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ﬁ NATIONAL RECONNAISSANCE OFFICE
WALHINGTON, D.C.

May 19, 1992

OFFICE OF THE DIRECTOR

MEMORANDUM FOR THE SECRETARY OF DEFENSE
SUBJECT: DCI Task Force on the NRO - INFORMATION MEMORANDUM

Attached is the final report of the Task Force ¢n the
National Reconnaissance Office commissioned by the Director of
Central Intelligence con March 5, 1992. We in the NRO greatly
appreciate the work of Bob Fuhrman and his task force--it was a
brilliant effort done on a tight time line.

The Task Force provided me and other senicor HREO managers
ample opportunity to express our views, and we did so with
candor. Nevertheless, it was clear from the start that the Task
Force would come to its own conclusions. The enclosed final
report contains their views. I agree with most, although net

2ll, of their findings.

Besed on the presentation of the Task Force results to you
end our conversation on March 23, and a similar presentation to
ané discussion with the Director of Central Intelligence on
March 20, I am taking action to implement a functicnal (*INT')
realignment ©of the NRDC as directed by the President in NSD-67. I
am zlso planning to collocate most elements of the NRO in the
Washington, D.C. 2rea as soon as practical if Congressional
concurrence is obtained. An implementation team is in place, and
within the next few weeks I will formally change the NRO
erganizational structure and the reporting chains for individual

_<bPfocram managers. We hope to begin collocating elements of the

KEO this summer, first by establishing new programs here in the
Washington area, and eventually by 1996, almost the entire NRO is
planned to be collocated at our new Westfields facility near
Dulles Airport. We will continue to inform appropriate executive
and legislative elements as we move through the restructure

process.

I am irplementing several other reccommendations of the Task
Force. I have adopted a new NRO Mission Statement. I have

initiated a study and directed preparation of an implementation
plan on how te declassify the =fact of* and other key facts
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about the NRO, as well as studies of what further product or
system information can be disseminated cutside compartmented
channels. When a Director of the new Central Imagery
Crganization is named, I will initiate action to expand
membership of the National Reconnaissance Review Board (MNEEREE) -

accerdingly.

Some of the Taszsk Force recommendations are not within my
decision authority and would have significant impact on other
organizations. I don‘t plan to take any action in these areas
unless directed by you and the Director of Central Intelligence.

These recommendations include:

_ #&. A more proactive role for the National Foreign
Intelligence Program in supporting operational military users to
lower echelons of command.

b. Merger of the Naticnal Feconnaissance Frogram, the

Defense Reconnaissance Support Program, and the Airborne
Feconnzissance Support Program inte 2 single Overhead
Feconnaissance Frogram.

c. Specific changes in the Intelligence Community
requiremnents processes for systems acguisition and for tasking.
The intelligence recrganizaticon the Director of Central
Intelligence has underway will meke some of these changes.

d. Incorporating operational issues into the NREB
mandate.

I believe the chenges that are being implemented will
_«Lrovide for an NRO that is strong, efficient, and effective.

wm —'}aé‘:\

MARTIN C. FAGA

1 Attachment
|
THIS SAME MEMO, WITH APPROPRIATE LANGUAGE CHANGES, WENT TO THE DCI.
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MEMORANDUM FOR THE SECRETARY OF DEFENSE
SUBJECT: D{I Tatk Force oa che NRO

Artached i the final report of the Task Force on the National Reconnaissance Office (NRO)
commissioned by the Director of Central Intelligence on Manch 5, 1952 It updaces che preliminary
findings and recommendadons bricfed w you by Marty Faga oo March 23, 19920 Our
recommendations are unanimods.

Our Task Force reviewed prior ssudies concerning the NRO, especially those in the 1988-89
time frame, and wsed chem as 2 poine of deparmure. Some of cur recommendarions Sow namrally
from the actons taken as a result of those srudies.

At the ome of our deiberidions, anodher cask force was considering che management of
iragery within the Intellipence Community. We assumed the creation of a0 Imagery Auchority (LA)
responsible for top-level management of the toral Communicy imagecy effort and for establishing
standards and protocols.

Qur key recommendations for the Secreary of Defense., the Dirccror of Cencral Intelligence,
and the Direcror of the NRO (DNRO) indude the following:

* Reuin the NRO as dhe single US government organizadon for developmenc,
procurement, and operarion of overhead intelligence collection systems.

* Organize the NRO along functional ("INT™) hnes.
« Collocate the NRO in the Washingron ares by the end of 1993,

* Affirm a proactive role for the [nrelligence Community in responding to operational
as well as national needs. Adopt 2 new NRO mission statement reflecing chis role.

*» Combine the dhree budger Programs currenty managed by the DNRO into 1 single,
inezgrated Overhead Reconnaissance Program.

* Swengrhen dhe Intelligence Community's requirements process for i}mnﬂqmmn
and for msking.

* Dedasify the "faa of the NRQ.
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* Review the danification guidelines for NRO syacem
dharacreristics and related incelligence producs w improve dhe Bow of information to those who need
£ 3

* Encourage operational users and the Ineelligence Community ro employ acmual
overhead systems in realistic exercises, .

* Screngthen the National Reconnaissance Review Board and indude operational isues
in it mandace.

Members of the Task Foree are grareful for having the opportunity to participaes in this
decision process.

/54
ROBERT A. FUHRMAN

Chairman
DI Task Fores on the NRO

1 Amachment

Final Report i:s.nen_

This rame memo, with appropriase language changes, wenr & the DCI
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FINAL REPORT: DQl TASK PORCE
ON
THE NATIONAL RECONRNAISSANCE OFFICE

L INTRODUCTION

A. MEMBERSHIP. Thit DCl-appointed Task Foree consised of six members and two
advison. The two advizors acved as integral members of our veam. Ours is 8 wnanimows repor.

M. Robert A. Fuhrman Mr. R. Evans Hineman
Task Force Chairman Former Deputy Direcror foc
an:rPruﬂm: and CDD St:it:m:.t_ﬂc Technology, ClA

gi;nmu J. Prthsbaum Mzsj Gen Ralph H ]:-:n: bson (USAF, Rer)

Senior Vice Prmd:m. President and CEO,
AT&T Bdl Liboraronss The Chardes Sark Draper Laborarory

Former Direcor, NRO Program A
A e

Lt Gén"Lincoln D. Faurer (USAF, Res) “John P. Devine —
Former Direcor, NSA Drisecror for Research
L and Engineering, NSA
Lt Gen J. Ham , Rez) mi::; Haulewood
Former Director, Dhirscot, Nadonal Photographic
Intelligence Communiry Scaff interpretadion Center

B. PURPOSE OF THE TASK FORCE. The Terms of Reference (Attachment 1) asked
us 1o advise the DCl concerning che fururs of the Mational Reconnsizance Office (NRO),
specifically induding issues related © current studies conceming reogenization of dhe US
Incelligence Communicy {(IC). The fundamencal question we sddressed was a simple one: How
should the US government organize 1o acquire and operare overhead reconnaissance systems?
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C. TASK FORCE APPROACH. mmuuﬂhmﬂ;mﬂ
yeirs, o streamfined mansgement o acquisicion and che dedicacion and arestivity of
NRO peronned heve buils 4 record of unparalieled macvess. 'We arcempeed to make
recommendations ot oaly to peescrve the offectiveness of the US ovethead reconnaissance
program but also to enhance ks ability o mest challenges of the fuure.

D. TASK FORCE METHODOLOGY. We revicwed the cusrent starus of the NRO
and i programs, examined che most recent sudies concerming the effecriveness and openadons of
the NRO, and conduced in-depdh ineerviews with the Direcror of the NRO (DNRO), the
Deprury Direcror of the NRO (DDNRO), and Depury Director for Milicary Support (DDMS);
the Directons of Programs A, B, and C; and the Director of Plans and Anslysis. We also
discussed issues with the Saff Direcor of the Senate Sdecx Commimee on Incelligence and widh
malff membenrs of dhe House Permanens Sedect Comminee on Incelligence, Addiconally,
individual Task Force members contacted & number of past and current officials of dhe
&wmﬂﬂ:&n&rﬂﬁ:l&uﬂw&mmmﬁ:mmnfm?mﬁc
issues. Administrative research iatc specific questions were provided by an NRO
team headed by Calon

E. ASSUMFTION: CREATION OF AN IMAGERY AUTHORITY. Because there
wis another cask force studying imagery issues, it was necessary vo make 3 basic assumption that
the Secretary of Defense (SECDEF) and che DCl would enablish an Imagery Authority (IA) 1o
adjudicite and pooritize imagery requirement and 1o esablish sandards and protocols.

F. ARRANGEMENT OF THIS REPORT, This repor consists of 9 Secxions and 4
amachmenrs:

SECTIQNS
L. Introduction
IL. Need for the Nanonal Reconngistance Office
. The NRO Mission
IV. NRO Otganizational Scrucrure
V.  The Incelligence Community Requiremenn Process
VI.  Program and Badger lusues
VI[. Securicy and Clamification lasues
VIil. The Narnonal Reconnaissance Review Board (INRRB)
DL Operaton of Satellice Resnonaissance Syscems
ATTACHMENTS
1. Terms of Reference
i 3 Criticisms of the NRO
3. Recommended Intelligenc: Communiry Requirements Process
4, Summary of Recommendations
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. NEED FOR THE NATIONAL RECONNAISSANCE QOFFICE

A CONTINUING NEED POR THE NRO. Our review coavinoed us char chere is o
definite and continuing need for 1 single, ceatnlized, specialited organizarion for development,
procurement, and operations of complex wnd sophisicard overbesd melligence colleadon
systemns, ol dighdy linked co the inrdligence tiking and exploicadon funcrions. This
organizacion, und i conmactor teams, must be fully responsible from birch to deach—specifically
induding research into eechnology, system daign and development, deployment 20d operations,
and evenoml phaseout of the particular programs. Because of the need w0 reaspoad w mpidly
dumndlqmumﬂmnmqmmmmﬂ.d:mhuuqmuﬁhlmhud
acquisidon process, with carefully controlled aemnal incerfaces.

RECOMMENDATION #1. The NRO should be continned as the single US government
intelligence collection systems (other than organic msets of the Department of Defense
{Dol)).

B. CRITICISMS CF THE NRO. We acxamined some of dhe cridcsms frequendy levied
on the NRO. We anempead to identify the meal problems and o recommend concrete actions to
address chem. We also recommended changes in dassifiation nules ro permit 2 bemer
undersanding of che WRO and is sysiems by a broader audience. Amachment 7 reviews and
comments on these criticisms,

Ill. THE NRO MISSION

A NATIONAL vs OPERATIONAL. The NRO was initially established to meer the
nesds of the "national” or "soracegic” uters. Over tme, overhead sysrems have improved in
timeliness and fexibiliey, becoming more capable of meeting the needs of operational milivary
users down o the cencal level. Th: distincrion berween "national” and “ractical” meelligence—a
disuncrion thar & artfical when apphbed w today's overhead capabilitiss—has become increasingly
counterproductive. The disdnction limin the Community’s ability o conducr realisnc cross-
system made-offs and causes unwarranced concerns abour the availabilicy of NRO support in crisis
or war. We believe that this is an appropriate time for che DCI 0 commit the [neelligence
Communicy to 1 proactive role in satisfying the intelligence needs of both natienal and
operational users.

RECOMMENDATION #2. The DCI should commit the Intelligence Community to a
proactive rule in satisfying the intelligence meeds of both national and operational users.

B. NEW NRO MISSION STATEMENT. The current NRO Mission Scaemert [“The
NRO is responsible for the nesearch, development, acquisivion, and operation of overhead
reconnaissance symems for the collecrion of intelligence from denied areas™) has served the narion
well for many years. We believe that che srarement should be modified o make it more ourward
looking, emphasizing both the NRO's responsibilices and in continuing commitment to technical
excrllence.

o VI ——
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RECOMMENDATION #3. The NRO should adopt the followiag misdca statement:

"THE NRO MISSION: To easurc char the US bas the technology snd overhesd
asens it needs w scquire mperior worldwide incelligence in war and peace. To
this end, ﬂmohmmmmmmmmm
for acquiring und openating overhead systeans for the oollection of ineddligence ”

C. AN INTEGRATED OVERHEAD PROGRAM. At peesent, the DNRO manages
three interrelated programs, as shown in Figure 1 below:

NATIONAL RECONNAJSSANCE PROGRAM (NRE}

H:m:ufﬂ:tﬂmﬂl‘qulumﬂwﬁnpm
- Siogle national program designed w meet denied ares

intelligence requirement of the US government
that can best be sanisfied by overhead reconnaisance

- Element of Tamicul Intelligencs and Related Acxivities

- Augment/Modify NRP systems for ractical nsens

- Advoate scquisitionfoperation of addidonal sarellite systems
- Familiare/oain users through =xercise suppon

AIRBORNE RECONNAISSANCE SUFPORT PROGRAM (ARSF)

= Element of Tacical Intelligence and Relared Acxivities
- Architecrural and programmatic focus for advanced airborne
reconnaissance pladforms, sensors, daea links, and ground macdons

Figure 1. PROGRAMS CURRENTLY MANAGED

We believe that che current program structure perperuates the amificial distdncrion berwesn
nanional and operationa! intlligence. The DRSP in it present form implies that mapport o the
"racrical” wen is not 3 core NRO migion, bur is more an sfterthoughr—once the syst=m is
designed, DRSP will modify or augment it co meet the needs of actical users. [n terms of
aircraft, we do pot recommend induding organic assees of the DoD widhin the NRO strucrure,
but believe that fumure national sircraft programs may be exeamed by ine NRO if desired by the
DCl and the SECDEF. The current dhree-program breakour marches "consticuencies” o 2
czruin exrent, but ax the expente of mission darity 2nd good sryeem design prachces. We
recommend merging che three programs into 2 single program of the Nadonal Foreign
Intelligence Program (NFIP), as pant of the DCl's commitment o samsfying dhe incelligence
needs of both nutons! and operanonal users.

e
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RECOMMENDATION #4. The DCI aad SECDEF should merge the three programe
mansged by the DNRO (NRP, DRSF, aad ARSP) into & single NFIP Progrem,
m‘hh

*Orverhead Reconmuissance (ORP): A single progrim designed o meet
reconnaissance. This program will be respeasive ©o snd willl provide services o all
levels of the governmeat, including operational military organimarions. The ORP
does not indude organic smsens of dhe DoD."

IV. NRO ORGANIZATIONAL STRUCTURE
A TOP-LEVEL NRO MANAGEMENT:

We recommend dhac the DNRO coatiaus @ have & secoad “hat” a5 an Air
Force official in order to faclitare coordinstion of the many Air Force-MRO inceracions. In
bght of the high prionicy of te NRC mission and the DNRO's need for frequent and direct
contaces with che many Air Foree Amnarional demens direcly supportng che NRO and widh che
E;i.d:SECDEF.mduﬁﬂnbMde officials, char second hat should be as Under Secrerary
of the Air Force.

RECOMMENDATION #5. The DNRO should continne to have & second "haty™ in
should be as Under Secretary of the Air Force,

The NRO must have 3 full-time Deputy Direcior, because the DNRO has an
important second posiden. A career CIA official is appropriate, sinee the CIA is 2 primary
conoributor of resources o the NRO.

The Depucy Direcor for Military Suppert (DDMS) should continue o have a
“second hat” in che Joint Chich of Staff (JCS) sructure. Assisted by a Milicary Suppont Saff
reporting directly to him, the DDMS provides connectivicy o dhe JCS and other openational
users, and aces a5 the focus for NRO effors o improve their undermanding of overhead
intelligence. The DDMS draws on the entire rources of the NRO in canying our dhis work

B. RECOMMENDED STRUCTURE CHANGES:

We concluded char the currenr NRO line structure, involving three soquisition
elements (Programs A, B, and C) organized by government agency affiliation (Alr Force, CIA
and Navy) does not enhance missicn effectivensss. Rather, it leads o counterproductdive
competition and makes it more difficult to foser loyalty and w mainzzin foass on the NRO
munnn. In order o foster an improved NRO corporate spirit, and @ bewer serve the

needs of the nation, we are recommending 2 restnscrure of the NRO based on
intelligence discipline (IMINT and SIGINT) lines, 'We recognize thar such 2 resoucrure will
lessen competicion between NRO program offices as 1 driving force for creativicy, bur believe chat
the DNRO will be able to find other and more effeccve ways of diciting the mest creative and
effecive idas for meeting the pation’s incelligence needs
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recommend the formation of dhree line acquisicio nlﬁou widhin the NRO:
IMINT, SIGINT, and COMMS & LAUNCH, in Figure 2 below:

ALL ELEMENTS CURRENTLY * Caresr NRO Officer
LOCATED NEAR DULLES {DeD, CLA}
AIRPORT EXCEFT AS SHOWN:

LA: Los Angeles, CA
MRL: Nave! Rasaarch Lab

Figure 2. RECOMMENDED NRO STRUCTURE

The IMINT and SIGINT organizations should each have 3 creer NRO officer’
as Direaor; well qualihed Deputies sthould be appointed from the Imagery Authoricy 20d the
National Security Agency (NSA). (This structure is expandable if addicional "INT:" are
idendfied in the fumre.}

We observed thar the NRO has two significant services of common concem:
Launch services for all ics sarellites; and daa communicadons, induding relay sacellives. We
recommend they be placed in a separaee Direcrorate, with Career NRO Officers as Direcror and
Deputy. The placement of communications reflecrs our belief dhat the communications
archicecrure should indude the needs of bodh the IMINT and SIGINT satellice symems. The
plicement of Launch responsibilicies reflects the need e suppont boch SIGINT AND IMINT
launch integradon, and to provide a single NRO Mission Direcror for all NRO launches.

1 A Career NRO Cfficer is a Dol or CIA Cfficer who has spent
the majority of his or her career in NRO work.
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mnme vay i the NRO & ocganixacion responsible for scquisicion opention
Tm-tdlim}. ﬁﬂwhﬂﬂlﬂwhﬁmﬂrmmwﬂﬁ

The NRO Office of Plans and Anabyis (PS&CA) performs a number of valushie and
secessary funcions and should be renined. lo Dirccror and Deputy should be chosen on & "bext
qualificd” basis from the el pool of svailable personnel in the NRO and the Ineeiligence
Community. With the resructure of the NRO along “INT™ Enes, P&A would conceatrate on
mm@c‘ planning, cross-INT analysis, sdvanced rechnology effors, sad development of analytical

An NRO Saff with eraditional saff functions (Inspecror General, Budger, Legal,
Legislaigve Liaison, Persoand, Policy, and Sacuriry) should be reamed. All *ho i
wxppon (facilicies, logistics, graphici, sdminismarion, exc) should be provided by a
Services and Openatons (MS0) funcion. Other necesary demenss and functions
Security Center, the NRO Operidens Support Fadility, Exercise and Training Suppo
should be located within the structure ar che disaedion of de DNRO.

The Defense Support Project Office (DSPO) should be disestablished. This
recommendartion is ted o our recommendation for consolidating the DRSP into the ORP, and
the recommendation later in this report concerning dedassification of che "facx of” the NRO.
This change emphasizes the impormance of milimry support in che NRO by focusing on the
DDMS with 2 supporang saff.  Again, we believe that milicary support should be an inregral
pan of the NRO mission and erganizational structure, not something “sdded on.”

Separate Air Force, CIA, and Navy organizational dements would oo longer exisc
within the restrucrured NRO. Nor do we believe thart dhe NRO should foster rivalty or
"scparateness” berween the new line elements. 'We recommend thas the DNRO acrively
encourage 3 "one NRO" view of dhe organizaton ar every nppumtu]r The senior member of
cach agency within the NRO would be responsible for recruicing highly qn:l:ﬁdpﬂmndﬂd
for monicoring the creer development and aining of all personnel fmm igency.

In keeping with the dunge in che NRO Miuion Sarement and our
recommendation thar che DCl commic to supporing the operational users, the Program Office
for the Defense Dusseminadon System (DDS), used to transmit overhead imagery to milicary
combatant commanders worldwide, thould be tanderred from che Air Foree Space Syseems
Division into the Communicions & Launch organization of the NRO.

C. IMMEDIATE TRANSITION STRUCTURE. We envision the soucrure changes
ounlined above being accomplished in a rwo-phase process. The fine phase, which can be
accomplished immediarsly, involves re-fubordinadng the exiscing MRO demens (ind the DDS
Program Office) dlong the lines indicaced above. The new line Direcxorates would be eseablished
in the ame facility as the NRO Headquariens and P&A, and che old Programs (A, B, and C)
would be disescablished. System program eoffices would pot immedoarly rdocaps. This firsc

- S — A
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phasc would have dhe immedise benefie of reducing counterproductive competition berween
program offices and permbming easler ersde-offi berween systems in the same “INT."

RECOMMENDATION #6. The DNRO should take bumedinte action to resliga
cxisting NRO dlements along INT lass. Az the same thme, the old Program Designarions
(A, B, sad C) should comse 0 be wed withia the NRO.

D. QOLLOCATION:

The NRO has been protecring en opdon for full collocation of all NRO demenn
to 1 single bocadion in che Dulles Alcport ares. We belicve it is time to resolve dhe issoe. Full
Collocadion implies dhat ofl NRO program offices snd NRO mx -
facility (or 1 fowr very close Gcilicis).
NRO would continue o maintain a Pelitagon of nteriace for unch wehid
mewmﬁhmﬂhmm Securicy or
CUROMET FUPPON Requifement might require that 2 few specific funcdons be separarely locared,
but dhe mrene of full collocation is that esenpally all NRO resaarch, development, and

acquisition would be managed and exscuted from one place.

Collocarion is driven by a number of imperatives. The primary one is dhac
collocation is necessary w permir efficient management of an NRO rescrucrured slong INT lines
25 recommended above. Wichour collocation, each of the three line acquisidon organizations
would conain program offices on both the East and West coasts. Even with modern
transporution and communicaton, this & ot an effeaive management armangement.
Mdimntﬂy.mﬂmduulﬂ!pu:ﬂﬂupmpmdmmmmm In time, chis will
hazve a positive effect on the Incelligence Communicy’s requirements process, and also on user
pacsptions concerning the NRQ. Wich all program elements in dose proximicy, it will be much

easier to accomplish long-erm planning, budgeting, and NRO studies,

While collocarion will have some disadvantages-—temporary disruption of many
lives, possible short-term Joss of momentum for cormin programs, and loss of some key mlent—we
believe the sdvantages of 3 well-managed collocadion effort far ourweigh che disadvannges. By
the end of 1993 or as so0n a5 posiible, che NRO should physically relocite all che exisn
progrim management offices incacx o che Washingron area. If 2 dngle Bilicy cannot be made
available in time, a fow interim Rcilides, vay doscly locared, would be acceprable, with the goal
that each line organmation has all of its dements in 4 single building.

RECOMMENDATION #7. By the cod of clendar year 1993 or a3 soon as possible, the
NRO shoald complete full collocation within the Washington sres

We are concerned, however, about the “Service Mix™ imue. 'We believe thar the
miirary servioss provide an imporaant souree of dall and experience in acquisxion, development,
and operation of complex space symoms. Active ducy miliary personnel also bring insight ino
DoD requirements and are much more readily acoepeed by the combat foraes than davilian
incelligence pemonnel.

"I'-".';




RECOMMENDATION #8. The DNRO sad DCI, with SECDEF sppert, should ke
action o ensure that & cestinuing mix of inwelligence cvilisns and military pesple-

those with expertise snd experionce in the devdopment, acquisition, sad
eperationt of apact-based utelligence collection syswas--a astigned to all bevely bn the
NRO.

A BACKGROUND. In our discussions with Incelligenoe Communicy personnel and
our review of various eridcinms about the NRO, two consiment themes emerged:

Firse, the NRO i asked wo meet the needs of & wide range of coomen and
wsers. In this process, the NRO & asked m do "Wl things for all axers®

Sn:nnd the Incelligence Community requirement process bas been unabk o
provide validaced, prionitized, crots-discipline collacrion requiremenes with any sense of fical
tﬁllqrfaru::byd:cﬂﬂﬂmdwdnpmgﬁmmm While we fully appreciate the difficuley
of forecasting collection requirements and of arbirratiog che many different usen” needs, the
Communiry at large needs o find 2 wey 1o give the NRO a solid smatement of requiremenc.
Without solid requirements, the NRO annat develop the moa capable systems widhin available

funding, and it becomes virmally impostible w suppornt the systems in che budget process.

B. REQUIREMENTS: DEFINITION of TERMS. Within che context of this repor,
we have adupmd wwe definidons conceming ineellipence requirermens. The em “pomems
w it used to denote those long-¢erm intelligence requirements neceary for the
acquisition process—to build pew collection syseems or significandy modify existing systems. We
usc the term "gasking requiremen” for those current intelligence needs against which current
collection assers are tasked for near-term operations.  While similar [neelligence Communicy
mechanisms are used for validating and prioritizing system requiremencs and casking
requirements, the end objective and the tme frames within which the processes ocour are
significantly differenc

C. MRO CUSTOMER RELATIONSHIPS. We believe that the NRO's relaticnship o
its cuomers and users needs 1o be berrer defined.  Our approach, shown in Fagure 3, idendfies
four agences as the qusromery of the NRQ and 2 wide moge of organizadons as yyeg of
intelligence produas based on NRO colleaion. The NRO should work o understand both i
msers and its custmers; but formal requirements come only from the customers.




VALIDATED SIGINT
REQUIREMENTS

Figare 3. NRO CUSTOMER AND USER RELATIONSHIPS

RECOMMENDATION #9. The DCI should emphasize the imporaance of users wurking
through the Intelligence Community processes on collection requirements and their
satisfaction. NSA should be the single focal point for validated SIGINT requirements, and
the 1A the single focal point for validated IMINT reguirement.

D. INTELLIGENCE COMMUNITY PROCESSES. Figure 4 oudines the process we
recommend for handling requiremenn within the Intelligence Communiry. Arschment 3
describes the proceu in deril. Key to the process are rwo pew lnrelligence Communiry
functons: a requiremens rationalization funcion o assess and prioricze all-source intelligence
requiremenss and assign them to dhe various INT} for collecsion, and an evaluadon/feedback
funcrion to assess the performance of the INT: against the requirements and ensure proper
feedback o all agencies and users. The requiremens rationalzaton funcion and the
evaluadon/feedback function should be accomplished annually in conjuncion with 1nd in order
to support the budget process. OQur approach would be o esmablish specific incelligence-wide
commitess to accomplish these imporant funcoons.

RECOMMENDATION #10. The DCI should establish & requirements rationalization
function and an evaluation/feedback funcrion, embodied in spedfic intelligence-wide
committees, and linked to the badget process.
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Figure 4. Proposed Community Requiremencs Process

E. SYSTEMS REQUIREMENTS. When the process shown in Figure 4 assesses the
long-term needs of the lotellipence Communicy, the resule will be owo baseline documents for

system acquisition, each wking inte account resource imitations:

(1) A SIGINT syscems requirements buseline peepared by NSA and the NRO,
change conwrolled by NSA

{2) An IMINT symiems requiremenc baseline prepared by the Imagery Audhoricy
and the NRO, chinge controlled by the lmagery Autharicy.

RECOMMENDATION #11. The DCI shoald direct a system of baseline
requirements documents a3 outlined above berwern NSA und the NRO and between IA and

the NRO.

With the DCT's commitment o suppor operational needs, &t will be ir portant
that exploication and disscmination be considersd in the sysrem Jesipn process—for SIGINT a
well 25 [IMINT. To do dhis effexively, dissemination rquircmenc mun be induded with dhe
intelligence informadon requirements as they are processed through the Ineelligence Communicy
processes, and che validared disseminanion approach and requirements musc be included in che
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and scquisition.

RECOMMENDATION #11. Exploitatica sad dimemination of lnedligence data
thould be considered during the requirements process, recorded im the basdine documents,

sad considered during the NRO desiga process.

Under current procedures, any individual or onganization requiring intelligence
derived from overbead nystems must commumicate ehe requirement to the appropriare collection
comminee within the Incelligence Communiry Saff That committer prioritines the requirement,
and levies it upon the appropriate collecon amer. The user is confronted with dhe decision of
which intelligence discipline can best meet hit requirement, end is faced with & myriad of
different formacs, dita clemena, and procedures in order to submi the request.  There are many
gaps in the feedback medhanisms providing the saos of the requent or 2n indicadon when the
requirement has been fuifilled. On balince, the corrent procedures for csking overhead symems
are cumbersome, inefficient, and not¢ well undesstood among many of the users of intelligence.

We believe thar 2 riking approach aloog the lines of Figure 4 would significandly
improve the tituation. It would provide not only for 3 allocation of requiremenc among che
variows intellipence disciplines, but alio for condruous evaluation of the proces and berrer
feedback concerning collection results. Amachment 3 provides the demils

RECOMMENDATION #£13. The DCI shaald add the requirements rationalbzation
function and the evaluation/feedback fanction to the [ntelligence Community's collection

Fystem tasking process.
VL. PROGRAM AND BUDGET [SSUES

A. RELATIONSHIP TO REQUIREMENTS. A dear understanding of the systems
r:qwmmnumdadmdﬁmvd}pmgmmdhﬂgﬂ&tﬂu!‘mﬂ Owr recommendations

in the previows section are intended (o improve the [ntelligence Communiny's requirements
procsss and thus provide beuer information for NRO decisionmaking.

B. TRADITIONAL BUDGET PRIORITIES. Typically, the NRP budget priorities have
favored the maintenance of existing capabilities and ongoing initiatives, 15 opposed to new ideas.
One reason is that there are established constimencies in the Intedligence Community who use the
current systems effecovely and muppont them arongly. Usens, in general, are not willing wo made
curren: collecrion for a future capabilicy.

C. NEED FOR A NEW APPROACH. The current NRO collecrion capabilicy is the
srrongese ie has ever been, bue it will decline as recent budger decisions begin to reduce the on-
erbir constelladons. Current systems are highly cpable and have proven offeciive in peace, asis,
and war, but the wodd is changing rapidly, and dhere must be 2 mechaniom within the NRC co
foster new and creative approaches to current and fucure incelligence problems. ln a period of
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dedlining budgres, we cannoc conrinne past practice of allowing mew idess o compete only for
new money. Lostesd, we need & medhod wichin the Community o sllow new Idess @ comper
on their merits wich basdine programs and eogring inidatives.

D. REFRIORITIZING BASELINE PROGRAMS. Our recommendation o owercome
the present “tyranay of the buseline” i an annusl communiry repriosicizacion of all baseline
programs throughour the NFIP, together with considerstion of new imicarives. The new
Community Management Saff would lead this effort, which would require ot oaly
qualified saaffing but skeo srong DCT muppore. The end result would be 2
approved ranking chat would drive the NFIP Program Mansgen' budge: processes. 'We recognize
this is Dot u trivial sk, bue it chould be purmed with vigor. Az the least, it thould be spplied w©
the individual NFIP programs, and specifically to che ORP.

RECOMMENDATION #14. The DCI shoald nitis an sasual Comm
repeioritization of all NFIP baseline programs, with explicht consideration of mew laitiatives

E. FEHEE.DFUNDIHGFDRHEWIDEAS In order o ensure thar pew ideas can be
soudied and designed w 2 point suffident o allow them o compere sgainm baseline programs,
m:DHRUnmd::'ﬁ:nmd'ﬁmdm;hudednmdmncwﬂm This would be in addidon 10
today’s Reconmisance Technology/Advanced Developmen: (RT/AD) lines, 1nd would be used
for new stars up to the demonstradon or protorype stage  get them ready for che Communicy
reprioritizing process. Plans and Analysis would provide corporae NRO oversight for chis
program, in consultacon with the NRO's cuscomens.

RECOMMENDATION #15, The DNRO, with support of the SECDEF and the DI,
thoald establish o separare, fenced fonding line dedicated to mew idess.

F. NEED FOR STRATEGIC PLANNING, The ability to select che new ideas that
should be supponed is srongly dependent on the availabilicy of 3 long-term Seratepic Plan. The
NRO has a scrategic planning process already, with mechanisms o link che overall straregic plan
to individual INT roadmaps ind evencually to budges. We believe the NRO should reqain and

en its swracegic planning process and curry char process dhrough o completion of 2
Scracegic Plan dhar should be updaced ar least every two yeurs and promulgated.

RECOMMENDATION #16, The NRO shenld retzin and serengthen it internal
strategic planaing process and carry it throngh to compiction of & written Strategic Plan.

VIl. SECURITY AND CLASSIFICATION ISSUES

A. PACKGROUND. The Task Force reviewed curment security and damificadon
guidelines for the nadon’s sacellive reconnaimance effort, which are based largely oo Nadonal
Security Direcive (NSD) 30. These guidelines, which require dhac che existence of the NRO be
protected within Sensitive Compartmenced [nformadion channels and draseically restrice dhe
discussion of space-based intelligence capabilices ounide of those channels, have long historical
precedent. Changes over the past few peans ocoovineed o thar serous study with an eye towsards
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sigaificent modification of dhese guidelines should be conducted. We see the meed o review o
guidelines In three aress: the eovert nature of the NRO, a0d the smount of informarion abous
sazellite capabilices relescshle 2 mon-compuronenced levels, snd dhe amoust of product relearable

& noa-companmented levels,

B. RATIONALE FOR AN OVERT NRO. While correnr guidelines require the
existence of the NRO 1o be maintained within $CI channels, the fxx of sn NRO i an “open
secret,” with many references in open licermture, 'We believe char astempting to preserve such
“open secrens” withour strong and compelling mdonale i inconsiseat with e DCT's posh for
greater openness, weskens che cave for preterving "real” pecrens, and needlessly angens
congressional and other aritis. By adminting the "fact of” the NRO, we remove many neediess
poino of congoveny. Of coune, simply admiwing “fact of" withour providing additional
information sccomplishes linde. Rarher, we believe that czmin "faces sbout™ should be
dedassified to improwe the NRO's ablity 1o interact with anstomers and users.  These would
inddude mems such s

Mistion Statement

Names of DNRO, DDNRO, DDMS

Fact of joint DoD and Intellipence Communicy staffing
Headquaners Locations

C. IMPLEMENTING AN OVERT NRO. Deniled mudy and 3 comprehensive
implementation plan are imperative before any public announcement about the NRO is made.
Appropriae coordination with the Deparemenes of Defense and Stare would be reguired, as wel
as Presidentia! spproval v modify NSD 30. A support staff must be ready to handle inquiries ar
the Pentagon, and revised security guidelines must be made available 1o SCl-briefed personne
wotldwide. Ongoing projects must be reviewed to ennure thae che transition to an overt NRO
will not endanger any current or furure sources or methods. OF coune, critical desails on NRO
system development and capabilities should mmain within $C1 channels.

RECOMMENDATION #17. The SECDEF and the DI shoold direct the DNRO o
begin the process of declanifying the "fact of" the NRO and certain additional information
by conducting 3 detziled srudy and developing un implementation plan.

D. NEED FOR MORE INFORMATION OUTSIDE SC1 CHANNELS. While proper
protection of sources and methods is an unarguable prioricy, our Task Force concluded that many
NRO auromen and wsers percave thar security unduly constrains che fow of incelligence 1o
policymakers and military commanders, and impedes the basic understanding and usilicy of
pverhead gystems.

QOur Task Fores bound evidence chatr cument security pracrice impedes the flow of
needed intelligence informarion w current and porendal wen. In some cases, the exisdng
guidelines permit material to be decomparrmented and distributed—bur only afier ¢ consdous
decision by an appropriate SC] authority in the field and removal of certain markings and dan.
[n pracrice, che field personnd need simplified guidance, encounsgement, and the resources
make and implement the declssificarion decitions. We believe thar an effort w improve the flow
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of incelligence throughout the uset communiry ke und arc recommending
wudy to that The study should slso sddress methods and resources for Improving dhe fow
of intelligence informadon o colition forces, o the evenc chat policymaken decermine dhat such
dissemination i needad in crish or war.

RECOMMENDATION #18. The DI should direct & jolat sendy by NRO, NSA, and
IA w determine how t» disseminate moce product from overhead syrtems 0 sppropringe

wscrs worldwide, partcalarly st the aoa-compartnented SECRET borel.

Pardasdady within DoD, dhe need to store and discus informadion shout overhead
educarion of key personnd and the active consideration of those capabilities during mizsion
planning. We believe thar 2 determined effory thould be made so describe the basic syseem
duraaerisia and producs w cumomers and userns st 3 security level they can comforeably work
with. Our amsessment is that the proper kevel & SECRET/NOFORN/WNINTEL, pot requiring

$C1 handling.

RECOMMENDATION #19. The DCI should direct & study by NRO, NSA, and the JA
to determine what pverhead gystem characteristis and capabilitics can be released oumide

SO channes, with the goal of significandy increasing the amount of system apabilicy
information svailable ot che SECREFMNOFORN/WNINTEL Level.

E. OUTREACH PROGRAMS. The Task Force is concerned that currenr and potential
NRQ users are ot adequately familisr wich NRO capabilicies and producry, and thus do not
make full use of whar is available. This is pardcularty 3 problem in the DoD, especially ar the
lower operational command levels. We beieve chat expanded outreach program by NRO (led by
the DDM5}, NSA, and 1A should be instinuced, with dhe following specific elemenn:

Create and mainain 2 cadnre of SWTK deired penonnel, fully erained on overhead
system capabilities and casking. These personnel should be locared at levels consistent with DoD

ap:m:nn:lmnﬂpuﬂd:hmm

Encourage IA to assign "resident experts” 1o operstional milicary commands, as
NSA currendy does.

Undernake rourine bricfings on overhead system characreristics and products to key
fag officers and avilian offcials.

Make 1 pint DCI-SECDEF commimment 1o use acrual overhead systems
(induding dhe tasking and disseminacion mechanisms char would be used in wartime) in pealistic
: :

RECOMMENDATION #20. The DCI aad tche SECDEF should direct expanded

outreach programs to current and potential asen of overbead intelligence products, with
special emphasis on operational military peeds. This initistive should include se of acmal
NRO satellice collectors in realistic military exercises.

Y
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The NRRB, esabliched by the DCI in Ocrober 1989,
indudes key members of the Incelligence Communiry

and the Viee Chairman of the JCS. The NRRB has _

bern 2 valuable anet for the National Recoanaissance DDQ (NRRB Chairman)
Program, providing seund and dmely advice o the DCI, ASDICI

the SECDEF, and the DNRO on furure overhead CIA/DDI,

intelligence requiremenes, policy issues, major resource VFMJES
requirements, and councer e ksl Df"“"-m

belps in darifying Communiry requinements and Diirecror, NSA

prioritiez, and in obaining Community consensus on Aszx SecSare (INR)

amial lsues. The NRRB & an impormant resource, and

i should be rerained snd srengrhened. When Figare 5. NRRB MEMEERSHIP.

esablished, de new [A should be added w the NRRB.

We believe that che NRRE mandace should be expandsd o indude the encdire range of overhead
recoansissance issues, induding din diseminstion.

RECOMMENDATION #2]1. The NRRB mandaze should be expanded to indude the
extire range of overhead reconnaissance issues, incdduding data dissemination. The Director
of the 1A shoald be made a2 member of the NRRB.

IX. QPERATION OF SATELLITE RECONNAISSANCE SYSTEMS

We understand char the argument has been made for US Space Command o operate NRO
sellites. We svongly disagree. NRO space r_m:m: conduat intelligence collection missions
mppnmg:md:mgtnfmndmughﬁu: svernment ind should be ope:

ofpaniradons under the guspices Y

and efficent operations characierized |

saEts in hughly eh
= 1 T EM wl ] wyir

| y G mihﬂd
ryem complexry, bong on-orbic lifetime, and rapidly changing collection requirements demand
cradle-to-grave management, wich a single organizadion fully responsibde for system aoquisicon

RECOMMENDATION #22. The NRO should continue to operate the intelligence
eollection space systems it bailds. _

4 ATTACHMENTS
1. Terms of Reference

2. Criticisms of the NRO
3. Recommended Intelligence Community Requirements Process
4. Summary of Recommendanons
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TERMS OF REFERENCE
DCI TASE FORCE ON THE NATIONAL RECONMAISSANCE OFFICE

FURPQSE: Advise the DCI on issues attendant to the future of the
Mational Recennaissance Office, including those raised
by The Senate "Intelligence Recorganization Act of 1352
{8§. 2198} and House "National Security Act of 1992* (HR
£165) .

MEMEERS: Mr. Robert A. Fuhrman, Chairman
Dr. Scloamon J. Buchshaum
1t Gen Linceln D. Faurer (Ret UOSAF)
Lt Gen Edward J. Heinz {(Ret USAF)
Mr. R. Evans Hineman
Maj Gen Ralph H. Jaccbson {Ret USAF)
ADVISORSE: Mr. Jehn F. Devine
Mr. Leo Hazlewood
LESUES :

- How should the USG organize to proture and operate
cverhead reconnaissance systems?

-- EShould there he a central organization. ie, an NrRO? If
there should not be a central crganization, how should
procurement and coperation of overhead system=s be
distributed in other ocrganizations?

——- How to avoid duplication of effort?
-=-=- How CO Create synergies among overhead systems?

-== How to provide comnon support (eg.. launch, on-
orbic support, personnel, logistics)?

-—- How to accommodate cross-program, cross-INT fusion?

— If there should be a central grganizaticn, how should it
ke organized?

-~ Director. Full time? Dual/multi-hatted?

-- Deputies. How many? What functions? Full time?
Dual /multi-hatted?

I
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-- Program Offices. Organized by organizational
nffiliation? Eow many?

== Business Centers. Organized by product (SIGINT, IMINT)
and/cx platform regime (high, low orkit)? How many?

-- To what degree should the central organization be
collocated?

-- What, if any, unigue aspects of the NRO should be
protected (eg., streamlined management, focused
mission)?

How should a central organization relate to its customers
and its superiors?

1s the NRO efficient? How could it become more so07?

Is the NRO responsive to intelligence requirements? To
operational military needs? To Inte;ligence Communi ty
desire to participate in the NRO decisicn process?

Are NRO systems too expensive? Can the NRO systems be
procured more cheaply through the use of small satellites
or other architectural changes or by changes in
procurement methods?

Is NRO security excessive resulting in limitations in
utility or excessive costs?

Doces the HRDO produce new concepts., technologies, and
systems?
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CRITICISMS OF THE NRO

1. Crivsisms of the NRO. ThTﬁmei—dllduﬂ:ﬁdﬁnuﬂfﬁ:HRﬂn
expressed by clemenes of Congress, the Community, and che Deparoment of Defense.
While many of these crivicitms are pot pew, are dements of oudh in most, &5 well a5 many
mispercepdons regarding the NRO. In the coune of our review, we mied 0o sort our the
perceptions from the realities, o make specific changes to sddress real problems, and e enable
improved communications to hep alleviate the mispercepeions. We looked specifically s che

The NRC i not satisfying inedligence requirements,

NRO support to military operations needs o be improved.

The Intelligence Communiry does noc pardcpase fully in NRO decisions.
The NRO methed of design and acquisicion is inefficient.

The NRO will not consider small sacellices.

* The NRO has no new ideas.

" & & & &

2. Sausfving [ntelligeace Requirement. Many users believe that overhead systems are not
meeting all of their intelligence requirements. |n many insances, these perceptions are cormect.
Overhead systems gather vast amounes of daca, operating under sricr prioricies established by the
Incelligence Community committee strucnare—not by the NRO., US ineelligence requirements
condnue to grow io an unconstrained fashion, and “old” requirements are not phased our as new
demands for collection are approved. Cur Task Force found char the Incelligenee Communicy's
requiremenes definidon ind madeoff procsss has many loog-ruunding weaknesses Ouwr
recommendations indude steps the DCI can ake to address chose weaknesses.

3. Suppor v Milimry Operjtions. A commen exiticism is that NRO support to milicry
operations needs to be improved—and we agree. However, it is imporrant to disdnguish berween
real problems and those based on misundentandings. Our Task Forcr examined chis ared in
some deaail.

RO has 2 long

i Support
lnd'll:ﬁdd Ipﬁldm:dunuuuwm::nbluhcdmm.p{’mﬂtﬁuw The DSPO, the
Direcior for Mili r are good camples. Specialized

to LMpIove FIPPOrt
ons Wwas proven during Operaton DESERT STORM. However,

e preparaa
DESERT RM -standing dfidencies in overhaad
= - T -

mditary operanons has been as 3 last-minure add-on co overhead syreems, rather than
THGRET— _——
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tn fncegral mision dement For that reason, we recommended an explick DCT commitmenc of
rmmﬂmﬁmﬂlmﬁm DRSP, and the NRP into 2 new
Overhead Reconnaismance Program™ o Include operational support.

b. Milicary useny are concerned char pescerime prioricies will curry over into crisis or
wartime sinudons, with the reqult chae they will nor receive the incelligence daa they need. Two
ﬁmﬂmﬂmﬂmnmm Dnnudmniin:d:nmnndﬂ:m' ..... B
iven cxitit, nadional and operad o =

3 Y FII:I:HI -] 5
:mu::th:tthc mqmrtm:nt: fatopenmm!uppur:b:mﬂcu integral punuf&:e HRD
developmental and acquisition proces. Farther, we have recommended thar outreach programs
b}rth: NRO be established w0 enhance the undentanding of NRO syscems and to exercise the

raiing of actua] NRO assers in realistic milicary exercises.

¢ A more serious concern is thar the msking rysem isdf tends vo be cumbersome and
not well undermood. It is also not exercised frequendy by many DoD prganizacions. The
Requirements Management System (RMS) is an ongoing imitiative to improve imagery rasking,
and we have recommended improved trining and realistic exercises of the entire intelligence
process using acrual NRO assens

d. Current overhead systems are not opumized for rt ¢o milicary users. For
eximple, Communiry requiremen
m The NRO has several alternarives for pursuing chis sho ks

ying others. In the end, it will be up 1o the IC w decide whether or noc o pursue
any of these collecrion alrernatives. There are also seriom concerns sbour disseminaden of
intelligencz 1o the milizary in che field. Alchough this larcer is now the respomsibilicy of DoD
rather chan the NRO, the concern is real. We have recommended mransfer of the Defense
Dissemination Program OHfice from DoD w0 the NRO and 2 requirement o consider tasking and
exploitadion in all NRO system design efforn

4. |C Pimicipation in NRO Decuions [n the pastc, NRO customers and users have not fully
participated in NRO decisions, The DNRO has recognized this problem, and establiched

mechanisms to enhance participagion. Ae the working level, NRO Plans and Analysis includes
more than 30% IC suffing, and conduct s business with emphasis on Intelligence Communiry
participation. At the wp level, dhe Natonal Reconnaisunce Review Beard provides 2 forum for
top IC managers and dhe Viee Chairman, JCS, to sdvise the DNRO, che DCl, and the SECDEF

i e .
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concerning NRO projects and related collection requirements issacs. We have proposed changes

in the requirements process o provide for greater communiny participation I fystema
requirenients

5. Effidency of NRQ Acguisidon. Many personnd cuside the NRO believe thar de NRO's
scquisition practices ase sarellite coss are wo high, thar the NRO doa not compere
m@mmﬁ&mm Again, we found boch facx and

ficiion in our review.

s The meamlined used by the NRO are effeative and officient
hmwwmmﬁﬁﬂmmdﬂmdm
serucnure and make rapid, well-informed decisions. 'While the NRO uses dhe Federal Acquisition
Reguladons for all of s procurement, it ks care o avoid creadng buraucracdc and
administrative requirements. The Packard Commission incorporated many aspeces of NRO
acquisition pracrice into its recommendations on Do) procurement.

b. The NRO does compete procurement when appropriaze.  Every major system new
sart in the history of the NRO has been competed, and NRO prime contramors conduc an
agpressive subconrac competidion effore

c. NRO sarellice cost issues are discussed in Paragraph € below.

d. costs have historically been quite high Thtnﬂ
Securiry Center has improved dearance processing, and standardized security crieria, nng in
significant cost savings. Ongoing scudies of dassibaticn guidelines, as wdl as chose mudics

ro this Task Force, also have potendal for redudng che overhead astociated wich
However, ic is imperacive that sources and methods be procected, and the
costs re be paid.

6. Cost of NRO-developed Syyems NRO sarelliess ase axpensive. Bux "too expensivet® Here

are some of cie consideratons:

a MNRO systems are built grainnt difficult requirements sets, and
system size, complexty, and cost

b. Consolidation of requiremencs and the basic inidal cost for gerting to orbit leads
satellive designen o fewer, larger, and more capable systems. To keep votal coso wirthin limits,
the on-orbit conmellation sz i small The Incelligence Community and naconal-level
policymalkers have come to rely hesvily on constant flews of high-quality dina from these systems,
s0 high reluability is essencial.  Because intelligence collection requirements and adversary practices
change constandy, it is not possible to buy large blodoy of sarellites ac 2 dme. All these fBcrors

VA —SECREF— W



l-'~..I5"L\ fw

Jead o high et per eaellion, Hmﬁdu.ﬂ::nnnpumiufhﬂ:gun:hﬁ:mﬂnn Lelivd
& minimized wich chese symems, and we belirve that is che proper measure of merit for baceline

ineelligence collecdon.

o Tt ec o [N
Q
wmmﬂm
hﬂjﬂdﬂh@:dﬂﬂumﬁn& programs,

on-crbit lifetime ar minimal cost,

d. We agree thar the cost per spacecraft is high, bue believe thar the Community's
[ requiremencs are being sadified in 1 cost-effecdve manoer,

7. Small Sareflices gnd the NRQ. Many people believe thar the NRO is prejudiced againm omall
mcellives. This perception is not sccurate. The NRO does mot consider SMALLSATS as an end
or an objective, but rather as an spproach to solving intelligence problems.

b. The NRO continues to acxively invesdgare SMALLSAT alsematives. More than a
doren SMALLSAT srudies have been conducted since 1988 alone.

8. New Jdegs in the NRO  This eniticism tends wo focus on the G thar dhere have been no
successful new progmm sars in che NRO during the past few years, and then exzends to an
asserdion that there is bo innovadon i the NRO and char no invesoments for the future are being

made. We agree with the copczm about new program starts, bur are less concerned abour the
athers.

e =
-t:]“l‘ldlndﬂltn . In each case, che NRO Inina program in

response «F valid requirrmencs, only to have the pregram cnceled by a decision of che
Intelligence Communicy and/or che DoD in response to budget curs. A key element in &ach
decision was the "pmanny of che baseline;” usens in general were unwilling to give up current

| capabilides i order to fund fmure improvemens. Cemain of our mcommendacons specfically
| address chis problem ares.

. The NRO & conscandy faced with fir more good
dwdunuhnmtnm@mnfmppm_
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ensure thar wchaology information is efectively shared.  Addidonally, reorganizadon and
collocation of NRO demenu should foster eechnology exchange.

d. Our recommendations relaced o this issuc include fenced funds for aurmuring new
idess undl enough information is svailable e determine where they fit in the ovenll approach w
intelligence collection. and an NFIP-wide wnnwal reprioricizacion of baseline programs and new

inICROveL.
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RECOMMENDED INTELLIGENCE COMMUNITY REQUIREMENTS PROCESS

1. NRO CUSTOMER RELATIONSHIPS.

We belicve thar the NRO's relationship to the user communicy peeds ©o be better defined. Cur
mmddtmwd:.ﬂuwnmnﬂpunﬂrmFguuiﬂfhhmrtpomlpﬂmmrudym
hgmmmlﬂdﬁrthlﬂnhrmuﬁmg.

vanious ey of incelligence informadon are shown at the wp of Figure 3, working directly with
duDC[udhlnﬂ#ﬂﬂﬂuﬂnumqlmEurpmmu They provide national incelligence
and operational requirements/rasking requesn m the Communiry organizations and receive
feedback from them. The users, both national wnd operadonal, are exremely importane, and che
DCI chould “sign up® to supporing thern fully. If chey befieve thac dheir incelligence needs arc
noc being mex, they thould work through the Ineelligener Communiry processes to understand
what's scoually happening snd to get their requiremens mere fully pdshed—asuming dhey carry
adequare priority. This does pot imply thar dhe NRO should mot work direcdy with users; on
the contrary, enc of our recommendations suggests an expansion of such inceractions. On dhe
whale, the users” primary channel for stating requiremens and sddressing deficiencies is through
the Intelligence Community processes, and the NRO's principal interface for requirements is wich
the IA and NSA.

2. NTELLIGENCE COMMUNITY PROCESSES.

3 ﬁnmuuuhﬁdudhrﬁtﬂﬂﬂpmm&mﬂmumqmmuﬂhm
in enticies: NSA, DIA, ClA, and 1A These four entides are the direct customers of che
H‘RG NSA, with DiA and CIA suppor, will send validated and prornitized SIGINT systems
requicements o the NRO annually. The 1A, with CIA and DIA supporr, will send validated and
prioritized IMINT systems requirements to the NRO annually. Should che DCI elect o
designaie addidonal INT manapers, they also would forward approved overhead systems
requirements for their individual INTs

b. With the ssablishment of an [A and restrucruring of the NRO zlong "INT lines, che
Intelligence Communicy will have moved a long way wewards the “single INT™ model of
intelligence. This will generare a need for "cress-INT acuvities to support the peeds of the all-
source ineelligence analyses and o ensure that SIGINT-IMINT interacrion and other cross-INT
caking and dama fusion metheds are developed and supponed. Also, the Community will need
funcrions o trangdare all-source intelligence requirement inco [INT-specfic requiremens. There
will continue 1o be 2 need for improved feedback w all organizacions conceroed.  For those
reasons, we are recommending the establishment of rwo DCI commurrees, eich consistng of
specialises from the various INT dusciplines and agences, a5 well a3 miliary operators and
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and consistency with wop-level guidance; the RRC would dhen asign each validared requirement
ta obe of more specific INTs slong with an Indicadion of prioticy. The RRC would also provide
requirements informatian 1o the new Evaluadon Commitee.

(2) The Evaluation Commimes {EC) would compare dhe performance of the
various [NTs to the Requirements levied by the RRC and also eramine the all-source picure.

The EC would provide feedback to interested parces the Communiry, from the DCI
down o the uzer level. We further believe thar dhere be rocoon between members of dhe

EC and the RRC over time.

3. SYSTEMS REQUIREMENTS. We bedieve thar the Iniefligence Communiry discipline
should be improved to ensure thar a consolidated, priorizized sex of pyyrems requirements is
developed to support important acquisidon decisions. The process we suggest i shown in Figure
4 of the basic report.  Key fratures of dhis approach are

L lnvolvement of semior US government decisionmakers in providing wop-level guidance
concerning their need for intelligence information. [n some ways, dhe recent Nadonal Securicy
Review 29 exercise moved in this direction; more nesds © be done and on 2 condnuing basis.

b. The JCS, Unified and Specified Commands, Milicary Services, Federal Agencies, and
Intellipence Organizations then produce wrinen satemenss of ther operadons and policy
information needs.

& The Intelligence Agencies then rranslare those information needs into intelligence
requirements—[gy on an INT-specific basis, but from an all-source viewpoint. Of course, they
may suggest specific collection approsches that they know will do the job.

d. The R:qum:mcnu Ragonalization Comminee will validare the requirements, asign
an appropriate priofity, apporton the requirement berween the various INTs, and then provide 2
prioritized requiremenss list o cach of the INT suthoniies. NSA, [A, and the omganizations thar
acquire collection systems (eg. NRO) will assist in this task and will examine affordabilicy issoes.

e. Each INT audhoricy, with the assisunce of the organimations that acquire collection
systems, will then apportion the requiremenss to the various collection systems, current and
projected. Thus each acquisition organizarion (e.g. the NRO) will receive a baseline systems
requirement document from NSA and anocher Fom the [A. Syyrem specifications would remain
the sesponsibility of the organizations acquiring the collection sysuems

£ The Evaluacon Commireee, based on all the work done on the requiremenss dide of
the process and information from the collection sysem acquisiion organizations, will evaluace the
abilicy of current and planned INT systems to meet the fumre intelligence requirements. They
should factor in issucs of exploiration, analysis, and disseminacion. They will then provide this
information o che [ntelligence Communiry and w DoD,
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4. COLLECTION TASKING, The handling of nearterm requirements dhar resule in che
tasking of collection gystems involves the ame organizations as the systems mquiremencs process
described above, with a fow key differences:

1 Ineelligence requiremenc must be "mgged™ a5 they enter the procais and remain
traceable dhroughout the process o allow information collected o Bow back 1o che originator and
to permit proper evaluation of the entire process.

b. The Evaluation Commirtee thould not confine its acxivitia o camining the formal
requirement process or auditing daa bases and paper trails. They should be chartered to visin
and consult with incelligence ac and wen at all levels  daermine whether che entire
procsss—from firse srarement of need to acrual delivery of the information—is working effectvely.,

¢ Becuse of die rapid response required, there must be mechanisms o handle very
Aexible requirements and o respond in real time to changes in the wodd simuation. Those
mechanisms must permit the Evaluarion Commires re derermine what requirements wers
collecred or displaced during quick-response situatons.
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SUMMARY OF RECOMMENDATIONS

1. The NRO should be condnued as the single US government agency responsible for the
centralized development, soquisition and operation of overhead intelligence collecxion fyseems (other
than orgunic asseus of the Deparmment of Defense (DoD)j.

2. The DCI dhould commit the Intelligence Community to a proactve role in sadsfring che
intelligence needs of both narional and operational users.

3. The NRO should adopt the ollowing mimion saremenc

"THE NRO MISSION: To ensure that the US has the technology and overhead
assers it needs o acquire superior worldwide intelligence in war and peace. To chis
end, the NRO is responsible for conducting research and development. and for
acquiring and operaring overhead systems for the collection of intelligence.”

4. The DCI and SECDEF should menge the three programs managed by the DNRO (NRF, DRST,
and ARSP) into a single NFIP Program, defined a5 follows:

"OVEFHEAD RECONNAISSANCE PROGRAM (ORPp: A single program
designed 10 mest the intelligence requirements of the naron thar can best be sarisfied
by overhead reconnaissance This program will be responsive 1o and will provide
services 1o all levels of the government, including acrical military organizadons. The
ORP does not incude organic assets of the DoD.”

5. The DNRQ should continue to have 3 second “hag” it should be as Under Secretary
of the Air Foree

6. The DNRO wke immediate action to realign existing NRO elements along INT lines. At the
same time, the old Program Designacions (A, B, and C) should cease to be used within che NRO.

7. By the end of calendar year 1993 or as soon a3 possible, the NRO should complete full
collocadon within the Washingron ares.

& The DNRO and DCI, wich SECDEF suppom, thould rake action 1o ensure 2 continuing mix
of Intelligence Communiry and milicary people—parucularly those with expertise and experience in
the development, acquitidon, and operations of space-based intelligence collection systems—particpare
at all levels in the NRO.

9. The DCI should emphasize che importnce of working drough the Intelligence Community
mechanisms on collecton requirementcs and their sadisfaction. NSA should be the single focl poine
for validated SIGINT requirements, and the [A the single focl poinc for validated IMINT

requiremencs.
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10. The DCI should emablish a requirement rtionalizaction fiunction and an evaluacion/feedback
Funcrion, embodied in specific ineelligence-wide commicness, and linked 1o the budger process.

11. The DC] should direct 1 gystem of baseline symems requiremenn documeno berween NSA and
the NRO and berwesn LA and che NRO.

12. Exploitation and disseminasion of intelligroce dam thould be considered during the requiremenc
process, recorded in the baseline documents, and considered during the NRO design process.

13. The DCI should add the requiremenc mtionslization funcion and che evaluation/feedback
function t the Intelligence Communiry’s collection system rasking process.

14, The DCI should inidate an snoval Communicy-wide teprioritization of all NFIP baseline
programs, with explicit consideration of new initiatives.

15. The DNRO, with support of the SECDEF and the DCI, should estblish a separate, fenced
funding line dedicated 1o new ideas.

16. The NRO should remin and mrengthen in internal stricegic planning process and camry in
through o completion of 2 wrinen Strategic Plan,

17. The DCI should direer the DNRO 1o begin the process of dedassifying the “fact of the NRO
and certain addicional informacian by conducting a deailed saudy and developing an implementadon

plan,
18. The DCI should direct a joint study by NRO, NSA, and dhe |magery Auchority to determine

how to disseminate more product from overhead systems o appropriaee wsers worldwide, particulady
at the noncompartmented SECRET level.

19. The DCI should direcr 2 srudy by NRO, NSA, and the [A 1o determine what overhead system
characteristics and capabilities can be released ounide SCI channels, widh the goal of significandy
increasing  the amount of system  capability information  available at  che
SECRET/NOFORN/MUNINTEL level.

20. The DCI and the SECDEF should direct expanded ourreach programs te current and porenaal
usens of overhead intelligence producs, with special emphasis on operational milicary needs. This
iniative should indude use of acrual NRO sseellies collecton in reslistic miliary exerases.

2]1. The NRRB mandate should be expanded w indude the endire range of overhead reconnaissance
issues, induding data disseminacion. The Direcror of the IA should be made 1 member of the

NEHB.
22. The NRO should condnus to eperate the intelligence collection space systems it builds.
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