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MEMORANDUM FOR THE PRESILENT
SUBJECT: National Reconnalssance Program

The Natlonal Reconnalssance Program for the ¢ollection
of photographic and signals intelligence through alreraft
and satelllte overflighta i of vital importance to the
national security and is ldikely to become lnereasingly =o,
The Program has produced meat of our Governmentfs Informa-
ticn on Sovlet deployment of land-based nuelear mizsiles
and a great deal of highly valuable intellligence on
ather sub jJects,

Beginning with a small, closely-knit organization and
operation concerned with relatively infrequent overflights
by a few alreraft, the Program now encompasses the followlng:
{1) a billion-dollar-a~-year activity involving hundreds of
Government and contractor personnel; (2} the development
and production of alrcraft and thelr operation on reconnals-
sance mlasions, on a scale far in excess of that which |
marked early stages of the Program; (3} the procurement of
boosters, orbltal vehicles and camera payloads, and their
integration for launching; (4) the launching of complex
satelllte mechanlsms and the alr—cateh recovery by Alr Force
teams of payloads upon re-entry into the atmosphere; and
(5} the technical proceasing, Irterpretation and analysils
of the quantltles of Intelligence information obtalned,

A speclzl Panel of the Board, wlth the Boardis Executive
Secretary, has made an intensive examination of the organiza-
tion, management and operation of the Natlonal Reg¢onnalasance
Program. The Hoard and 1ts Panel have had conpultations
with offlelalas of the Department of Defense and the Central
Intelllgence Agency -- the two Government agencies primardily
engaged in the Program, Representativesz of the Board have
conducted on-the-scene examinations of satellite and alrcraft
reconnalssance installations and activities on the Weat Coast
and elsewhere, Conferences have been held with key officers
of private companles holding Government contracts for the
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development and production of elemente of the reconnalssance
syatema employed —— including boostera, orbital engines,
alrcraft and camera paylcade, We have been thoroughly
briefed on all significant aspects of the Progrenm,

Az a result of its studlies the Board has found that
the Netional Heconnalssance Program, desplte 1fs achieve-
ments, has not yet reached 1ts full potential, Basleally,
the problem 1s one of inadequaclies in the present organlza-
tlonal atructure and support of the natlonal reconnalssance
effort. Also, the Program i1g complleated by the absence of
a ¢lear, authorltative delineation and understanding of
pertinent roles and misalons of the Department of Defense,
the Central Intelligence Agency, and of the Director of
Central Intelligence in his capacity as princlpal intelligence
of ficer and coordinator of the total U, S. intelllgence effort.
In our opinion, action must be directed from the Frealdential
level in order to correct these difficulties, and to assure
that this vital national asset 13 preserved and strengthened,

Based on owr veview, the Board submits the following
conclusions and recommendations,

Conclusions:

l, The Nationazl Reconnaissance Program must be conducted
a=z a national effort geared to meet as effectively as possible
over-riding national intellligence needs 1n support of the
Prealdent, members of the National Securlty Council, and
other officiala concerned with matters of national securlity
aignificance, The naticnal character of thia vitally-important
intelligence enterprise must be maintained through a Jolnt
endeavor on the part of the Department of Defense, the Central
Intelligence Agency, and the United States Intelligence
Board -- with a c¢learly-eatablished delineation of the roles
and responsibilities which each is to perform in support of
the Program. It 1s essential that there be an effective
mechanizm to accomplish cloase and contlinuing collaboration
between the Secretary of Defense and the Director of Central
Intelligence, and to assure recognition of the intelligence
needs and capabilities of the Joint Chlefs of Staff amd of
the Unified and Specified Commanda.

2. The Director of Central Intelligence (as Chalrman
of the United States Intelligence Board responaible for
providing coordination and guldance to the United States
intelligence effort) has a large and important role in the
establishment of intelligence collectlon requirements and




prioritles to be met through the National Heconnalssance
Program, and in ensuring effective expleoltaticon of the
intelligence product, Under hls leadership the United
atates Intelligence Board must provide the necessary base
for the scheduling and targeting of satellite and alreraft
reconnalasance misaslions over areas which are virtually
inacceasible to us through ofther forms of Intelligence
aoverage, Of equal 1mEnrtanﬂe 1s the function of enauring
that the intelligence "take" from the Natlonal Reconnals-
sance Program is effectively processed, analyzed and fed
into the estimating process -- in order that timely
consideration may be glven to the product ab highest
Government levels, (We note an analogy in the National
Signals Intelligence Program where that complex collectlon
activity Ia conducted by elements of the Department of
Defense, with guldance as to Intelligence requirements

and exploltation provided by the United States Intelligence
Board under the leadership of the Director of Central
Intelligence,)

3, Historically, both the Department of Defense and
the Central Intelligence Agency have made important con-
tributions toward the achlevement of an effective, natlonal
reconnalssance capablility,

The Central Intelligence Agency in the alreraft
recormalzsance fleld haa contribvuted imaglnative planning,
technieal competence, securlty guidance, and flexibility
in the negotiation of "black” contraets for the preoduction
of 3ystems components in instances where aecrecy ls required
in the contracting procesa, The value of the Central
Intelllgence Agency's contributions of perzonnel, skllls
and obther resources in thls effort ls demonstrated by
previcua aucceases in the development and operation of tThe
J-2 Program, and more recently in the Oxecart Frogram which
is presently 1n fthe flight-teat atage, In additicen, the
Central Intelllgence Agency has contributed importantly
ta the development and production of aome of the camera
paylcoada used in the satellite reconnsilssance program,

The Department of Defense has demonstrated competence
and effectlveness in the management and utilizatlion of the
vast mllitzary resources which are involved in the develop-
ment, procurement and operation of both zatellite reconnalssance
aystems and alreraft reconnaizsance programs, inecluding
extensive supporl of programs in ths latier caftegory which
have been managed by the Central Intellipence Apency.
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(we are informed that the Air Force provides over 90% of
the personnel and resources involved in the satellite
reconnaissance program, and that it provides over 50%

of the manpower and 90% of the other resources utilized

in support of the aircraft reconnalssance program,)
Notable examples of achlievements by the Department of
Defense are the recent photographic intelllgence successes
in the satellite project, and the succeasful
emulation by the Alr Force of the Central Intelllgence
Ageney's capabllity for secure handling of "black” coverst
contracting procedures., In our Judgment both of these
suceeszes are directly attributable o the centrallzed
management and control practices which are belng applled
by the Department of Defense under the Hational Reconnalssance
Office atructure,

4, It iz essential that the National Reconnalasance
rogram include the fullest use of sclence and technology
in the conduwet of long-range, forward-thinking reaearch
and development leading to the advancement of our recon-
nalasance intelligence collection techniques, and to more
efficlent meana for processing and analyzing the intelligence
obtained,

The multi-dimensional growth of the Natlonal Heconnalssance
Program has been accompanied by Increasing intelligence
demands upon: the collectlion aystema involved, Tnder conditlons
of helghtened emergency theae demanda would be 1lntensifled,
Furthermore, should preszent aystems become unavallable to
us a3 the result of the defensive capabllitles af govern-
ments whose territory we are now overflying, or as the
result of restrictions lmposed by naticnal policey considera-
ticenas, the need for advanced reconnaissance capabilitles
must have been anticipated and provided for within the
National Reconnalssance Program,

5« We believe that fuller use should be made of the
potentlal of the Central Intelligence Agency in meeting
the vital need for advance planning and research which
must be maintained on 2 high priority basls 1f our Govermnment
1s to continue to benefit from uniquely valusble Intelligence
returns avallable from overhead reconnailssance cperations,

The Central Intelligence Agency, 1n lkeeping with ite
traditional responaibilities in the broad area of regearch
on intelligence methods, should continue to serve as a
fertlile center of imaginative sclentiflic exploration
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looking to increased capabilities for Informatlon-gathering
zand intelligence exploltation.

Tn the reconnalssznce intelligence field the Central
Intelligence Agency has already zequlred ldnvaluable axperlence,
and has asaembled a nucleus of sclentiflc and technoleogical
talent, a1l of which can be brought fto bear in Intreducing
into the National Reconnalssance Program more effectlve pmeans
for the eollectlon and processing of Intelligence data,

New methodologles for using and Interprefing £1lm, and
for analyzing the total intelllgence meaning of 1f, must he
acquired, This latter need, including the applleaticn of
modern information theoretic, expleltation of photographile
Imsges, and even of new 1nformation processing of the intelli-
gence derived from this product, lies in the speclal domain
of the Central Intelllgence Agency., This subject, unlike the
large cperational projects clted above, fits the extensive
skills and speclal interests of the intelligence expert. We
bellieve that a brilllant new capabllity for the handling of
huge volumes of photographed knowledge could be stimulated by
a major elffort of the Central Inftelllgence Agency, Alzc evident
are obvioualy wide opportunities for research and development
regarding the photographic process 1tself, and the sclence and
technology assoclated with it are now timely sinee there has
never really been a planmned assault on deep understanding of
photography on this geale,

6, Effective develorment and conduct of the National
Heconnalssance Program require that it be a streamlined
operation under atrong, centralized management and control
within the Department of Defense, with ready access to personnel
and resources of the Department of Defense and of the Centrel
Intealligence Agency, The cost, complexlty and size of the
Program, particeuwlarly the large scale of satelll 4!
W experiments such as the fﬂrth:ﬂmingm

make earliser management schemes archaie,

T+ We consider fthat, with modificatlions which we will
propose, a 2ound organizatlonal concept for the National
Reconnalssance Program iz get forth in certaln parts of the
March 13, 1963 Agreement between the Secretary of Defensze
and the Director of Central Intelligence which (a2lthough sometimes

honored more in the breach than in its executlon) contains
these basle provisions:

4, Designation of the Secretary of Defense as
Executlve Agent for the development, management, and
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conduct of the entire Natlonal Reconnalssance Program,

b. Authorization te the Secretary of Defense to
estabIish within the Defense Department a National
Reconnalssance Office directed by a Defense Department
official reaponsible to the Secretary for carrying out
the Program,

¢. Authorization to the Director of the National
Heconnalasance Office to utilize the personnel and
other resources of the Deparfment of Defense and of the
Central Intelllgence Agency as required for the conduct
of the Program, )

d. Provision by the Central Intelligence Agency of
security guildance for procedures required for protection
of sensitive National Reconnalssance Frogram activitiles,

e. Assignment to the Natlonal Reconnaisazsnee Office
of responglbility for complying with the intelligence
collection requirements and prilorities established by
the Unlited States Intellizence Board,

f. Planning and conduct of research and development
of future national recomnaissance projects, utilizing
gpp-opriate resources and capabilities of the Department
of Defense and the Certral Intelligence Agency and private
contractors,

8, Departures from the basic concepts enumerated above,
and differing Interpretations of the responsibvilities involved,
are 1llustrated in part by the following:

2, The opinlen of the Director of Central Intelligence
that "The problem i= to eliminate the conflicts, mis-
rmderstandings, personzlity differences, and organizational
arblgulities which continue to plague the program and
threaten ita future, These result largely from poorly
defined interagency responsibilities.”

b. The Board's study reveals that the use of monitors
by the Secretary of Defense and the Director of Central
Intelligence to review the conduct of the National Reconnais-
sznice Program has Interfered with the direct zhain of
command .between the Secretary of Defense and the Director
of the National FReconnalssance Office, and from the
National Reconnaissance Office Director to the Central
Intelligence Agency elements engaged In the Program.

¢, The authority and responsibility of the Director

of the National Reconnaissance Office are further diluted
by the operation of an interagency commlittee which provides
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technical direction to some asvects of the National
Reconnaissance Program on the btasls of declsiona which
must be unanimouz and which are unduly time-conmuming,

d, There iz a lack of firm, unified direction of
the entire National! Reconnaissance Program with the
result that:

(1) centralized systems engineering and technlcal
direction are lacking in the satellife reconnalssance
program,

(2) one contractor atated that decisions which
orce took minutes now reguire months,

(3) contracting authority 1s diffused between
officera of the Department of Defense and of the
Central Intelligence Agency,

(4) the operations of the National Reeconnaissance
Program are badly frapmented and confused,

(5) progress in the research and development of
advanced reconnalgsance intelligence systems 1= not
sufflelently pursued, and

(6) the economy of the Program is not the subject
of coherent cost reduction or productlion gain efforts,

Recomendations:

We recopmend the issuance of a Fresidentlial directive
which will provide guidelines for the centralized directicn,
management and conduct of the Nablonal Recomnzissance Progran,
and clarification of the departmental and agency responsibilitiecz
involved, as follows:

1. Definition of the Nationsl Reconnalssance Program
as a single program, national in character, for the development,
management, control and operation of all projects, both current
and long-range, for The collection of intelligence, mapping
and geodetlc information through overflights {excluding normal
peripheral reconnaissance operationa),

2, Designation of the Secretary of Defense as Executive
Agent for fhe Nationsl Reconnaissance Program, having primary
responsibility and authority for (a) the management and conduct
of reconnalssance activities involved in the Program and
(b) the tasking of personnel, facilities and other resources of
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the Depzrtment of Defense, the Central Intelliigence Agency,
and cther agencies as required to carry out that reasponsibility.

3. Establisiment within the Department of Defense of a
National Reconnalssance Offlice to function 23 a separate
operating sgency of the Department of Defense, and to be headed
by 2 Director responsible solely to the Secretary of Defenae
for discharging the Secretary's responsibillty as Executive
hgent for the Hatlonal Reconnalasance Program. *

4, Assignment to the Director of Central Inmtelligence,
as Chairmen of the United States Intelligence Eoard, of the
function of sharpening and expediting the efforts of the
United States Intelligence Boaxd with respect tc: (a) the
establishment of realistic intelligence collectlon require-
ments to gulde the national reconnatasance effort in the
scheduling and targeting of satellite and elreraflt reconnais-
sance missions; (b) ensuring prompt processing, a2nalysls and
reporting to appropriate users of the photographic and signels
intelllgence obtained from the national reconnalsaance effort:
and (c} the fullest utilization of such intelligence in the
preparation of nationzl intelligence estimates,

5. Direction that there be a coordinated, comprehensive
budget for all elements of the National Reconnalssance Program,
and that thers be established fiscal contrel and accounting
procedures to assure appropriate utllization of funds by the
agencies concerned in support of the Program, (We suggest
that the Secretary of Defense, the Director of Centr
Intelligence and the Director of the Budget jolintly review

* Pending the outcome of studies now under way in the Qffice
of the Secretary of Defense, the Board reserves Judgment on
the advisability of (a) designating the Director of the Joint
Reconnaissance Center as Deputy Director of the Natlonal
Reconnalssance O0fflice, in order that the reconnalssance
resources of the mllitary commands may be made readlly
avallable to the National Reconmaissance Program, and

(b} designating the Commander, Alr Foree Syatems Command,

23 a Speciz] ‘Assistant in the National HReconnaissance Office
to provide immedlate coupling of the National Reconnalssance
Program with the full resources of the Alr Ferce Systems
Conmand .
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this matter with a view to achleving the best formula for
the accomplishment of these objectives,)

6, Direetion te the heads of the Department of Defense,
the Central Intelligence Agency and other agencles concerned
that full utilization be made of the reaources of each of
those agencies as required for the conduct of research projects
looking to the development of new and improved alreraft and
gatellite reconnalpsance vehicles, photographic and other
sensors, and advanced methods for lmproved procesalng and
exploitation of the intelligence cobtained therefrom,

T. Assignment to the Central Intelligence Agency of the
responsibility for providing the Executive Agent with security
policy guldance required for the maintenance of a uniform
system af asecurity procedures for the Natlonal Reconnalsgancze
Frogram, .

£, In lieu of the monitor and review functions provided
for in the present National Reconnzlssance Frogram Agreement,
perlodic reporting by the Executive Agent for the Program to
the Presldent's Speclal Assistant for Natlonal Securlty Affairs,
and the Fresidentts Foreign Intelligence Advisory Board,
eoncemming all aspects of the Program, including organization,
management, funding, programming, security, advance planning,
research and develepment, production, and operations,

9. Authorization to the Director of the National
Reconnaiszance (Qffice to establish a Sclentific Advisory
Board, to include experts in the flelds of sclence and technology
from outside the Goverrment, to provide the Director with
technical advice and guldance relating to the achlevement of
national recomnalssance objectives,

* * *

We recommend further that if the FPresident approves a
directive along the lines proposed above, itz implementation
within the framework of the Naticnal Recomnalssance Office
include the following actions (2iong with such others as the

Secretary of Defense may authorlze az Executive Agent for
the Program):

1, Close and continuing collaboration on the part of
the Secretary of Defense(as Executive Agent for the Naticnal
Reconnaissance Program) and the Director of Central Intelli-
gence(in hls capacity as principal intelligence officer and
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coordinator of the over-all U, 3, intelligence effort) with

a view to enauring {a) the most productive possible utilization
of natlonal regources and skills in meeting the ecritical
intelligence objectivea involved; (b) opportunities for the
Director of Central Intelligence to survey periocdiecally progress
made under the Program; and {(c¢) evaluation of the need for
proposed reconnalssance systems prior to the undertalting of
develompment and testing.

2, Continued designation of the Under Secretary of the
Air Porce as Director of the Natlonal Reconhalssance Office,

3. Contributicns by elements of the Department of Defense
and the Central Intelligence Agency of personnel required to
provide staff support to the Director of the National Reconnais-
sance Office, in the performance of the misslon, func¢tions and
operations of the Naticonal Reconnaissance Program -- such
persontiel to serve solely under the direction and supervialon
of the Direclor while so assigned.

i, Delegation by the Secretary of Defense (as Executive
Agent of the National Reconnailssance Program) to the Director
of the National Reconnalssance Offlce, of the authority for
the 1lssuance of directives to elements of the Deparfwment of
Defense, and for the levyling of requests upon the Central
Intelligence Agency and other agencles involved, as reguired
for the conduct of the National Reconnalssance Program,

5. Assignment to the Department of Defense (Air Force)
cf responsibility for the management, over-zll systems
engineering, procurement and operatlon of all satelllte
reconnalssance systems,

6. Elimination of the interzgency Configuration Control
Board &5 a declslon-malddng entlity within the satellite
reconnalssance program,

7. Contlnued zssignment to the Central Intelligence
kgency of the OXCART Program. With reapect to manned intelliganze-
collection aireraft of an advanced character, we recommend as
a general principle that, following the develovment stage,
the responsibllity for thelr operatlonal use be defermined
by the Specizl NSC 5412/2 Group.

8. Continue for the time belng present management
arrangements with respect to the A-11, the R-12 and the

HOP-SFopos.
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TAGEBOARD Projects, (We note in this regard that the recent
surfacing of the A-11 and the initial dellverles of the

F-121s starting 1n August 1964 will undoubtedly require

review znd possible adjustment In thelr management structure, )

Reapectfully,

FOR THE BOARD

P, L) joes
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