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Gene Fubini and I have prepared this
package for your information in connection
with possible discussions of NRO organization.
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- Jhe FYIAR on 2 Mgy 1964, in a wesorsndum to the President,
recommsnded a Presidential Directive to

"...provide guidelines for the centralized direction,
w.mm:ummwm—...'

mmmwuumummu
recompended to the President, wers:

. "1. Definition of ths National Recoonaissance Program

' as a single program, natiocnal in charactsr, for ths developmant,

- nanagement, coutrol and operation of all projects, both curreat
and long-range, &rthoeolhetunofimuw. sapping and
geodetic information through overflights..

"2. mmozmmgmumuvo
Agent for the Mational bcouuhom Program..."

3. Establishment of the MRO as a separets operating
agmcyotthbb,mdcra”mmiblouhlyu&w ’
(parsphrasec), and

S. A "coordinated, eoquhmtvo budpc tor all elements”
of the WRP,

The PTIAB further recommended that, if this guidance were
issued, within the frumework of the MRO the following actious,
asong many others, bs undertaken:

Assignment to the Depactwent of Defense the “responsibility

for the mansgement, over-all systams engineering, Wz
and operation of all satellite recomnaissance systems.”

Continued assignment to the Ceatral Intelligeance Agency
of the OXCART program.

spec y
undertaks the uvoul detalled actions M by thems for -
- implomentation. (Ihnootzmnu.wmv-\uum

Bundy) : : et o cis
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e T et i va Thtch 1s consistent vith the '
proposes a tive which is consistent with the
Mmdmm.dﬂﬁmumdmm
made elsewhere in the Bosrd's report.

mmm\vmunmu-1.z.s.-¢sm.m
similar, not always identical, wording, but does not cover all
items recosmended by the PFIAB for inclusion in a dirvective.
‘Fubini goes beyond the letter, but not the spirit, of the PFIAB
in goms details. VWhere the two versions overlap, they are
sinilar but not identical in wording.
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management -
Thewmumhamm:mﬁaw This
issus is not touched directly by the PFIAB report; it appears
explicitly in the Fubini draft directive.

opcnti.nns -uwdbyﬂum. unuummm
strong and effective HRO. Satellite systems are too complex in
engineering and operation, and too costly in procuremsnt, to allow
for divided respousibilitiss. The problems are well illustrated by
the divided msnagement of the COROMA system, which is still much as
described in the DINRO memo to SecDef of January 28, 1964.

Recommendstions

1. That the Fubini draft directive be used as a basis for re-
defining the charter of the MRO;

2. That the assignments of responsibility recommended by the
PF1AB be ixplemented.

Attachment
/%/ Brockway McMillan
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SLCRET SR

ASSISTANT SECRETARY OF DEFENSE
WASHINGTON. D. C. 20301

DEPUTY DIRECTOR OF

DEFENSE RESEARCH AND ENGINEERING

April 22, 1965

MEBIORANDIM FOR THE SECRETARY OF DEFRNEE
SUBJECT: Proposed Presidential Divective

i. 7The National Recounsissence Program is & single program,.
nationel in charactar, for the devalopmant, management, cootrol,
cnd operation of all projects, both current and long rangs, for
the collection of intslligence, mapping and geodetic information

obtained through overflights (excluding peripheral reconnaissance
operations).

2. The Secrstary of Defense is designated as the sole
axecutive agent for all aspects of the National Recomnaissance
Progroen, including the mssnagsment of all programs and the tasking
of other agsncies to cooperats in such programes.

3. There shell be established within the Department of
Defense a National Reconnaissance Office to function as a separate
operating agency of the Department of Defense. This office is to
be beided by @ Director responsibla solely to the Secrotary of
Defengs for discharging the Secretary's responsibility as executive
agent for the National Reconnaissance Program. , i

4. The Director of Cantrel Intslligence is assigned the
following responsibilities:

a. In his cspacity as Chairvman, United Statas Intel-
ligonce Board, to establish requirsmants and priorities fox
intelligence collectioe and to commmicats these to the Director
of the Rational Reconnaissance Office, to secva as a bass for
schoduling and targeting the reconnaissancs nissions of the
Hational Recounaigsance Program;

b. To review the intelligence collected by the Mational
Reconntissance Program to insure that it is responsive to the
requirezents as establighed by the United States Intelligence Board;

.. 9ED FROX AUTOMATIC BEGRADING, s tag \De
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S uw'umm:unu
of Defense, as appropriate, steps for tha improvenent of such
eollection; ' : :

d. 7To establish a resesrch and develoment mmﬁ.nn
wvithin the Centxal Intelligence Agency, solely responsive to the

tasiing instructions of the Director of tha Mational Reconnaissange -

Offica, to carry on research, exploratory developmeamnt, and ldvln_ud
davea.opmt. but not enginearing or operatiocnal development;

e. To review the budget of the Mational Recormaissance
mwmmbmozumutmummmdm

Budget.
5. Tho Director of Central Intelligence shall furthaxr bs-

vagponsible for the prompt snalysis, and reporting for cmﬁb st

uses, of the photographic and signals intelligence obtained from -
the Ratiooal Reconnaissance Progras, providad, however, that tha
procassing and enalysis of ELINT information is carrisd on through -

tho Hatlonal Security Agency. The Director of Centxal hhnw

sti2ll ba raapon-ihi.o for the utilismation of such :Inuluam in
tw praperetion of national intelligence egtimateas, .

6. The Central Intalligence Agancy will be responaible for
sroviding the Sscretary of Defense tha security polisy guidance
-o*cbemmmnceofamimmwcf sacurity procedures :
ir tho whola eroa of tha Rational Reconnaigssancs Program, .

7. Tha Divector of the Joint Reconnaissance Cantexr shall
be designated as ths Director of Operations of the National :
lacomaissance O££fice, reporting to ths Director of the Natiooal
Rucoanoigsganca Offica. Thore sh2ll be egtablished within the

mmcofhma&umummztwtmum.'

W

wdor tha direction of the Dirvector, National Reconnaigsance
0££ics, and undar the managament cf the Director of Operations
oI th: Batiomal Recomnzigsancs Office, This office shall be

responsible for the echaduling, taoling, and control of all overe . '

£light operations approved by superior authorities, and their
eu;:po::w!methis is required from the Unified and Specified
Comwands,

fta

{--- --——--v-! 4

e T -' " A ... —— St -

w



8. Mjutmlyumwmtmo!hfm.m
Director, Matiomal Reconnaissance Office, will have complets
authority to initiate, modify, redirect, or terminats all resesrch
anddov.lopntmhﬂnludmllmmm .
mummumwmuwnnumammwsum. '
To £fulfill these functions, the Director of the Batiomsl Recon- ..
naissance Office shall establish within hip office & Director of

Research and Daevelopment, at the same orgsnimstionsl level as the - .

nuumofomum.mmumuhhm:mmu _
for the formulation of research and t programs in
the satsllite and aircraft fields and for insuring that cttnﬂ.vc o
aployment is made of the capabilities of the Cantral huutmnu' S
Agency in the areas of research, cplmmryd-uhp-t. .

advanced development.

9. The Director of the National Reconnaissence Office shall
prepixre a coordinated, comprehensgive budget for all aspects of i
the Mational Reconnaissance Program and shall establish & figcal - -
coatrol and sccounting procedurs to insure that all funds expended s
in support of the Mational Reconnaissance Progrsm are fully . T
acsounted for and appropriatsly utilized by the agencias m N
The budget shall, in perticular, show separatsly those funds to. . ".'".
be applied to research and exploratory danhpnt. advanged = : ..
dsvelopment, engineering development, and operational developsent. '
It ahnnshwchopordonotth-&nd- ﬁortua:chmdqlonm
development that are assigned to the Central Intslligence Agmney:. A
it is normelly expected that this portiom shall approximate hq.!

of tha total budget for research and exploratory development. -
The Director of the Natiomal Reconnaigsance Office shall repoxt i
to tha Secretary of Defense if he cammot make full use of the
rcgourcas of the Contral Intelligence Agancy for the conduct of
research and development projects, or if the funde allotted to

tne Cantral Intelligence Agency for these purposes cammot fully

ety

. be utilized, The Secretary of Defense shall examine the situation

to determine whather maximun possible use is being made of existing
rasources of the Central Intelligence Agancy, and, if apprcyrhu. :
to euthorize reprograming of these funds, .

’D’ : ¥ ... L__lcpies - .:
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10, mm.:mmum»-m. '
close and coatinuing cooperation with the Director of Central

Intelligence:
8. To keep him inforwed of his plams,

b. 7o insure that a most productive utilization of
oational resources and skills is made ia mestiag critical :
intelligence cbjectives,

c. 7To insure that opportunities are supplied to the
Pirector of Central Intelligence to fulfill his monitoring task
bypuuamnqummpm-uwmm-.

11. 7The Secretary of Defense shall insure that perscumnel

of the Cantral Intelligence Ageucy are gives sn opportwnity to

participate in the work of the Kational Recomnaissance Progres
by direct assigoment to offices workiang usdar the direction of
the Director of the National Reconnaisssnce Office. Im this case,
these personnel will serve solely wunder the direction and super-
vision of the Director of the Naticnal Recommaissance Office

vhile they are 50 assigned.

12, As sn interim wsasure, the Central Intelligemce Agemcy
shall continue the mansgement of the OXCART progrem undsr the
éirection of the Director, National Recomnaissance Office.

13. PFollowing the development stage, the responsibility
for the operatiocunsl use of the OXCART and related facilities
shall be controlled by the Director, Raticnal Reconnaissance
Office, as indicated in Section 7 of this Directive.
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Engens C. Fubini
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PI2. 5207.10 DORS HOT APPLY

April 12, 1965

MEMORANDUM FOR RECORD
SUBJECT: Relation of the Satellite Operations Cemter to the RO

The NRP, as defined, is a single program embracing operations
and R&D. The NRO was established to menags it - to msximize the
"take" from operations pressed by urgency and faced by severe ‘
linmitations, and to improve the coperations and overcows limitations
by making best use of R&D rescurces.

The President's Board, in its report of 2 May 1964, in effect
stated ths two premises: that the underlying problems still exist,
and that they merit extrasordingry attention. The Board concluded
that a single NRP under central managament is still a valid and
necessary spproach to & solution. The Deputy Secretary of Defense
has accepted the recommendations of that report. The CIA has not,
but is fairly well on record as accepting the premises.

With sgresmsnt on the premises, the main issus is the
substance of the solution to the problems dascribed in the premises.
1 don't believe that the administrative issus can be completsly
ignored, however. The President's Board is on record favoring a
strong centralized menagsment, and sn evideat departurs from this
standard will evoke & reaction. To my mind, the same arguments
apply to both issues - which is to say that the President’s Board
is right, and that a departure frow good msnagement practice does
indeed weaken one's approsch to the basic problems. The arguments
as they relate to the Operations Center can be expressed by talking

in terms of satellite photographic intelligencs.

The basic concept of the MRO is that one office - or ome
individual, the DNRO - is responsible for delivering pictures to
the intelligence community, with related identifying datas,
plctures of targats and aress as specified to him, having a
timeliness and quality that is limited ouly by natural csuses, by
pre-given policies and priorities, and by budgetary constraints
that bave been agreed upon. :

e o’ ‘f " -
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One can certainly ask whether this is a valid or useful
separation of responsibilities. Mr. McCone has not accurately
distinguigshed among responsibilitiss, functioms, snd rescurces,
but he has presented & chart that does mot separate out the
specific responsibility just identified. Presumably he subsumes
it under his own statutory responsibility for delivering estimates.
It might be interesting for the DoD to press for a clarification
of this point, since in fact the militsry commmity uses pictures
directly, and the related dats, for detailed messuremsnt, for
targetting, and for identifying. The delivery to the military of
primary dats for thess latter purposes appears to me to be a
function quite distinct from that of delivering estimates. Does
CIA recognisze this fumction? 1If so, how does Mr. McCons plan
to insure its proper accowplishment!?

From the point of viev of management, the particular
separation of responsibilities which ths MRD represents is a valid
one. On the output side, the intarface is very clear:  the product
is a definite thing, pictures and closely ralated data, having
qualities and properties that are relatively easy to judge against
standards that can be objective and fairly complete. In other
words, performance can ba defined end evaluated.

The input side is somewhat sore complex, but in drawing
an interface at tha lavel of targetting requirements and pricrities,
one is nevertheless simply making explicit a necessary function.
The response, iuv terms of orbit selections and camera decisions,
to requirements and priorities will inevitably be made by peocples
who did not themselves wholly establish those requirements and
priorities. 1f the operation works at all, then, the only variasbles
are the timeliness with which orbit selections and camera decisions
can reflect changes in requirements or priorities, and their
sensitivity to subtle distinctions in priorities. I cennot see
any real obstacle, under a separation of responsibilities, to
achieving the best in timeliness end sensitivity that is possible

under any arrangsmsnt.

-The ufcauon of responsibilities which the RO represents
is also a valusble one. It fixes attention on a definite fingl
product, pictures and related dats, a product which is itself a
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against standards, ané indeed against standards that are reasonsbly
asppropriats to its final uses. By establishing this product as

a specific respounsibility, one sets up tbe best mechanism
fallible people know for getting good results - incentive.

It is infinitely easier to evaluate pictures than to evaluate
estinmates. It is certainly good msnagsmsent, thersfore, sven of

the estimating process, to ask for good performance of that part
of the process that can be broken out and svaluated, provided that

Cranting, iiow, that the NRO has been assigned the specifie
respousibility to deliver pictures in response tc requirements,
vhy should the Satellite Operations Center be an integral part of
the organization? Indeed, with 1ittle change, the arguments just
cited for separating out the RO can also be read as favoring
a separation of the Op Center function withia the MRO.

- not of course what Mr, McCone has :
reject the whole concept of the MRD, but one could certainly cone

_i
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slder & situstion in which the physical rescurces = the rooms,
dosks, and most importantly the coamunications ocutlets, - are
located at Langley, the Center is mammed by CIA esployees, and

these rescurces are "tasked"” by the MRO,
are

Against this srrangsment, there 3
substance. Thes srgumsuts relate to the efficient use of resources,
or alternatively, to the cemplexity, in
between the Op Center and the «
: is

]

from the Director,
< T.LE VD
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loog
plamning and planning of ressarch and development, (I have not
in this essay attempted to address the RSD responsibilities of
the HRO,) W:ﬂﬂmbyﬂnoncﬁmmnm:
part of our plaming activity, but we also
Op Canter persomnel directly in other sctivities of snﬂy ntl . :
consultation, " -

Examplas of the extent to vhich the Op Center's talents
cre drawm upon for studies and plamning axre provided by the
recant analyses of satellite reconnaissance over Cuba, in suppert

4 L
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made for mission plaming and orbit selection
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commestion with Dad
Information on -

Targetting

in

of South China,

sinilar analyses made in
waather experiencs came directly from
conducted

and
and

covexage
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of MM 311, and by
requiremmmts for
clims and on
Op Centaz's experts
by the Op Camnter,
normally
san months of effort by the Op Center have bemn direc
to thess particular studies.
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l-mﬁntitmudn-hmmmt'
than is already the case ths uss of satellits photography in ..

deprive the WD of & reservoir of understanding and experiance
direct support of military requiresents.

and covering & wider varisty of situations,

for a year in commection with plamming for

of satellite collection activities very difficult and would
that has been of demonstrable wvalue in the planming of research

and develoment.

systma,
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