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NATIONAL RECONNAISSANCE OFFICE 
14675 Lee Road 

Chantilly, VA 20151-1715 

16 October 2018 

Mr. John Greenewald, Jr. 

27305 W. Live Oak Rd. 

Suite #1203 

Castaic, CA 91384 


Dear Mr. Greenewald: 


This is in response to your request dated 28 April 2018 and 
received in the National Reconnaissance Office (NRO) on 30 April 2018. 

Pursuant to Executive Order 13526, Section 3.6, you requested a 
mandatory declassification review of the "DCI Task Force on the 
National Reconnaissance Office, Final Report N (The Fuhrman Report), 
dated April 1992. 

The NRO conducted a review of classified information over 25 

years old pursuant to the mandatory declassification provisions of 
Executive Order 13526 and determined that the material withheld is 
exempt from mandatory declassification under Section 3.3 (b) (1) and it 
remains currently and properly classified pursuant to Section 1.4(c) 
of the Executive Order. In addition, the names of NRO employees and/or 
information related to NRO functions and activities are exempt from 
public release in accordance with the provisions of Section 3.5(c) of 
E.O. 13526. 

You have the right to appeal this determination tO,the NRO 
Appellate Authority, 14675 Lee Road, Chantilly, VA 20151-1715, within 
90 days of the above date. Should you decide to do this, please 

explain the basis of your appeal. 

If you have any questions, please call the Requester Service 
Center at (703) 227-9326 and reference case number EOM-2018-00031. 

Sincerely, 

~ Cynthia Allman 
V FOIA Public Liaison 

Enclosure: 

DCI Task Force on the National Reconnaissance Office, Final Report 
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...48't NATIONAL RECONNAISSANCE OFFICE 
WASHINGTON, D.C . 

May 19, 1992OFFICE OF THE DIRECTOR 

.. ",,~ . -.. 
, ·•..:. rMEMORANDUM FOR THE SECRETARY OF DEFENSE 

SUBJECT: DCI Task Force on the NRO - INFORMATION MEMORANDUM 

Attached is the final report of the Task Force on the 
National Reconnaissance Office commissioned by the Director of 
Central Intelligence on March 5, 1992. We in the NRO greatly 
appJ;:"e<;:iate the work of eob Fuhrman a.nd his task force--it was a 
brilliant effort done on a tight ti~e line. 

• 
The Task Force provided me and other senior NRO mCin9.gers 

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 ~ost, although not 
all, of their findings. .' 

Based on the presentation of the Task Force results to you 
and our conversation on. March 23, and Ci similar presentation to 
and discussion with the Director of Central Intelligence on 
March 20, I am taking action to implement a functional (nINTH)' 
realignment of the NRO as directed by the President in NSD-67. I 
am also planning to collocate ~ost elements of the NRO in the 
Washington, D.C. area as ~oon a~ practical if Congressional 
concurrence is obtained. An implementation team is 'in place, and 
wit.hin the next few weeks I will ~ormally change the NRO 
organizational structure and the reporting chains for individual 
program managers. We hope to begin collocating elements of the 
NRO 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 el.ements as we move through the restructure 
process. 

I am implementing seve.ral other recormnendations 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 to declassify the "fact of" and other key facts · 
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about the NRO, as we:U as studies of what further product or 
system information can be diss~inated outside compartmented 
channels. When a Director of the new Central Imagery 
Organization is ncu:ned, I will initiate action to expand 
membership of the National Reconnaissance Review Board (NRRB)
accordingly. . . . 

Some of the Task Force recommendations are not within my 
decision authority and would have significant impact on other 

. organi zations. I don't plan to take any action in t .hese areas 
unless directed by you and the Director of · Central IntellIgence. 
These recommendations include: 

a. A more proactive role for the National Foreign . 
Intelligence Program in supporting operational military users to 
lowe.r echelons of command. 

• 
b. Merger of the National Reconnaissance Program, the 

Defense Reconnaissance Support Program, and the Airborne 
ReConnaissance Support Program into a single Overhead 
Reconnaissance Program. 

c. Specific changes in the Intelligence Community 
requirements processes for systems acquisition and for tasking. 
The intelligence reorganization the Director of Central 
Intelligence has underway will make some of these changes. 

d. Incorporating operational issues into' the NRRB 
mandate. 

I believe the changes that are being implemented will 
provide for an NRO that is strong, efficient, and effective. 

-/11~ 3 ~ 
MARTIN C. FAGA ~ 

1 Attachment 

Final ~eport (BY6-136596/92, 

Cy I of 3) 
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MEMORANDUM FOR THE SECRETARY OF DEFENSE 

SUBJECT: DCI Task Force on the NRO 

Attached is the final repon ohhe Task Force on the National Reconnaissance Office (NRO) 
commissioned by .the DirectorofCcntrallntclligence on March 5. 1992. It updateS the preliminary 
findings and recomm~ndations briefed to you by Marty Faga on March 23. 1992. Our 
recommendations are unanimous. 

Our Task Force reviewed prior srudies concerning the NRO. especially those in the 1988-89 
time frame. and used them as a point of departure. Some of our recommendations Bow naturally 
from the actions taken as a result of those studies. 

At the time of our ddibcrations. another ra$k force was considering the management of 
imagery within the Intelligence Communiry. We assumed the creation ofan Imagery Authority (IA) 
responsible for top-level management of the toW Community imagery eff'on and for establishing 
standards and protocols. 

• Our key recommendations for the Secretary ofDefense. the Director of Central Intelligence, 
and the Director of the NRO (DNRO) include the following: 

• Retain the NRO as the single US government organization for development. 
procurement. and operation of overhead intelligence coUeaion systems. 

• Organize the NRO along functional ("I NT") lines. 

• Collocate the NRO in the Washington area by the end of 1993. 

• Affirm a proactive role for the Inrclligence Community ill responding to operational 
as well as national needs. Adope a new NRO mission statement reflecting this role. 

• Combine the three budget Programs rurre.ncly managed by the DNRO into a single. 
ineegrated Overhead Reconilai.ssancc Program. 

• Sttengthen the Intelligence Community's requirements process for system aCXJ,uisition 
and for tasking. 

• Declassify the "fact of' the NRO. 

• 

HANDLE VIA 

B~ITALENT-KEYHOLE 
CONTROL SYSTEMS JOINTLY 

Approved for Release : 2018/10/15 C05111860 

John Greenewald
Highlight



C05111860 
Approved for Release: 2018/10/15 C05111860 

\0 • .~ •• SE€R£T 

'. INI'ERNAL WORKING COPY 

• Review the classification guidelines for NRO system 
characteristics and related intelligence products to improve the Bow ofinformation to those who need 
it. 

• Encourage operational USers and the Intelligence Community to emp]oy aquaJ 
overhead systems in realistic exercises. 

• Suengthen the National Reconnaissant% Review Board and include operational. issues 
in its mandate. 

Members of the Task Force are gratefi,d for having the opponunity to participate in this 
decision process. 

lSI 

ROBERT A FUHRMAN 
Chairman 
DCI Task Force on the NRO 

1 Attachment 

FinaJ Rcport..{SIB.rrIQ, B¥E 136596 9~ 


This same mmw, with approprUzu languag~ changes, wmt 10 the DCI 
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,e FINAL IU:POlll': DO TASK FORCE 

ON 

THE NATIONAL RECONNAISSANCE OFFICE 

I. INTRODUCTION 

A MEMB~RSHlP. This DCI.,.appo~ted Task Force consisted of sa rn~mbers and tWo 
adVisors. The twO adVisors acted as integral me_mben of our~. Ours is a unanimous report. 

~ ~£~' .. ~ 
Mr. Robert A Fuhrman Mr. R- ~vansu Hi~man p -

Tas~ For.ce ChaiJrnan Fonner Deputy Direaor for 

Former President and COO, Science & Teduiology; CIA 


Lockheed Corporation Former Direaor, NRO Program B 


~oi~~;({J~

Senior Vice President, President and CEO, 

AT&T Bell Laboratories The Charles Stark Draper Laboratory 
Former Director, NRO Program A 

Lt GYLiIlCOln D. Faurer (USAF, R~) ohn P. Devine ' 

Fortn~r Director, NSA eput)" Director for Research 


and Engineering, NSA 


, Ret) 
Director, National Photographic 

Intelligence Community Staff Interpretation Center 

B. PURPOSE OF THE TASK FORC.E. The Terms of ~erence (Attachment 1) asked 
us to advise the DCI concern.ing the furure of the National Reconnaissance Office (NRO); 
specifically including issues related to rurrent studies concerning reorganization of the US 
int~gence Community (IC). The fundamental question we addressed was a simple one: How 
should the US government o~ize t(> acquire and operate overhead reconnaissance systems? 
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C. TASK FORa APPROACH. the NRO has served the nation well for some 30 
years. Its streamlined management approach to acquisition and the dedication and creativity of 
NRO personnd have built a record of unparallded success. We attempted to make 
recommendations not only to preserve the dfectiveness of the US overhead reconnaissance 
program but also to enhance irs ability to meet challenges of the furore. 

D. TASK FORCE METHODOLOGY. We reviewed the CUrrent status of the NRO 
and irs progtains, cxamiiJed the moS[ recent studies concerning the effectiveness and operations of 
the NRO, and conducted in-depth interviews with the Director of the NRO (DNRO). the 
Deputy Director of the NRO (l)DNRO). and Deputy Direaor for Military Support (DDMS); 
the Direaors of Programs A. B. and C; and m.e Director ofPians and Analysis. We also 
disrussed issues with the Staff Direaor of the Senate Selea Commince on Intelligence and with 
staff members of the House Permanent Sele.ct Commince on Intelligence. Additionally. 
indiVidual Task Force memberS contacted a number of past and rurrent officials of the 
Department of Defense and the Intelligence Community in the course of considering specific 
issues. Adminisuative support and research into specific questions were provided by an NRO 
tearn headed by Colonel' IUSAF. 3.S(c) 

• 
E. ASSUMPTION: CREATION OF AN IMAGERY AUTHORIlY. Because mere 

was anomer task force srudying imagery issues, it was necessary to make a basic assumption that 
the Secretary of Defense (SECDEF) and the DCI would establish an Imagery Authority (IA) to 
adjudicate and prioritize imagery requirements and to establish standards and protocols . 

F. ARRANGEMENT OF THIS REPORT. This report consists of 9 Sections and 4 
a~chmenrs: 

SECTIONS 
I. Introduction 
II. Need for the National Reconnaissance Office 
III. The NRO Mission 
IV. NRO Organizational Structure 
V. The Intelligence Community ReqUireinenrs Process 
VI . Program and Budget Issues 
VII. Sec\lriry and Classification IssUes 
VI.II. The National RecoliJ;J,aiss~ce Review Board (NRRB) 
IX. Operation of Sarellite RecOimaissance Systems 

AITACHMENTS 
1. Terms of Reference 
2. Criticisms of the NRO 
3. RecoDimended Intelligence CoIDJpunity R~u.i,rementS Process 
4 . Summary of RecOmmendations 

• BYE-I 36596-92HANDLE VIA 
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II. NEED FOR THE NATIONAL RECONNAISSANCE OFFICE 

A. CONTINUING NEED FOR THE NRO. Our review convinced us that there is a 
definite and continuing need for a single. centralized. specialized organization for development, 
procurement, and operations of complex: and sophisticated overhead intelligence colleaion 
systems. all righdy linked to the intelligence wking and exploitation functions. This 
organization. and its cooaactor tcams. must be fu1ly responsible from birth to death-specifically 
ipdudirlg research into tec;hnology. system d~ign and development. deployment and operations. 
and eventual phaseout of the panicular programs. Becau5C of the need to respond to rapidly 
changing intelligence collection requirements, the organization mUst uti.l.iie a streamlined 
acquisition process. with carefully controlled external intemces. 

RECOM:MF.NnAtJON II. The NRO should be continued as the PoPe us government 
agency raponsible fot the centtaliud development, acquisition and operation of overhead 
i,ntellipce collection ""~ {other than organic ...,et;s of the Deputment of Defense 
(DoD). 

B. CRITICISMS OF THE NRO. We examined some of the critirums &equendy levied 
on the NRO. We attempted to identify the real problems and to recommend concrete actions to 
address them. We also recommended c;hanges in classification rules to permit a better 
understanding of the NRO and its systems by a broader audience. Attachment 2 revieWs and 
comments on these criticisms. 

III. THE NRO MISSION 

A. NATIONAL vs OPERATIONAL The NRO was initially established to meet the 
needs of the "national" or "strategic" users. Over time. overhead systems have improved in 
rimeHness and fleXibility, becoming more capable of meeting the n,eeds of operational military 
Users down to the tactical level. The diStinction between "national" and "tactical" ultelligence-a 
distinction that is artificial when applied to today's overhead capabilities--lw become increasingly 
counterproductive. The distinction limits the Community's ability to conduct realistic cross
system trade-offs and causes unwarranted concerns about the availability of NRO support in crisis 
or war. We believe that this is an appropriate time for the DCI to C()mmit the Intelligence 
CoP1Dlunity to a proactive role in satisfying me imelligence needs of both narlonaJ and 
o~rational users. 

RECOMMENDATION #2. The DCI shoulc;l commit the Intdlipce Com..unity to a 
ptoacdve role in satisfying the il.ltdligence needs of bod! gatiogu and QpenWonu a,sen. 

B. NEW NRO MISSION STATEMENT. The current NRO Mission Statement ("The 
NRO is responsible for the research, development. acquisition. and operation of overhead 
reconnaissance systems for the collection of intelligence from denied areas") lw served the nation 
well fo~ QW:ly y~s. We believe that the statement should be modified to make it more outward 
looking. emphaSizing both the NRO's respo~sibilities and i~ coQtinuing commitIilent to technical 
excellence. 
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RECOMMENDATION 13. The NRO sh.ould .4opt the following mission statement: 

"THE NRO MISSION: To eI1$ufe that the US has the technology and ovcrnead 
assets it needs to acquire superior worldwide intdligence in war aJ.ld peace. To 
this end, the NRO is responsible for epnduaing research and devdopm.ent, and 
for acquiring and operating overhead syStems for me collection of intelligence." 

c. AN INTEGRATED OVERHEAb PROGRAM. At. present, the DNRO manages 
three int~e4ted progmns, as shown in Figure I bdow: 

NAnONAL RECONNAISSANCE PROGRAM. CNRP) 

- Element of the National Foreign Intelligence Program 

- Single national program designed to meet denied area 

. intelligence requirements of the US government 


that can best be satisfied by overhead reconnaissance 

DEFENSE. RECONN~SS~CE S~PORT P~qGRAM (DRSP) 

- Element of Tactical Intelligence and Related Activities 

- Augment/ModifY NRP systems for tactical users 

- Advocate acquisition/operation of additional satellite systems 

- FamiliarizeJuain users through exercise suppon 


AIRBORNE RECONNAISSANCE SUPPORT PROGRAM .(ARSPl 

- Element of Tactical Intelligence and Rdated Activities 
- ArchitectUral and programmatic focus for advanced airborne 

rec:on~ss~ce platforms, sensors, data links, and ground stations 

Figiue l.PROGRAMS CURRENTLY MANAGED 

We believe that the current program suuaurc perperuares the artificial distinction between 
national arid operational intelligence. The DRSP in its present form implies that suppon to the 
"tactical" users is not a core NRO mission, but is more an afrerthought-once the system is 
designed, DRSP will modify or augment it to meet the needs of mctical usus. In terms of 
aircraft, we do not recomDlend induding organic assets of the DoD within the NRO struaure, 
but believe that futUre national aircraft programs may be executed by the NRO if desired by the 
DCI and the SECDEF. The current three-program breakout matches "constituencies" to a 
cenail) ~ent, but at the expense of mission clarity and good system design practices. We 
recommend merging the three programs into a single program of the National Foreign 

• 
Intelligence Program (NFIP), as part of the DCI's commimtent to satisfying the intdiigence 
needs of both national and operational users . 
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RECOMMENDATION 14. The DCI and SECDEF should merge the three programs 
managed by the DN'RO (NRP, DRSP, and ARSP) into a single NFlP Program, 
defined as follows: 

"Overhead Reconnaissa,ncc Program CORP): A single program designed to meet 
the intelligence requirements of me nation that can best be satisfied by overhead 
reconnaissance. Th~ program will be responsive to and will provide services to all 
levels of the government, including operational military organiz:atiens. The ORP 
does not include organic assets of me DoD." 

IV. NRO ORGANIZATIONAL STRUcruRE 

A TOP-LE.vEL NRO MANAGEM~Ni: 

We recommend that the ONRO continue to have a second "hat" as an Air 
Force official in order to facilitate coordination of the many Air Force-NRO interactions. In 
light of the high priority of the NRO mission and the DNRO's need for frequent and direct 
contacts with the many Air Force functional dements directly supporting the NRO and with the 
PCI, the SECDEF, and other cabinet-level officials, that second hat should be as Under Secretary 
of the Air Force. 

• 
RECOMMFNDATION '5. The DNRO should contin~ to have a second "hat;" it 
should be as Under Secretary of the Air Force • 

The NRO must have a full-time Deputy Director, because the DNRO has an 
important second position. A career CIA official is appropriate. since the CIA is a primary 
contributor of resOurces to the NRO. 

The Deputy Director for Military Support (DDMS) should coluinue to have a 
"second hat" in the Joint Chiefs of Staff OCS) struaure. Assisted by a MilitarY Support Staff 
reporting directly to him, the nDMS provides connectivity to the JCS and other operational 
u,sers, and acts ~ the focus tor NRO efforts to improve their understanding of overhead 
intelligence. The DDMS draws on the entire resources of the NRO mcarrying out this work. 

B. RECOMMENDED STRUcruRE CHANGES: 

• 

We conduded ~t the ament NRO line structUre, involving three acquisition 
dements (Programs A, B. and C) organized by gove~ment agency affiliation (Air Force, CIA, 
and Navy) does not enhanCe niission effectiveness. Rather, it leads to cOunterproductive 
competition and makes it more diffirult to foster loyalty and to maintain focus on the NRO 
mission. In order to foster an improved NRO corporate spirit, and to better serve the 
intelligence needs of the nation, we are recommending a restructUre of the NRO based on 
intelligence discipline CIMINi and SIGINT) lines. We recognize that such a restructure will 
Jessen cOmpetition betwe.en NRO program offices as a driving force for creativity, but believe that 
the DNRO will be able to find other and more effective ways of eliciting the most creative and 
effective ideas for meeting the nation's intelligence needs . 
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. Specifically, in addition to retaining dle office of Plans and Analysis (P&A), we 
recommend the formation of three line acquisitionJoperapons or~izacions within the NRO: 
IMINT, SIGINT, and COMMS & LAUNCH, as shown in Figure 2 bdow:• 

DNRO Under Secretary of the AF 
DDNRO" CIA Officer 

1r-------Fnb~O~M:S~ Two-Star (JCS) " 

MANAGEMENTMilitary 
SERVICES & ,............-~ STAFF
Spt Staff 

OPERATIONS 

I 

PLANS 

AND 


ANALYSIS 


Adv Technology 
Str.t.glc PI-. 
Cro.. "INT" 

• 
Analyala 

I 

IMINT 


DIRECTOR

DEPUTY 
(c.reer Imagery 

Officer) 

I " I 
~DSAT(LA) 

LBrOadArea 

ALL EW:MENTS C(iRRENTlY 
LOCATED NEAR DUI,.LES 
AIRPORT EXCEPT AS SHOWN: 

LA: Los Angele., CA 
N~L:_ N~valJ~eae.arch Lab 

L....-__~ 

SIGINT 

DIRECTOR

DEPUTY 

(Career SIGINT 

OffIcer, NSA) 


Policy, Budget, Security, 
Legal, Personnel, IG 
Leglalatlve Ualaon 

J 
COMMS 


ANDl.,AUNCH 

DIRECTOR

DEPUTY

~ Lalnoh Interface (LA) 
l J 

L Defe... PI.-:nJ.natIon 
SYStamo,A) 

, - Career N.RO Officer I 
([)OO, CIA) 

3.3(b)(1 ) 
3.5(c) 

Figure 2. RECOMMENDED NRO STRUCTURE 

The IMINT and SIGINT orga,n.q,ations should each have a career N'RO officer l 

as Director; well qualified Deputies should be appointed from the Imagery Authority and the 
National Security Agency (NSA), (This structUte is expandable if additional "INTs" are 
identified in me future.) 

We observed that me NRO has two significant services of common concern: 
launch services for all its satellites; and data communiCations, including reby satdlites. We 
recommend they be placed in a separate Directorate, wim Career NRO Officers as Direaor and 
Deputy. The placement of communications reflects our belief that the communications 
architeccure should include the needs of both the IMINT and SIGINi' satellite systems. The 
placement of Launch responsibilities reflects the need (0 support both SIGH'-lT AND IMINT 
launch integration, and to provide a single NRO Mission Director for all NRO launches, 

• 1 A Career NRO Officer is a DoD or CIA Officer who has spent 
the majority of his or her career in NRO work. 
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On a rdated point. we believe that a single Air Force organization should be 
responsible for acquisition and launch of complex. sOphisticated satellite boosters (in much the 
same way as the NRO is the single organization responsible for acqUisition and operation of 
reconnaissance satellites). Therefore. we urge the DNRO to influence Air Force decisions to this 
end. 

The NRO Office of Plans and Analysis (P&A) performs a number of valuable and 
necessary functions and should be retained. h;s Director and Deputy should be chosen on a "best 
qualified" basis from the total pool of available personnel in the NRO and the Intelligence 
Community. With the resuuaure of the NRO along "INT" lines. P&A would concenrrate on 
strategic planning, cross-INT analysis. advanced technology efforts. aIld development of analytical 
tools. 

An NRO Staff with rraditional staff functions (Inspeaor General. Budget. Legal. 
Legislative Liaison. Personnel. Policy. and Serurity) should be retained. All "housekeeping" 
support (facilities. logistics. graphics. administration. etc.) should be provided by a Management 
Services and Operations (MSO) function. Other necessary dements and functions (BYEMAN 
Security Center. the NRO Operations Support Facility. Exercise and Training Support. etc.) 
should be located within the suucture at the discretion of the DNRO. 

The Defense Support Project Office (DSPO) should be disestablished. This 
recommendation is tied to our recommendatioQ for consolidating the DRSP into the ORP. and 
the recommendation later in this report concerning declassification of the "fact of' the NRO. 
This change emphasizes the importance of military suppOrt in the NRO by focusing on the 
DDMS with a supporting staff. Again. we believe that miliwy support should be an integral 
part of the NRO mission and organizational structure. not something "added on." 

Separate Air Force, CIA., and Navy organizational elements would no longer aist 
within the restruaured NRO. Nor do we believe that the NRO should foster rivalry or 
"separateness" between the new line elementS. We recommend that the DNRO actively 
encourage a "one NRO" view of the organization at every opportunity. The senior member of 
each agency within the NRO would be responsible for recruiting highly qualified personnel and 
for monitoring the career development and rraining of all personnel from that agency. 

In keeping with the change in the NRO Mission Statement and our 
recommendation that the DCI commit to supporting the operational users. the Program Office 
for the Defense Dissemination System (DDS). used to rransmit overhead imagery to miliwy 
combatant commanders worldwide. should be transferred from the Air Force Space Systems 
Division into the Communications & Launch organization of the NRO. 

• 
C. IMMEDIATE TRANSITION STRUcruRE. We envision the srruaure changes 

outlined above being accomplished in a two-phase process. The first phase, which can be 
accomplished immediately. involves re-subordinating the existing NRO dements (and the DDS 
Program Office) alollg the lines indicated above. The new line Directorates would be established 
in the same facility as the NRO Headquarters and P&A. and the old Programs (A, B. and C) 
would be disestablished. System program offices would not immediately relocate. This first 
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. phase would have the immediate benefit of reducing counterproductive competition between 

program offices and permitting easier trade-offs between systems in the same "INT." 

RECOMMFNDAll0N i6. The DNRO sho.aJd take immediate action to realign 
eDsting NRO clements along INf lines. .At the same time, the old Program Designations 
<At B, and C) should cease to be used within the NRO. 

D. COLLOCAnON: 

The NRO has been protecting an option for fuU collocation of all NRO dements 
to a single location in the Dulles Airpon area. We believe it is time to resolve the issue. Full 
Collocation implies that all NRO program offices and NRO management are located in a single 
facility (or a few very close facilities). Mission Ground Stations would not be co-located. and the 
NRO would CODt.mue to maintain a Pentag~n office. An NRO ioter&.~ for launch vehicle 
programs would remain collocated With the responsible Air Force organization. Sectuiry or 
cUstomer support requirements might require that a few specific functions be separately located. 
but the intent of full collocation is that essentially all NRO research. development. and 
acquisition would be managed and executed from one place. 

Collocation is driven by a number of imperatives. The primary one is that 
collocation is necessary to permit efficient management of an NRO restructUred along INT lines 
as recomrpcnded above. Without coUoCition. each of the three line 3cquisiqon orga.n4ations 
would contain program offices on both the East and West coasts. Even With modem 
transportation and communication, this is not an effective management arrangement. 
Additionally. collocation will put all the programs closer to their customers. In time. this will 
have a positive effect on the Intelligence Community's requirements process. and also on user 
perceptions concerning the NRO. With ~ program elements in close proximity. it will be mijch 
easier to accomplish long-term planning. budgeting. and NRO stUdies. 

While collocation will have some disadvantages-temporary disruption of many 
lives. possible shon-term loss of momentum for c:enain programs. and loss of some key talent-we 
believe the advantages ofa well-managed coUocation effon far outweigh the disadvantag~. By 
the end of 1993 or as soon as possible. the NRO should physically relocate aU the existing 
progrant lll3Pagement offices intact to the Washington area. If a single facility cannot be macle 
a:vail~l>le in time. a few interim facilities. very closely located. would be acceptable. with the goal 
that cam.Hnc organization ~ al:1 of itS dementS in a single building. 

RECO~DATION #7. By the dld of ~endu yeas 1993 or as soon as possible, the 
NRO should co ... pletc full ~Uocation widlilldle Wasb.ington areIL 

We are concerned. however, about the "Service Mix" issue. We believe that the 
military services provide an imponant source of skill and experience in acquisition. development. 
and operation of complex space systems. Aaive duty military personnel also bring insight into 
DoD requiremcnts and are much more readily accepted by the combat forces than civilian 
intelligence personnel. 
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RECO~DATION '8. The DNRO and DCI, with SECDEF support, should take 
Kdon to CIls~e that a continuing mix of intelligence civilians and military people
pa1ti~ those with CKpCI1iseand ezpericncc in the development, acquisition, and 
operations of spacc-ba.secl iJJteIligence collection systems-is assigned to aU levels in the 
NRO. 

V. THE INTELLIGENCE COMMUNITY REOUIREMENTS PROCESS 

A BACKGROUND. In our diScwsions with Intelligence CommunitY pcrsonnd ~d 
our review of various criticisms about the NRO, two consistent themes emerged: 

First, the NRO is taSked to mcct the needs of a wide range of customcn and 
users. In this process, the NRO is asked to do "all things for all users." 

Second, the hltelligenec Community requirements process has been unable to 
provide validated, prioritized. aoss-discipline collection requirements with any sense of fiscal 
reality for use by the NRO in developing future systems. While we fully appreciate the diffic:ulty 
of forecasting collection requirements and of arbitrating the many different users' needs, the 
Community at large needs to find a way to give the NRO a solid statement of requirements_ 
Without solid requirements, the NRO cannot dcvdop the most capable syst~ within available 
funding~ and it becomes virruaUy impossible to suppon the systems in the budget process. 

B. REQUIREMENTS: DEFINITION of TERMS_ Within the context of this repon, 
we have adopred [wo definitions concerning intcUigence requirements. The term "systems 
reQUirements" is used to denote those long-rcrm intelligence requirements necessary for the 
acquisition process-to build new collection systems or significandy modify exisring systems. We 
use the term "taSk.in~ reQuirements" for thQse aurent intcUigence needs ~nst which current 
collection assets are tasked for near-term operations. While similar IntelligeI;l.ce Communiry 
mechanisms are used fur validating and prioritizing system requirements and tasking 
requirements, the end objecrive and the time frameS within which the processes ocair are 
significantly different. 

C. NRO CUSTOMER .REl.,.ATIONSHIPS. We believe that the NRO's rdationship to 
its amomers and users nccds [0 be better defin~d. Our ~pproach, shown in Figure 3, identifies 
four agencies as the 9U§to~ers of the NRO and a wide range oforganizations as mm. of 
intelligence products based <>I) NRO coU~qion. The NRO ~ould work to l)Ildcntand both its 
users and its dlstomers; but fortilal requiremCllts come oQly from the aJ,Stomers. 
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• RECOMMENDATION #9. The PCI showd emphasize the importance of users woJ:king 
throUgh the Intelligence CommUnity processes on collection requirements arid their 
satisf.action. NSA should be the single focal point for validated SIGINT requirements, and 
the IA the single focal point for validated IMINT requirements. 

D. INTELLIGENCE COMMUNITY PROCESSES. Figure 4 outlines the process we 
recornrnend for ha,n,dling requirernems within the Intelligence Community. Attachment 3 
describes the process in detail. Key (0 the process are twO new Intelligence Community 
functions: a requirements rationalization function to assess and prioritize all-source intelligence 
requirements and assign them to the various INTs for colleqion, and an evaluation/feedback 
function to assess the performance of the JNTs against the requirements and ensure proper 
feedback to all agencies and users. The requirements rationalization function and the 
evaluation/feedback funerion should be accomplished annually in conjunction with and in order 
[0 support the budget process. Our approach would be (0 establish specific imelligence-wide 
committees to accomplish these important functions. . 

RECOMMFNDATION 110. The DClshouJd r$tablish a requirements rationalization 
function and an evaluation/feedback function, embodied in specific intelligence-wide 
committees, and linked to the budget process . 
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Figure 4. Proposed Community Requirements Process 

E. SYSTEMS REQUIREMENTS. When th.e process shown in Figure -4 assesses the 
long.,.tenn needs of the Intelligence Community, the result will be two baseline documents for 
system acquisition, each taking into account resource limitations: 

(1) A SIGINT systems requirements baseline prepared by NSA and the NRO, 
change controlled by NSA 

(2) An IMINT systems requirements baseline prepared by the Imagery Authority 
and the NRO. change controlled by the Imagery Authority. 

RECOMMENDATION #l1. The PO sho~d direct a system of' baseline systems 
requit~ei1b documentS as oudined above between NSA and the NRO aqd between IA and 
the NRO. 

With the DCI's commitment (0 support operational needs, it will be impo~nt 
(.hat exploitation and dissemination be considered in the system design process-for SIGINT as 
well as IMINT. To do this effectively, dissemination requirementsniust be included with the 
intelligence information requirements as they are processed through the Intelligence Community 
processes, and the validated dissemination approach and requirements mUSt be included in the 
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basdine requirements doaunents. The NRO must th~n consider dissemination dllring design 
and acquisition. 

RECOMMENDATION #U.&.ploi~tion anel dissemination of intelligence data 
should be con5id~ during the req~~eJlu process, recorded in the b~e docum~ts, 
and considered during the NRO design proc:css. 

F. TASKING OF OVERHEAD SYSTEMS: 

Under current procedures. any individual or organization requiring intelligence 
derived from overhead systems must communicate the requirement to the appropriate collection 
coJiUilittee Within the InteUigence COmmunity Staff. That committee prioriti1.es the requirement. 
and levies it upon the appropriate collection asSet. TheUs~r is confronted With th.e decis.ion of 
which intelligence discipline can best meet his requirement. and is faced with a myriad of 
different formats. data dements, and procedures in order to submit the request. There are many 
gaps in the feedback mechanisms providing the starns of the request or an indication when the 
requirement has been fulfilled. On balance, the current procedures for tasking overhead systems 
are cumbersome, inefficieQt, and not well understood among many of the users of intelligence. 

We believe that a tasking approach along the lines of FigUre 4 wouid significantly 
improve the situation. It would provide not oilly for a allocation of requirements among the 
various intelligence disciplines. but also for continuous evaluation of the process and better 
feedback concerning coUection resuJts. Attachment 3 provides the details . 

RECOMMENDATION #13. the DCI should add the requirements rationalization 
fu:n~on and the evaJU3tionlfeedback function to the Intelligence Community's coUection 
system tasking process. 

VI. PROGRAM AND BUDGET ISSUES 

A. RELATIONSHIP TO REQUIREMENTS. A dear understanding of the systems 
requirements is needed to effectively program and budget for the NRO. Our, recommendations 
in the previous seCtion are intended to iPlprove the Intelligence Comrounicy's requirements 
process and thus provide bette.r information for NRO <lecisionmaking. 

B. TRADITIONAL BUDGET PRIORITIES. Typically, me NRP budget priorities have 
favored the maintenance of exiSting capabilities and ongoing initiatives, as opposed to ilew ideas. 
One reason is that thete are established constiruencies in the Intelligence Communicy who lise the 
current systems effectively and support them strongly. Users, in general, are not willing to trade 
current collection for a furore apabiliry. 

C. NEED FOR A NEW APPROACH. The current NRO collection capability is the 
strongest it has ever been. but it will decline as recent budget decisions begin to redl,lce the on
orbit constellations. Current systems are highly capable and have proven effective in peace, crisis, 
and war, but the world is changing rapidly, and there must be a mechanism within the NRO to 
foster new and creative approaches to current and future· intelligence problems. In a period of 
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declining budgets. we cannot continue past practice of allowing new ideas to compete only for • new money. Instead. we need a method within the Community to alJow new ideas to compete 
on their meritS with baseline programs and ongoing initiatives. 

D. REPRIORInZING BASELINE PROGRAMS. Our recommendation to overcome 
the present "tyranny of the baselJqe" is an annual community reprioritization of all baseline 
programs throughout the NFIP. together With consideration of new initiatives. The new 
Community Management Staff would lead this effon. which would require not only highly 
qualified staffing but also strong DCI support. The end result would be a DCIISECDEF 
approved ranking that would drive the NFIP Program Managers' budget procesSes. We recognize 
this is not a trivial task, but it should be pursued with vigor. At the least. it should be applied to 
~ individual NFIP p ..o~. and specifically to the ORP. 

RECOMMFNDATION '14. The DCI should initiate ... annual Community,.wide 
reprioritization of all NFIP baseline programs, wi~ aplicit consideration of new initi~es. 

E. FENCED FUNDINC FOR NEW IDEAS. In order to ensure that new ideas can be 
studied and designed to a point sufficient to allow them to compete against baseline programs. 
the DNRO needs a "fenced i

• funding line dedicated to new ideas. This would· be in addition to 
today's Reconnaissance Technology/Advanced I;>evelopment (RT/AD) Jines, and would be used 
for neW starts up to the demonstration or prototype stage to get them ready for the Community 
reprioritizing process. Plans and Analysis would provide (:()rporate NRO oversight for this 
program, in consultation with the NRO's rustomers. 

RECOMMENDATION 115. The DNRO, with support of the SECDEF and the DCI, 
shoQ1d establish a separate, fenced funding line dcdkated to new' ideas. 

F. NEED FOR STRATEGIC PLANNING. The ability to select the new ideas that 
should be supponed is strongly dependent on the availability of a long..;term Stt.uegic Plan. The 
NRO has a strategic planning process already, with mechanisms to link the overall strategic plan 
to individual INT roadmapsand evenrually to budgets. We believe the NRO should retain and 
strengthen its srrategic planning process and carry that process through to completion of a 
Strategic Plan that should be updated at least every two years and promulgated. 

RECOMMENDATION 116. The NRO should retain and strengthen its iDtemai 
strategic pla:nning process and carTy it through to completion of a written Strategic Plan. 

VII. SECURITY AND _CLASSIFICATION ISSU~ 

• 
A BACKGROUND. The Task Foree reviewed current seCUrity and classification 

guidelines for the nation's Satellite reconnaissance efforts. which are based largdy on National 
Seaniry Directive (NSD) 30, Th~se guJdelines, which require that the existence of the NRO be 
protected within Sensitive CoQipartmented Information channels and drastically restrict the 
discussion of space-based intelligence capabilities outside ~f those channels, have long historical 
precedent. Changes over the past few years convinced us'that serious study with an eye towards 
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significant modification of these guidelines should be conducted. We see the need to revieW the 
guidelines in three areas: the covert nature of the NRO, and the amount of information about 
satellite capabilities releasabJe at non-compartrnented levels, and the amount of product releasable 
at non-compartmented levels. . . 

B. RATIONALE FOR AN OVERT NRO. While current guidelineS require the 
aistcnce of the NRO to be maintained within SCI channels, the fact of an NRO is an "open 
secret," with ~any references in open literature. We believe chat attempting to preserve such 
"open secrets" without suong and compelling rationale is inconsistent with the DCI's push for 
greater openness, weakens the case for preserving "real" secrets, and needJessJy angers . 
congre$Sio~ aIld other c:ritics. By admitting the "fact of" the NRO, we remove many needless 
points of conuovctsy. Of course, simply admitting "fact of" without providing additionaJ 
information accomplishes little. Rather, we believe that certain "factS about" should be 
declassified to improve the NRO's ability to interact with customers and users. These would 
indude items such as: 

• Mission Statement 
• NunesofDNRO,DDNRO,DDMS 
• Fact of joint DoD and Intelligence Community staffing 
• Headquarters Locations 

C. IMPLEMENTING AN OVERT NRO. Detailed study and
j 
a comprehensive 

implementation plan are imperative before any public announcement about the NRO is made. 
Appropria,te coordination with the pepartments of Defense and State would be rc;quired, as well 
as PresidelltiaJ approvaJ to modify NSD 30. A sUPPQrt staW must be ready to handle inquiries at 
the Pentagon, and revised seCUrity guidelines must be made available to SCI-bri~d personnel 
worldwide. Ongoing projects must be reviewed to ensure that the transition to an overt NRO 
will not endanger any current or future sowces or methods. Of course, critical details on NRO 
system development and capabilities should remain within SCI channels. 

RECOMMFNDATIQN #17. The SEct>EF and the DO should direct the DNk.O to 

begin the process of declassifying the "6act or'tbe NRO and certain additional information 
by conducting a detailed study and developing an implementation plan. 

D. NEED FOR MORE INFORMATION OUTSIDE SCI CHANNELS. While proper 
protection of sowces and methods is an unarguable priority, our Task Force concluded that many 
NRO customers and users perceive that security unduly constrains the flow of intelligence to 
policymakers and miliary commanders, and impedes the basic understanding and uriJiry of 
overhead systems. 

Our Task Force found evidence that current security practice impedes the Bow of 
needed intelligence information to ament and potenti;J,} users. In some cases, the existing 
guidelines permit materiaJ to be decompamnented and distributed--but only after a conscious 
decision by an appropriate SCI authority in the field and removal of certain markings and data. 
I.p pr~ctice, the fidd personnel need simplified guidance, encouragement, and the resources to 
make and implement the declassification decisions. We believe that an efron ',to improve the flow 
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of in,telligence pl'Qduct throughout the user community is appropriate and are recommending a • study t() that effect. The study should also address methods and resources for improving the flow 
of intelligence information to coalition forces, in the event that poIicymakers detennine that such 
d.isscmination is needed in crisis or war. 

IWCOMMENDATION #18. TheDa should direct a jQint study by NRO, NSA, and 
lA to determine how to disseminate mote product from overhead ~ to appropriate 
1JSU'I worldwide, particularly at the non-compartmenteci SECRET levd. 

Particularly within 000, the need to store and discuss information about overhead 
systems characteristics and capabilities only within SCI areas seriously limits training and 
education of key personnd and the active consideration of rhose c::apabilities during mission 
planning. We bdieve that a detetiilined effon should be made to describe the basic systept 
characteristics and products to aJstoiilers and usets at a security level they can comfortably work 
with. Our assessment is that the proper 1evd is SECRETINOFORNfWNINTEL, not requiring 
SCI handling. 

REC()MMFNDATION #19. The DCI should direct a study by NRO, NSA, and the lA 
to determine what overhea~ . ~C!Jl characteristics and cmabilities can be,rdeased outside 
sa cb,alinels, with the goal of signi6ci.ntlyi..creasing the _OUnt of system Olpability 
imotmationavaiJable at the SECRETINOFORN/WNlNTEL level. 

E. OUTREACH PROGRAMS. The Task Force is concerned that current and potential 
NRO users are oot adequatdy familiar with NRO capabilities and products, and thus do not 
make full use of what is available. This is particularly a probleDl in the DoD, especi~y at t.he 
lower operational command levds. We bdi.eve tha,t elCpl!Jl,dcd outreach progPlOl by NRO (led by • 

the DDMS), NSA, and IAshould be instirilted, with the following specific dements: 

Create and maintain a cadre of SlrrK cleared per5onnd, fully trained on overhead 
system capabilities and tasking. These personnd should be located at levds consistent with 000 
ope·raticmal concepts and doctrine. 

Encourage IA to assign "resident expens " t~ operational military commands, as 
NSA curtendy does. 

U ndenake routine briefings on overh~d system characteristics and productS to key 
Bag officers and civilian officials. 

Make a joint DCI-SECDEF commitment to use aCtual overhead systems 
(including the taSking and dissemination mechanisms that would be used · in Wartime) in realistic 
military exercises. 

RECOMMFNDAnON #20. The DO and the SECDEF should direct e:qr.anded 
outteach programs to current and potential users of overhead intelligence prodUCts, with 
special ~ph._is on operational military needs. 'This initiative should include use of actual 
NRO $Rtdlite collectors in rcali$tic Qillitary c:urclses. 
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• VIII. THE NATIONAL RECONNAISSANCE REVIEW BOARD (NRRB) 

The NRlta. established by the OCI in October 1989. 
includes key members of the Intdligence Community 
and the Vice Chairman of the JCS. The NRRB has 

DDCI (NRRB Chairman) been a valuable asset for the National Reconnaissance 
ASD/C31Program. providing sound and timely advice to the DCI. 

CWDDI
the SECDEF. and the DNRO on future overhead 
Vice Chairman. jCSintdJigence requirements. policy issues. m~jor resource 


\. Director. DIA 
requirements. and counter-intdligence issues. It also 

, Director. NSA.
helps in da,rifying Community requirerne.nts and 

Asst SecS~e (INR)prioritiC$. and in obWfiing Community consensus on 

critic:al issues. The NRRB is an imporW1~ resource. and 

it should be retained and strengthened. When Figure 5. NRRB ME.MB~HIP. 

established. the new IA should be added to the NRRB. 

We believe that the NRRB mandate should be expanded to indude the entire range of overhead 

reconnaissance issues. including data dissemination. 


RECO~ATION 121. The NRRB mandate should be e:q»anded to indude the 
entite range of overhead reconnaissauce issues, induding data dissemination. The Director 
of the IA .ho.uld be made a member of the NRRB. 

• IX. OPERATION OF SATELLITE RECONNAISSANCE SYSTE~S 

We understalld that the argwnent has been made for US Space Command to operate NRO 
satellites. We strongly disagree. NRO space systems conduct intelligence collection missions 

supporting a Wide range of users throughout the US government and should be operated by 

organizations under the awpices of the DC!. The current operational approach. bringing 

intelligence specialists and NRO satellite operators together at the Mission Ground Stations. 3.3(b)(1 ) 

results in highly effective and efficient operations characterized b rom t res rue to ch 3.S(c) 

re uirements and outstandin crisis and wartin)e su~·~~L.....--___________----, 
 - I 

I IFinally. the overhead 
sym:Ii.l cOmpleXity. long on-orbit lifetime. and rapidly changing collection re.quirements demand 
cradle-to-grave management. with a single otganiiation fully responSible for system acquisition 
and day-to-day operations. 

RECOMMFNDAll0N i22. The NRO should continue to operate the intelligence 
collection space systems it builds. 

-4 AITJ\c:HMENTS 
1. T~nns of Refe~nce 
2. Criticisms of the NRO 

• 
3. Recommended Intelligence Community Requirements Process 
4. Summary of Recommendations 
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TERMS OF REfE~CE 

DCI TASK FORCE ON THE NATIONAL RECONNAISSANCE OFFICE 

PURPOSE: 	 Advise the DCI on issues attendant to the future of the 
National Reconnaissance Office, including those raised 
by The Senate "Intelligence Reorganization Act of 1992" 
(S. 2198) and House MNational Security Act of 1992" (HR 
4165) . 

MEMBERS: 	 Mr. Robert A. Fuhrman, Chairman 

Dr. Solomon J. Buchsbaum 

Lt Gen Lincoln D. Faurer (Ret USAF) 

Lt Gen Edward J. Heinz (Ret USAF) 

Mr. R. Eva.ns Hineman 

Maj Gen Ralph H. Jacobson (Ret USAF) 


ADVISORS: 	 Mr. John P. Devine 

Mr. Leo Hazlewood 


• 

ISSUES: 


- How shou.1d the USG organize to procure and operate 
overbead reconnaissance systems? 

Should there be a central organization, ie, an NRO? If 
there should not be a central organization, how should 
procurement and operation of overhead systems be 
distributed in other organizations? 

How to avoid duplication of effort? 

How to create synergies among overhead systems? 

How to provide common support (eg., launch, on
orbit support, personnel, logistics)? 

How to accommodate cross.,.prograrn, cross-INT fusion? 

- If there should be a central organization, how should it 
pe organized? 

Director. Full time? Dual/multi-hatted? 

Deputies. How many? What functions? Full time? 
Dual/multi-hatted? 
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Program Offices. Organized by organizational 
affiliation? How many? 

Business Centers. organized by product (SIGINT, IMINT) 
and/or platform regime (high, low orbit)? . How many? 

To what degree should the central organization be 
collocated? 

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

- How should a central org9,nization relate to its customers 
and its superiors? 

- Is the NRO efficient? How could it become more so? 

• 
- Is the NRO responsive to intelligence requirements? To 

operational military needs? To Intelligence Community 
desire to participate in the NRO decision process? 

- Are NRO syst~ too expensive? Can the NRO systems be 
procured more cheaply through the use of smaJ.l sCitellit;.es 
or other architectural changes or by changes in 
procurement methods? 

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

- Does the NRO produce new concepts, technologies, and 
systems? 
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CRITICISMS OF THE NRO 

L Criticisms of the NRO. The Task Force reviewed a number of criticisms of the NRO as 
exprcSsed by elements of Congress, the Intelligence Community, and the Depanmem of Defense. 
While many of these criticisms are not new, there are elements of truth in mbst, as well as many 
misperceptions regarding the NRO. In the course of our review, we tried to son ou[ the 
pcrccpcions from the realities, to make specific changes to address real problems, and to enable 
improved communications to help alleviate the misperceprions. We looked specifically at the 
following criticisms: 

• The NRO is not satisfying intelligence requirements. 
• NRO suppon to military operations needs to be improved. 
• The Intelligence Community does not participate fully in NRO decisions. 
• The NRO method of design and acquisition is inefficient. 
• NRO-developed syst~ms are [00 expensive. 
• The NRO will not consider small satellites. 
• The NRO has no new ideas. 

• 
2. Sarisfyin~ Intelli~ence Requirements. Many users believe that overhead systems are not 
meeting all of their intelligence requirements. In many instances, these perceptions are correa. 
Overhead systems gather vast amounts of data, operating under strict priorities established by the 
Intdligence Community committee structure-not by the NRO. US intdligcncc requirements 
continue to grow in an unconstrained fashion, and "old" requirements are not phased out as neW 
demands for colJecrlon are approved. Our Task Force found that the Intclligen~ Community's 
requirements definition and trade-off' process has many long-standing weakneSses. Our 

• 


recommendations include steps the DCI can take to address those weaknesses. 

3. SURp9rt to Military Operations. A common criticism is that NRO support to military 
operations needs to be improved-and we agree. However, it is important to distinguish betWeen 
real probkms and those based on misunderstandings. Our Task Force examined this area in 
some decail. 

a. Historically. the NRO has a long tradition ofsupporting military operations. 
Overhead system support for Single Integrated Operations Plan missions is the best example. As 
overhead systems became more capable of providing real-time support to operational commanders 
in the field, special mechanisms were established to emphasize this support. The DSPO, the 
DRSP, and the NRO Deputy Director for Miliary Suppon are good examples. Specialiud 
systems like the Defense Dissemination System (DDS) and the Tactical Receive Elements and 
Rdated Applications (TRAP) were devdoped to improve suppon to far~Bung military uni~. The 
value of these prep"3.J'ations was proven during Operation DESERT STORM. However, 
DESERT STORM also highlighted some long ..st3hding deficiencies in overhead syStems such as 
the lack of a wide area synopcic imagery system. In addition, there has been a sense that support 
to military operations has been handled as a last-minute add-on to overhead systems, rather than 
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an integral misSion dement. For thac reason. we recommended an explicit DCI commianenc co 
providing operational suppon; and a merger of ARSP. DRSP. and the NRP inco a new 
"Overhead Reconnaissance Program" co include operationalsuppon. 

b. Military users are concerned thac peacetime priorities will carry over inco crisis or 
wartime situations. with the resulc that they will not receive the intelligence data they need. Two 
faaors mitigate against this situation. Once a decision is made to consider a military option in a 
givep crisis. national and operational requ.irements and priorities tend co converge. Second. 
procedures have been establisbed to pass tasking authori~ for NRO assets to the SECDEF at 
Defense Condition 1, at Presidential direction. or upon agreement by the SECpEFand DCI. ' 
thus ensuring mission nippon, to operational capabilities. A review of previous crisis situations 
would suggest that the problems encountered in providing suppon to operational activitieS from 
NRO assets were related more to system constraints (such as orbital mechanics. lade. of relays. 
cumbersome tasking and disSemination procedures. system footprint, revisit times. etc.) than to 
conflicting priorities. We have recommended that the requirements process be improved to 

ensure that the requireD:leJlts for operation,al support be m~e an integral pan of the NRO 
developmental and acquisition process. FUrther. we have recom,mended that ouueach programs 
by the NRO be established to eilhance the understanding of NRO systems and to eXercise the 
tasking of acrual NRO assets in realistic military exercises. 

c. A more serious concern is that the taSking system itself tends to be 'cumbersome and 
not well understood. It is also not exercised frequendy by many DoD organizations. The 
Requir:ements Man~ement Sys~em (RMS) is an ongoing initianve to improve imagery tasking. 
and we have recommended improved training and realistic exercises of the entire iIltdligence 
process using actual NRO assets. 

d. Current overhead systems are not fully optimized for suppon to military users. For 
exa:mple. CommQIlity requirements for wide area imagery far exceed current or programmed 
collection capability. The NRO has offered several alternatives for pursuing this shonfall and is 
actively studying others. In the end. it will be up co the IC to decide whether or not to pursue 
any of these collection alternatives. There are also serious concerns about dissem,i,n.ation of 
intelligence to the military in the field. Although this latter is now the responsibility of 000 
rather than the NRO. the concern is real. We have recommended uansfer of the Defense 
Dissemination Program Office from 000 to the NRO and a requirement to <;onsider tasking and 
c:xploitation in all NRO system design efforts. 

4. Ie Panicipation in NRO Decisions. In the pasc. NRO customers and users have not fully 
participaced in NRO decisions. The DNRO has recognized this problem, and established 
mechanisms to enhance panicipation. At the worldng level. NRO Plans aDd Analysis includes 
more than 30% IC staffing. and conducts its business with emphasis on Intdligence Community 
panicipation. At the top level, the National Reconnaissance Review Board provides a forum for 
top Ie managerS and the Vice Chairman. JCS. to advise the DNRO, the DCI, and the SECDEF 
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concerning NRO projectS and rdated colleaion requirements issues. We have proposed changes 
in the requirements process to provide for greater community participation in systems 
requirements devdopment. 

5. Efficiency of NRO Acquisition. Many personnd outside the NRO believe that the NRO's 
acqmsioon praaices are wasteful, that satellite coSts are too high, that the NRO does not compete 
enough contraas, and that BYEMAN sea.arity is too expensive. Again. we found both faa and 
fic:tion in our review. 

a. The Streamlined manage~~nt practices wed by the NRO are effective and efficient. 
By using highly qualified perSonnel, the NRO is able to minimize the size of its mamgement 
struaure and make rapid, well-informed decisions. While the NRO uses the Federal Acquisition 
Regulations for all of its procurement, it takes care [0 avoid creating bureaucratic and 
administrative requirements. The Packard Commission incorporated many aspeas of NRO 
~cqlJisiti(;)O practice into irs recommendations on DoD prorurement. 

b. The NRO does compete pr<>qU'ement when appropriate. Every major system new 
start in the history of the NRO has been competed, and NRO prime contractorS conduct an 
aggressive subcontract competition eff'on. 

c. NRO satellite COSt issues are discussed in Paragraph 6 bdow. 

d. BYEMAN security cOsts h~ve historica.lly been ql,litehigh. The new BYEMAN 
Security Cencer has improved clearance prOcessing, and standardized security criteria, res\,llting in 
significant cost savings. Ongoing stUdies of classifkation goiddines, as well as those Studi~ 
proposed by this Task Force, also have potential for reducing the overhead associated with 
BYEMAN security. However, it is imperative that sources and methods be protected, and the 
related. costs must therefore be paid. 

6. Cost .of NRO,.developed Systems. NRO satellites are expensive. Bur "too expensive?" Here 
arc S()me ~f the -considerations:-- 

a. NRO systems are built ~ainst difficult re · uireiilenti sets· and these re uirernents drive 
3.3(b)(1 ) em size, com lexi , and cost. 

------~---------- 3.5(c) 

b. CooS()lidac,ion of requirements and the basic initial cost for getting' to orbit leads 
satellite designers to fewer, larger, and more capable systems. to keep total COSts within limits, 
the on-orbit conStellation size is small. The Imelligence Community and national-Ievd 
policymakers have come to cdy heavily on constant flowS of high-quality data from these systems, 
S() high rel~bility is essential. Because intdligence collecrlon requirements and adversary practices 
change constantly, it is not possible to buy large blocks of satellites at a rime. All these faaors 
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lead to high cost per satellite. Neverthdess, the cost per unit of intelligence information delivered 
is minimized with these systems, and we bdieve mat is the proper measure of merit for basdine 
intelligence collection. 

c. The NRO does operate less expensive satellites in "niche" areas, especially for the 
COMINT search mission, and the NRO constantly ch:allenges costs and uses incentives to move 
contractors to reduce coSts. Past NRO initiatives. such as the I I

I 	 Ihave yidded large dollar savings. And almost all NRO programs have found ways to 
increase on-orbit lifetime at minimal cost. 

d. We agree that the cost per spacecraft is high, but bdieve that the Community's 
requirements are being satisfied in a cost-effective maJlner. 

7. Small Satellites and the NRO. Many people bdieve that the NRO is prejudiced against small 
satellites. This perception is not aCCUrate. The NRO does not consider SMALLSATs as an end 
or ail objective, but rather as an approach to solving intelligenCe problems. 

a. Many of the re uirements levied on the NRO necessitate latge satellite systems. The 
examples of Systems . were discussed in the previous paragraph~ On the other 
hand, there are some requlCemenrs t are quite suitable for SMALLSAT accomplishment, and 
the NRO has built literally dozens of snull satellites. and has been a leader in SMALLSATs for 
30 years. 

3.3(b)(1 ) 
b. The NRO continues to activdy investigate SMALLSAT alternatives. More than a 3.5(c) 

dozen SMALLSAT studies have been conducted since 1988 alone. 

8. New Ideas in the NRO. This criticism rends to focus on the fact that there have been no 
successfui new· prO&ram starts in the NRO during (he past few years, and then eXtends to ail 

assertion that mere is no innovation in the NRO and that no investments for the future are being 
made. We agree with the concern about new program starts, but are less concerned about the . 
others. 

,--__--'a.=--.::.;In the past five years,

'---___----'1 sraned and then can~e-'-.--'-In- ea- '---case. the NRO had initiated the program in 

response to valid requirements. only to have the program cancded by a decision of the 
Intelligence Community and/or the DoD in response to budget curs. A key dement in each 
decision was the ;, tyranny of the basdine;" users in general were unwilling to give up CQITe,l1t 
capabilities in order to fund future improvements. Certain of our recommendations specificaUy 
address this problem area. 

• 
b. This does .!!Q! mean that thete is a lack of innovation. Ovemead systeins are being 

constantly improved to meet evolving requirements. Improved metric imagety for the Defense 
Mapping Agency. l)Se of a residual collector to suppon Western Hemisphere SIGINT needs. and 
various enhancements to COMINT collection show that innovation is alive and well in the 
NRO. There is no lack of new ideas either. The NRO is constantly faced with fAr more good 
ideas than it has resources to investigate or suppon. 
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c. The NRO does Dlaintain a v' orow R&D p~~m, with agg!essive work oil ilew 
technologies! I 3.3(b)(1 ) 
Additionally~IrO haS excellent worldiig relationships with DoD agencies s.udl as the 3.5(c) 
Defense Advanced Research Projects Agency and the Strategic Defense Initiative Organization to 
ensure that technology information is effectively shared. Additionally, reorganization and 
colIo.carion of NRO dements should foster technology exchange. 

d. Our recomlllendatio.ns related to this i5sue include fenced funds for nurruring new 
ideas until enough il)form,ation is available to deterllline where thcy6t in the overall approach to 
intelligence collemon, and an NFIP ..wide annual reprioritization of baseline programs and new 
initiatives. 
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RECOMMENDED INTELliGENCE COMMUNITY REQUIREMENTS PROCESS 

1. NRO CUSTOMER RELATIONSHIPS. 

We believe thae the NRO's relationship to t:he user community needs co be better defined. Our 
recommended approach, shown conceptually in Figure 3 of the. basic report, applies noe only co 
long-eerm syseems reqt,tireme.ntS n~ded for ~cqui$jtion, bue ~() for nw-term . tasking. The 
various .mm. of intclligeoce i,nformation are shoWt:1 ae me cop of Figure 3, worIgng d.i,rccdy with 
me DCI and me Intelligence Communiey's scaff organizations. They provide national intellig~ce 
and operaeional requirementshaskirtg requests t6 me Community organii:ations and receiye 
feedback from chem. The users, both national and operational, are extremely iinporwu, and the 
bCI should "sign up" co supponmg them fully. If they believe that their intelligence needs are 
noe being mee, they should work through the intelligence Community processes co understand 
what's ~a:ually happening and co gee their requirements more fully satisfied-assuming mey carry 
adequate priority, This does noe iOlply mae the NRO sb..ould not work directly with l,lSet.s; on 
the conerary, one of our recommendations sugg¢scs an ~artsion of such inceractions. On the 
whole, the users' primary channel for seating requirements and addressing deficiencies is through 
me Incelligence Community processes, and the NRO's principal incerface for requirements is wim 
the IA and N SA 

2. INTELLIGENCE COMMUNITY PROCESSES. 

a. Ptoces.ses established by the DCI will proVideintelligenct requirementS to four 
intelligence entities: NSA. DIA. CIA. and IA These rour entities are the direct cuseomers of me 
NRO. NSA. wimDIA and CIA support. wiU send vaJidared and prioritized SIGINT syseems 
requirements to the NRO annually. The IA. with CIA and DIA support, will send validated and 
prioritized IMINT systems requirements [0 the NRO annually. ShoUld the DCI deer to 
designllte additional INT managers. mey also would forward. approved overhead systems 
requirementS for their i.ndividual INTs •. 

b. With the establishmenc of ail IA and reseructuring of the NRO along "INT" lines, me 
Incelligence Community will have moved a loog way cowards me "single INT" modd of 
intelligence . . This will generate a need for "cr()ss-fN'T"acOvloes to support the needs of the all
source intelligence analysts and to ensure chat SIGINT-IMINT ineeraction and omercross-INT 
tasking and data fusion methods are developed and supponed. Also. me Community will need 
functions co tranSlate all-source ineelligence requirements into INT-specific requirements. There 
will continue to be a need for improved feedback [0. all organizations concerned. For those 
reasons. we are recommending the establishment of cwo DCI committees. each consisting of 
speci~!.i:stS from the various INT disciplines and agencies, as well as military operaeors and 
imeIiigence ag.a1ysts. 
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(1) The Requirements Ration~tion Co~inee (RRC) would take all-sollfcc 
intelligence requirements from the various intelligence age~cies ;md assess them for prioritization 
and coilsistency with top-level guidance; the R,RC would thc~ assign each validated requireme.nt 
to one or more specific INTs along with an indication of priority. The RRC would also provide 
re.quirements information to the new Evaluation Committe(:. 

(2) The Evaluation Comminee (EC) would compare the perfortnailce of the 
various INTs to the Requirements levied by the RRC and also examine the all-source picrure. 
The EC would provide feedback to interested parties throughout the Community, from the DCI 
down to the user level. We further believe that there should be rotation between members of the 
EC and the RRC over time. 

3; SYSTEMS REQUIREMENTS. We believe that the Intelligence Community discipline 
should be improved to ensure that a consolidated, prioritiZed Set of systems requirements is 
developed to support important acquisition decisions. The process we suggest is shown in Figure 
4 of the basic report; Key features of this approach are: . 

a. Involvement of senior US governmeQt decisionmakers in providing top-level guidance 
concerning their need for intelligence infon:nation. In some ways, the recent Nation.al Security 
Review 29 exercise moved in this direction; more needs to be done and on a continuing basis. 

b. The JCS, Unified and Specified Commands, Military Services, Federal Agencies, and 
Intelligence Organizations then produce written statements of their operations and policy 

information needs. 

c. The Intelligence Agencies then ttailslate those infottnation needs into intelligence 
requirements-.!!Q! on ail INT-specific baSis, bilt from an all-source viewpoint. Of course, they 
may suggest specific collection approaches that they know will do the job. 

d. The Requirements Rationalization Committee will validate the requirements, assign 
an appropriate priority, apportion the requirements between the various INTs, and then provide a 
prioritized requirements list to each of the INT authoriUes. NSA, lA, and the organ~tions that 
acquire collection systems (e.g. NRO) will assist in this tas.k aJld will examine afTordability i$sues. 

e. Each INT authoritY, with the assistance of the organizations that acquire collection 
systems, will then apportion the requirements to the various collection systems, current and 
projected. Thus each acquisition organization (e.g. the NRO) will receive a baseline systems 
requirements document from NSA and another hom the lA. Systein specifications would remain 
the responsibility of the organizations acquiring the coUection systeins. 

£ The Evaluation Committee, based on all the work done on the requirements side of 
the process and information from the coUection system acquisition organizati~ns, wUl eval.uate the 
ability of current and planned INT systems to meet the futUre intelligence reqUirementS. They 
shouid facror in issues of exploitation, analysis, and dissemination. They will then provide this 
informatiOn to the Intelligence Community and to 000. 
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4. COLLECTION TASKING. The handling of near-term requirements that result in the 
tasking of collection systems involves the same organiZations as the systems requirements prcx:css 
described above, with a few key differences: 

a. Intelligence requireinerits must be "tagged" as they enter th~ pro~s and remain 
traceable throughout the process to allow information coUected to flow back to the originator and 
to permit proper evaluation of the entire process. 

b. The Evaluation Committee should not confine its activities to examining the formal 
reql,1irements process or auditing data bases and pa~r~. They should be c:hanered to visit 
and consult with intelligence agencies and userS at all levds to detenrtine whether the entire 
process-from first statement of need to aaual ddivery of the information-is working effectivdy. 

c. Because of the rapid response required, there must be mechanisms to handle very 
flexible requirements and to respond in real time to changes in the world situation. Those 
mechanisms mUst permit the Evaluation Committee to determine ~t requirements were 
collected or displactd during quick.,.resp0l)Se situatiol)s . 
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SUMMARY OF RECOMMENDATIONS 


1. The NRO should be continued as the single US government agency responsible for the 
centralized devdopmel)t. acquisition and operation of overhead intdligence collection systems (other 
than organic assets of the Depanment of Defense (DoD). 

2. The DCI should commit the hltelligencc Coinmlinity to a proactive role in $atisfying the 
intelligence needs of both national and operational users. 

3. The NRO should adopt the following mission statement: 

"THE NRO MISSION: To ensure that the US has the technology and overhead 
a,ssets it needs to acquire superior worldwide intelligence in war and peace. To this 
end. the NRO is responsible for amduail)g research and deVdopmelU, and for 
acquiring and operating overhead syStems for the collection of intelligence. n 

4. The DCI and SECDEF should merge the three programs managed by the DNRO (NRP. DRSP, 
andARSP) into a single NFIP Program. defined as follows: 

"OVERHEAD RECONNAISSANCE PROGRAM (ORP): A single program 
designed to m~t the intdligence requirements of the nation that cap best be ~~~fied 
by overhead reconilaissance. This program will be responsive to and will provide 
services to all levels ofthe government, including tactical military organizations. The 
ORP does not include organic assets of the DoD." 

5. The DNRO should con~inue to have a second "hat;" it should be as Under Secretary 
of the Air Force. 

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

7. By the end of calendar year 1993 or as soon as possible, the NRO should complete full 
collocation within the Washington area. 

8. The DNRO and DCI. with S:E,CDEF support, should take action to ensure a continuing mix 
of Intelligence Community and military people-particularly thoS"c with ~pertise and experience in 
the development, acquisition, and operations ofspace-based intelligence collection systems-participate 
at all levels in the NRO. 

9. The DCI should emphasize the importance of working through the Intdligen~ Community 
mechanisms on collection requirements and their satisfaction. NSA should be the single focal point 
for validated SIGINT requirements. and the IA the single focal point for validated IMINT 
requirements. 
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10. The DCI should establish a requirements rationalization function and an evaluation/feedback 
funaion, embodied in specific intelligence-wide committees, and linked to the budget process. 

11. The DCI should direct a system of baseline systems requirements doruments between NSA and 
the NRO and between IA and the NRO. 

12. Exploitation and disSemination ofintelligence data should be considered duting the requirement$ 
process, recorded in the baseline documents, and considered during the NRO design process. 

13. The DCI should add the requirements, rationalization funaion and the evaluation/feedback 
function to the Intelligence Community's colleaion system tasking process. 

14. The DCI should i,llitiate an annu,al Commullity-wide reprioritizcation of all NFIP basdine 
programs, with explicit consideration of neW initiatives. 

15. The DNRO, with suppon of the SECDEF and the DCI, should establish a separate, fenced 
funding line dedicated to new ideas. ' 

16. The NRO should retain and strengthen its internal strategic planning process and carry it 
dtrough to completion of a written Strategic Plan. 

17. The DCI should direct the DNRO to begin the process of declassifying the "fact of' the NRO 
and certain additional information by conducting a detailed study and developing an implementation 
plan . 

18. The DCI should direct a joint study by NRO, NSA, ~d the Imagery Authority to determine 
how to disseminate more product frort:J. overhead systems to appropriate users worldwide, particularly 
at the non-compartmented SECRET level. 

19. The DCI should direct a study by NRO, NSA, and the IA to determine what overhead system 
characteristics and capabilities can be released outside SCI channels, with the goal of significantly 
increasing the amount of system capability information available at the 
SECRETINOFORNfWNINTEL leVel. 

20. The DCI and the SECDEFshould direct expanded outreach programs to current and potential 
users of overhead intelligence productS, with special emphasis on operational military needs. This 
inItiative should include use of actual NRO satellite collectors in realistic military exercises. 

21. The NRRB mandate should be expanded to include the entire range ofoverhead' reconnaissance 
issues, including data dissemination. The Director of the IA should be made a member of the 
NRRB. 

22. The NRO should continue to operate the intelligence collection spa,ce systems it builds . 
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~NATIONAL RECONNAISSANCE OFFICE 
WASHINGTON . D.C. 

OFFICE OF THE DIRECTOR May 19. 1992 

MEMOBANDUM FOR THE SECRETARY OF DEFENSE 

SUBJECT: DCI Task Force on the NRO - INFORMATION MEMORANDUM 

Attached is the final report of the Task Force on the 
National Reconnaissance Office commissioned by the Director of 
Central Intelligence on 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 senior NRO 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 not 
all, of their findings. 

Based on the presentation of the Task Force results to you 
and our conversation on March 23, and a similar presentation to 
and discussion with the Director of Central Intelligence on 
March 20, I am taking action to implement a functional (-INT-)' 
realignment of the NRO as directed by the President in NSD-67. I 
am also planning to collocate most elements of the NRO in the 
Washington, D.C. area 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 theNRO 
organizational structure and the reporting chains for individual 

_.pfogram ~nagers. We hope to begin collocating elements of the 
NRO 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 implementing several other recommendations 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 to 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 outside compartmented 
channels. When a Director of the new Central Image~ 
Organization is named, I will initiate action to expand 
membership of the National Reconnaissance Review.Board (NRRB) 
accordingly. 

Some of the Task Force recommendations are not within ~ 
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. A more proactive role for the National Foreign 
Intelligence Program in supporting operational military users to 
lower echelons of command. 

b. Merger of the National Reconnaissance Program, the 
Defense Reconnaissance Support Program, and the Airborne 
Reconnaissance Support Program into a single Overhead 
Reconnaissance Program. 

c. Specific changes in the Intelligence community 
requirements processes for systems acquisition and for tasking. 
The intelligence reorganization the Director of Central 
Intelligence has underway will make some of these changes. 

d. Incorporating operational issues into the NRRB 
mandate. 

I believe the changes that are being implemented will 

_.~rovide for an NRO that is strong, efficient, and effective. 


14(~;' d-~ 
MARTIN C. FAGA 
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