all of the

vilue that cin be derived from the intallignce sources thzt are

- now open tc us, There sesms to be no interest in the economic

and agricultural activity thot could be detemained from satellite
photography. Althoush a great daal of interest is professed within
the Defansa Depurtment in gaophysical and oceanographic data that -
can De collectad by satellite photography, requirements for such
pootogruphy have not reached the W3O, Meamwhile, these seme ,
intarests have motivatad HASA to consider expensive manned APOLLID
miecicas te collact similar data.

In the fiold cf signals intelligence, s compreb
o=t of collaction reqg ante axiges, |

asive states -

%
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Incffoct.mtuwixunumgim the MR0 in the form of
a requast to fly a specific peyload on a requestad schedule,
The requi:m-lnt is often stated by the dutpl: of the payload
in ques

No good ba::::;hta&:n 1:; form of suuu::c of 1oed
collection raqu ts range plamming new pay
davelopments, bsyond ch; conprehengive statement of current

- photographic requiramants already cited., Such long rangs guldsnce
s thes KBO has been given is in the form of hardwars requirements.

. There is wo basis for comparing disparate alternatives against a

common statament of need, since no staitements of nsed are azde,
Three exwmples will {llustrate the problem,

The only statement by USIB that exists which addresses the
niead for developing a new general socrch m:u, beyond COROMA,
Gates from July, 19€4. It asserte that there is & nead for a
sutallite systen huving i

¢/

widch of CORONA. This {3 not a statase on require~
wmoente, It is a system specification, albcit a e:udc one, It
laives little -oom for, end provides no bacis for, trade off
snalyses amony; swath width, resclution, orbit altifude, orbit
l1ifa time, and other important mission poramsters, and offers
a0 criteris for optimizing within constraints of
cort or physiczl fezeibility, Portunately, in this case, later
definitive statoments from USIB of current collection requires
ments have provided 2 target wmodel agsinet vhish to maka

ance analyses. The applicability of this model to the period
beyond 1967, vhen 2 new search system could ba awailable, is
probably not sariously to be quudonod but has not bean
validated by USIS. '

>
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Sinilarly, & "reguiremsct” has been stated for a high
altitude hypexrsonic sanned boosteglide vehicle, ISINGIASS, to
CuSTY @ recomnaissance camera. In a separats mesmorandum for

. record I bave coumented in detail on this I note here
oaly thet it is expeacted to and
that no statexmant of intellis €O Gmen 8
been providad vhich ISINGIASS speciiically satisfiss. Again,

pezformance

tharefore, tnere is no clear baeis for compering the
¢f tirls eystem with posgible altexnative msans of collection.

The toeclmolocy of intallifence ccllection from overhead
vohicles is rich iv opportunities, The most basic tack of the
PES is to arploic this tsclmology in a way that most effectively
neats the country's further important needs., It is for this
zaacon that I beligve that the DHRD cuet bs, as un tudividual,
copsble of moking the critical tachnical judgments involved, and .
muet hive the autbority, and the supvort, to make thess j
affactive., It is the lack of intallectual rigor evident in the
tires examplas of lonc-rangs "mequirements" just listed, and
evident clso in many other instances, not ei{tad hare, that
convincep e that the DNRD himself must exercise intsllectusl :
igedership for the IP. Neithor walid nor responsible leadership
is azvailable e¢lsevhere,

Zurrgac problems

1. The GZCART progrim has bam, and continues to ba, complax
tacknically znd mavagerizlly. As DN2C, I controlied by gross, '
#nd often somauhiat orbitrary, control of funds, Detzfled control
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was exercisad through CIA chamnels sud wss never really
delegated by the CIA to their elements of the KRO. Therefore,
avan to gat information about the program was 2 slow ard
difficuit procesc. I see no immediate prospect of & change
tn this situstion, '

I considar this t continuing problam. I camnot be
charply criticcl of CIA management; indsed I am sure that it
has improved greatly in the past two years. Nevertheless,
OXCART not yet a productive
system, &nd remains therefore a troublesoms item in the MRO
budgzet. I feel that if it were subjectsd to the same rigorous
uinazement that is aow imposed upon the satellite programs,

| auld be saved, This is,
housver, & gross judgmeut. It could not be put to test without
.« detexmined cffort by the DIRC to establish effective control.

2. It iz one year and elevenr: morthz since I £irst proposed
£o the DCI improvements to the managemant of the CCRCHA system
vhich I thae considared, and still do, to be necessary. The
roneganest of CCRCEN is now in samovhat worse condition than
it wmg at the time of thst proposci. Specifically:

Thera ie still no racognized program director short
3% the MRS Liimgelf,

Thexe 1s no contraect or avthority for over-all systems
enginaaring and tachricsl divection thit i1s recognized by all
cantx'-.cts on tha prosram,

The emtxacuul structuze is still esgsentially the
compler oae described in %m—sndm to the Secretary of
-gfsupe of Jamuiry 28,

Toere cxists no valid contract for systems i{antegration
a{ the camers and reeantry vehicle into the spucecraft. This
worik is being doma by & sontractor without a signed comtract,
becausa the CIA hez directed him rnot to & ,‘Hﬁwt.
The presmgmb&x;%w:aud this demand oni?“‘g" e
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Funding information ou CIA CORONA contracts is denied
the NRO Vest Coast ofiice where CORDMA programming is dona. All
mfmdmmcnmmuudbyhtofﬁunutbofunzhd‘

by the NRO Comptrollor,

Relesse by CIA of information on the payload to operate
ing elaments of the M0 during orbital opsrations 4s sharply .
curtailed in comparison to the free exohangs that wss in practice
ior to August 1964, _

I an concernod about these depertures from good menages
mant practice, not only as a matter of principls, but also =

| because they subtly timgsten the health of the CORCNA system,

Fer reasons notad below, CORORA 48 likely to ramain the backe
banoofmn'surehopazauwsﬁorathch

loss of time, and expeunditure of effort, while a decision
is azrivad at are two of my concerus. A thixd is the fmpact of .
toe current N0 apreamsnt on tha conduct of ths program. It will
certainly be very difficult to establish a mansgement structure
thet can discipline ths conduct of the payload developmant by

the CIA, as the apgrecmamt provides. Yet I am couvinced that

iirm coatrol and discipline by the DIMRO will be necessary, 8o

£2r in thic program, the manigenant by the CIA of their ef :
to establish a competing design hog hean lacking in judzment and
istellectual rigor. The camora concept originelly selected was
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rejected by one contractor & and was tcjoctod by a
second ccatractor after he worked on it for nine months.

Au outside panel of experts were critical of it oo two
occasions, and a third contractor later rejected it, in effect,
by chenging it cdrasticelly before electing to undertake further
design effort. Daspite this evidence that the camera concept
was open to serious guestion, the CIA gpent N 5,
8s much coaev on ancillary items such as spacecrz ree
entry vehicles as on direct pursuit of the fundamental technical

~ problems of the camera.

lany details of the system concept sdopted by the CIA
are alsc, in my judgnent, open to qusstion., The fundamental
facz, howsver, that they were unable to rocognize or accept
Lthe wssic problems of their cameras desiga is what cauges me
most concern. It sesms to me that there is therefore little
egsurvance that they are capable of correct or courageous action
witnh regpact to Che technical problems that will inmevitably lri.n
dering ary camera development they undertake, whatever the
gsonien of the design. I balieve it wiil be recessary for the
2:2D o zeview thelr tecimical effcrts in detail and on a cone
tinciae basis to protect the integrity of ey camera development
b chem, UFhethar guch monitoring or review will be possible is
doubtial ian my adnd, X, at lesast, wes agpressively prevented
Zroc. getting amy Jdetailed information ebout, on

of NRO

semerzal scarch systacs, daspite that zbou
Sunar wese spent on this vork.

E-':LnaT thouchte

thile this wocorandic: places ccasidovable weight on. the -
problems cusvently afflicting the N2O, I want to close with the -
ar.hnowiedment that the prograr has been enormously precductive
in spite of theze proilecs. Our interagency difficulticg with -
the CZA have been comcentreted at tie top management lﬂoh; Co
£t the vorking level there have been many exarples of a -
cconerstive attitude., 7The !NRP will be even more productive
once it is ghkven the opportunity anc the mendate to develop an

-
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orderly, disciplined mancgement emvironment. As my predecessor
indicated in his final report to you, the concept of an NRO is
sound but it must be designed as an operating agency, not a
coordinating body. Achieving this most desirable goal will call
for your personal intervemtion in asserting the pogition and
acthority of the DNRO on all matters associated with the manage~ .
nent and accomplishment of the progrem.

8ignzl
Broclvay MciMillan
sttachments |
Chart 1
Chaxrt 2
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