Approved for Release: 2024/01/12 C05144014

Winek 1974

THE NATIONAL RECONNAISSANCE OFFICE =
' AT THE CROSSROADS

Part I - Management Evolution

- The Natioﬁal Reconnaissance Program is a most unusual ﬁro?
gram--unlike any other. Formally recognized by the President,
it operates under an informa1 charter that is in many respects
outdated. Aétacﬁed from without and within since iss inception,
it has nevertheiesé grown to be the single most iﬁportant intel=-
ligence collection program of tﬁe United‘Séétes Governmgnto- its
dual agency caﬁpoéitibn has been both a source cf.ﬁﬁoblems and
provided a sanctioﬁ from outside 1ntrﬁsion. Today the autonomous.
structure of the qrganizatioﬁ is threatened more than ever befare,
Can the NkD survive? Under what arrangements?- What must happen
to guide'the events that w1114éhape or reshape the NRQ? This
papér'addresses the major points of impartancevto the management

of the NRO.

At the direction of the President on August 25, 1960, the
National Security Council forwarded to the Secretéry of Defense
directions to apply streamlined management techniques to the

satellite reconnalgsance program. Within DOD, the Seéretary
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of Defense dire@&éd @h@vsé@régary of cha'Air Force to assume.
: direcg~resp@nsibiliéy f@r satellite_réc@ﬁnaissan@@,’rep@r@img
direetiy to the Depmﬁyiségretary of Déﬁeﬁge for veview and
appr@@alu The S@@k@tary‘algo d@signatéd the ODDR&E as the
pfin@ipal staff ageﬂc& t@ assist the Dép@ty Secx@téry; |

In Sept@mber lgfi the Secr@tary of Defense designat@d the

Under Secretary @f ﬁh@ Alr Forece as his Agsistant for R@@@mmais~'

sance, acting asgs the Secﬁe&ary's difectzrepxesen&ative b@th
~ within and outside the Department of Defense. ‘It was furthes

,di:é@ted that the‘Assistant for Reconnalssance be‘givén aﬁy

support he required from normal ataff él@m@ﬁfgs ai@hcugh-@h%@@q'
taff-@lémemts were not to pafti@ipate in program matters. lThis “

designati@n ac@@mpami@d distribugion of the first m@m@f@ndum @f ‘

- agreemsnt for th@ NRPg dated S@pt@mbex 6 1961

~ The second. NRP agreement was issusd 2§y 2, 1962. Whil@
the 1961 Agre@m@nt presaribad & program j@intly mama@ed by eg=
: equal DQD and CIA Dir@ct@ras the new decument @alled @ut @mly
ene Director, from DOD. In Juné of that year DOD Dif@@tﬂ@e"
TS 5105.23 was issued, which formally @x@mpted the DNRO from

.unseli@ited outsid@ assistanc@u

Imtegnai'
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In its reporc ta the President in May, 1964a-which ultiwz'

?mately resulted in the 1965 Memorandunxof Agreemeng-.ghe PFIAB;f A,

noted that the use °f m°“it°rs by the Secreﬁary of Defense and?”*“‘*7

Lthe Director of Central Intelligence to: review the NRP inter~ M
’: fered with the direct chain of ecmmand batween the DNRO and
“'the Secrecary of Defensa. Tha 1965 Agreemene is written in

'*_termsflhich sPecififclear 1inee af cammnnicatian between the

. DNRO and the Secrecary and Deputy Secrecary Gfkﬂefense and the?h P

jExCom, Naticable by its absansg;is;rggagenqg:gq_ggviewfby;anyi

Tha NRO prerogatives were tested in March, 1966 whfn

"the Director, DDR&E "deferred" $18 million in NRO funds becaus

: he wanted aeveral questions answered before releasing them“

Fallcwing a visit by the DNRQ however. the Offending DDR&E; ,
memorandum was wi:hdrawn ' S T

The OSD Systems Analysis Office mada thra_;attempcsrtof5-¥”

| .apP1Y?“°”malized DOD* management techniques ta the NRP--in 1966, S

1968 and 1969,. In each casa their propasals were rejected

TOday we are perhaps faced with greatet pressures to change;;;‘Ht

:»than ever before._ The overail driving”fezce is the' need to im-

prove. the forelgn iRF?Hé%‘.‘-me calleesiaax...;e;_fﬁar;-; | The forces .
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at work are several and intermingled. The Blue Ribbon Defense
Panel addressed DQD intelligence problems; the President
letter of Navember 5, 1971 and the creation of the Assistant
Secretary of'Dgfense (Intelligence) have all had an‘effect,

On April 29, 1969 Secretary Laird signed a memorandum
assigning Assistant Secretary of Defense (Administration)
Mr. Froehlke the additional ducy of Special Assistant for Intelm
ligence to :he secretary and Deputy Secretary. Any thoughts
that the staff entertaiﬁéd that Mr. Froehlke was not to be

econcerned with the NRije:e dispelled on May 5,»when & second

memo £rom Mr. Laird announced that Mr. Froehlke's responsibilities

' "enéempass the NRP," While Mr. Froehlke.attacked his assignment»

with vigor, his relationship with the NRO worsened until the -

" 1ssue came to a head in December, 1969. In a memorandum to

My, Packard Dr. McLucas said "“what Mr. Laird tells me and what

be apparently tells Bob Froehlke puts us in an untenable positions«
not knowing whether to respond to ExCom guidance, which our agree-
ment clearly establishes, or whether to responé to Bob»FroehIke’s
guldance, which 18 based on the assumption that our office is

just another component of DOD."

Internal

Approved for Release: 2024/01/12 C05144014




Approved for Release: 2024/01/12 C05144014

De. McLucas' concerns ied to a briéfing for Secre;axj
Laird, Mr. Packard and Mr. Fooehlke on March 19, '1970_. At
| that time Mr., Laird clérified that Dr. McLucas worked for
M. ?ackard and the Excdm; that Mr. Froehlke did nof need
to review the NRP internally: and that the NRO should prdvide
data éf the sort provided excgllently'to the ExCom which would
@érmit Mr.fFroehlke to examine DOD intelligenceAissuea in proper
-perspeétive. Tﬁis sefved-to ease the tense relationship; at
least temporarily. 4
Close on the héels of»this confrontation éame the report
| of the'Blue Ribbon Defense Panel, with an allégatiqn that the
| NRO was somhaw,derelict;‘ in its Af,faﬂuxf:e‘ to _réport to Mr, Froehlke.,
The influence ﬁf the Biue Riﬁbon report on subsequent changes
in the 1nte111gence community is not very clear, but it wads
certainly. detrimentai to the concept of an autonowaus NRO.
During this time--starting in early 196%9«-Dr. MbLucas;
as DNRO, established a pattern of freguent discussions with
Mrg-Packérd oﬁ NRD ﬁ;c;erst Mr, Packard has an obvious under-
scanding of the Program and had a strong 1nterest in 1. It
is alsq noteworthy that Mr. Packard's tenure pre-dated the
estg?iishment of the position of Special Assistant for Intels

1Lgence to the Secretary Mr Packard left in December, 1971,

Internal‘
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and Mr, Kenneth Rnsh becama the Deputy Secretary 1n February,
1972 - Mr. Rush never had the understamding of the details ef

the Program that Mx. Packard hade-and perhpas mﬁre importantly,-?

~’he entered BOD to find-an already established ASD(I) We faund’f;_f

"that Dr. Hall had a considerably gréater influence on Mr Rush

been the case with Mr. Packard and on: occasion found

e

conflicting guidance ‘on NRO matters camimg ﬁram the Deputy

o Secretary s office.

The President 8. letter of November 5, 1971 conﬁained the

"enceuraging words that the management structure of the SRO was. :*'

:11‘to remain unchanged This appears to have had little effect, |

F

":"-huwever,, as: subsequent events have shown. The letter was also o

| peeific in asaigning the DCI. the responsibility for chairing ) e

all intelligence cOmmunity advisory bcards and committees,

| Dr. Schlesinger clarified with the President that this included _'”‘
the NRP ExCam While ur. Helms ‘had remained as the DCI the ”
'.ExGOm aperate& as it had for the previous sevefal years.f But

when Df. Schlesinger arrived ac CIA 1n early 1973, there was

a fundamental change in NRP management. No longer was the

»Deputy Secretary of Defenseaaby now Mr. Clementsw—the ExCam

Ghairman, and he backed away fr@m active involvement in the
Internal
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NRP.' Dr. Hall fiiled :he.véid, attending‘Excom meetiﬁgs as
the EQD membere-a role reéognized in writing by the present
DCI. | | - |

Thé position of ﬁhe'ASD(Ij has beéome evef stronger in
terms of his 1nflueﬁés on the NRP both through ExCem partici-
pation and'indayépc~day'inf1uen@e. And his sgaff, also, 1s
becoming m&re iﬁV&lved with NRP matters. It is ficzitioﬁs to
believe that the ASD(L) can Opératé'iﬁdependently as an ExCom
member £rom his role as the diéeetof of a staff which.oversees
all Department dfyngfense iﬁteliigeuee. The ménagemenc cén;ept

directed by the P;ésident, and reaffirmed by the President,

is being eroded. Two other factora which affect us today are

‘NSCID No. 6, and the decision té decompartment satellite photoge

raphy. The former because it glves NSA a role in tasking SICINT

satellites; the latter because many consider the decision to

~ decompartment tantamount to normalization of the Program..

The problems we are experiencing today are symptomaticy

the task that needs to be done is to take a comprehensive look

at the national environment today, the role of a National

Reconnalssance Program and Office in that environment, and.

Internal
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BN

evolve a strategy t@ cauge the changes whﬂch need to be made.
Thé MRP is too vital to the nati@nal interest te permit its

management to deift along an unchafted’gqurse.
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