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Foreword

P

_ The Restructure Planning Team would like to thank all those
who have contributed their time to supporting us during the
course of this study. Over the lagt five months, we have met
with a wide range of goverhment and contractor individuals who
have shared candid and invaluable insights regarding their
adesoclations with the National Recommaissance Office (NRO) .

Although the primary objective of this report was to gxamine
problems within the NRO and to make recommendations, we were all
impressed with the strengths of the organizatien. There are few
other agencies that, ip an effort to improve themselves, would be
as open in allowing their activities to be go thoroughly
gcrutinized.  That in itself says something about the confidence
and strength of the NRO. The men and women of the NRO should be
justly proud of thEir-aCCGmplishmentgiand.their commitment to the
service of their country,

Finally, we would especially like to thank the Acting
Director Of the NRO; Mzr, Jimmle B. Hill; for al'l the 'SU.DP.Ort that
he and his organization provided to the Planning Team. kWe'hcpe
that this study has provided him with constructive
recommendations which will help to make the NRO an even meres
efficient and manageable agency. .

ROBERT K. GEIGER
REDM (RET), USH
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NEQ RESTRUCTURE STUDY

1.0 INTRODUCTION

1.1 Purpose. This report summariges the resultas of the National
Reccrnnaigsance Office (NRO} Restructure Study conducted from
February through July 1989, The study was conducted at the
request of the Acting Director of fhe NRO (ADNRO)} and the
Directors of the three NRO Program Offices to identify the
organizational chandges required Lo ensure that the NRO is
prepared to respond to future intelligence challenges.

1.2 Background. During his last two years as Director of the
NRO (DNRQ) , Secretary Aldridge initiated similar studies. gig
principal concerns were the- growing inability of the NRO to work.
EffECtively, both internally and externally, for the development
and execution of the overhead programg, and the NRO's inability
to dchieve the necessary consensus, within the Intelligence
Community and the Department of Defenge (Do}, to get new
initiatives programmed. These earlier studies highlighted many
of the problems associated with the matrix’ nature of the NRC and
the lack of DNRO line ‘managament authority. Just prior to his
retirement in December 1988, Secretary Aldridge provided his
recommendations for restructuring the NREQ to fthe Director,
Central Intelligence (DCT). However, since his proposged changas
were not well understood outside of the NRO and there had not™
been sufficient tine Lo eéxamine the implementation impacts in
detall, there was 8 generdl reluctance, both inside and outside
the NRO, about proceeding without further analysis and
Intelligence Comrunity review. In response to these concerns and
specific questions from the DCI, the ADNRO and the NRC Program
Directors initiated the current study to .reexamine, in detail,
the_organiZational problems, potential soluticns; and
implementation isgues.

1.3 SBtudy. In January 1989, the ADNRC approached Rear Admiral
(Retired) Robert Gelger and wMr. Bartry Kelly and reguested that
they lead an independent study with participation from the NRO,
other Intelligence Community agencies, and Che DoD. The gtudy
group, which was called the Restructurs Planning Team or Planning
Team, included wmembers from the NRO Staff, the three NRO Program
Offices, the Defanse Support Project Qffice (DSPO), the Joint
staff (s, the Defenge Intelligence Agency (DIA}, National
Security Agency (NSA), Central Intelligence Agency (CIA}, and the
Intelligence Community Staff {IC8). Appendix 1 lists the
Planning Team members. ' '

_ The tasking for the study was contained in a February 2,
1589 ADNRC memo, at Appendix 2, that expressed concern regarding
a number of fundamental problems inhibiting the effectiveness and
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efficiency of the NRO. The general objectives of the study were
to maintain the strengths of the NRO {streamlined managemsnt,
cradle-to-grave systenm respongibility, and Service ahd Agernicy
composition}, while recommending ways to "Strengthen internal
operations and the NRQ decision-making processes. . . {and) . . pro-
vide increased support to our users, including operating military
forces. u '

The Planning Team initiated its activities with a detailed
survey of how the NRO is organized dand how it does businegs,
including how the Intelligence Community and DoD users and
customers of NRO data view the performance of the KRO.  During a
two-week period in March, exhaustive, in-depth briefings znd
digcussions were conducted between the lanning Team, the NRO
Staff, DSPO and the three Program Officas to describs the
organizational and cperaticnal baseline of the NRO. geventeen
major functicnal areas were covered ranging from internal
functions, such 25 personnel and contracting, to external
interfaces, guch as requirements and customer interfaces. In
addition, over the five months of the study, discusgions,
interviews and meetings were held with A wide variety of current
and former Intelligence Community and DoD individuals and senior
managers from various contractors. a listing of the individuals
invelved is at Appendix 3, 3 '

Based on this information, a set of igsues was identified
that represented a sumination of real and perceived proklems and
symptoms of prohlems. These issues were distilled into a problem
set that formed the basig for-the-developmant'qf potential
solutions, In May, meetings were again held with the NRO Staff,
DSPO and the Prodgram Offices to discuss the problem set and the
corrective recommendations developed by the Planning Team and to

solicit their suggestions regarding dther potential golutions.

As the restriucture activities 'continued, .a concern was
raised that there were cbvious problems external to the NRO that
would impact upon the success of any NRO internal changes.
Following a briefing on these problems to the ADNRO and the
Program Directors, the Planning Team was instructed ro provide a
separate report direcktly to the Secretary of Defense (SECDEF) and
DCT regarding the external problems identified during the
restructure effort. Subsequently, the Deputy Director, Central
Intelligence (DDCI) expregsed his interest in receiving a report
on these problems, including explicit recommendations for change.
A summary of tha "External" Report is provided in Section 5,

During the Restructure Study, hi-weekly meetings were held
between.the-Planning Team Leade¥s and the ADNRO. and the Directors
of the three programs. During the first week in June, the ADNRO
reéquested that the Planning Team move its report date up to
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7 July from the original 31 July suspenseé. This report ig the
Fesponse to that reguest,

1.4 Need for the NRG. = The NRO was created in an environment
marked by bomber and missile gaps, Soviet advanceg in Strategic
weapons research and developmant (R&D}, the U-2 shoot down, and
the inability of western intelligence services to penetrate the
"iron curtain?. The only means available to collect the npeeded
intelligence was the newly emerging technology of satellites,

The founders of the NRO realized that a routine approach to
R&D and acquisition would not- meet the technology challenges
iﬂvolved,qr'produce_the necesgsary spaceborne intelligénce
collection systems in the time frame dictated by pressing
national security concérng. The importance of the mission called
for special acquigition arrangements to accelerate our response
to the Soviet threat. To ensure the greatest prebability of
success in this new technology area, the best possible
combination of national resources from all agencies and
departments working in the area of Satellite-rEConnaissance wasg
required. A matrixed organizational arrangement wag also
selectad to prevent the domination of the critical coellection
capability by a single ‘agency or department . - Therefore, the NRO
was established as a DoD agency with special acquisition
authorities and matrixed resources from the Air Ferce, Navy, and
CIa.

The. restlts of the NREO's efforcg have exceeded expectations.
From the beginning, the NRO consgistently demonstrated the ability
Lo accomplish impartial system acquisition and operations 1in
response to the needs of a diverse set of users and customers.
Multiple agency and depatrtmental participation in the NRO has
regulted in the availability of a broad range of expertise and
exparience critical to the fulfillment of the mission. The NRO's
cradleﬁto~grave'reapqnsibility-ensures-that both developmental
and operaticnal considerations are reflected in systemg acguisi-
tion, and the streamlined acquisition approach allows a nore
rapid response to requirements.

A fundamental axiom underlying the resultg of the study is
that there is still a valid reguirement for an NRO. although
charter and mission are addresgsed in more detail in 4.2.14, in
summary the Planning Team believee thar the nation has been well
served by the NRO and that a single national organization is
still the most effective and efficient way te manags and exacute
space and airborne reconnaissance programg in support of national
intelligence and military operational support requirements. An
overview of the organization of the NRO is provided in
Appendix 4. '
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2.0 ISSUE AND CHALLENGES

j 2.1 Issue. The NRD has served the nation remarkably well over

the past 25 years. 'The critical igsue ig whether the NRO can
sustain that record. Certainly, when considering making
potentially major organizational changes in the NRQ, the obvious
question is “Why change something that has worked so well for so
leng?e . The Planning Team believes that the NRO can sustain its
superior performance record but the enviromment hag changed and
the NRO must cope with new challenges in order to achieve this
geoal.

in the past, the intelligence questions were relatively
simple and any new collection Capabllity that supplied additional
data on the USSR provided criticaglly needed intelligence. The
isolated development of capabilities within single satellite
systems and to support single intelligence disciplines {(INTs) net
these early reguiremernts and was affordable. Today rhe
intelligence and operational shortfalls are gignificantly wore
complex and reguire a more integrated approach. Now there ig 3
greater need for the merging of previoisly separate and distinct
collection disciplines. Americs's interests and intelligence
nzeds havée expanded far beyond the Soviet Tnion. Traaty
monitoring has placed more demands for dynamic coverage of larger
areas. Targets are becoming more wobkile and the enemy has
increased efforts to hide his activities, Increasingly,
intelligence objectives require more understanding o %ow things
work, not just where and how many there are. 7The ability of our
intelligence analysts to cope with thie collected data is being
stretched to the limits. and tinally, users, especially the
military, require more rapid access to intelligence and in some
Cases the actuzl collected data.

LT

Additionally, programmatic Flexikbility is decreasing due to
reduced funding growth and the costs asgoeiated with maintaining
a significant baseline capability. This reduced flexibility hasg
resulted in diminighing opportunities for new initiatives. ~ yore
difficult reguirements and reduced programmatic flexibility

‘"mandate that National Foreign Intelligence Program {NFIP) and DoDh
investment decigions must be well reasoned and responsive to user
and customer needs. Naticnal Reconnaissance Program (NRP)
decisions are further complicatedfby_their'complexityf cost, and
the time reguired for dn NRP system to reach initial operating
capability,

2.2 Challenges. The principal challenge facing the NRD is to
maintain, through superior performance, its leaderghip role in
the deVelopment of creative system responses to reguirements. To
afford the'maximumuopportunity for new initiatives fo be included
in the NFIP or Dol programs, the need for baseline capabilities

PO PG / BYEMAN BYE-28039/88)
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versus new initiatives must be an ares open to cbjective
tradecffs. The NRO should promote better system end-to-end.
coherence, including analysis and dissemination capabilities,
and more cross-system and cross-INT architectural integration
including spacectaft, relays, ground staticns, and tasking.

_The second challenge before the NRO is to improve its
understanding of, and respongiveness to; national and military
operational requirements. The NEO is, in simplest terms, a
service organization.. Understanding the customers' needs should
be a fundamental precept for the NRC.

The third challenge is for the NRO to assume a fuller, more
proactive, role in the Intelligence and DoD compunities in which
1t participates. The NRO should increase itsg understanding and
participation in intelligence issues and problems and try to.
extend 1ts influence beyond itS'traditidnal_ac@uisition_and
collection role to work for more effective and efficient systems
development in an end-to-end context. The NRO must imprové its
support to the National Foreign Intelligence Council (NFIC) and
Dol decision processes to promote a better understanding of the
complex and often interrelated NRP, Defenge Reconnaissance ‘
Support Program (DRSP), and Alrborne Reconnaizsance Support
Brogram {(ARSP) issuag. Additionally, the NRO should develop a
better conmsensus-building approach within the Intelligence
Comimunity and DoD to support implementation of the NRP, DRSP,
and ARSP.
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3.0 PRCBLEMS

3 3.1 Internal Problems. In responding to the chaliehges sbove,
the NRO must deal with some significant internal problems. The
problem descriptions that follow were synthesized from the
briefings and discussiong the Planning Team held with the NRO
Program Elements and the varicus elemerts of the Intelligence
Community and Dol with which the NRO deals. The external inputs
included WRO contractors, analytical and production intelligence
activitisas, military operators, Congressional staffers, and the
senlor managers from the major intelligence and defenge
organizations. The problems identified by the Planning Team are
congistent with those highlighted by the previous restructure
studies and egrlier examinations of the NRO's performance such as
the 1986 McMahon study. The Planning Team recognizes that self-
examination 18 not easy for individuals or organizations. The
Planning Team believes that it cannost be stated too often or too
strongly that the willingness of the NRO to sponsor such a candid
examination of how it does business speaks well for the strength
of the ocxganizabion and its commitment to maks a positive change.

3.1.1 The e¢ritical management positions of DNRC and
Director, Program B lack tha dedicated attention required to
provide effective leadership of the NRO. The “white worldrw
Tesponsibilities of the Secretary of the Alr Force and the
broad mission of the CIA Deputy Director for Science and
Technology do not permit & sufficient amount of time to be

3 spent on their NRC responsibilities,

3.1.2 The DNRO does not have the ¢orporate resourdces
necessary to develop, maintain, or evalugte resgponses to,.
Lop-down strategic, programmatic, or policy guidance. The
DNRO also lacks the resources to provide integrated
NRP/DRSP/ARSP responses to requirveéments.

No organizational entity exists within the NRO,
dedicated to support irg corporate NRO objectives, with the
responsibilicy, and adequate and appropriate regources, to
affect:

- Architectural integration or efficiencies necegsary
to produce a unified reconnalssance constellation in

which the systems complement each other, work together
effectively, and unnecessarzy duplication s eliminated.

- Development and maintenance of corporate
planning documéntation such as a strategic plan,
‘technology road map, or consolidated baseline
"contracts' between the DNRO and the Systew Program
Offices (8POs) to provide a documented, top-level

“FOP-SESREE-/ BYEMAN BYE-28039/88X
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baszeline to support Lop-down guidarice and decision
making functions,

- Resoliution of ¢ross-program or eross-INT

issues such as multiple technical soluticng from
different Program Offices for the same collection
problem, the development of a SIGINT/IMINT cuing
capability, or the development of a shared resource
such as a common relay capability,

- Actions necessary to support an understanding of, and
suppert for, NRO initiatives in Intelligence Community
or DoD forums.

Existing corporate resources (the Staff) lack clear
purpose or direction and are not effectively organized,
managed, staffed, or supplied with the resources necessary
te support the realization of NRO objectives,

3.1.3 The existing NRO Staff operations function cannot
Support the degree of DNRO attention Lo operations,
necessary to support the objectives of maintaining the NRO's
cradle-to-grave responsibility, including-operationsL and
increasing the level of NRO support to military operations.

3.1.4 The structure and procedurss necessary to facilitate
effective NRO decision processes are lacking. Currently, it
is very difficult_to make, and implement; non-congensus.
decisions, Additionally, there is no ability te include
customer and user considerations in internal NRO activities
‘without limiting XNRO flexibility, The Staff support to the
pbrocess does not adequately prepare the participants, nor
does it adequately disseminate and follow-up on decisions
when they ara made.

3.1.5 The matrix nature of the organization is critical

to the realization of effactive service and agency
participation in the NRO and the infrastructure support and
customer insight that results from that participation,
However, this organizationsl structure also results in the
divided loyalty of the Program Elements between the NRO and
their parent organizations which has tended to be heavily
biased toward the parent organization. Additionally, the
Precgram Elements often have overlapping responsibilities ang
interests that may be at odds with the objectivas of the
NRQ. These conflicts often résult in a destructive level of
competition between the Program Elements. The DNRO has
little ability to regolve or manage thése cenflicts because
of his lack of line authority and the ability of the Program
Directors to use their dual reporting chains and the. power

= FOR=GEaRER-/ BYEMAN BYE-28039/89X
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of their parent organizaticns to circumvent hig decigions.
e The effects of this conflict of loyalties have been
! demenstrated in several acquisition-related decisions and

reversals, in prior efforts to restructure the NRO, and in
the current restructure pianning actiwvity.

3.1.6 No entity exists within the NRO with the respon-
gibility and the resources to work with theé Intelligencs
Community and the DoD Lo ensure that proper requirements
development and feedback odcurs. Similarly, there is no NRO
crganization responsible for the translation and
digsemination of requirements to the Programs in a manner
that supports a uniform understanding of the national and
military support requirements. '

3.1.7 The DSPO has provided a useful focus, and the
necessary "black/white" function, for the military/NRO
interface, but has had limited effectiveness in influending
how the military doss business with the NRO in areas such ag
requirements of support to operations. Additionally, the
understanding of the wilitary problem, developed ir the
DSPC, is not effectively influencing NRO activities due to
the isclation of the DSPC from the mainstream structure of
the NRC.

3.1.B'The.NRQ_does”not put encugh ewmphasis on ensuring that
. systems are planned, acquired, and operated with end-to-end
3 coherence.

3.1.9 The lack of an effedtive NREO simulation policy and a
corresponding lack of NRO management direction For
simulation activities has resulted in a lack of adequate,
credible and common simulation todle ro support cross-
program, multi-INT, syatem end-to-enid, and top-level
architectural analysis and planning.

3.1.10 The NRO does not have an effective, unified Becurity
system to support the needs cf the NRP and. DRSP. The _
current *multiple standards” approach across the three NRO
Pregram Elements and the other government organizaticns
engaged in BYEMAN activities is resulting in a significant
dand unhecessary expenditure of NRO funds by contractors.

3.1.11 Intelligence Community and DoD decisions regarding
NRO programs are becdoming more complex, especially with
respect to cross-program and cross-INT issues and
cost/benefit tradeoffs. The NRO does a reasonable job of
Interfacing at the SPO level, with external organizations,
Lo support acquigition and cperations activities. gowever,
the NRO is not organized to act as a single corporate entity
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with these external organizations in & manner that provides

them with the timely informatien the external organizations

require to paxticipate_effectiveiy in Inmtelligence Community
or DoD decision forumg. h

3.2 External Problems. In addition to the internal NRO
problemg, therse are o number of related external preblems that
~dlso have to be addressed:

3.2.1 The current formal national and military requirements
and-guidance-pnocesses do not support reguirementy
forwarding, validation, and feedback between customers and
users and the NRO; therefore, there is a lack of
sufficiently concise, effective, and pridritvized _
requirements to support systems acquisition and tradeoff
decisions and systems development .

3.2.2 A significant portion of the military has an
inaccurate view of the NRO's role in the intelligenice
SUpport process, including such areas as reguirements
development, tasking of e¢ollection systems, and data
dissemination. ' '

3,2.3 The NFPICO brocess dees not facilitate effective
administration or execution of the NFIP programg by the NFIC
senior managers. NFIC principals often lack sufficient
understanding of the issues, egpecially the more complex NRP
issues. Contributing to the difficulty is CLhe Intelligenc
Community’'s lack of a system or-agreed_methodclogy for
Planning and analysis on the NFIP gcale. The regultant lack
of an effective long-range strategy causes decision making
to coccur in the context of near term programmatic and
performance considerations which tend to favor the baseline
over new and/or long-term initiatives. The process is
particularly ineffective in addressing NRP issues. Tha
higher cost, longer term initiatives, that typically
characterize mogf of the NRP, do not fare well against the
lower cost, near-term initiatives of the other NFIP
Programs.

3.2.4  Insufficient gystem end-to-end planning and
programming coherence across NFIP and related DoD programs

wagtes resources and limits capabilities.

3.2.5 The lack of a consigtert, concise, and workable
definition of what should be protected within the BYEMAN
security systemn, partially due to the lack of & good
definition of the BYEMAN, TK, and other security systemg’
interfaces, hasg resulted in an incousistent, aurdated
approach to security classification that does not support
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the objective of protecting critical da
sufficient access €& data for those w
know,

ta while ensuring
ho have a valid need to
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4.0 RESTRUCTURE RECOMMENDATIONS

4.1 Leadership. Before detailing the réstructure recommends-
tioms it is important to address the question of “Why restructure
Lo solve problems that are mostly resolvable with better
management ?” It is dmportant to understand that the management
position of the DNRO is inherently weak principally due t0 the
matrix nature. of the NRO over which the DNRO does not have
complete line authority. Restructuring will help by removing
organizdtional obstacles inhibiting management control and by
providing the "tools" to promote mere effective management. The
resultant improvements could be even more effective. if combined
with effective leadership but the changes cannot substitute for
good leaderghip. 7o be effective, the changes, especially those.
assoclated with strengthening the DNRO's decision authorify, must
e supported by the DNRC, DCI, and SECDEF.

4.2 Recommendations. To structure the NRC to build upon its
excellent record, we recommend. that:

4.2.1 The DNRC's DoD position_shonld enahle him to be a 0)(1)
near full time manager of the NRP, DRSP, and b)(3
ARSP.  The DNRC's “whita world® position has provided some )G
important advantages in support of the mnanagement and

execution of the NRO mission. However, the management
requirements of the NRO reguire. that the DNRO devote -at

least 80 percent of his time to NRO matters. Often the non-
NRO responsgibilities of the DNRO, espacially when the DNRG

has also been the Secretary of the aAir Force, have made this
amount of attention to NRCQ matters impossible.  The Planning
Team believes that if the DNRO has a second hat in the DoD, ~

it must dliow for the Ffocus of his-attention_to be on his
responsibilities as DNRO while facilitating participation in
those space isgues that are important to the NRO and its
misgion.

4.2.2 The DCI should treat the DNRO as hig principal
advisor regarding the development and execution of NRO
pPrograms and actively include the DNRO 48 a senior member of
his management team. When the DCT and DDCI exclude the
DNRO, and instead go to senior managers of CIA or the
Intelligence Community Staff, or other NFIP Program Managers.
With a question or a request explicitly within fhe DNRO's
purview, they undercut the DNRO* 5 management prerogatives
and weaken his management position, 7Tha DCI and DDCI ‘should
have sufficient interaction with the DNRO to foster a closge
management relationship. Comvergely, the DNRO should kaep
the DCI and Dby fully-informed on a timely basig régarding

NRO issues, problems and plans.
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4.2.3 The SECDEF relationship with the DNRO should be
strengthened to impreve execution of the Defense programs
managed by the DNRC. Thig includes the DRSP and other
programs for which the SECOER has given management
responsibility to the DNRO. Currently, the effectiveness of
Chese programs suffers because the large and divarsge DoD
constituency makes the implementation of initiatives
difficult. While all these diverse Dobh interests should

have an oppertunity to actively participate in the programa,
there.must'bezan.effective.and-éﬂfOrCEable way to end
debates and make final decisions so that implémentation can
procesd. A cloger management relationship Between the
SECDEF and the DNRO would bolster the-DNRGﬁs-ability to
resclve contentious igaues, consistent with Dopb policy and
strategy, in a timely and enforceable manner. As with the
BCI, the DNRO should keep the SECDEF fully informed, on a
timely basis, regarding all NRO issues, problems, and plans.

R

4.2.4 The Director of the Office of Development &
Engineering should be the Director of Program B, Currently,
the CIA’s Deputy Director for Science and Technology {DDS&%}
iz the Director of Program B, Because the DDS&T reports
directly to the DCI, there are real and perceptual problems
regarding his willingness to support a DNRO decision that is
utifavorable to the CIA, or to appeal it with the DNRO.
Ingtead, the DDS&T can use his CIA command chain and take
the issue directly to the DNRO's bogs, the DOT. Thea
proximity of the DDSET £o the DCI also tends to cause the
DCI to look first to the DDS&T for support regarding NRO
issues. In addition, a non-NRO related problem regulting
from the DDS&T being the Director, Program B is ‘the zeal or
perceived losg of objectivity for his DDSLT responsibilitieg
because of his close ties to Program B.

Additionally, the DDS&T is limited by other
responsibilities and can spend only about 20 percent of his
time on NRO and Program B matters. The effective management
of the NRO and Program B reguires that the Director of
Program B is someone who spends the majority of his time
working Program B and NRO issues. '

4.2.5 The SECDEF and DCT must give the DNRO their active
Support for him to fulfill his diffi0ult_management task.
This is so important that we recommend that the SECDEF and
Delx should-specifically reaffirm their support for the DNRO
in an MOA, such as the one in Appendix 6. It is_critically
important that both the.SECDEFR and DCI work closely togethar
to support the DNRC and his decision auvthority. To
-eff‘ectively manage the NRO, +the DNRO' & de-cision_ au:‘;horj_t'y
must have the force of line management control in*spite of

“FOP-SECRET/ BYEMAN BYE-28039/88X

Series B
Copy  of 10
Page 16 of 71

s

Approved for Release: 2021/03/23 C05132256




—r B e ey ey e g
Approved for Release: 2021/03/23 C05132256/ BYEMAN

the matrix mature of the organlzation. The SECDEF and DCI
muist not allow elements of the NRO to subvers the DNRO' s
authority. Additionally, they must support the DNRC's '"hire
& fires" recommendaticns regarding the senior managers of the
RO,

4.2.6 The frequency, regularity, and discipline of formal
internal NRO sgenior management forums must be improved. The
senior managers of the NRO need to meet frequently and
regularly for the purpose of suppeorting a more effective
decision process that should include:

- The ability to identify issues requiring management
attention as early as pogsible and to frame them in &
manner that clearly identifiag the decisions that must
be made and the tradeoffs invelved,

- The{supporting'data fust be readily available, well
organized, complere, and credible.

- A supporting process to allow the communicatisn and
discussion of the issues and the relevant data by the
appropriate managers. This process should:

~- Fit the structure and cbjectives of the
organizaticn

-~ Ensure all participants have adequate time and
data to participate effectively.

- Clearly understood decision authorities.

- The mieans to ensure that Issies are resolved at the
lowegt possible managemerit level, but that issves not

resolved can be raiseéd quickly for top-level resolution
when regquired.

- An effective method of documenting dedisions and
communicating them to all parts of the organization.

- The.abiliiy'tcifqllow-up on decisions to ehsure they
are implemented.

4.2.7 A new NRO position should be created: the Deputy
Director for Military Support. The DSPO and the military
interface prcblems require more senior and appropriate

representation within the NRO management structure. Tue

oiectives for ESﬁablishim'-thiS_position'include:
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- Enhancing senior advice to the DNRO regarding support
to military operations;

=

- Facilitating communications with the principal
organization, the Joint Staff, responsible for the
conduct of military operations;

- Improving NRO interfaces with those organizationg
agsociated with support to military operations; .and

- Providing a means to imprave the military's
understanding of how the NRO functions within the
context of the Intelligence Community and support to
military operations. :

~ The new position should be filled by a two-sztar flag
officer, dual-hatted in an appropriate position on the Joint
Staff, who is tamiliar with support Lo militdary operations
issues. This officer should reside in NRO facilities and
spend -at least 70 perdent of his time on NRC matters. He
should agsist the DNRO and DDNRO with the nanagement of tha
NRC with emphagis on issues related to military support.
The Deputy for Military Support should be the number three
officer in the NRO command chain,

4.2.8 The existing military support functions {DSPO) should
be integrated into the appropriate staff and line elgments
to increase the understanding of, and responsiveness to,
military requirements, 7The military deputy should have a
special staff of six to ten military officérs to facilitate
liaison activities with the military. This small staff
organization should retain the titie "DSPO” within the
“white world” and should provide the organizational cover
and the '"black/white” interface function necessary to
SUpport the NRO/Dob interface, The refiaining DSPO functions
should be integrated inte the appropriate, restructured,
corporate elements to eliminate the current isclation of the
DEPO from the NRO so that. the effectiveness of the DSPO
activities within the NRO is increased. sPecifically, the
TENCAP liaison functicn, ‘the exercise support activities,.
and the planning and analysis activities now performed by
the DSPO should be transferred to the Planning & Analysis
(P&A) organization (4.2.10). While a separate DRSP should
‘ba maintained, the budget administrative functions For DRSP
should be integrated, with the NRP budget support functions,
into the NRO budget_offica,which will maintain independent
tracking of the NRP, DR8P, and ARSE. In a similar fa.ghion,
the adminigtration of, and guidance for, the DRSP R&D
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activities should be combined with the NRP R&D guldance and
administrative functions and placed in the PgA organization.

A more intéegrated NRO and DSPO management structure
should also improve the nanagement oversight of DSPO-
sponscred activitieg by ensuring that there is a single set
of management procedures, and adequate resources, for the
internal management oversight of NRP, DRSP, and ARSP _
activities. The careful hanagement of the DRSP is becoming
more important since the DRSP ‘has matured and begun to
congider dnitiatives that may not be executed by NRO,
elements. For €xample, ‘an initiative~might-be funded in the
DRSP and wanaged by the BSPC, both of which are under DNRO
nanagement contrel, but the actual development_ma be done
by an ‘activity not subject to the management of the DNRO.
Additionally, = the amount of funds provided by other
organizaticns for execulbion of various initiatives, through
the DRSP, have been inereasing. Both of these areas require
careful hanagement attention to prevent abusges of Lhe NRP or
DR3P charters or the speclal authorities of the NRC. Thig
management attention should be facilitated by & more
integrated NRC and DSPO management structure.

4.2.9 The DNRO's staff should be streamlined along
traditicnal staff lines, The existing NRQ Staff is an
organizational mixture of substantive”functioﬁsf such ags
cress planning and analysis, operaticns monitoring and
congressional liaison; ang administrative functions
including traditional staff functions such as personnel,
policy, budget, etc. This mixture does not allow effective
Qr appropriate senior NRC mansgement -focus on the individusl
functions collected within the staff structure in a ranner
congistent with their relative importance. The existing
structure also results in span of contrel problems and poor
lines of communication that are inconsistent with the staff
regulrements of an efficient NRO. The sStaff should be
restructured Lo ‘separate the substantive functions from the
traditional administrative fupctiong and té ensure that the
substantive functions have the organizational structure
necesgary to wake them more- effective.

The administrative.functions of seeurity,_policy,
registry, personnel, budget and comptroller, legistics and
communications should be cocllected into a separate gtaff
headed by a senier G—s-cr-equivaléﬁt civilian, The security
function is envisioned as a small support element for the
NRO headguarters. The policy function encom agges all those
areas traditionally associated with classical administrative
policy, including organization-wide policies and procedures,

operating instructions, and regulations. Jhe policy
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activity will be the central disgemination and maintenance
-, polnt: for policies. The programming and budgetipg_ﬁunction
i provides for budget administration, including building the
anmual budget. A separate Comptroller's office within the
administrative staff is envisioned for ease of audit and
separation of functions. This funection should be L
responsible for the transferring, accounting, and auditing
of funds, '

A separate operations staff should be created Lo
strengthen the wviability of the corporate NRO operations
functions which ars important to bcth'maintaining the NRO'g
strong cradle-to-grave approach to operations management and
Lo improving the support the NRO provides to military
operatiiong. To support military operations, the NRO must
have an operations maragement capability that is more robust
than the current ‘ad hoc non-real-time arrangerent.  The PNRO
should have the ability Lo manage operations rather than
just be-informed-abcut them after the faet. The proposed
operations organization should be responsible for the
existing flight safety, contingency, operations. status
monitoring, weather, Overhead Coliection.management Center
NRC personnel administration, and the currert gtaff level
launch support activities, :

The Inspector General (I6), General Counsel and
Congréssional Liaison functions should be organized as
special staffs to the DNRC,; much the same as they are in
major corporations and military ecommands. The NRO
Congresgional Liaison ig a single person today and,
recognizing the advantages of that approach, it should
remain very emall (one or two people) . The advantage of
having that person report directly to the DNRO iz based
primarily on the importance of that one person being able to
convey to the Congress the Director’s views. The 10
currently does report directly to the DNRO, by charter, and
thare should be no change to that special relationship.
Finally, the General Coungel is also a position that must be
able to provide advice, unfiltered by staff pressures, to
the Director, '

R

Additionally, care should be taken in structuring and
staffing these staff elements to ensure that there i no
potential for conflict between them and the regcommended
planning and analysis organization (4.2.10).

_ With the collocation of ﬁhe=headquarters:elememts of
the NRO, as described in 4.2.13, including the Program
Directors, the need for staff-level individual Program
Element Monitors to represent the programs will be
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eliminated, Therefore, this function_should_be'eliminated,
as a staff function, and absorbad within each oF the
separate Program Directors’ offices within the collocated
headguarters.

4.2.10 A substantial NRO Planning and Analysis {P&A)
organization be created, with 80 £o 140 persomnel, as a
separate line organization. Te be responsive to the
intelligence and cperational needs of the future, the NRO
must manage its activities and develop its sygtems in an
increasingly integrated manner.  Improved integrabion must
include a better understanding of user and customer
requirements, an enhanced involvément of users and customers
in NRO planning activities, the development of cross-
pProgram and cross-INT solutions, and more effective system
end-to-end planning coherence, including better coordination
with the other NEIP and Tactical-Intelllgence and Related
Activities (TIARA) programs. '

The anticipated intelligence and operaticnal
environment of the future requires the development of a
strong, centralized Ppsa capability within the NRO. The
expected complexity of the future intelligence and '
operational requirementsf_diversity of the potential
solutions available, criticality of the programmatic
decisions, and limited resources that will be available
require a substantial analytic capability to. support and
optimize the NRO's manzgement and decision processes.

The P&A organization should be established o meet the

following objectives:

- Enhance the NRO's external interfaces inciuding
réquirements_monitoringﬁ tranglation, and feedback to
improve the NRG'sg understanding of national and
military support requirements.

- Provide a capability to deveiop and maintain an
integrated architecture that will more effectively and
efficiently meet the intelligence requirements of the
future,

- Provide a capability to develop and maintain a
strategic plan that details what must be accomplished
{techmically, fiscdlly, and pelitically) to realize the
desired architecture. '

~ Provide an independent support capability for the NRO
decision procesgses, ineluding an cobjective technical
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assessment capability that can address cross-program
T and cross~INT igsues from a corporate NRO perspactive.

- Enhance the NRO's ability to effect better gystem
end-to-end and cross-program planning and execution
coherence between the DNROC-managed programg and the
other NFIP and TIARA pPrograms,

- Improve the NRO's effectiveness in external decision
processes including the ability to promecte an

understanding of, and suppoxt. for, NRQO initiatives.

The mission statement or charter for the P&A
crganization should read as follows:

"The Planning and Analysis organization of the
National Reconnaissance Officé is the centyal
organizaciomal entity responsible for top-level program
planning, coordination, and analysis of the DNRO-
managed programs. The organization shall have the
principal responsibility for interfacing with axternal
'organizations;-with the exception of SPO-level
development and operaticnal interfaces. They shall
perform requirements monitoring, analysis, transiation,
and feedback, and the coordination necessary ‘toc engure
system eéend-to-end planning coherence between the DNRO-
managed programs and the other NFIP and TIARA Programs.
The Pga organization shall be responsibie for the
development and maintenance of an architedtural and
strategic plan and the planning and analysis,
supporting guidance and baseline documentation
necessary to implement the plan.  pgr shall also
provide support, including, but not limited, to
objective technical adjudication of Cross-program and
Cross-INT issues for the NRO decision processzes.”

The P&A organizaticon should be organized in detail by
its Director with the advice of the other senior NRC and
Intelligence Community managers., Additionally, the final
definitions of the functions performed by P&E and its
interfaces with the other Program Elements should be left Lo
the P&A Director aﬂd the DNRO . 'Howeverj the follgwing are
Some general principles of organization and operation that
should be followed in establishing PsA:

- Responsibility and Authorityv: The PLA Director and
the DPgA organization must have a significant role, with
attendant supporting responsibilities and authorities,
in the management and execution of the DNRO-managed
programs. '
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~- The rolesf_responSibilities, and authoritieg of
P&l must be clearly understood and, with the
exception of aggential c¢hecks and balances, 311
campeting“functions_wiﬁhin_the NREO (staff and
program level) should be eliminated, or
restructured, to avoid unnecessary conflict,

-~ The P&A organization, while focusing on the
development of the Ffuture NRO architecture, should
algo have silgnificant responsibilities related to
the management and executicn of the curreant DNRO-
managed programs in order to avoid “ivory tower
isolation”,

-- Thé Director of Ps&A should be a senior 318/82g
officer or a flag rank military officer. The
Director should be selected by, and report
directly to, the DNRC, and have equivalent stature
Lo the- Program Directors.

- The Director of P&A should be a member of the
Directors! Board and all other seniocy NRO
management forums concerned with planning,
programning, and decisicon haking.

==~ The P&A organization should be a line
organization equivalent to a Program Cffics.

-~ The Direector of PsA should have ready acdcess to
the DNRO ard other Senior NRO managers. To
facilitate access to the DNRO and Lhe ability of
the P&A organization to support. the DNRC, the
Director of P&4, and the entire PgA organization,
ghould be collocated iri the same facility as the
DHRG.

-- The Birector of PiA should be involved (e.g.,
development of guidance for and/or assessment) in
all critical NRO decisions.

- Independent_capabilities and resources: While the
P&A organization should call upon the Program Elements,
8P0s, and Intelligence Community or DobD elements for
task-specific supplementary expertise and support, P&A
must have sufficient independent regources and
Capabilities to meet the routine majority of its needs.

-~ P&A must have a sufficient number of assigned
full-time personnel %o perform virtually all psa
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reésponsibilities without having to rely on
temporary assignment of personnel from Program
Elements, 3B0s, or customer crganizations.

~= PEA must be supported. by an independent budget
that includes sufficient funding for Psa
contractor support, analvtic tools development,

and travel requirements, as required.

-- P&l must have full and timely access to any NRO
data it needs, ihcluding access, through the SPpQs,
to all NRO centractors and any NRO data tley have.

-~ P&A must be able to use contractor support, as
required, to fulfill its respongibilities. While
P&A may use the contracting capabilities of one of
the Program Elements for rhis purpose, P&A should
fully develop and. control the statement of work,
and perform its own COTR function.

~- P&A must have an independent capability to
develop and operate analytic tools, including
simulations, ag deesmed necessary to support NRO
and external, NRO-related decision processes.

-~ P&A uust bhe able to establish policy for all
NRO planning and analvsis activitieg, including
simulations, that are to be used for cross-progra
comparigons or presented extarnal to the NRO. The
purpose of these policies ig to ensure conslstency
and comparability of analysis and data.

- Objectivity:  P&A must have a high degree of
competence regarding intelligence_procésSes, NRO
systems, and gystens engineering, and must perform its
mission with unquestionable objectivity; they must
maintain a natiomal level perspective,

-- P&A must not be an advocate for any NRO program
element, 8pQ, Or program proposal {except as
outlined belew), or For any customer agency or
intelligence discipline.

-~ P&A should be an advocate for Crogg-program/
crogs-INT architectures, coherent end-to-end
gystem planning and integration, creative
appreaches to overhead reconnaisgsance to offset
the tyranny of the baseline, an aggressive
approach to R&D, and suificient resources
essential to all of thess.
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- Customer invelvement: The organization and
operations of the_P&A.organization'must_be.undertaken
in such a manner as to provide for genuine and
substantial customer integration in P&A, and
appropriate customer influence on NRO planning and
decisions without limiting the NRO's flexibilivy,

particularly in the acquisition phages.

-~ Professionals from customer organizationsg
Should be detailed on rotation; typically 2-3 year
assignments, to P&A, and thoroughly integrated in
all P&A elements in both staff and management
positions. ’

- Cugtomer'detaileQS'should account for at least
30 percent of P&k personnel .

-- Detailees should be nominated by their parent
egeney or service, approved by the Director of
P&A, and operate under the authority and guidance
of P&A management . They should retain no command
relationship to their parent organization an
gerve. at the pleasure of the Director of PgA.

-~ Detallees should be encouraged to maintain g
constructive, informal dialogue with their parent
organizationg. Security procedures should be
developed to facilitate thig dialogue,

The following are suggested functions that could be
performed by the Psga organization within the scope of the
mission statement, suppartive of the cbjectives, and
consistent with the guidelines above:

- Planning

The. P&A function should be responsible for the
development and maintenance of a strategic plan that _
includes the drchitectural and capability objectives of
the DNRO-managed programs. The plan should identify
necessary technologies, provide conceptual road maps

{tgchnicalﬁ fiscal, and political} for developments and
major new initiatives, and serve as the basis for f{op-
level technical and programhatic guidance. The
plamning activities should be responsive to national
and military reguirements, congider thé funding and
prigrities of all DNRO—managed_programs, and include
the interaction with other Intelligence Community
elements necessary to assure attention to end-to-end
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system scope, including collection, srocessing,
exploitation, dissemination, and ans ¥818.

The P&A function should establish and maintain the
decision documentation'neCESSary to recerd and _
disseminate decisions that affect the NRO strategic
plan and related topics. This documentation should
include the baseline system 'contracts' bstween the NRO
and the SPOs. This should help improve the decision
process by facilitating the flow of information within
the organization and by providing an accurate technical
and fiscal baseline against which informed decisions
can bée made. '

The P&A organization should provide an evaluation
of, and guidance td, the R&D planning process
{including Military Exploitation of Reconnaissance &
Intelligence Technolody)], and the program and budgst
build process in accordance with the Strategic Plan.
Théiinvalvement of P&A in the R&D and program and
budget builld processes should result in a stronger
influsnce of reguirements and drchifectural
considerations in the NRO programming, budgeting, and
decision processes.

- System and Mission Bnalygis

; The P&A function should perform cross-program

‘ analysis to support the NRO corporate decision
processes, such as the budget build and ad hoc
reductions. The eénalysis should incdlude the assessment
of the current programs and operations for the purpcse
of shortfalls identification and the evaluation of
proposed new initiatives or reductiong. The scope of
analyses perforwed by the P&A fungtion may include, for
example, an evaldation of consistency with the NRO
Strategic Plan, requirements satisfaction, and
programmatic risk. = The intent is to have an NRC P&A
capability that will work closely with the SPOs to
accomplish its tasks, but will also have an independent
ability to carry out its respongibilities without
direct SPC participstion when approprigte.

: The P&a function should also be the foral point
for NRO responses to, and participation (if amy) in;
external studies. '
- Interface and Liaison
The P&A function should be responsible for
—FeP-SESRET/ BYEMAN BYE-28039/89X
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Cranslating Intelligence Community and DoD
requirements, priorities, and guidance inte coherent
and prioritized guidance for use within the NRO. The
P&A organization should monitor and provide feedback to
the Intelligence Commuriity on requirements satisfaction
and program planning. Conzistent with this responsi-
bility, the organization should represent the NRO in
requirements and user forums, such as SIGINT Owverhead
Reconnaissance Subcommittee (SORS) and Committes on
Intelligence Reconnsissance & Exploitation (COMIREX)
{existing SPO and detachment operational and
developmental interfaces will not be affected). The
organization should alsc SuUpport coordination among the
DNRC-managed programs .and other national programs
(Consolidated Crypiologic Program (CCP}, General
Defense Intelligence Program (GDIP), etc.) for system
end-to-end planning cohefence. The PeA function should
also provide support to the DNRO for the advocacy,
coordination, and explanation and marketing cf the
DNRO-managed programs with the Intelligence Community
and the DoD.

- Analytic Tools

‘The P&A function should establish reguirements for,
develop, and operate top-level, cross-program, analytic
tools, It should develop appreopriate policy for issues
such as consistency, validation of models, and medsuresg
of merit for all NRO simulations, including 8P¢-level
simulations used for activities or studies external to
the S8PO. In additicn, P&A should Support the
development of analytic¢ tools for Intelligence )
Community use. The P&A function should also manage the
NRO exercise gupport tools such as EXCAP {Program A
tactical gupport simulatien). To support this
funetion, the P&R organization will manage the NRO
analytic tools (including simulation) budget.

Based on the functions suggested above, there are a3
number of possible organizatiocnal structures that could be
used for the P&A organization. However, the exact nature of
the P&A organization should be left to the new P&A Director.
Additionally, the number of personnel required for PsA will
vary based on the final definition of the functicons to be
performed, and the type and degree of anv other NRO
organizatienal restructuring that occurs. As an estimate,
based on the caveats above, the number of pergonnel raguired
for P&d ranges from 80 to 140.
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4.2.11 The DNRO should appoint a broad based Advisory Board
o of “experts” to addredgs strategic, technical, and

] programreatic issues. A broad selection of senior experts,
including currently employed and retired individuals, from
gevernment and civilian organizations should be retained, on
a resexrvé basis, to provide ad hoc advice to thée DNRO.
Their collective expertise and experience should inciude
appropriate technical, managerial, governmental, and
intelligence areas. The group should have z designated
chairperson and vice chairperson and be supported by an
execubive support activity within an appropriate element of
the NRO, designated for this purpose. The members should
serve for two-ysgar teérms. The total group should meet three
times a year to maintain currency regarding NRO issues.
Cther meetings, or activities, of the group, in whole or in
part; should bé at the request of the DNRO.

4.2.12 A centralized BYEMAN security implementation
management function should be created within the NRO. This
function should be responsible for managing all BYEMAN
security implementation across &1l goverament and contractor
organizations ©o ensure consistent implementation standards.
This activity should be under the policy direction of the
DCI through the CIA Director of Security. However, the day-
to-day management of this activity should come from the
DNRC. The BYEMAN security system exists primarily for the
purpese of supporting and protecting NRO activities. The
existing approach to the managsment of the BYEMAN system is
based on a belief that the NRO is just an extra large
“program” and that security management for a program cannot
be intrusted to the DNRO as the program wanager. This
assumption i§ not correct. The NRO is, by charter, a
separate Defense agency. The DNRO should have line
management responsibility for the critical support
functiong, such as security, that he needs to fulfill his
duties ag DNRC. The BNRC's management of tha BYEMAN
security system should be consistent with the policy
direction from the CIA Director of Security. Coaflicte
should be raised to the DCI or DDCI for resolution. /The
Director of this function should be neminated by the CIA
Director of Security, with recommendatiocns from others, and
selected by the DNRO from the rnominees,

4,2.13 A, B, and C program identities should be maintained
and the precess of collocating the NRO should be initiated
immediately.  As a first step, collocats Lhe DNRC, his
deputies, their staffs, the P&z organization, centralized
security, and the Directors of A, B, and C and their staff
support. Initiate facility and planning activities to
support the Headguarters collocation and the eventual
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collocation of the &, B, and C SPOs with the headquarters
elements in a single facility. While the Planning Team
recommends the timely and total collocation of the NRO, the
Planning Team does not recommend moving to national agency
status. After the NRO has beern collscated, consideration
should be given to standardizing support functions. 7Tt is
egsential that the management sleménts of the NRC and the
P&A function are collocated as soon ds possible. The 8p0s
should be moved as soon as facilities.and-detailed:planning
can be completed. The exceptions are sslected interface-

- Intensive or shared funetions, such as Launch support or
the Naval Research_Laboratofy, which should remain in place,
Once collocated, the NRQ should move naturally toward a more
efficient organizational structure.

There 1s substantial benefit to be gainéd by the NRO
and its users and customers from the. collocation of the NRO.,
It will provide the opportunity for daily interacticn
between the DNRO and the Program Directorg and promote theiy
shared attention to the management of the NRO. ' The result
should be an improved decision process, enhanced
communications, and better management integration.
Additionally, collocation should foster a stronger sense of
a “corporate’ NRO and a shared mission. The Planning Team
believes that without the management advantages of full
collocation, thHe DNRO will not be able to resolve the
management problems which have prempied the restructure

activities in the NRO. a2 substantial P&A group and a
headguarters-type collocation will not provide sufficient
management -support for the DNRO to ceope effectively with
competing Program Elements and problems that cut across
program lines. Examples of the potential problems inciude;

- The future architecture for geocsynchronous SIGINT
collection has been a very contentious issue between
Programs A and B, which appears tc be resurfacing. The
Intelligence Community can i1l afford a repeat of the
wasteful and destructive competition this lssue has
raiged in the past.

- Often, the competitive bressures between Program
Offices are reflected in How they deal with industry.
An example of these inefficiencies is the case where a
gingle contractor ig responsible to one Program Office
for the development of a system, and responsible to
another for technology efforts. The Program Offices
will, for primarily competitive reasons, place
restrictions on the contractor that will inhibit intra
contractor efficiencies and creativity that would
benefit the development of the system, Additionally,
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the Program Offices, again motivated by the divisgive

. competitive environment, deveélop a "mine' and "theirs!

} attitude about contractors. This attitude often
inhibits effective procurement practices, such as
inter-contractor cooperative efforts, and results in
the Program Qfifices competing, along with their
contractors, rather than assuming the cbjectiva _
viewpoint appropriate to the Government role in systems
acquisition:, '

- An efficient architecture should provide for the
maximun shared use of support capabilitiés ‘such as
communication relays irrespective of which NROC program
has developed the capability. However, the distrust
that the Programs have for each other has made them
extremely reluctant to depend on resources dontrolled
by another Program Office. An exawple of this is the
NRC management's inability to influence competing
programg to seriously consider using commen relays.

- The NRO is funding and operating two low orbiting
ELINT systems, One developed and operated by Program C
and the other by Program A. Botrh programs are growing
incdreasingly expengive and duplicating more of the '
other’'s primary collectien mission. A strong PeA
function should give the DNRO the capability of
_ objectively developing an integrated architecture in

) this area. However, without the management strength of

: 2 collocated NRO, the DNRO will probably have
difficulty in implementing the architscture.

As our complex of overhead assets grows both
quantitatively and gqualitatively, it becomas
increasingly important that we seek synergistic
integration to enhance the value of each systenm. Cuing
between SIGINT and IMINT satellites ig a prime example
of the coopération betwean syastemg which is dependent
on cooperation between Program Offices. Cross-cuing
between infrared, visible electro-optic systems and
radar imaging systems should be another area of cloge
cross-system cooperation. The technology is here, the
need is present, and the dollaxrs are shrinking; vet the
bureaucracy of the three NRO Program Offices stands in
the way of real cooperation. The lossr is the nation,
expressed in terms of national gecurity and cost
effectiveness.

_ While a P&A element can provide the DNRO with support
that should impreve his managsment ability, it cannot
provide him with the management leverage required to
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completely handle these difficult problems. Moreover, most
of the people external to the NRO, including leading _
industrial managers, have been overwhelmingly in favor of
full collocation for one reason, sound management.

Some of the arguments against cellocaticn inclinde:

- Program A claims full collocation will destroy their
ability to manage their programs. They believe that
their management style cannot be effective if removed
frem thelr present contigueous location with their prime
contractors. The Planning Team believes that, given a
five-year lead time, the necessary management angd
rescurce adjustments can be made. Both Programs B and
C have successfully managed their programs from the
Ezst Coast, while working with the same major
contracteors used by Program A.

- Programs A and C believe that full collocation and
integration will result in the eventual take-over of
the NRO by the CIA., This belief stemg from the fact
that the personnel grade structure of Program B is
higher than either A's or C's. 7In addition, they
believe that the generally longer tenure of civilian _
versus military assignments will result in the eventual
“civilianizing* of all significant positions. Prograr
C is also concerned about their ability to suppert the
restructure from within exigting Navy resources or
their ability to get the Navy to provide additiomal
resources. ' '

The Planning Team believes that all these concerns
are resolvable. The NRO could reimburse the Navy for
the costs assodiated with any additicnal slots, or
selected positions could be identified as Program C
positions and filled with retired Program € individualg
in a e¢ivil service or ¢ontract manner (similar to the
in-house arrangements currently used by Program C to
provide supplementary SPO manpower). The problem of
rank differential betweéen the Program Elements should
be a workable problem within the confines of the NRO.
The Planning Team believes that the Foremost
qualifications for any position in the NRO ghould be
the relevant expertise and experience of the candidate.
This is an area in which the Program Offices are very
equal .  The specified criteria for a position, such ag
SPO Directer, should inciude the caveat that, given the
gualifications cited above, the position can be filled
by an appropriate wilitary or civilian {e.g. 0-6 or
SIS/SES_ ) individual. The NRO already has some
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experience with functional organizationa structures
that have "senior® individuals working for "junior®
2 persons.

To sum up, the opposition to collocation comes almost
entirely from Programg A and C. The essence of the counter
arguments to full collocation avoids discussing the NRO
management problems that forced Secretary Aldridge to begin
the process of organizational evaluation, but instead foeus
on the perceived needs of the individual Program Offices or
their parent orginizations. Regstructuring without
collocation and management integration is doing too little,
too late to solve the fundamental problems of the NRO.

The Planning Team reviewed sgix bagic alternatives for
realigning the Program Elements, to include collocation
options. A more detailed digcussion of these cpticns is in
Bppendix 4. In esach case it was assumed that the corporate
headquarters would be realigned and that a P&A element would
be created as described above.

The first opticn was to keep the existing Program

Element.structure, with the three Programs, A, B and C. The
second option was to reorganize along functional lines, Pga,
R&D, Acquisition, Operations and Logistics; and the third
option was to reorganize along business lines, SIGINT,
IMINT, Other, P&A and Support. & fourth option, gimilar to

3 one used in. another national krogram, was a functional

: option with all three Program Elements malntaining separate
acquisition respongibilities. ‘The £ifth and sixth optionsg
were also hybrids. The rangs of options allowed variousg
strengths and weaknesses of the NRO to be identified and
traded off. Several of the options were more dependent, in
terms of their effectiveness, upon collocation than the
Otherg, but in all cases collocation was congidered a
distinet advantage. :

4.2.14 No changes to the mission statement or charter of
the NRO are required to support anticipated natiomal or
military support activities of the NRO. There were four
lssues in the mission/charter area:

- Viability of the NRC charter to support the
objectives of the organization;

- NRQ support to milita:y operations indluding the
acquisition of dedicated military support satellites;
- The extent of NRO involvement in areas outgide its
traditional colléction acguisition rele; and
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- NRC involvement in the management and execution of ;
the ARSP,

o The PBlanning Team's prelimivary findings are that the
first issue is not a problem in that the current charter is
still valid and that the last three issues are not due to
problems with the charter but rather are due to
implementation problems caused by a lack of specific NRO
policy or gtrategies related to these areas.

There are at least two documentd which can be caslled
the NRO “Charter”: Dol Directive 5105.23, March 27, 1964,
which establishes the. NRO as an operating agency cf the
Department of Defense (revised 3 October 19792), and the
“Agreement for Reorganization of the National Reconnaissance
Program” signed by the DCI and the SECDEF, 11 August 1965.
ThHere have been multiple documents which have affected the
charter of the NRO, such as the addition of the DRSSP in
1980, with the wost recent being Executive Order 12333,

signed 4 December 1981.

The "Charter" of the NRO hds withstood the test of
time. The same can be said for the migsicn of the NRC. In
spite of the chafiging operational and pelitical envircoment,
the basic authorities of the NRC have remained intact and
both bDeD Directive 5105.23 and the 1965 Restructure
Agreement, which describe the NRO mission in the broadest
termg, are viable.

The Planning Team believes that the chartsr of the NRO,
as written, permits and supports the objectives of the NRO
with respect te its future. Making reasonably plausible
changes to the charter will not solve anv of the problems
inhibiting the efficiency or effectiveness of the NRO.
Unlese specifically excluded by the charter, an organiza-
tion's ability to modify its role in selected areas is
predeminantly limited by historical precedent and the
willingness of other organizations to accept the changes.
Given -that the charteér is over 20 vears old, there axe
modifications that could be made to reflect the de facto
changes that have occurred. However, unless a substantiazl
gain can be realized from updating or changing the charter,
the wigks entailed and time consumed by opening up the issue
argue against making any changes. '

It is unclear why support to military operations
continues to be a question--whether or not the NRO is
*chartered” to support military operations has been
questicned periodically since the early 1960's. Bach time
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the question is raised, the answer comes back with a
- resounding "YES". The NRO has built, and continues to

i build, systewms whose primary mission is to support military

: cperations. The DRSP was forméd in 1980 to facilitate the
building of such systems, to augment cther systems so they
provide better support, and to make sure that thes military
operator is trained and equipped to make the begt possible
use of overhead data.

o The problem is not one of mission or charter. Rather
it appears to be an educational or awareness problem, both
within the military and the XNRO, exacerbated by the lack of
an NRO strategic plan to direct and guidé implementation
within the NRO. The recommended military deputy and the
Staff, DSPO and P&A organizational changes identifisd
earlier in the report should help increase NRO awareness and
responsivensss to military suppozt problems and help with
the education of the military regarding the NRO’'s mission
~and capabilities.

The- Intelligence Community is becoming increasingly
aware of the dollar and performance impacts associated with
the lack of coherency between the functional portions of
systems (e.g., collection, brocegsging, tasgking, etco.)
through all phases of programming, development, and opera-
tions. While the NRO has been traditionally considéred as
only a cellection system acquisition organization, it does,
in fact, do work in all areas including system management,
brocessing, exploitation, and dissemination. 'he principal
problems in thig area are the lack of a policy or a
strategic plan detailing a reasonable set of implementation
agtions,; that the NRO could initiate, and the lack of
adequate Intelligence Community cr DeD procedures to
facilitate effective system end-to-end planning and
pregramming.

The charter zlso is adequate with regard to the NRO*S
role in managing and acquiring special airborne.
reconnaissance platforms. During its early vears the NRO
played a very active role in this area. With the
development. of advanced airborne reconnaissance concepts
with the potential to provide critical support to a wide
range of natiomal and military users, the NRO should develop
the appropriate policy and planning to facilitate the '
acquisition and operational management of appropriate
dirborne recomnnaissance platforms, sensor payloads, data
links and ground stationg.
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4.2,15 The NRO should remain a covert organization until
stronger imperatives for change are identified. The isgue
of whether or not seélected informaticn regarding the NRO
should be overt and unclassified does not appear to inhibit
the realization of any NRO organizational objectives. The
motivation for considering the declassification of any
information is principally dué to the obvious inconsistency
between the covert nature of the NRO -and the widely known
existence of satellite gystems and their role in
reconnaissance and the existence and wiszsion of the NRO
itself. Arguments against declassification include:

{1) opening the door to Freedom of Information Act (FOI&)
inguiries; (2} the danger to streamlined NRO management
technigues through increased administrative oversight; and
{3} further erosion of NRO security {usually déscribed as
the "slippery slope” syndrome) . ,

The Planning Team has concluded that there ig no
significant cost for remaining covert and no major benefit
for becoming overt. Hewever,JdeclaSsification of sgelectead
information regarding the “fact of” the NRO appears to be
feasible without harm to the WNRO migsion. The Planning Team
also believes that the eventual declassification of “fact
of” information is very likely, perhaps as a by-product of
the recommended restructure actions, and careful planning
for such a transition should be initiated. '

4.2.16 A National Reconnaissance Board should be created.
This board should net be a decision-making group. Instead
it should provide the SECDEF, DCI, and DNRO with advice
regarding reguirements and program issues concerning the
NRP, DRSP, and ARSP and velated aspects of other NFIP and
Dol programs.

The group should be chaired by the DDCI with members
from the NRO, CIA, DIA, NSA, IC Staff, the Joint Staff, and
Office of the Secretary of Defense (0SD) (either Command,;
Control, Communications & Intelligence (C3I) or Assistant Eo
the Secretary of Defense for Intelligence Policy (ATSD/I2}),
at the Deputy Director or equivalent level. Some believe.
that the. Director, IC Staff should chair the group.

However, the Planning Team's strong preference is for the.
DDCI to chair the group. The DDCI's chairmanship is more
likely to maintain deputy director level participation in
the group. The agenda of the Board should be driven by
intelligence challenges and the DDCI's active participation
in the upper levels of the national gecurily prodesg places
him in a better position to focus the Board on the

- appropriate ilssues. The BDCI's chairmanship adds to the
top-level status of the Board and provides an appropriate
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gsenior authority for interaction with the DoD on NFIP/DoD
oy lssues. '

Since the DNRO. reporks to the DDCI, there are those who
believe that the DDCI may be an inappropriate chairman for a
group whose principal responsibilities include providing
advice to one of his subordinates. Additionally, bectause
the DDCI also enjoys a similar arrangement with the other
members of the group, his ability te anforce his position
may inhibit the give and take advisory nature of the group.
The Planning Team believes that thesd concerns can be
answered. However, this decision correctly belongs to the
DCI who should discuss this igsue with the SECDEF.

The intent ig to keep ths group small, to enhance its
effectiveness, and to focus the group on user and custoner
needs and program responses rather than financial or
programmatic accommodations. The gtaff support, including
executive sgecretary function, ghould be supplied by the NRO,

4.2.17 A three part facility acquisition program should be
initiated to rapidly and completely siupport the restructure
actions. A temporary facility is required to support the
immediate collocation of the minimum esgential NRO
management elements and the initial PeA organization. gqpe
most important criterion for this facility ig immediate
availability. The only facility meeting this c¢riterion is
limited in size. Therafore a larger interim facility which
cant be available in a year to 18 months is required ko
provide for the collocation of &ll NEO management elements
and the full P&R organization. Once the interim facility is
ready, only essential liaison functions and meeting
facilities should remain in the Pentagon. Finally, a
permanent facility will be required to support the total
collocation of the NRQ. '

During the course of the study, a facilities team from
CIA g¢onducted a search of the Washington D.C. area to
determine if facilities were available to support potential
restructure recommendatiens. Detailad facility’options_Were
developed that can support all the recommendations in this
report.

The facilities team investigated existing government
facilities and new construction én government: property.
Commercial opticns were also investigated to include lease,
purchase and new construction. The team’s evaluation
criteria included cost, schedule, security, ability to
satisfy size requirements and aceessibility. Existing
government buildings weré ruled out because of size and
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security problems. Cost and schedule delays, driven by rthe
need for an environmental impact statement, site master plan
considerations, and funding cycle constraints ruled out new
comstruction on government land. The commercial coption was
far more flexible and satigfied more of the selection _
criteria. After surveying 160 interim facilitieg and 150
permanent facilities, both interim and Permarent sites were
identified in Faixfax County to support the collocation of
tha NRO.

_ The NRO has a lease agreement for a temporary facility
in Fairlakes, Virginia. Approximately 130 people can be
accommodated in this facility almost immediately. However
size and security considerations make this site viabple for
enly a short peried of time (1-2 years) ,

- There are two principal candidates for the interim
facility ‘to support 300-400 people. One is International
Point on Rt 28 near Dulles and Meadows IIT 4in Westiields,.
south of Dulles, Depending on which one is chosen,
immediate authorization will allow availability within 11 o
18 weriths. '

The two alternatives for a permanent site to suppert
the total colleocation of the NRO are associated with the two
interim locations. Adjacent to Westfields and within two
miles of International Point there are building sites owned
by the developers of the potential interim_buildings that
will meet the requiremsnts for a permanent NRO facility. In
either casge, immediate authorization wili allow ctcupancy in
approximately 51 months. '
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5.0 ‘BEEXTERNALS
5.1. Introduction. In addition to examining the NRO, the
Planning Team was tasked to identify and analyze problem areas,
and present gpecific recommendations for change, in Intelligence
Community and DoD management and interrelated processes external
to the NRO. :

5.2 Goale & Method. The Plamning Team defined its principal
~external’ goal as the identification of problem areas and the
definition of corrective actiohs that, irrespective of internal
NRO structure, would have the highest peotential to:

Improve the effectiveness of internal NRO planning and
decisions for the development and acquisition of overhead
systems; '

Improve the NRO's regponsiveness to users’ intelligence
and operational support needs; and,

Enhance the ability of NFIP managers to develop and
sustain a congensus within the Administration and with the
Congress for appropriately focused long-term resource
investment in overhead systems and related programs.

A subset of the Planning Team, representing key national and

opergtional users of NRO products and .an officer from the IC

s Staff, participated fully in all aspects of the analysis. In

" addition, thev focused on the so~called "external® issues. They
reviewed documents, held conferences, had meetings in their '
parent organizations, and conducted extensive interviews with a
broad range of executive- and working-level representatives of
the Intelligence Community, DoD agencies, the Services, and the
Unified & Specified (Us8) Commands . In addition, many execurive-
level visitors from Intelligence Community and DoD organizations
gpoke Eo the Restructure Planning Team about thelr views of
Intelligence Community or Dol processes and their relationghip to
NRO planning and decision making,

5.3 Conditions and Perceptions. The most serious impacts on NRO
arid Intelligence Community interaction and organizational
pexformance stem from a number of external conditions and
perceptiong:

An increasingly constrained fiscal envivonment, and the
dynamics of rising costs and.continuedrexpansion_of
requirements in a period of intense competition for marginal
funds '
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~ The difficulties of overcoming tha rigidity of a strong
baseline program with a reasonable degree of innovation;

Crogs-program and cross-discipline planning and
adjudication weaknesses in the NRO and broader Intelligence
Community and DoD;

Lack of discipline im the national intelligence and
defense requirements PrOCEssEs;

Perceptions by military cperators that NRO assets are not
reliably available to them; and,

- A general peérception of impotence on the part of NRO
customers in such areas as requirements-to-program tracking.

Thege conditions give rige to a confusing NRQ program
management ernvironmwent and a tendenicy for no-holds-harred
competition using tactics that undermine loyalties within the NRO
and erode ekternal confidence and support. The net result is a
distrustful, oceasicnally hostile, user community that feels
unable to assure itself that either its system requirements, and
by extengicn, ifs ability to produce the required intelligence,
will be acted on within priorities considered by the user to be
rational and reasonable.

5.4 Problems. The most important external factors contributing
to this environment fall into five major problem categories
reflecting faulty, or inadequate, user compunity processes.

These lead to specific internal NRO problems or” actions that have
& negative effect on the product of the NRO and the Intelligenc
Community and DoD. ‘

- An Intelligence Community reguivements system that fails
to convert disparate, multiple entries of requirements-
related data into a cohesive statement of adequate structure
and detail, binding on the NRC for strategic planning and
system acquisition. This leads to aggressive, uncoordinated
NRO efforts to seek requirements from any source and
individual partisan user relationships bagsed on support of a
Program initiative. Resultg include virtually uncontrolled
program competition and ad hoo program and resocurce
decisions without any consistent requirements yardstick
against which to measure cost versus benefit comparisons
across programs or iatelligence disciplines.

hog and primarily driven by financial pressures. This leads
to decisions unsupported by any strateglc concept or plam,
arid often represents an invitation for Congresgsional

-~ A resource adjudication and oversight process that is ad
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committees, already frustrated by what they discern to be
indecision and lack of commitment by the adminigtration, to
take extraocrdinary action through authorization and
appropriation sgtrictures.

P

Digjointed and uncoordinated DD requirements processag
and operational intelligence support interfaces with the
NRO. This leads to lack of focus, damaging misconceptions
about unfuifilled requirements and systems availability, and
inadequate NRO support to military operations.

Lack of an effective, lntegrated NRGC and Intelligence
Community and DoD process for total system end-to-end
planning, programming, and tracking of execution. Thig
leads to inefficiencies and digconnects aMONY major program
elements, lack of an appreciation for the total system Costs
and, in some cases, failure to realize all the alements
esgential to achieve a program’s full substantive potential,

Inadeguate top-level Intelligence Community processes,
including a lack of effective support to NFLC deliberations;
guidance that often lacks adeguate substance, direction, and
granularity; and an-inadequate-budgétmdominated cross-NFIP
planning and analysis capability to support either. This
leads to poorly informed top-level decision making, programs
that are left free to pick among the plethora of high
priority tasks or to justify virtually any desired
initiative in associafion with some element of “guidance, ”

/ and a reliance on cost/benefit and tradecff analysis
performed by advocates of program or departwental interests.

5.5 Recommendations. To address these deficiencies, we propose
that the Director of Central Intelligence and the Secretary of
Defense take the following specific actions,

5.5.1 Establish an effective, integrated Intelligence
Community requirements system with top-to-bottom
traceability from intelligence problem to program response,
in order to permit the development of Intelligence Community
and NRO strategies, suppress wasteful competition, and to
facilitate cross-INT and crogs-program tradeoff analysis and
customer feedback. In the interim; the NRO ghould pursue
its own top-level aggregation and organization of available
requirements sources as 2 means. to support internal planning
and analysis and as a basig of dialogue with customers.

5.5.2 Focus DoD-NRO interfaces to ensure proper service at
all levels to the interests of warfighters.
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Reinforce DIA's responsibility for wvalidation and
integration feor all DoD operational 1ntalllgence
support requirements and as the authoritative spokesman
for these needg in NRD planning and acquisition.

Support related NRO restructure options te establish
a Deputy Director for Military Support and other
internal measures to ilncrease NRO service to
- operatiocnal support needs.

5. 5 3 Provide management focus for Imtelligence Community
planning and programming for a total system end-to-end
process and review procedure to ensure ccherence in all
aspects ol development and acquisition and maximum return on
investment.

stablish the DNRO! srmspOﬁSLblllLy for leadership
of a joint Intelligence Community process for planming
and end-to-end system architecture development for all
NRO-based systems.

In most cases other than STGINT systems, all funds
for davelopmenL and aCQJlSltlon of the total system
would be programmed in the NRP or DRSP; funds would be
transterred to programs implementing peanned syatem
segments only in the program year. This would preclude
uncocrdinated reallocation of system funds in out years
by other program managers who have no stake in tetal
system periormance.

Implementation of selected gystem components would
continue to be axecuted by NFIP and DoD agencies, as.
appropriate, within the context of the total system
end-to-end plan

.5.4 Improve Intelligence Community processes for support
to top-level decision making, guldance, and planning and
analysis.

Fstabllsh a Intelligence Community Planning and
Analysis unit that reports diredtly to the Direcdtor,
IC8. It would be analogous to the proposed NRQ P&A
unit, buf with broader responsibilities for cross-NFIP
analysis and assessment of program initiatives. It
would have the explicit responsibility to identi fy

sues and derL them to decisliong, supporting all NFIC
pr1n01pa1a with structured decision-support papers. It
would prepare NFIP qtrategv and all program guldance
documents. This unit should have analytic capabilities
reallocated among, or added Lo existing IC 8taff
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elements to provide for top-level all-source analysis,
. INT-specific analysig, and fiscal considerations, ag
} well as augmenters from NFIP.agencies in order to
ensure that agencies participate and have good insights
and confidence in the process (zame concept as
Intelligence Community detailees in NRO D&A) .

>.5.5 The recommendaticn to create a Nztional _
Reconnaissance Board, as outlined in 4.2.16, is slso vital
to the success of broader Intelligence Community and DoD
changes. The Board has at least egqual importance in terms
of its value to external prodesses, including requirements
discipline, DoD-NRO interfaces and attention to operational
Support, end-to-end planning and programming, and the full
range of Intelligence Community and DoD deliberation
processes,

5.6 Implementation. These actions will have full positive
effect only if implemented in conjunction with major management
revisions within the NRO. Throughout the study process, we were
struck by the interrelationships between internal NRO problem
areas and ‘“external” factors. Although changes can proceed
independently, unless there is real progress in resolving these
problems together, no approach to restructuring the NRO or
improving its internal management and decision making procggses
will achieve its full potential.
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5.0 IMPLEMENTATION

Many of the recommendations above will reguire the approval
and support of the SECDEF and DCI to ba implemented. We
recommend that their approval and support should be documented in
a brief MOA =such as the wone in Appendix 7. This MOA should also
be used to reaffirm theé charter and mission to the NRO and the
SECDEF and DCI guppcrt for the management authority of the DNRO.

Yo facilitate implementation of the recommendations
contained in the report, a NRO" restructure implementation team
should be formed immediately; This team should report directly
to the DNRO or his deputy and be responsible for managing the
rastructure implementatioén activitiles. The implémentation team
should include the facilities group that was a part of the
Planning Team and repressntatives from the NRO Program Elements.
The first action for the implementation team should be to ensure
that all NRO personnel have a complete and factual understanding
of what was recommended, what has been approved, and the general
plan for impleémenting the approved recommendations.
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BPRENDIX 1

Study Team Members

Robert K. Geiger, RADM (RET), USN Team Leader

Barry Kelly Deputy Team Leader
Program A, NRO
DSEQ

NRO Staff

NRO Staff

Arvin C. Gosser DIA
Jeffrey Harris : Program B, NRO

John D. Jevce NSA

| NRO Staff (Executive
Directer cf Study)

Program. C, NERO

NRC Staff (b)(1)

IC Staff (b)(3)

CTA

Ronald D. Tabor, LtCol USAF The Joint Staff

FACILITIES, COMMUNICATIONS ANE SECURITY TEAM

CIA

NRC 8taff
CIA _
NRO Staff
CTa .
NRO Sstaff
CIA
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M NATIONAL RECONNAISSANCE OFFICE

WASHINGTON, D C

OFFICE -OF THE DIRECTOR.
February 2, 1983

MEMORANDUM FOR THE DIRECTOR, NATIONAL RECONNAISSANCE
OFFICE {NRO] PLANNING TEAM

SUBJECT: Study Objedtivés:and Guidance for the NRO Pilanning Team

During the past year and a half, the NRO has conducted a
serieg of formal and informal discussions and studies among the
NRO elements --and with extérnal crganizations--concerning the
effectiveness and efficiency of the NRO's organizationgl '
structure and its planning and decigicn-making processes. During
this period, the NRO has recegnized gome fundamental problems
which may best be resoclved by an internal restructuring,
including: '

a. The NRO's decision-making process needs to be reviewed
and perhaps updated to make it consistent with changes in the
Community which have taken place since the creation of the NRO.

b. Intense competition among the programs may have outlived
its usefulness. Constraints or dlternative methods of fostaring
technical competiticn need to bhe examined.

¢. The purpose of the D/NRG‘s staffs (NRO, DSPQ, DSSPO) has
changed over the years and needs updating. '

_ d. The method by which requirements are received, analyzed
with participation of the Commuriity, and subseguently
incorporated into system designs and modifications differs among
the programs; 1t needs to be reviewsd to determine if changes are
necessary.,. '

. &. The responsibility for the development of exploitation
and distribution-systems for NRO syetems product is vague and
ingonsistent across the community.  The role of the NRO needs o
be redefined in this critical area in view of technological
advances, of expanding collection systems, and of constrained
budgete of the last few years.

-
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RESOLUTION

The Director and the Board of Directors of the NRC are
resolved to examine and adopt proposals which can improve its
ability to service the overhead collection nseds of the Community
and the military services. The goal is to reshape it into an
organization which can operate efficiently and effectively in a
climate of expanding mission requirements and increased budget
competition; which can develop an integrated architecture to meest
future reconnaissance requirements and the consensus to bring it
to realization; and which provides increased support to our
usgers, including cperating military forces.

It is algo our intent to preserve the strengths of the NRO.
The NRC has desigred and deploved the werld’s most effective
space systems, providing this nation with unique advantages. Qur
strengths include the streamlined acquisition procedures we have
developed, the vertically-integrated program drganization which
take cradle-to-grave responsibility for our reconnaissance
systems, and the unique identities and talents of the Air Force,
CIA, and Navy program offices we have built.

The Board of Directers is forming, and will provide guidance
to, a Planning Team which is to identify and develop the
significant issues pertinent to the restructuring of the NRO,
uniderstand the facteors, present options, and make
recomnendations.

PLANNING TEAM GUIDANCE

Planning Team Chair and Menbershio. The Planning Team:
Dirsctor will be RADM Robert Geiger, USN (Ret).  His principal
deputy will be Mr. Barry Kelly. The Team Director should make
his recommendation for Team structure and composition to the
Board of Directors 3 Feb 88. The Directors of the NRO Staff and
Programs A, B and C are each prepared Lo provide team members
upon agreement with the Team Director. '

alLior i Ly and Re ore) duy The Planning Team Director will
have full authority for the conduct of the study, subject to the
guidance provided herein and subsequently by the NRO Board of
Directors as & group. The Team Director will have authority to
assign tasks within the Planning Team, to schedule work to meet
schiedule milestones agreed upon between him and the Roard of
Directors, and to review and approve the work producad by the
‘Team before presentation o¥ delivery to the Board. The Team
Director is authorized to request information, including
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documents, data and interviews with key perscnnel throughout the
NRC organization. He is alse authorized and encouraged to
request pertinent information from Intelligence Community and
other user organizations. The Bpard of DBirectors will identify
points of contact on the NRO Staff and within each Program Cffice
for coordinating access to such information.

The Planning Team Biréctor will report to, and accept
guidance or direction from, only- the HRO Director or Board of
Directors. The Team Director will meet with the Board on
3 February 1989 to review and discuss the study guidance, team
membership and approach to initiating the team’s work. He will
meet. with the Board bi-weekly thereafter to review progress,
address critical issues, and when appropriate, make
recommendations for early actions on proposed restructure
transition plans. '

Objectives. The Planning Team is tasked to identify and
develop the significant issued pertinent to restructuring the NRO
Lo meet the following objectives, understand the factors which
relate to thosze issues, present options for addressing near term
problems and restructuring of the NRO, and té make _
recommendationsg among the options. The Planning Team shall not
be constrained by past approaches to restructuring or
recrganizing the NRO, nor by prevalent opinions or feelings
toward restructuring. The Team is expectad to bring a fresh
perspective ta all issues. The objectives are:

a. General
(1) Maintain the strengths of the NRO
(a) Streawmlined management
(b) Cradle-to-grave system responsibility
(¢) Bervice/agency composition of the NRO

(2) Strengthen internal NRO operations and the NRO
decision-making processes, specifically te ensure that the NERO
has the capability to develop an integrated overhead architecture
appropriate to future reconnaissance requirements and to build
the consensus which will be required to bring it to realization.

(3) Provide increased support to our ugers, including

operating military forces, and strengthening éur external
interfaces.
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b. Specific

(1} Review, revalidate or make recommendations for
clarifying the internal interpretation of the NRO mission
statement.

(2) Define the external interfaces appropriate to the
mission statement and the external decision process,

(3) Review expanding NRP/DRSP military operational
suppert mission.  (Should the NRp and/or the DRSP operate and/or
build space systems with & prime mission of military support?)

{4} Make recommendations for better identifying,
validating, and pricritizing requirements; for providing
objective technical evaluation of programmatic alternatives; for
community involvement in value assessment of technically valid
optionsg; for execution of Ccross-program analysis and the
development and maintenance of NRC long-range plans.

_ _ (5} Make recommendations for organizational
adjustments both for the near term and for the Ilong term.

(6) Make recommendations for the development of
management and dperation standards to include: program
ranagement, financial planning, programming, reporting,
contracting, security, and other support functions (personnel,
logistics, ete.). '

SURE,

The planing team shall prepare a final report and briefing
by 31 July 1989 which should include:

a. Restatement or validation of the problem{s} .
b, Summary of problem analysis.

¢. Specific options for resolving problems, e.g. changes to
internal processes, renegetiation with external agenciss for
lmproved interfaces, proposals to the DCIL and SECDEF for changes
Lo community management processes.

d. ptions for NRO functional redlignments and/or
collocated/integrated organizational adjustments will address, as
apglicable, military/civilian personnel systems, support
infrastructure, facilities, etc. Facility needs will be
addregsed in sufficient detail to include an assessment on Ehe
availability of government facilities, lease versus purchase
optiens, citing trades, and preliminary design efforts to enable
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realistic éosting.
migsion, and personn

All options should be complete with resource,
guidelines.

el impact asséssments, and impleméntation
e. Team Director recommendations.
£, Guidelines for follow-on actiong:

{1} Development of detailed implementation plans for
any resgultant restructure.

_ (2] Development of internal management and operating
standards. '

The Planning Team shall be available to assist the DNRO in
preparing his report to the DCI and SRCDEF.

" _
Acting Director
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: Organizations and Persons Interviewed
This list is not inclugive. NEG personnel are not included,
Almost every senior level {military grade 06 and SIS/SES) NRO
member participated in gsome phase of the report. Alsc not every
listee below met with every member of the Team. '
CINC TENCAP Repreésentatives
NSA Senior Overhead Steering Council _
Operations Deputieg, The Joint Staff and Service ACSI's
Pregident’s Foreign Intelligence Advisory Board (PFIAR)
Aldridge, Edward C. former DNRQO, MDEC
Allen, Gen (RET) Lew former Dir, Program A
Bacagebt. Charimsm R3, HNsAa
CRES/CIA
Bloomfield. Reth ANIQ, Strat Programs
| | Dir, DSPO B
Brownlee., Jaw Chief, Coil Staff/0OSWR ©0)(1)
| | Dep Compt/CIA b)(3)
Cherry, COL Charles GDIP Staff
‘ . DD, OSWR/CIA
DD/PBO, IC Staff
Chmn, NIC
HPSCI Staff
! D/REQ, IC Staff-
’ French, Ronald VChmn, COMIREX
Geiger, William AEGIS
George, Douglas DD/R&R, IC Staff
Gerghwin, Larry NIO, Strat Programs
Goldin, Dan VP & Gen Mgr, Space &
_ . Technology Gp, TREW, Inc.
Griffith, John Chmn, SORS
Haver, Richard Dep Dir, DNI
Hawkins, Charles DASD {1}
Hexman, Dr. Robert former DNRO
Hurwitz, Martin Dir, GDIP Staff
Herres, Gen Robert VChmn, JCS
Huffstutler, Rae DD Admin, CIA
Ingley, Jack bir, QIR
Iorilic, Antonio Sr VP & Gp Pres, 8pace & Comm
_ o Gp, Hughes Bircraft Co.
Johnsoen, LtGen H.T. Dir, Joint Staff
Kelly, LTG Thomas J8, J-30
Kelly, RADM Richard JS, J-31
Kerr, Richard DDCI & DD, CIA ()M
| DC, AVAD/OSWR/CIA 0)(3)
Krueger, Richard D/PPO, IC Staff
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Kruzman. Sandra

Lowenhaupt, Hank
Lynch, Dr. James
Marryot, RADM R.F.
McMahon, John

Negus, Gordon

Odom, LIS {(RET) William
Qehler, Gordon

Richerl Tals

Ruocco, Frank

Shaffer, RADM Theodore
8imon, James

Soyster, LTG H.EB.

Strand, Wayne T.
Studeman, VADM William ©.
Sullivan, William P.
Teets, Peter

Unger, Ray

Walke, R.B.
Williams, Tony
Wotring, Raymond §.

Chief, CRES/CIA

DD/IC Staff

DIA/CA )

Sr Analyst, NED/CSWR
Dir Security, CIA
Deputy Dir., DIA

Preg, Lockheed Missiles

& Space Co., Inc. (b)(1)
VChmn, SIGINT Committee (b)(3)
08D {C3T)

Executive Director, DIA

former Director, NSA

NIC, Sci & Tech

DIA/DM _ .

DD/PPQ, IC ghaff

Dir, NpPIC

DC, CRES/CIA

Chief, Dev Div, NPIC

Chief, DC3/DIA

Chief, NEL/NPIC

DIA/JS

C/0G/COMIREX

Director, DIA

Chun, COMIREX

Director, NSA

Chmn, SIGINT Committee

Pres, Martin Marietta
Astronautics Gp, Martin
Marietta Corp.

Sr Scientist, NEL/NPIC

DIA/Cs |

Chief, PEC/COMIREX

Chief, IPC Staff

Young, Geraid DD, NSaA
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ADPENDIX 4

Organization of the NRO

This section provides a brief overview of the NRO's
current structure. The NRO is c¢rganized as shown in Figure 2A4-1.

The DNRO is appointed by the Secrstary of Defense, with
concurrence of the DCI, and the Deputy Director (DDNRO) is
appointed by the Director of Central Intelligence. For several
historical and functional reasong, the DNRQO's overt position has
traditionally been the Under Secretary of the Aixr Force. This
position provides needed insight into the Air Force. gpace
activities that support the NRO, 'such 4s launch capability,
technology programsg, and operations, There is, however, no
mandate that the DNRO be the Under Secretary. There have baen
cases, most recently with Mr. Aldridge, wheré the Under Secretary
has advanced to the Secretary position, and has retained the
directorship of the NRO. Likewise, there have also been cases in
which the DNRO held an Assistant Secretary's billet.

There ig a relatively small NRO Staff of approximately 90

people, under the leadership of an Air Force brigadier general,
Lo support the DNRO and the DDNRO. The Staff is manned with
personnel from all three Services, CIA (Program B), NSA, DMA, and
scmetimes DIA. Additionally, 4in 1988, the DNRO was assigned
responsibility for the newly-created Defense Reconnaiggance

} Support Program {DRSP}, intended to leverage NRO designs for

g military suppert with specifically appropriated DoD monies. A
Defense Support Project Office {DSPO) was established Lo agsist
in the management and execution . of the DRSP. . The DSPO ig a emall.
Statf of about 25 personnel, under the command of a military '
officer in the grade of 06, whose primary purpose i§ to provide
and maintdin an interface between the military and the NRO.

The execution of the Waticnal Reconnaigsance Program {(NRP)
{systems development, acquisition, and operations) is
accomplished by the three program elaments, Programs A, B, and C.

Program A, the west coast element, is a covert, Air Force-
manned activity of about 700 people overtly known as the
Secretary of the Air Force Directorate of Bpecial Projects
(SAFSP) . Led by an Air Force Major General and collocated with
the Air Force Systems Command’s Space Systems Division (8SD) at
Los Angeles Air Force Base, SAFSP receiveg the majority of its
administrative support from S8D resources, although it is
entirely functionally separate.

_ Program B, located in the Washington, D.C. ares, is the ca
element of the NRO. Within the Agericy, 1t is the Cffice of
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Development and Engineering (OD&E), in the Science and Technology
directorate. The Director of 3rogram B is ﬂurrently also the
DDS&T. Composed of about. 1,200 people, it receives all of itgs
overhead support, personnel, contracting, logistics, etc., from
CIA.

The third element of the NRO, Program C, is a Navy activity
located in the Waahlnqton, D.C. area at the Naval Regearch Labs,
It is the smallest of the program elements, haviag responsibility
for only one satellite system and itg world-wide distributed
ground station network. There are about 200 personnel in this
activity, commanded by a Rear Admiral. P?oaram C receives iis
ddministrative support tnraugq Navy channels.

Each program office has a unique relatwonshlp with its
parent organization. These relationships vary in degree and type
of non- adminis trative support and participation contributed. In
all cases, bowever, the guppert relationships, both
admlnlstratlve and substantive, with the Navy, Air Force, and

CIA, have been an integral supporting part of the KRO.
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APPENDTX 5
Reslructure Alternatives

The Team examined in detail the existing NRO organizational
structure f{as in figure Ad-1}, and determined that therée were six
distinct options for realigning the Program Element portion of
the NRO organization. -“These opticng included alternatives based
upon functional or business lines, histerical precedent, and
hybrids of these. For each of the restructure options, it was
assumed that the corporate structure would be realigned as
described in section 4.2.9 (Figure A5-1), and that a P&A
organization ag descéribed in section 4.2.10 (Figure A5-2) would
be 'included.

The first option {figure A5-3) was to preserve the existing
A, B, and C structure with the addition of the proposed P&A
function. This organizational structure. would not eliminate the
unhealthy competition of the programs. However, a major positive
aspect of the existing organization is the strong parent '
organizational identity found in each of the elements. ohis
fosters some degree of understanding of the user/customer needs
of the parent ordanizations and facilitates the infrastructural
Support that the NRO elements receive from the parent
crganizations.

The second option considéred {Figurea A5-4) was a proposal
for a functional Program Element structure (P&A, R&D,
Acquisition, Operations and Logistics). here were a number of
implementation variables that could have been used to constiuct
suboptions. Thig alternative was_developed and evaluated with
the assumption that it would involve the collocation of the
existing Program Elements and the elimination of any distincet B,
B, or C identities. This option included a separate organization
to execute R&D, although guidance for those activities would come
from B&A. Acquisition would build ’and acquire the space and
ground segments, Cperations would be responsible for day-to-day’
operations, and a separate Logisties organization would be
regponsible for providing the "0&Y* and infrastructure support.
This alternative sclved the inter Program Element competition
problem, but it also eliminated the positive aspects of the
existing Program Element relationships with their parent _
crganizations. additicnally, it supports the development of an
integrated architecture and enhiances integrated operations. g
downside included the increased infrastructure cost to the NRP of
rYeplacing the support which is now provided by the parent
organizations of the Prdgram Elements. This alternative was
likely to be more hureaucratic and since thera would probably
have been another level of management between the acquisition
manager and the 8POs, the alternative would be less streamlined
than today's organization.
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Option three (figure A5-5) was 3 variation of the functicnal
. structure described above that was similar to ancther national
) collection program. The existing Program Elements would

accomplish only spacecraft acquisition. The other functions
would be aggregated into separate elements of the organization,
perhaps grouped along business lines. While this variant could
be executed in a collocated form, it most probably would involve
a collocation of the non-ascquisition Functions and the
maintenance of the current locations for A, B and C. This
altermative did not solve the inter-Program Element competition
problem, but it did preserve the positive aspects of the exigting
Program Element relationships with their parent organizations..
Additionally, it could support the development of an integrated
architecture and enhance integrated operations. The downside
included some increaSe'.infrastructure.cost to the NRP of
replacing the support which is now provided by parent
organizations. This alternative would have been significantly
more bureaucratic,_imposed greater administrative and management
burdens, and have unacceptably complicated the relationship
within a given-space.System1program;

_ Option feour (Figure A5-§) structured the NRO along *business
lines", i.e. SIGINT, IMINT, Other, P&A, and Support. The
traditional three programs were realigned and integrated into one
NRO, as in the functional model breviously discussed, but in this
case, the organization was not geographically collocated,

although a celiocated vergion was possible.  The System Program
Offices (SPOs} are collocated by INTs. Some programs that do not
fit either a SIGINT or IMINT definition can be placed in either
organization or they could be used as the basis for the creation
of new business cenfere, such as MASINT or airborne
reconnaissance, as required. In addition to khe systens being
aligned within the IMINT and SIGINT business areas, ancillary and
program-related developments (guch as RMS and E0MMS) would be
assigned within the appropriate business ares . ‘The suppor:t
organization wolild include Cross-program servicesg, such as launch
operations_and_integratign, booster procurement, and common
communications service, ‘including relays and relay management.
Within each buginess organization, cradle-to-grave gystem
responsibilities would be retained, and end-to-e&nd execution
added. Thig alternative solved the inter-Program Element
competition problem and enhanced the NRO's ability, at least
within INTs, to conduct integrated operations and develop an
integrated architecture. Based on the assumptien that the former
Progzam A would manage SIGINT and the former Program B would
manage IMINT, this alternative did not preserve the equality of
the existing Program Elements nor the identity of Program ¢,

The fifth option (Figure A5-7) examined was a hybrid
glructure which maintained the threenhistOrical'program
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identicies, but assigned them specific business arsas and
reallocated and relocated the SPOs accordingly. As in the
previous alternative, the S$POs were collocated by bus;nebs area
but there was not a general collocation of the NRO. rOSS-
program activities, s;.uch as launch and communications, ineluding
relayg, would be accompl ished by a separate support services
organization. The prlnC1pa1 advaﬁbage of rhis alternative over
the previcus was that it preqerved and strengthened the role of
Program C. The principal disadvantage was that there was still
some overlap in the responsibilities of A and C that would likely
have resulted in inter- program comnpet cition.

~ The gixth and final ‘alternative (Flgure A5-8) was a matrix
hybrid. The 8POz were matrixed across a business line
organization with IMINT, SIGINT and other "czars". These czar
positions could or couLd not be filled by the Program Directors
of A, B, or C. For administrative support, fhe SP0s would remailn
in uhe current A, B, and C Program Element structure. The
alignment of programs under each czar would be similar to that
used in the business line alternative. The most striking feature
of this alternative was its management complexity. mach 9pe
would be dual-hatted, and the potential existed for the Program
Directors to have three hats. The strongest benefits of this
organization would have beéen that it maintained the identities of
A, B, and C and minimized personnel perturbations., This
organization would mosgt Alkely'have exacerbated the inter-Program
Element unproductive competiticn probiem by providing a myriad of
possible ways to foster unproductive competition.
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MEMORANDUM OF AGREEMENT
N ON THE o
NATICNAL RECONNAISSANCE PROGRAM

REFERENCES

(A) DODI TS 5105.23, 27 Mar &4, Subject: National
Reconnaigsance Qffice

(B) BYE 5678-65, 11 Aug 85, Subject: Agreement for
Reorganization of the National Reconnaissance Progranm

(C) BYE 066092/80, 11 Sep 80, Subject: Plan for the Defense
Reconnaissance Support Program

(D} Executive Order 12333, 4 Dec 81, Subject: United States
Intelligence Activities

(E) BYE 136105/89, SECDEF-DCI Letter to Chairman, Senate
Select Committee on Intelligence -

(F) BYE XXXX-8%, July 1989, Subject: NRO Restructure Study

PURPOSE: The purpose of this memorandum of agreement (MOA) is to
(1) reaffirm the basic charter andg mission ©f the National
Recennaissance Office (NRO)} and the dual responsibilities of the
Director of the National Reconnaissarice Office (DNRC) to the
SECDEF and the DCI, (2) document approval, and authorize
implementation, of the NRO restructure recommendations and {3)
define the DNRO's management prerogatives.

CHARTER: We reaffirm the basic charter and nature of the National
Reconnaissance Office (NRO), as delineated in the references, angd
the dual responsibilities of the DNRO to the SECDEF and the DCI.
The NRC is the executive agent for the management and execution
of the NRP, DRSP, ARSP and guch other national and defense
brograms as directed by the SECDEF and the DCI: ‘The NRP

remains, ", ,.a single program, naticpal in nature, to meet the
intelligence needs of the Government under a strong nationpal
leadership, for the development, management control and aperation
of all projects, both current and long range for the collection
of intelligence and of mapping and geodetic information cbhtained
through overflights (excluding peripheral.recannaissanca
operations).® The DRSP remains a pProgram established ¥...to
improve the application of satellite reconnaissance support to
operational military forces". fhe ARSP remains a program
established "...to provide centralized management throughout the
Dol and Intelligence Community teo coordinate the planning,
programming, development, and acguisition of advanced airborne

e ‘::3-...‘.}“4?
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reconnaissance platforms, sensors, data links, and ground
; stations.”

MANAGEMENT:  The DNRO manages and executes the NRP, DRSSP, ARSP
and other programs For the SECDEF and DOT through senior
executives from the Department of Defenge and the Central
Intelligence BAgency. Thege personnel serve in positions such as
deputy directors, program directors and other positions as
required. We affirm that these individuals are assigned fo the
DNRO for the purposes of executing "...a single program, national
in nature... under a strong national leadersghip. ..” and therefore
serve only at the pleasure of the DNRO. These individuals will
be nominated by their parent organization, byt their appointment
is subiect to the approval of the DNRC. The DNRO will be their
rating official, with the review Function performed by an
individual from their parent organization.

We algo reaffirm our commitment to give the DNRO our full
support to allow him to fulfill his management responsibilitien.
Woile the DNRO does not enjoy actual 1line authority over the many
elements of the NRO, we intend, and will work actively to ensure,
that his control and decision authority over all parts of the NRO

have the force of line management.

RESTRUCTURING: We concur with the restructure recommendations
for the NRO, as summarized below:

To insure that the DNRO's DoD position will enable him to be
a near full time manager of the NRP and his other agsigned
programs.,

To create a deputy director for military support to assist
the DNRO in managing the NRO with eumphasis on operational
military support matters. Thisg deputy will be a twe star flag
officer dual-hatted in the Joint Stafg. This officer will be
third in the line command structure of the NRO.

o establish a substantial NRO Planning and ‘Analysig (P&A)

line organization, with strong participation from.appropriate
customer and user organizations.

To immediately collogste the NRO ‘“corporate headquarters",
including the DNRO, hisgdeputies,'their.staﬁfs, the Directors of
KRO Programs A, B and C with their staff support, the Pga
organizatien, and whatever other central functions the DNRO may
feel appropriate (350-400 people), in a dedicated facility.

To initiate facility and planning efforts to support: the

collocatien of the entire NRO, including system progriam offices.

FORSESRES-/ BYEMAN

Approved for Release: 2021/03/23 C05132256



Approved for Release: 2021/03/23 C05132256 BYEMAN

To create z centralized BYEMAN security impleméntation
management centér within the NRO, under the day to-day direction
of the DNRCO, responsible for the 1mplemen"at on management of
BYEMAN securlty Security poliﬂy direction will come from the
DCL through the (IA's Director of Security.

To c¢reate a National Reccnnaissance Board to provide advice
to the SECDEF, DCI and DNRO regardlng reguirements and program
isgues cmncarnlng the NRP, DRSP, ARSP and related aspects of

other NFIP and DoD programs, to support total system and planning
and programming cchlierénce,

Director of Central Tntelligence Secretary of Defense
Date Date
ToP=GESRET= BYEMAN BYE-28040/89X
Copy . of7
Page 3 of 3 -
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M NATIONAL RECONNAISSANCE OFFICE

WASHINGTORN,; D.C.

A

H
5

OFFILE OF THE DIRECTOR

MEMORANDUM FOR THE SECRETARY OF DEFENSE
THE DIRECTOR (OF CENTRAL INTELLIGENCE

SUBJECT: Report on the National Reconnaissance Office
Restructure

The attached report summarizes the status of the on-going
and propegsed initiatlves assoclated with the restructuring of the
National Reconnailssance (Office (NRO). The report is provided in
response to the tasking in your jeint, Secratary of Defense

(BECDEF} and Director of Central Intelligence (DCI), letter to
Congress, dated July 3, 1989, regarding the NRO restructure.

Also attached is a set of proposed transmittal letters for
your use in forwarding the report to Congress as a means of
satisfying their request, in the FY 1990 Intelligence
Authorization language, for a joint SECDEF znd DOT NRO
restructure plan. R

K In your 3 July letter you stabted your agreement to:

_a. Form a Joint Senior Advisory Board [(now referred to
as the National Reconnailssance Review Board ?NRRB}? of senicr
Intelligence Community managers te provide advice regarding NRO
issues;

_ . b. Establish a strong Planning, Analysis, and
Bvaluation capability, within the NRO, Lo support the
architectural development and programmatic decision processes;

. ¢ Designate the CIA's Director of Development and
Engineering as the Director of Program B to provide a full-time
manager for Program B; and

o d. Establish, within the, NRO, a Dspuby Director for
Command Support position (now referred to as the Deputy Director
for Military Support) to improve NRO support to the military.

The first and third initiatives have been completed and the
other two are well underway. The NRRB has been established and
ig functioning very successfully. After consgiderable discussion
with senfor managers from the NRO, the Iantelligence Community,
and the Department of Defense (Do), 1 am implementing a robust,
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centralized Planning and Bnalysis (P&A) organization of
approximately 100 persomnel that will be staffed by all three
Program Offices and the Intelligence and DoD communities. The
organization will focus on supporting the architectural
developwment and decision-making processes of the NRO by:

a. Enhancing the NRO's external interfaces, including
requirements monitoring, translation, and feedback to improve the
NRO's understanding of national and military support
reéquiremants; '

b. Providing a capability to develop and maintain a
strategic plan that details what must be accomplished (technology
developments, system technical capabilities, programmatic actions
and constraints, and end-to-end total gystem capabilities) to
achleve an ‘integrated overhead architecture responsive to
intelligence requirements; and

_ ¢. Providing an objective technical assessment
capability that can address cross-program and crogs-intelligence
discipline issues from a corporate NRO perspective.

The' change inn the directorship of Program B was completed in mid-
September and Mr. Caballero's full time availability has
benefited the NRO management pProcess. I am still discussing the
specific detazils associated with the establishment of the =~
Military Deputy with the Joint Staff and the Assistant Secretary
0f Defenge for Command, Control, Communications, and Intelligence
(RSD {C31)). I will be prepared to make a specific
recommendation on how te proceed very shortly.

In addition to stating your jolnt support for the
restructure initiatives above, your July 3 letter expressed your
intent te seclicit my recommendations on selected restcructure
issueg within gix fronths of my confirmation. Thig report is
being provided, in advance of the six-month due-date, to support
the Congressional request for a restructure plan by January 15,
1920. As a2 result, the report is a mixture of completed, on-
going, and proposed initiatives. However, I believe it does
accurately demonstrate our regolve to ¢arry out an aggressive and
effective restructuring of the NRC. The follgwing ate rhe
specific issues that you asked me to address and my
recommendationg: B

Issue: How much NRO collocation 1 required?
Recommendation: That we continue with the implemeritation of

the NRO Headquarters collocation and the associated
realignment of the WRO and Defense Support Project Office.
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. (DSPO) staffs, while protecting for, but not pursuing,
i further collocation at this time.

The Headquarters collocation will include wyself, my
deputies, our staff support, management elements from the
three Program Offices,; the P&A organization and perhaps the
centralized security function. This cellogation will
facilitate a more integrated organizational approach te the
accomplishment of the NRO mission, while maintaining the
unique identities and abilities of the individual Program
Offices.

Realignment of the NRO and DSPO staffs will lmprove wy
management effectiveness and facilitate a more integrated
and effective organizational responge to military
regquirements. The. DSPO will continue as a distinct
organizational entity providing the principal focus for the
DSPO/NRO interface with the military. However, common
support functions, such as budget administration and
planning and analysis support, will be combined into single
organizational entities that will provide support to both
the NRO and DSPO.

I beliesve that the combination of restructure
initiatives being implemented has the potential to achieve
the same benefit as = total wollocdaticn without the downside

‘. risk of disrupting the NRO'S program execution ability and

} support infrastructure. However, until we are sure, I
recommend that we continue to protect the option to
implement additional collocation initiativesg if required.
My facility acguisition strategy supports this objective,

My review of potential organizational alternatives has
also confirmed your previous assessment that a business-line
structure, that would attempt to give each Program Office
the respeonsibility for a unique migsion area, 1is neither &
viable or effective restructure alternative. I want to
preserve a beneficial degree of competition between the
Program Offices and the ability to apply the regources of
ali three Program Offices, as appropriate, to a problem.
Competition is also wvital to sustaining the motivation of
the Program Offices and our ability to develop creative.
solutions to inteiligence requirements.

isgue: What is the best approach for strengthening the NRO
Ingpection and Audit (IG) function?

Recommendation: The continued use of a small centralized IG
function supported by the IG activities of the NRO Program
Offices’ parent organizaticns.
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Thus far, the NRO IG function has been comprised of a
minimally manned staff organization that has utilized the
inspection and audit resources of the Air Force, CIA, and
Navy to accomplish the required oversight Ffunctions of

rograms A, B, and C, respectively, of the NRO.

A 1988 Senate Select Committee on Intelligence (88CI)
Audit Staff review of the NRO IG function suggested a number
of changes including an increase in resources ta provide an
in-house NRO audit/inspection capability. Additionally,
they highlighted the issue between the NRO IG and the CIa
regarding the extent of the NRO IG's respongibilities and
authorities for oversight of CIA activities supporting the
NRC. Ag a result, the 88CI, in their FY 1990 authorization
report, raiged the NRC I¢ ag an issue, citing the results of
the S85¢I aundit staff review. The S3CT report states that
uniess these two issues are satisfactorily addressed, the
committee will consider alternatives, in their FY 1991
language, such as abolishing the NRO IG and transferring NRO
IG responsibility te the DoD 14,

_ An agreewent in principle has been reached between the
NRO and the CIA that reseolves the IG implementation issue
between the organizations. The NRO 1C and the CIA IC are in
the process of completing the administrative .actioris
necessary to implement the agreement. once these actions
are finished, the charter of the NRO I, and the matrixed
support implemeﬂtation concept, will be Supported by all NRO
Program Qffices and their parent organizations.

Assue: How to achieve an integrated security function.

Recommendation: Establish, within the NRC, a BYEMAN Security
Center (BSC) that will be responsible -for ensuring that
consistent and adegquate implementation standards for the
BYEMAN Control System are being applied across government
and contractor organizations. T propose that the Center's
implementation authority be derived ¥rom a DOT delegation,
to me, of implementation management authority for the BYEMAN
Control System.

Having reviewed the existing impiementation of the
BYEMAN Control System, I have concluded that a more robust
and effecdtive management mechanism is essential for the
effective security-support of the those programs that depend
ocn the BYEMAN Control System for their protection. Maor
adjustments to our security implementation procedures. are
necessary to ensure the efficient utilization of the

ignificant personnel and material lnvestiments being made in
these programs.
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. I will continue to work with the Director of Security,

* CIA, to ensure that the implementation of the BYEMAN Control
Sfutem is consistent with DCI securlty policy guidance. To
facilitate the critical security policy interface with the
CIA Office of Security, there will continue to be & Special
Assistant for Security on my staff who will be a senior CIA
career security officer. This person will function as my
senior security advisor and will be responsible to me for
ensuring that DCI security policy is properly implemented in
the BYEMAN Contrcl System.

Tasue: The need for additiomal centralization of support

IUBCLLOHQ

Recommendaticons: This area Is still under study. We have
identified personriel management as a function that will
require some chandges in order to support. our restructure
initiatives., However, I am not prepared to recommend a
definitive solution for our personnel reguirements beyond
the temporawy approach described below for providing the
additional manpower requirements to support the restructure.
T intend to work with the appropriate elements of the
Administration to develop a scluticn as quickly as possible.

2n additional issue relative to the future of the NRO is the
House Appropriations Committee guidance to shift managemernt
regponsibility for the Defense Reconnalssance Support Program
(DRSP) and Alrborne Reconnaissance Support. Program (ARSP) from |
the DNRO to the Assistant Secretary of Defense for Command,
Contrel, Communications, and Intelligence (ASD {C3I}}. No matter
what externa1 lines of authority exist, or are established, to
the NRO, the fundamental principle mus: remain that NRO Prog:am
Offices must work for one program manager, the DNRC, regardless
of the source of the funding for the programg they are executing.

The principal reason for establishing the DRSP was to
augment the capabilitiés of the National Reconnaissance Program
(NRP). Additionally, the DRSP was intended to be used for the
developmenL of unigue tactical spaﬂeborne reconnaissance and
imagery dissemination capabilities for the benefit of mllltdry
ugers., In meost cases, the execution of NRFP and DRSP programs.
comes together in single systems, being developed by NRO™ Program
Offices, that support both NRP and DRSP objectives. Because of
the predominant role that the NRO plays in executing these
programs, and the integrated natute of thesge activitles, I
believe that I should retain management regponsibility for the
NEP and DRSP.

The issue of how should the management of an ARSP be
accomplished is more complicated becsuse of the potentially very
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broad and diverse scope of an ARSD. As with the DRSP, if ARSP
programs, such ag a covert reccnnaisgsance alrcraft, are to be
executed by NRC Program Offices, effective and efficient program
management can only be accomplished if the. Program Offices can
lock to a single sourge, .such as the DNRO, for both programmatic
and ilmplementation direction. However, as the potential scope of
an ARSP is expanded to include programs sguch as a U-2 fellow-on
and perhaps others, the most appropriate management arrangement
for an ARSP becomss less clear. 1 am working with the ASD (€31)
tc develop a management approach for an ARSP and to propoge &
means of strengthening the requirementg and program advocacy
functions supporting the DRSP and ARSP. '

The resource requirements to support the restructure fall
into thrée areas: '

Fagllities: In order to provide the required facilities in
as timely a manner &8s possible, and te maintain the
flexibility to dmplement the full range of potential .
restructure alternatives, a phased, incremehtal, facility
strategy has been adopted. The first phase involved the
sub-lease of a contractor-leased facility, which already had
the necessary security provisions, as a temporary facility
Lo support the initiation of the NRO Headquarters
collocation and the P&A funetion. The second phase of the
facilicy support plan involves the lease of an interim
facility of sufficient size to complete the Headguarters
collocation, the establishment of the P&A orgariization, and
the limited collocaticon of additicnal support functions.

The interim facility is expected to beé available for
occupancy in late 1990. The third phase of cur facility
strategy involves the acquisition of facilities that will
provide a permanent solution for our baseline c¢ollocation
activities., Cur intent is to be able to accommodate, in the
permanent facdility, all the activities previously located in
the temporary and interim facilitiesg, enabling us to phase
out cur use cf those facilities.

I am protecting for a least-total-cost acquisition
strategy for the permanent facility which involves the
purchase of both the land and the buildings regquired. This
approach has the highest near-year costs but it provides. the
greatest flexibility regarding additional collocation
decisions and, in a budgetary sense, protacts for any other
approach. o

Persennel: The facility management and support functions,
assoclated with the new facilities, and the new centralized
security function reguire additional personnmel that can not
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be readily provided by the NRO Program Offices or the NRO
Staff. The existing NRO organizations are contributing
perscrnel to staff the collocated Headquarters and the P&A
organization, but they do not have sifficient personnel
resources, with the required expertige, to fully support the
centralized security initiative or the infrastructure
associated with the new facilities.

P—

To meet the FY 1990 and FY 1991 requirements, I am
recommending that the DCI use his sectioh 103 authority,
that has already been pre-approved for FY 1990 by Congress,
to lncrease the number of CIAP billets within CIA/OD&E by
100. However; since our additional personnel regquirements
are not temporary, we need to look for a more permanent
gclution than section 103. 1 am working within the
Administration to develop an appropriaté solution.

Funding: Our current budget estimate to support the proposed
restructure initiatives is (in millions) 60.0 in FY 1991 and
343.4 for FY 195%1-95.

I would be happy to provide additional information on the
restructure as required and will, as a matter of course, keep you
informed of the progress of the restructure. I apm prepared to
work with your staffs in the preparation of the f£inal
documentation for the response to Congress.

Martin C. Faga

5 Attachments:

1. Restructure Repork, BYE-27700/96

2. E8CT Transmittal Letter, RYE-27701/90
3. HPSCI Transmittal Letter, BYE-27702/90
4. SAC Transmittal Letter, BYE-27703/90

5. HAC Transmittal Letter, BYE-27704/90
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' 26 February 1950

The Honorable David L. Boren, Chairman
Select Committee on Intelligence
United Stateg Senate

Washington, DC 20510

Dear Mr. Chairman:

The attached report from the Director of the National
Reconnaigsance Office (DNRO) is forwarded as our response to your
regquest for a jointly approved plan for the reorganization of the
National Reconnaissance Office (NRO). We Have reviewed, and
fully support, the on-going and proposed NRC restructure
initiatives described in the report.

In our July 3, 1389 letter regarding the NRO restructure we
stated our intent to:

a. Form a Joint Senior Adviscry Board (now referred to
as the Natiomal Reconnailssance Review Board) of senior
Intelligence Community managers to advige us and the DNRO
regarding NRO igsues;

b. Establish a strong Planning, analysis, and
Evaluation capability within the NRO to support the architectural
development and programmatic decisionm procezses;

_ ¢. Designate the CIA's Director of Development and
Engineering as the Director of Program B to provide a full-time
manager for Program B; and

d. ‘Establish, within the NRO, a Deputy Director for
Command Support position {now referred to as the Deputy Director
for Military Support) to improve NRO support to the military.

The first and third initiatives have been completed and the other
two are well underway, as documented in the réport.

In addition to the restructure initiatives above, we concur
with the DNRO‘s recommendations to: :

Implement a NRO headguarters collocation that will
include the DNRO, his deputies, their staff support, management
elements from the three Program Offices, and appropriate
centralized support functions in order to facilitate a more
integrated organizational approach te the accomplishment of the
NRC mission, built upon the unigue abilities of the individual
Program Offices;
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Realign the NRO and Defense Support Project Office
{DSPO) staffs to improve management effectiveness and facilitate.
4 more integrated and effective organizaticnal response to
military requirements. The DSPC will continue as a distinct
organizational entity providing the principal focus for the
DSPO/NRC interface with the military. However, common support
functiong, such as budget administration and planning and
analysis support, will be combined into single organizational
entities that will provide support to both the NRO and DSPO;

_ Establish, within the NRO, a BYEMAN Security Center
(B8C} that will be responsible for ensuring that consistent and
adequate implementation standards are being applied across
government and contractor organizations in order to minimize
wasteful resource expenditures and maximize the effectivenesgs of
the security protection afforded by the BYEMAN Control System;
and '

_ d. Continue the usgse of a small, centralized,
Inspection and Audit (IG) function, supported by the IG
activities of the NRO Program Offices’ parant organizations, to
accompligh the necessary NRO IG functions. With the recent
agreement between the NRO and CIA, the final issue preventing
succeggful implementation of this concept has been removed and
all NRO Program Offices and their parent organizations support
the charter of the NRO IQ. - '

Rty

We endorse the DNRO's decigion not te pursus further
collocation at this time. We share his belief that the
combination of regtructure initiatives being implemented has the
potential to achieve the same benefit as & total collocation
without the downsgide risk of digrupting the NRC’s program
execution ability and support infrastructure. However, we do
believe, as he does, that it is important that we continue to
protect the option to implement additional ceollocation
initiatives if required. The DNRO's facility acquisition
strategy will support this objective. '

Additionally, we reaffirm our previous conviction, supported
by the DNRO's current reassegsment, that a businesg-line
structure, that would attempt to give each Program Office the
responsibility for a unique mission area, is nejther a viable or
effective restructure alternative. We want to preserve a
beneficial degree of competition between the Program Offices and
the ability to apply the resources of all three Program Offices,
as appropriate;, to a problem. Competition iz also vital to
sustaining the motivation of the Program Offices and our ability
to develop creative solutions to intelligence requirements.
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We share the DNRQ's concern regarding the House
Appropriations Committee guidance to sghift program management
responsibility for the Defense Reconnaissance Support Program
(DRSP} and Airborns Reconnaissance Support Progzram (ARSP) from
the DNRC to the Assistant Secretary of Defense for Command,
Control, Communications, and Intelligemce (ASD {(C3I)). No matter
what external lines of authority exist, or are established, to
the NRO, the fundamental principle must remain that NRO Program
Offices must work for one program manager, the DNRO, regardless
of the source of the funding for the programs they are executing.

Since the preparation of the report on January 8, the ASD
{C31I) and the DNRO have developed a recommendation which
maintains this prindiple while providing for appropriate
direction from the ASD {C3I). The NRO's Deputy Director for
Military Support will also serve as the Director of the DSPO
under the day-to-day operational control of the DNRO. In this
capacity, he will receive programmatic oversight, reguireéments,
guidance, and funding through the ASD (C3T). The DEPO will be a
DoD staff element (not a NRO Program Office} with budgeting,
coordination, and architectural responsibilities. Specific
relationships among the ASD {(C3I), DSPO; DNRO, and the DCI will
be formulated and provided to the Committee at a later date.

We support the iterative and evolutiomary approach that the
DNRC is using for implementing the restructure and we have asked
him to provide. us with regular reports on the progress of the
regstructure. '

_ Your Committee's continuing support for the restructuring of
the NRO is necessary and greatly appreciated.

This letter is also being sent to the House Permanent Select
Committee on Intelligence, the Defense Subcommittee of the House
Committee on Appropriations, and the Defense Subcommittee of the
Senate Committee on Appropriations.

Sincerely,

) ﬁﬁﬁf.:?f.:.if:.:..'-"; Lf_ _____ AW o P ' R Ty
William H. steyr " Richard B. Cheney
Diree¢tor of Central Intelligence Becretary of Defense /[

cc: The Honorable William S. Cohen
Vice Chairman

Attachment _
Restructure Report, BYE-27700/%0 e _ o0 B '
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