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- THE "NPIC PROBLEM"

By early 1965, the future growth and funding of NPIC became an obJect of
Auﬁwﬁfuuu{’fN>,w? i Questrems Such wn S Fllee .0
special concernto senior Agency } agemen '?Eif~f615_556”1 the Center play
in meeting current and future national intelllgence obJectlves? Would it be-

- come another NSA? AIf se, who could man, fund, and manage so large and complex
a technical operation? What should the'organizational’and functional relation-

- -ships be between the Center and CIA; between NPIC and other members of the
Intelligence Community? rShpuld_these relationships continue as they were, or
should they be changed? Could the Center, which suffered from a chronic im-

" balance between massive inputs of film and escalating requirements on the one
hend and limited resources on the other, surViﬁe end serve the Community with*.
out constructive action?

To the chagrin of NPIC,;this'whole array of concerns.became familiarly
known among those in higher authority as the "NPIC Problem.". In the view of
Center management, the operation ef NPIC was going very well indeed, as attested.‘
to by the Iarge‘sﬁere of major finds contributed by the Center in the strategic
were regarded more construetively by NPIC as opporte;ities to capitalize on
breakthroughs in the deve10pmeﬁt of'imagery collection systems whOse products
could be exploited to provide answers to an ever wider range of intelligence

4& problems;JfTo top Agency pfficials, the task'ofrjustifyihg the expenditure of
sharply increaéing sums of money on overhead reconnaissance at a time when it
was becoming the object of seafching examination by the Bureau of‘the Budget was

a frustrating and unwelcome one. By mid-1965 it was to reach the critical stage.

D COORET
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PLANS TO SURVEY NPIC

The action at first was mild and groping. In January 1965, the DCI,

John A. McCone, discussed the advisability of a high-level survey of NPIC

at a morning Deputies Meeting. : ‘ —=

-

Director, NPIC. Memorandum for the Record Telephone Call from the DD/1

~ Indicating pCI Interest in Having a Survey Made of NPIC, 19 January 1965
(SECRET -- EYES ONLY)

o: . [['o-n’{'. on sz
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; d/ r:,lt is interesting to note that at this point in time technical matters
NJ ~ seemed to be important among the concerns. Though the handling of requ1rements '
was mentioned, another\ftbe:;,-/fd;segg;éi f%lval/s stereo versus monocular scan. Moreover ’
Dr. Edwin Land was mentioned as a p0551b111ty to head the survey. Though an
* updating by the IG of his 1962 survey of the Center was also discussed as an al-
ternative -- as was a specially constituted in-house panel;\—it was with the
‘ provisg that, in either case, te_chnical specialists would be called in to supple-
ment the work of the IG or the in-house panel. The importance thus attached to
‘the technical side of the question may have derived from the fact tha%@gngfs/
interest had been generated by questions raised the previous. day by Albert D.
Wheelon, the Deputy Director for Science and Technology, or it may have ”I?eflected
B;!cCone"s own technical interests and _orientation. It may have been both. In any
case, whatever the problexns -- whether vaguely sensed or specifically identified[ —_
. they were to be studied in toto; the solution env,e::saged, however remote, seemsj :
not to havev-been regarded as primarily an administrative or bureaucratic one.
As a result of a request by the Deputy Director for Intelligence, Ray S.
lor.

names of persons |
A -

who might head it, the Director, NPIC Arthur C Lundahl, responded in a memoran-

Clme, for suggestions concernmg how to go about the survey an

* dum dated 21 January 1965. This memo _could be characterlzed varlously as qulzncal_,

! - NPIC. D-11-65, Memorandum for Deputy Director (Intelhgence) ProQosed
’ © Survey of NPIC, 21 January 1965 (SECRET - - EYES ONLY) '

mqulrlng, defensive, perplexed or simply an attempt to e11c1t more 1nformat10n
about the purpose of the proposed survey. The latter would seem the most likely
explanation. In all probability the proposal was quite unexpected, and the mere
fact that the idea was an outgrowth of questions_ raised by Albert Wheelon was

enough to suggest to_'any prudent person 'the need for cautious reaction. —-—--—-%w
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- On the other hand, the Director, NPIC, and his top-level managers, .i-n whom'he
confided and who helped to set ‘vthe tone of the response, were intimately acquainted
with the eocplosive growth of NPIC, the-,manifold problems associated with it, and
the price paid for their solutlon. 'T,here can be little doubt that they sensed
something ominous in the proposal |

As it turned out, the investigation was pursued on both fronts, technical and‘
'managerial. The IG did undertake the job of updating his 1962 survey of the Center
and, in the course of so doing, produced a document which contributed the single |
_most important source of evidence used in the ultimate solution of the so-called
"NPIC Px'oblem '"" At about the same time, another group of an ad hoc nature was sur-
_ veymg more selectlvely various aspects 6f Center operations. It was chaired by
Dr.: Edwm Land. Though this panel produced a brief report of its work and findings,
& { was of no detectable significance in affecting the course of action taken

to solve the "NPIC Problem.” The resignation of John McCone in April 1965, before

Land Panel. [Report], undated, but c. July 1965 (SECRET)

any of "the surveys were completed, doubtlessly set the stage for a new approach to

the solution of the problem. Certamly, the hopes of NPIC for a technically orlented
solution went with‘ him. It is too easy to assume that had. McCone stayed thmgs would 4'
ﬁave been very different. It would be much more perceptive to regard the departure .
of McCone and the decision to arrest future growth of NPIC as part of the same larger

| picture. Both had,in all probability, been overtaken by the rearrangemént of national

‘priorities inherent in the attempt to establish the 'Great Society.

THE NPIC FIVE-YEAR PROJECTIONS
On 9 April 1965, less than three weeks before Wllllam F. Raborn Jr. succeeded
'John ‘A. McCone as the DCI, the Director, NPIC forwarded to the Director, Office of

Budget, ‘Program Analysis,- and Manpower, the NPIC manpower and budget projections

for fiscal 1966 through 1970. -— —— — S
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The projections made in this study. called fdr a fourfold increase in funds

NPIC. D-60-65, Memorandum for Director, Office of Budget, Program Analysis,
and Manpower, NPIC Program Plans and Budget Projections for Fiscal Years 1966
through 1970, 9 April 1965 (SECRET)

and a three-and-one-half times increase in manpower B& 1970. Though there was

no indication that interest in Center problems was flaggihg -- indeed, the IG
survey was well under way by?this timei‘rhe effect'of the five?year projections
was electrifyingr At lastz&éroblem was quantified in terms of dollars ahd people,
figures that even non-technical managers and officials could comprehend. And |
what they comprehended was dismaying. Probably no other single document or

event was as significant as this in crystallizing the goal finally set by higher

'_ authority for solving.the so-oalied'NPIC problem. That goal wés‘clearly to
slow down the growth of NPIC, if not to arrestvit completely. How to acoomplish
theiobjective was the next task. The fiVe-year projection’provided no clues,
‘but within the next two months the IG report was 9A§t1ned to do so.

If the NPIC five-year plan was to prove so damaging to what mlght be charac-
terlzed as the NPIC cause, it is only natural to 1nqu1re-how such. prOJectlonS "'n{
came about and why they were ever revealed. Broadly speaklng, the answer lies
in the interpretation of NSCID No. 8 and the assumptions made by the Center
These planning factors, coupled with time-accounting data supplled by the new |
NPIC Management Information System, produced the fateful flgures |

As would befit a directive from the National Securlty Council (NSC), the
language of NSCID No. 8 was broad and qu1te penm1551ve. Moreover, the memo of

transmlttal to the Unlted States Intelllgence Board|(USIB) accompanying the

National Securlty Council. NSCID No. 8, Photographic Interpretation,
19 January 1961 (SECRET) ' _

/18P
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copy of NSCID No. 8 as approved by the NSC at its 12 January 1961 meeting

noted "...the President's (Eisenhower's) statement that there should be no

other center duplicating the functions of the NPIC ...." Granted that the
question of what constituted duplication admitted of more than one interpretation,
Center mahagement had consistently -held that it was intended there shouid be

bdt one organization engaged in photo interpretation invsupport of National
requirements. In the view of NPIC, not only was this desirable as a means of
ensuring the objectivity and authoritativeness of such photo intelligence

information,:%E:Teeh~%hemsame~sense:&ha@athe:Q;Aswas;conceived—asuthe=£eea%

,g,;nt«£ef:nen:depar£menta1~£1n15hed:1ntel}1geﬂcéﬁfbut it was also 1mperat1ve

for cost effectiveness, especially because of the increasingly sophisticated

equipment needed to provide definitive answers to technical questions

typical of many national requirementé. Accordingly, NPIC managers saw the

Center as the organization primarily responsible for the exploitation of all

imagery collected to satisfy national -- 3s opposed to departmental -- requ1rements;}
In the case of more spec1f1c plannlng assumptlons dealing w1th.;uch detalls
as requ1rements handllng, photographlc 1nputs types and formats of reports,
scope of research and development, and above all, a broad range of communltZLylde
services, the Center position was, with benefit of.hlnd51ght, perhaps a bit naive.
Thus, implicit faith was placed in predictions ae'to-When new syétems would become
operational. For example, tﬁe assumption thatveizeeble KH-9 inputs would arrive
during‘fiscal 1968 was largely responsible for a quantum jump in manpower pro- )
jected for that year. Th{s, in turn, led to a proposal for new building, which

further galvanized the proponents of NPIC containment into action. As of 1970,

T2
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~however, KH-9 inputs were still a yeer or more away and, when they commenced,
~ were expected to be handled, albeit in a much more austere environment, without
a dramatic increase in personnel and without any increase in space.

National non-PI and departmental services of 511 types. provided by the
Center to the Intelligence Community were another object of critical comment.
During the base year March 1964 - February 1965, the Center had devoted 85

-~ man years of effort to this work. The five-year.projection called.for an in-
crease to 300 in the number of persons so oecupied. Here was an item on which
the Cehter might have economized, at least on: paper; pending an opportunity to
test actual needs as well as the poiitical expediency of attempting to satisfy
them. |

Research and Development was another bugaboo. From an allocation of

‘in FY 1965, Center R§D was projected to rise to 550X1

By fiscal 1970. Quite.apart from the prediptgble question as to whether or not
such rapidly expanding sums could be comitted prudently, the task of overcomingr
the initial shock of such a revelatlon was bound to require much persua51on
and Justxflcatlon merely to reestablish confidence in the minds of those ‘in |
- higher authority. That R§D of some type and at some considerable cost was
t necessaryfwas self evident. Fuhds for the development of exploitation equipment

had always been a mere pittance compared with the sums lavished on collection

, systems. The big difficulty faced by the Center was one of t1m1ng Clrcumstances
seemed to NPIC to indicate the need for a crash program to compensate for past
deficiencies, to automate as many tasks as possible, and to make ready for the

exploitation of inputs from several new collection systems. Though it is doubtful

/T E:Z-_?
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- that anyone in higher authority would have been able aﬁ this early date to
articulate the nécessary guidance,‘what the Center needed to do was set some
'priorities and apply them. Instead, Center managers.better aware of opportun-
ities for technologlcal advancement than their crltlcs and long frustrated by
the slow progress toward:their goals, chose to mage a stand for everythlng they
deemed necessary.

A somewhat different problem was posed by the handling Of'requirements.
In this instance the problem was more imaginary than real, but its contribution
to the credibility gap was, neverthéleSs, eerious; Siﬁce the'Center hed struggled
under an overload of'requireménts ever since the days:of the U-2, critics had
rebeatedly questioned the effectiveness of fhe screening mechanism through which |
requirements passed Before being aécepied. .Even some strong admirers of tbe
Center, such as members of the Land Panel of 1965, questioned_Whether the amount
of detail requested could always'bebjustified from a cost-ef%ective point of |

view, However, the fact that requirementS-hahdling was not as critical a factor

Land Panel. [Report], undated, but )2'. July 1965 (SECRET) .

as some had supposed was coﬁvincingly established by- E. H. Knoche; W the
foremost’student of the "N?IC_Problemﬁ and a stern critic of the Center, when he
stated, six months after he became Executive Director, NPIC, that "...contrary
to my expectations before arriving at NPIC, I did not find the requirements

_picture out of control."

Knoche, E. H. Memorandum for the Record, Meeting with Bruce‘CIarke and
Roland Inlow, 15 September, 15 September 1967 (SECRET)

- The fact that E. H. Knoche discovered more than two years later that the,
handling of Center requirements was not "out of control” ‘is suggesfiVe of some-

‘thing much more important than the ultimate determination of the rightness or

/ ﬂf\'] ﬁv-tazm,...aa
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wrongness'of this particular allegation. It helps to exemplify thf?true nature of
‘the "NPIC Problem.'" Later events were to showvthat the problem was not one of de-
termining and then justifying a level of need for the Center in terms of manpower
end funds, though this is precisely what NPIC managers were atfempting to do.
Rather, the problem was the fact that top Agency officials were being maneuvered
i - by circumstaﬁces into a pesition between the Bureau of the Budget, which‘wes deter-
‘ "mined to throttle the expansion of centralized photo reconnaissance eXploitation,
and the Center, which was pleading the merits and imperatives of a contrary course

of action. Agency officials were beginning to seek a way out of the developing crunch.

. | ' THE NPIC WHITE PAPER
" - The Center five-year projections elicited a request by the Director of Central

Intelligence for additional information in the form of an NPIC White Paper.v The re-

sult was a 51-page document, prepared in just a few weeks and entitled, The Role of

&
\& Imagery Exploitation in Fulfilling the Intelligence Objectives of the 1960's and -
% .

¢ 1970's. 'Unfortunately, thfough some failure in communicatioﬁs, the paper proved to

>
| é? have been more comprehensive than the DCI had intended, and d1d not address itself
Re

specifically to the points in.which he was primarily interested. Though more defini-

4

tive guidance was providedvlater in the Executive Director's memorandum of 15 June 1965

{ Executive Director. Memorandum for Deputy D1rector/Inte111gence NPIC White
- Paper, 15 June 1965 (SECRET) I

to the DDI, the pace of preparation was so rapid that the White Paper was disseminated
a day later without substantial change, save for elimination of Section VII, to which

the DCI had taken exception.

NPIC. [Outline for] The Role of Imagery Exploitation in Fulfilling the Intelli-
gence Objectives of the 1960'5 and 1970's (NPIC White Paper), undated (SECRET)

The White Paper made an eloquent casé for the overriding importance of photography

as a source of good, hard intelligence information. It emphasized .the unmatched per-

R rfj 9
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formance of NPIC in pioneering the timely exploitation of high-altitude photography.

‘ NPIC. TCS 8896/65, The Role of Imagery Exploitation in Fulfilling the Intelli
gence Objectives of the 1960's and 1970's (NPIC White Paper), 16 June 1965 (10P SECRET

And it argued the case for strengthening the eentralized national interpretation |

effort. Since these points were not what the DCI was seeking, the Whlte Paper con-

L be & fodisin
tributed nothing Judgeqjgo%beaheipﬁui by those in higher authorlty who-were-working

sel "’% the "NPIC Problem."

- of several organizations engaged i &he exploitation of imagery in response to national
g g 5 Xp gery P
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THE JUNE 1965 IG REPORT

Theugh the NPIC White Paper left those in higher authority unmoved, the report !
by the Inspector General on his survey of NPIC-was apparently just what they felt
was needed to initiate constructive planning. It prov1ded the initial p01nt of de- {
parture for decisions that led ultlmately to the most dramatic changes in the NPIC ‘
organization since the establishment of HTAUTOMAT. Before the metamorphosis was
complete two and one- half years later, the Agency was to have a new: DDI) éhe Center
was to have a new Executlve D1rector, a new mode of operatlon and a complete reor-
ganization. Moreover, with a big assist from the Joint Ad Hoc Imagery Interpretation

Review Group (JIIRG), set up in the fall of 1965 by the DCI and the Secretary of ‘j

Defense at the behest of the Bureau of the Budget, the Center was to become Just one

requirements. In addition, national requirements were to be screened and validated
by a USIB Committee responsible for exploitation as well as collection matters. And
not least in importance from an Agency point of view, the cost of NPIC, in dollars -

and people, was to be stabilized and the operation contained in the existing building.
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Why did this report»meet with such_ah-enthusiastic reception, whereas the
NPIC White Paper did not? The answer lies in the fact that here_was a report
based on a study by a presumably disinterested third party in whom the decision
makers had confidence; here was a report that identified Center problems and
attempted to analyze them; and here was a report that at least spoke of an
alternative, however difficult of attainment, to the inexorable growth of the
Center. It was.not that the report provided many -- or anyl~- ready-made |
‘solutions; the end was still a long way eff and not yet even dimly perceived
- by anyone. Rather, the IG report pointed out problem areas that could be ex;
amined; if made recommendations that provided food for thought. | - R
| The report itself started'with an observation in the introduction that
operatlng problems found in NPIC in 1965 were remarkably 11ke those discovered
at.the time of the previous IG survey in 1962 and that the 1965 conclusions

differed only in degree from those of three years earller. If the intention

- Inspector General. BYE:40694-65§ Inspectof General's Survey of the :
National Photographic Interpretation Center, June 1965 (IOP SbCREIj IDEALIST/

CORNNCAMBIT).- - o itle: vic Bemn N Copprnb Siystin @v&/) e s

was to engage the 1nterest of the critical reader as well as inform him, the
: openlng could scarcely have been more effective. A

‘_ Lest the foregoing remarks be misinterpreted, it Should be pbinted out
that the IG was professedly sympathetic'to the Centef'and its problems. In an
early section ef’the report'entitled‘"NPIC's'Acccmplishments to Date,'" the IG
atéributed a major share of the Center's succese to its Director, and gave him
~ high marks for hlS techn1ca1 eminence and skill in exercising functlonal control

of an organization whose admlnlstratlon was incompletely in his hands. The IG

?eg gwnn*?

4 ’\
/ Srinidiidn
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also expressed unstinting admiratioﬁ for the manner in-which NPIC had man-

aged to cope with a ehronic iﬁpalance between ever increasing inputs of
photography.and limited Center exploitation resources. He emphasized the -
flexible and dynamic nature of the organization. He had high praise for the

. skill of its managers.’ He spoke with admiration of the motivation, dedication,‘

| and the stamina of its employees. Whereas it may be argued that complimentary
remarks such as these were eyewash and sheuld, in any event, have been expected

hs an antidote to less pleasant matters to follow, this seems not to have been

| the ease.A The complimentary femarks_had a ring of authenticity to them. Moreover,
the IG took considerable pains to point out fhat the Center had an excellent
reeord for finding solutions to its own problems; He profeseed tolbelieve that:
the major impediments which NPIC fecedxwere beyond its control or influence.

He added that it was to this type of problem that most of his report was addressed.
It is scarcely likely that he would, thus, celculatedly have attempted to confuee
‘the Deputy Director of Central Intelligence, to whom the report was addressed.

If the reaction of the IG and his interpretation of what he found ‘tended to
be exculpatory, why was it feceived so enthusiaetically by Center critics? - How
did iﬁ serve so well as a basis for decisions that cleafly réflected a lack of
confidence in Center management? The answer liee in the interpfetatiop placed
en the facts. The IG, who.had just spent several months gathering -evidence

firsthand in NPIC, eaw Center problems through sympathetic eyes. Top Agency
officials, who were not so encumbered or-enlightened,,depending on one's point
vie&, did not. To them, the finished report_of the IG.was a source of raw mater-

ial for their analysis. As such, they found it highly uséful.
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. . cha
oriented. With one minor exception, the latter dealf\?#im;éégﬂfwith 1) the imbalance
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NPIC Problems and the IG's Reeommendations. NPIC problems identified by the

between collection capability, exploitation resources, and requirements, and 2) the

need for a complete systems approach in the design of photo reconnaissance systems.

‘Internal problems centered primarily around 1) automatic data processing, 2) research

" and development and’3) management and supervision. To solve these problems, the IG

made one or more recommendations, a total of 21 numbered items, some with several
parts.

Photographic Inputs, Requirements, and. Exploitation. The IG first called atten-

tion to the failure of COMOR to consider the exp101tat10n capacity at NPIC in deter—
mining the number and schedullng of m1551ons. He also pointed to the 1neff1c1ency
of using the same target list for collectlon and first-phase exploltatlon He spoke
of the need to establish a separate, select list of targets comprising those of
current and indications interest from the strategic threat point of view to serve
as the requirement for immediate (highest-priority) reporting.

To rectify these shortcomings, the IG recommended that . the DDI:

Prepare and submit through the CIA member of USIB a proposal for the establlsh-

ment of a USIB Committee on Exploitation (COMEX) whose function would be to

ensure a better correlation among collection capability, NPIC's production

capacity, and the requirements for photo intelligence. (No. la)

Recommend to the Chairman of the Committee on Exploitation that the Committee

give immediate attention to the task of establishing a priority list of first

phase readout requirements to be levied on NPIC for accomplishment. (No. 1b)

Several matters .concerning existing procedures at NPIC for proceee;ﬂg;feQuire-
ments and undertaking exploitation in response to them also engaged the attention

P if .
of the IG. For the most part, these related to in-depthidetailed)reporting, as

opposed to immediate reporting. The IG saw need for a'stronger management handein

- TOP SECRET
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#alidating requirements to be levied on the Center. He expected the COMEX to
‘_plaj a leading role in setting policy and eveh in selectively making decisions
regarding the acceptability of unusual'rédueséffor NPIC services,  He, therefore,
saw no further need for the NPIC Aé:bom_and reccmmended-fhat the Director, NPIC:
Abolish NPIC's Advisory Committee. (No. 2a)
{ | .. To provide a mechanism for identifying those caseé where the COMEX shéuld

‘participate, selectively, in the validation of requirements levied on the Center,

the IG recommended that the Director,‘NPIC:

Establish the policy that any photo interpretation requifement whose fulfill-
ment would call for an estimated commitment of NPIC man-hours in excess of a

~ prescribed maximum be referred to the USIB Committee on Exploitation for approval;
that the Director, NPIC, prescribe this maximum; that the maximum be flexible;
and that it be revised periodically to reflect current and anticipated NPIC
workloads. (No. 2b) : :

Having decided that the COMEX should exercise rather broad powersvin"approving
the types and, in some cases, the specific requirements to be levied on the Centéf,
the IG realized the need of COMEX for some qﬁantification of the existing NPIC
workload. He, therefore, recommended that the Director, NPIC? |

Submit to the Chairman of the USIB Conmittee on Exploitation quarterly reports

detailing NPIC's existing workload, including backlogged detailed projects, .

and estimating NPIC's capability to take_%n added work during the next quarter,

(No. 2c) ' | T

The IG observed that photo interpretérs were repeatediy interrupted in their
work on detailed reports, particularly as a result of the task force approach to
immediate exploitation. He also noted the repeated changes in scope of such projects,
particularly in response to reqﬁests to include the latest information on the subject
under investigatibn. It was evident to the IG that speedy completion of each de-
tailed reporting project, once it was commenced, was the best solution ot the problem.

He recalled that in the past.the Center had used the task-force approadh in working

>

[0p SECRE -
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(Page Twelve-B)

joint military service-CIA projects, though primarily for a different purpose. He.
reasoned that two or more interpreters should be able to'complete the job more
quickly than one, so he recommended that the Director, NPIC:

- Reinstitute the practice of assigning detailed projects to specifically created
task forces whenever the project is of such magnitude as to require approval
by the USIB Committee on Exploitation. (No. 2d) '

The IG took cognizance of a proposed revision of the exploitation cycle being
readied for Community approval by NPIC. It consisted in dividing the exploitation

cycle into three related phases, each of which, in turn, was subdivided into three

sub-phases. The Chief advantages of the proposal were that it established a phased

NPIC. Proposed National PI Exploitation Program, no date. (SECRET)

-

priérity in reporting, and that it provided a systems approach to the handling of
photographic inputs, thus coordinating in some degree the several classes of réquire-
ments associated with the complete exploitation of the material. Though the IG be-
. lieved this proposal likely to fall short of'whét was needed to realize substantial =
relief in coping with the chronic overburden of exploitation work under which the
E' ~ Center labored, hévthought even this limited ordering of the National Qorkload might
’ be more than the Community would accede to voiuntarily. He endorsed it as bettef
than the existing préétices. To provide against the possibility that the Community
v might rebuff the Center in its attempt to gain approval for.impleménting.the proposal,
the IG reCommended‘tgg{Fthe Director, NPICfﬁﬁat; J
If fhé proposed revision of the exploitation cycle fails to gain acceptance,
refer the proposal to the Committee on Exploitation for resolution by the
USIB. (No. 2e) '

The COMEX proposal was Very basic, in the view of the IG, to greater order and

‘control in the management of exploitation resources at the national level. It was

R D Corpry |
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also violent therapy.. Whereas the Centef had long recognizéd and agitated for. |
some joint consideration of collection and exploitation problems, it certainly

- had no intention of presenting outsiders the oppdrtunl /é ﬁ\e IG's proposal offered |
for committee interferénce in the management of NPIC. Moreover, the establishment
of a S§parate camittee invited rivalry between the proposed COMEX and COMOR. In |
‘'spite of these drawbacks the IG's proposal was a step 1r)the right direction. I; )'usf

needed more thought and reflnement before being adopted

| I&Vd’ o bt {M'V’]
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The Systems Approach to Photo Reconnaissance. In the course of his inves-

t1gat10n of NPIC, the I1G observed in depth the manlfold problems caused by the
failure of systems designers to understand the needs of photo interpreters and

- those supporting them -- particularly programmers and photogrammetrists. Most

\
‘important among these requ1rements ‘was the one for precise data on the attltude \V )

| " of the collectlon vehicle and 1ts position in space at the t1me of each photo-

graph. He found that the solution to this and other exploitation problems caused

[ | A by'design deficiencies in the three major collection systems, U-2, KH-4, and KH-7,

| ~ then being exploited at NPIC was one of retrofit, with its attendant inadequacies

" and limitations. S - !

If the design of coliection-systemsrhad such far reaching implications with

respect to photographic coverage, image Quality, date reduction, and mensuration,
how did it happen that NPIC permitted these deficiencies to develop? Here was
a responsibility that the IG laid seuarely en the shoulders of those managing
the collection effort in the Community. He found that in the one area where NPIC
was able to assume leadership, the Performanee Evaluation Teams which conducted
post mortems on the photography from.each recennaissance mission, the Center was

| -doing a good jeb. Cehtrariwiée, during the design and testing ehases of-new'

collection systems, participation by the Center had been rendered ineffective or

)

- impossible because ofAunilateral'management actions by the collectors, by the

T vagaries of committee actions, and by a paucity or absence of operational clearances

r for Center personnel. | |

| The IG considered»the}substantial elimination of exploitation problems caused
by-design deficienciee.one of the two most impertant goals resulting ftom his in-
vestigation, the other being the establishment of the COMEX His cr1t1cal concern

~ in this instance was based on the conviction that it was 1mperat1ve to achleve a

ﬂ?ﬁ Crenre
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breakthrough in the time neéded to exploit photography, if the Agency. were to
~avoid a rapid expansion in the allocation of personnel and funds for NPIC. He
further conciuded that any‘substantial decrease in the amount of time needed to
expioit a given amount of film dependéd on the further autoﬁation of photo inter-
pretation techniques. This, in turn, obviously required that those designing
" the collection systems work in close collaboration with NPIC to_maximiie thé
interpretability of the imagery and to ensure the‘sufficienCy,vaccuracy,.and

useability of the related technical data needed to automate exploitation..

To accomplish the desired iﬁtegration of effort in the designing and operation

.of photo reconnaissance systems, the IG recommended that the DDI:

- In collaboration with the Deputy Director for Science and Technology, prepare'

a proposal, for the DCI to submit to the Director, NRO, for an integrated
systems design program in photo reconnaissance; (No. 3a), and

Include, ds an essential element of the program, a provision for the ‘estab-
lishment for each reconnaissance systen ‘in existence or under development,

an NPIC design team (composed of photogrammetrists and computer programmers
as well as representatives of the NPIC Plans and Development Staff) to work
on a continuing basis with, and have direct access to, design specialists in
NRO and in contract manufacturing firms. (No. 3b) '

S LNIRED
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Automatic Data Processing. PursuE2F to~his-earlier recommendation (No. égg
: I : . ’
that NPIC participate in implementing\vigfproposed integrated systems desigp

progran (Recommendation No. 3a), the IG now recommended that the Director, NPIC: -
Establish for each reconnaissance system in existence or under development h
a design team composed of a representative of the Plans and Development
Staff, a photogrammetrist, and a computer programmer; that each systems
team work on a continuing basis with manufacturers-and with their opposites
in OSA of the DD/SET; and, subject to approval of Recommendation 3b, in the
NRO of the Department of Defense to develop maximum integration of collec-
~ tion and exploitation effort in reconnaissance. (No. 4d). '
b The IG found that most of the remaining ADP prbblems were either largely in-
~ ternal or -substantially within the control of the Center. Among them, were serious
problems in the management, staffing, and operation of the Information Procgséihgv
Division (IPD). By and large, however, he took the_posifion that the;iétté;"g -
problems stemmed from the joint effects of rapid growth and inadequate staffing,
that division management was: cognizant of'them'aqd was, takihg appropriate remedial
action, and that what IPD needed most was time to let the correctiVé measures
take effect. The IG did, however, recommend that:
| The Director, NPIC, provide the Information Processing Divisioh immediatély -
_ with sufficient increase in T/0 and accelerated recruitment to permit the
: ' inauguration of a fully-staffed, three-shift computer operation. (No. 4h)
The IG also discovered interface problems between NPIC computer personnel,
on the one hand, and Center plamners and intelligence production personnel on
' o . S-f'zh.-m ing s 07
the other. He diagnosed them aé\eonsisﬁghg~basically of“an inadequate under-
standing by 62? personnel and those whom they supported of each other's functions
A & ¢ ' '
and problemg\eaasedcb lack of satisfactory communications. These problems were
B ‘aggravated, as he saw theﬁ, by the youth and inexperience of a large majority of
IPD employees. To combat these difficulties the IG recommended that the Direétor,
NPIC: | |

A gy -
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Inaugurate a program of orientation of -plans and development staff, photo-
grametrists, and computer programmers in each others skills with partlcular
emphasis on the application of computers. (No. 4a)

Inaugurate for the purpose of breaking down group prejudices a series of
informal seminars in which specialists in programming and photogrammetry
present briefings and lead discussions setting forth their accomplishments
and their problems, e.g. with the UNIVAC equipment. (No. 4c)

Direct that all NPIC components requiring data processing services, or
under investigation for possible computer applications, supply in wr1t1ng
to the Information Processing Division all information requlred by pro-
grammers to execute their assignments. (No. 4b)

Direct the managements of all NPIC components concerned with mensuration,

“e.g. the Photo Analysis Group (PAG), the Photo Interpretation Division
_(PIDD, and the Technical Infoxmatlon Division (TID), to arrange intensive,
continuing orientation and utilization by their personnel of mensuration
equipment on line to the computer, to keep accurate records of such activ-
ity, and to ensure proper reporting of design limitations or malfunctions
encountered, in order to speed debugging and freezing of production models
for general use throughout the Center. (No. 4i)

In‘his interviews, the IG heard many ccmpleints about the poor service ren-

dered by UNIVAC. Accordingly, he recommended that the Dlrector NPIC:

Move aggressively in NPIC's relations with UNIVAC to demand and obtain
solutions for present-day difficulties with UNIVAC equipment and computer
programs and routines. (No. 4f)

The other two recommendations the IG made with reference to'ADP showed .

evidence of concern for the Center's ability to handle some of the broader aspects

\&1?’1_4 advicee o
of the ADP function without outside he pi T us, he recommended that the Dlrector,

NPIC:

Assemble a small board of computer system managers and senior programmers
from such firms as United Aircraft, Boeing, North American Aviation, and
Lockeed, and that appropriate NPIC personnel join with this board to review
policy and performance of the Information Processing Division on a quarterly
or more frequent basis. (No. 4e) :

Delay decision on the acquisition of a next generation of more powerful
equipment until current computer programs are performing:effectively and
until existing workload has been effectively streamlined, e.g.by sharp cut
back of the target brief workload. (No. 4g)

JTEP
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In the same vein, the IG recognized the pressure to subordinate NPIC

~ computer management to the Office of Computer Services (0CS). He concluded

~ that hard evidence on the merits of'this proposal was lacking. He did add;

ain IH

however, that NPIC should work closely with OCS in matter;\p rtorming to 1)

- personnel, job procedures, and performance evaluatlon, and 2) rﬂ}systems design

and the development of new equipment.

of/ﬁaf(
If the foregoing v1ews and recommenda%ibnS\als played some ambivalence

.concernlng the ability of NPIC to handle its ADP program, they also constituted

t

- a ﬁacit'admission of his own limitations to deal with the question definitively.

Whereas he professed to see the need for NPIC to have and retain control of its
Gmn computer facility and to believe that the Center was in the.process of working
out its own ADP problems, he couldn't resist the contrary urge to seek some
outside help. The‘proposal to involve thetCentervwith OCS was philosophically
attractive ;, but bound to be troublescme politically. Hls flat recommendation -

to déefer acqu151t10n of next generation ADP equipment was both ambiguous as to

the type of equipment meant and of doubtful competence in view of his own technical
limitations. His recommendation that a board of outsiders review the management
of IPD at frequent intervals was at best groping.

In sp1te of these limitations, his analyses and recommendations were to

prove useful, particularly in helping to speed the solutionfof problems involving

- personnel and operations. Even in the case of broader'questions concerning policy,

the major thrust of his findings was sound and helpful to senior Agency managers.
Thus, he did perceive the vital role of the computer fac111ty in Center operations,

and he d1d see correctly, even if with some reservatlons, that the Center had to .

control it.

ATFRE e
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Research and Development. The IG's observations led him to cbnclude that
NPIC labored under serious deficiencies in phofo interpretation equipment. He
conceded, however, that photo interpreters could get the job done with existing
equipment, but at the cost of lower productivity and greater rlsk of losing

fenilid, )
vital 1nformat10n. At the same time, it=is=impertant=tocnote=that he absolveﬁ
NPIC of responsibility for these deficiencies. He observed that NPIC had been .

L

~ successful in developihg many pieces of equipment, and that the Center had done

particularly well in equipping photogrammetrists and reproduction personnel,
including the photo laboratory. These<§§%?5oints of some significance, since
they demonstrate&%he confidence of the IG in the ability of NPIC to carry on

a successful research and development program. Indeed, his main cdmplaints

were that the NPIC program was too narrowly based and that it repeatedly suffered
from an inadequate allocation of personnel and funds. ’

Though he gave the Center credit for its successee, he did not find that the
NPIC RED program was ﬁithout faults. One of them involved the handllng of deneiup-
ment contracts. He noted that 13 persons were responsible for monltorlng over
100 contracts and requisitions whose value exceeded $13 million. The same 13
persons had many other assigned duties, rahging all the way from.coordiﬁating
joint development and procurement of eqdipment'in}the intelligence'Community to
testing and evaluating preadfboard models and production units. He commended
the contract monitors for what he characterized as.their remarkable job over the
years, and he expressed the opinion that any shortcomings in their work resuited
iéfgely from factors over thch they hadlittle influence. He endofsed the need'

for expansion, as provided in the Center five-year projection, but he questioned

??3 rff?f
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whether academic qualifications should not be raised for new personnel to handle
the larger and more sophisticated effort. To get more highly qualified candldates,
he pointed to the need for a higher grade structure and suggested that NPIC
might profit from the experience of the DDSET in assessing the question of grades.
To cope with the foregoing problems, the IG recommended that:
The Director, NPIC, give priority attention to assessing the skills needed
\ - - to fully meet NPIC's RED obligations to the intelligence community, and to
: seeking revision of the grade structure of the Plans and Development Staff
as necessary to attract personnel with the skills needed. (No. 5)
The IG observed a number of deficiencies in the management of the NPIC
; development program, a situation he charged primarily to a shortage of personnel.
1 Most serious among these was his contention that the Center was accustomed to
‘ accept technical proposals and approve them as specifications for the resulting
contracts. To correct this, he recommended that the Director, NPIC
' Begin now to build an improved capablllty to wrlte technical contract
specifications in house; and that contracts routinely spec1fy spare parts
| and technical manuals when appropriate. (No. 6a)
I .
y The IG characterized the testing and evaluation of equipment by Development
| Branch personnel as catch-as-catch can. He further raised the possibility that
g those involved in development might lack the objectivity needed to make an un-

biased evaluation" To remedy this situation, he recommerided that the’Director NPIC:

Divorce test and evaluation from the Plans and Development Staff and establish
it as a unit immediately subordinate to the Executive Director, NPIC. (No. 6b)

The IG observed that the Plans and Development Staff had recently instituted
a regular equipment maintenance program, but found it staffed by only two persons
from the Development Branch. He expressed the opinion that it should be expanded

and established as a separate branch. Accordingly, he recommended that the

20 DA ¥
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-~ Director, NPIC:
Remove the responsibility for equipment maintenance from the Development
Branch of the Plans and Development Staff and establish it as a separate
branch in the Plans and Development Staff with sufficient T/O positions
to fulfill the maintenance function adequately. (No. 6c)
D nd _ '
The IG reiterated his belief that NPIC R&D funds were adequate, particularly
| NoIC hait, 5 _ ‘
in view of the broad charte f’nndé% NSCID No.,§¢ for developing photo interpre-
_ tation equipment for the entire Intelligence Community. He pointed out that much
- development work undertaken by the Center could be brought to a successful con-
‘clusion only by exténdihg state-of-the-art frontiers. He deplored the necessity
of taking current operating expenses off the top of funds gfanted NPIC and
vallbcating to RED only what was left. He noted, however, the limitations imposed

by the number and capability of R&D peréonnel then occupying Plans and Development

positions, and stressed the need for recruitment of,additional qualified personnel.

as a prerequisite to the allocation of additional funds. Subject to this -condition,
he recommended that:

The Director, NPIC, press with senior Agency management the imperativeness
| of a stable and expanding R§D budget, and, having done so, establish and
|  enforce within NPIC a budgetting and staffing philosophy that assigns a
'  much higher priority to the requirements for research and development than
|
|

S §

has been possible in the past. (No. 7) |

Oﬁé final point was méde by the IG concerning NPIC R&D. He chided'the Center
for construing}its_responsibility for joint'development of equipment too nérrowly; 
He called particulafly for the Center to exercise greétef initiative in obtaining
‘participation by other Community members in the designing of equipment -- as |
opposed to the joint procﬁrement after i%<£§jéé§eloped. Hé endorsed the proposal
by the‘Plans-and'Development.Staff td establish a Committee for Photographic |
Equipment (COPE) and the.assignment df a full-time Executive Secretary. The IG

made no recommendation of his own on this subject. Presumably he considered the.

Center proposal adequate.

G2 |
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In any assessment of the IG's findings on Center RED, it would have to be
assumed that NPIC critics probably were far less forgiving of Center-shortcominge
than fhe IG. Thus, they would likely regard the IG's stress on the urgent need
fof the Director, NPIC, to assess the skills needed to meet fully the NPIC R§D
commitment as an indication, if true, of action long bverdue. Likewise, the
charge by the IG that techhical proposals were prone to evolve into contract
specifications, and his emphasis on the need to develop an in-house capability
to write such specifications almost certainly constituted prima facie evi&ence
in the minds of Center critics thaf NPIC control of the expenditure of RGD funds |

was far from adequate. Though it was, perhaps, not as significant as either of

the two foregoing p01nts, the low esteem with wh1ch the IG regarded the test and

evaluation of equipment submitted for acceptance at NPIC and the fact that he
recommended that the function be removed from the Plans and‘Development Staff

and placed under the Director's Office must have added to :any growing»deubts con-

~ cerning the management of NPIC research and development. The situation was further

aggravated when the IG suggested the need for more highly quallfxed candldates to
f111 new slots in an expanded Plans and Development Staff. Ié\is not a%ways
necessary to state a//rop051t10n dlrectly Put this way, the message, whether in-
tended or not, was easily deduced. |

In the face of a situation like this, it would indeed, be ﬁnlikely‘to expect
the early commitment of millions of add1t10nal dollars or the allocation of o

_sising NP 4D <ffertsy .
sharply‘increased man; power Whatever, the IG's personal convictions and in spite

of his earnest attempts to give the Center its due, his findings shouted over his

head. In short,:they boded the Center no good.
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Management and Supervision. The IG‘discovered serioﬁs problems in the
recruitmegt and training‘of Center personnel, in the use of overtime, and in
records management. He also discovered a whole host of management problems.
relating to the deployment and superﬁision of personnel as a result of the
joint nature of Center operétions. Of all the management and supervisory
problems, the letter were the most exacerbating.‘

'First and foremost among circumstances setting the stage for trouble was
‘the fact.thaf the Center was jointly staffedAby‘CIA and»DIAyperSOnnel, the

. latter mainly photo iﬁterpreters. Thoegh the Difector, NPIC, had functional
control over DIA personnel, he had ﬁbvadministrative control over them. For-
tunately, DIA chose to assign its ciﬁilian photo interpreters, who comprised
approximately 60% of the DIA contingent-in 1965, on a non-rotating basis. The
Director, NPIC, héd,no veice,thever, in the selection of DIA photo interpre-
ters assigned to ﬁPIQZ-and only a limited role in the seiection of DIA appointees
to key managerial p;;itions in the Center. | |

The situation with respect to CIA personnel was)perhaps even less satis-
factory, though in 1 this instance most of the difficulties were created by dec1-
sions made 19%he Center itself. The overriding fact of life here was the d11emma
of the Director, NPIC, in having responsibility for the management of both the
national center and a separate CIA.detachﬁent. Despife the fact that he and his
Executive Director were well_aware of distinctions between the two»organizations,
though perhaps less clearly‘cognizent of which CIA projects should be national |
and which departmental, they were never able to communicate these dlstlnct1ons,
ogfiﬁé need for them, in a manner comprehen51b1e to Agency customers or senior
Agency managers. This lack of understand1ng had caused them much trava11 since

F“%FJ @\r:
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the establishment of the Center, and it was to increas€ in the future.

The situation was'seriously aggravated by the organization in June 1963
of the Photographic Analysis Group (PAG), ﬁhere all national photo ihterpretation
was performed, ané?%he manner in which CIA photo interpreters were to be selectéd
and assigned to work theﬁﬁn. PAG had no T/0, only what the IG characterized as
an informal manning chart. All CfA photo interpreters.appeared on the Table of
-Organization for the Photographic Intelligence Division (PID), the CIA depart-
mental detachment. Agency photo interpreters were simplyrassigned on rotation,

e m ,mvél
one year at the outset and later two, to work in PAG.

The ramifications of this arrangement were just short of appalllng Thus,
CIA photo interpreters did not necessarily occupy the position in which they
were carried on the T/O. Some PID branth chiefs were temporarily:zassigned to
PAG, leaving their PID positions to be filled by'others who could only be
‘designated as acting. At the time of the IG's survey, he found that i¥=PID all
fou:bé;anches were being run by acting chlefs and acting deputles. In one case,
the acting branch chief was a GS-14 photo 1nterpreter occupying a non-supervisory 3
T/0 position. . In another, thetacting deputy was a GS-12 from well down in the B
T/0. The IG pointed out»that'an individual could be a supervisor ong year and
- not the next, and that the situation utterly precluded an orderly developﬁent
of managerial skills and advancement up through the supervisory:ranks.
If.the situation.was bad in PID, it was equaliy bad, or worse, in PAG,
- Agency photo 1nterpreters assigned on rotation to PAG found themselves at a
-disadvantage in deallng with DIA appointees who were a551gned there permanently

and more familiar with the operation of PAG. Worse yet, managers in CIA/PID

displayed a marked tendency toward the selection of new recruits or relatirely

|

\

} | . X - X bl | e P

! S s E:? Su-.:v Lda \\

- Declassified in Part - Sanitized Copy Approved for Release 2014/05/14 : CIA- RDP78BO5167A001800140003 8



' -, TRY o - v
Declassified in Part - Sanitized Copy Approved for Release 2014/05/14 CIA RDP78BO5167A001800140003 8

(Page Twenty- Four)

inexperienced photo interpreters for assignment to journeymen'positions in PAG.
Thus, the IG found at the time of his survey that whereas 69% of CIA photo in-
terpreters assigned to PAG were GS-10 and lower, only 1.6% of DIA civilians

fell ;in the same category. Indeed, this policy'of.Shortfterm rotation, with

its alleged deleterious effects on the quality of the national product, was a
J

- ) . ’p(/ |
bone i@%he throat of the Director, Defense Intelligence Agency. And hei?omplained

about it.

' Director, DIA. Letter to the Deputy Director of Central Intelligence,
5 January 1965 (SECRET)

e ‘ This policy of short-term rotation and lack of a PAG Table of Organizatioh
cOnfroqted management with profound problems in evaluating the pefformance of
individeal CIA ‘photo ihterpreters. To solve this, a procedure was estebiished '
whereby the supervisdrﬂ?ated_the’perforﬁance of the individﬁal dnAa 17-point
evaluation sheet. Thls evaluatlon was then reviewed by the PID career panel
whlch arrived at a consensus constituting the final evaluatlon. A person's

fitness“repbrt was,.thus, not the work of the supervisor who signed it. This

practice was a source'of bitter objections raised by many Agency photo interpreters.
To a11ev1ate these difficulties, the IG recommended that: |

The Director, NPIC, establish a , formal T/0 separate from that of CIA/PID,
to accommodate CIA personnel assigned to PAG for duty; that responsibility
for personnel administration of CIA employees assigned to PAG be trans-
ferred from Chief, CIA/PID, to the senior CIA officer in PAG. (No. 16)

The Director, NPIC, establish and enforce as long-term policy the concept
that CIA photo interpreters assigned to the national effort will have at
least one year's experience in CIA/PID before transfer to PAG. (No. 18)

The Director, NPIC, establish a system for managing rotation between CIA/PID
. and PAG along the 11nes of the Field/Réassignment Questionnaire. mechanlsm ‘
of the Clandestine Services. (No. 19)

The Dlrector, NPIC, direct that f1tness Treports be written by the immediate
supervisor; that the role of the PID Career Panel be confined to an ex post
facto rev1ew, and that uniformity in ratings be attalned by educating super-
visors in proper fitness reporting. (No. 12) ‘

} B - ARRRECIE
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There were two less profound difficulties related io the jointkmanning of
PAG that engaged the attention of the IG. One was the fact that, although neither .
CIA nor DIA had honored its commitment in filiing PAG poéitions, DIA hod come
muoh closef to doing so than the Agency. The IG expressed the opinion that CIA
was open to censure for its failure. He, therefore, recommended that:
The Director, NPIC, transfer £rom CIA/PID to PAG enough photo interpreters
to fill and ‘keep f111ed the CIA commitment to the national effort, even at
the expense of a short term degradat%n of the CIA departofntal effort. (No. 17)
The second of the two lesser difficulties concerned a d;facto favoritism in _
B work assignments. Second phase exp101tatlon 1nvolved a scan of the: entire mission
F ~ to identify new targets, to note changes in targets of secondary importance, and
‘ to index all targets imaged oh the photography. The resulting body of information

~was called the Mission Coverage Index McI). AThe MCI scan was a task almost uni-

versally disliked by photo interpreters. VThe IG noted that maoy DIA interpreters
assigned to the Scientific and Technical Division of PAG did not work on MCI teams.
He expressed the.opinion that all photo interpreters, regardiess of grade, experience,
% or personalvpfeference should share work on the MCI. To bring this about, he recom-
mended that:- | | |
The Director, NPIC, dlrect the Chlef PAG, to establish a policy of rotatlon k
of photo interpreters within PAG to achleve equitable sharing of first and
second phase scanning assignments and that this policy apply equally to CIA
and toJDIA photo interpreters. (No. 20)
| Though the IG observed well and diagnosed‘correctly the most serious among pro-
| | blems stemming from the two-hatted responsibility of the Director, NPIC, and the bi-
zarre measures taken by the Center>to exercise managerial control under the circumj
étaoces, his recommendations failed to bring about a comprehensive solution to the
problems. Nor, for that matter, did;anyoneuelse succeed in contiiving ah overall

‘solution. In the end the problems were 51mp1y eliminated by the dec151on to dlvorce

the management of the CIA detachment from that of NPIC.

T{;;’J Q’L; neT
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Turning tosome of the other manager1a1 problems the IG observed that
NPIC had been chronically understaffed He: attrubuted this condltlon partly
to a fallure by the Center to pursue its recruitment program as vigorously
or imeginatively as it should have. He cited, for example, the NPIC policy
of restricting the search for photo-interpreter trainees.largely tommales

with degrees in geology, geography, or forestry.~ He expressed doubt that

suitable interpreter trainees could be found only among those with earth science
‘backgrounds, and cited the testimony of the Foreign Technology Division of the
Air Force Systems Command, another organizétion with many photo interpreters, to
o “support his contention. The IG flatly accused NPIC of d15cr1m1nat1ng agalnst
women in its hiring. | To implement hlS conclusion, the IG recommended that the
Director, NPIC: |

Direct that the search for photo-interpreter trainees be Broadened to include

fields other than the earth sciences and that the search not be limited,

wittingly or unw1tt1ngly, to males (No. 10d)

More significant than the 1nterna1;policies of ‘NPIC in affecting recruitment
were circumstances largely beyond Center control. 'The IG noted the'disastrous
effect of the ce111ng freeze of 1964 on f1111ng NPIC vacancies after it was 11fted
He pointed to the competltlve 1nadequacy of the Center grades in scarce labor
markets. He spoke of the_unwillingness of mathematicians and computer programmeré

~ to wait for security clearances, and cited:the fact thet not one of the experienced
o v.computer programmers put in orocess%by NPIC during the previous year had actually
entered on duty° To ameliorate these difficuities,'the IG recommended that the
Director, VNPIC | | | |
Seek authorlzatlon from the Director of Personnel to establish certain posi-
tions in NPIC under the Scientific Pay Schedule, including reserve appoint-
ments if appropriate, in order to attract experlenced hlghly qualified

personnel, particularly for work in the Technical Intelllegnce and Information
Processing Divisions and in the Plans and Development Staff. - (No. 10a)

v
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| Request the D1rector of Personnel to expedite approval of NPIC's proposal
o , for establishing certain photogrammetrlst p051t10ns under the GSS pay
schedule [a special pay category for scientists and engineers]. (No. 10b)
Initiate a concerted recruitment drive patterned after that of the Office
of Scientific Intelligence to fill existing vacancies in the NPIC T/O.
The recruitment effort should be monitored by the Executive Director, NPIC,
| and weekly progress reports, by Division, should be submitted to hin. The
effort should combine a dragnet approach 1nvolv1ng Agency recruiters and
- a r1f11ng appreach directly involving several senior NPIC officers. (No. 10c)
Better orlentatlon of new personnel and a broader program of training were
needed, according to the IG. In the case_of training, he expressed the opinion
‘that all intelligence specialists who utilized photographic evidence should have
some orientation in its use. Though the Office of Training offered such a course,
which the IG suggested should be revised so as to focus more sharply on NPIC,
it had not been scheduled in over a year for lack of candidates. To overcome
these defects, the IG recoomended that the Deputy Director for Inte111gnece
Direct the Director, NPIC‘\en/eollaboratlon with the Office of Training to.
develop basic orientation and refresher courses in the uses of photography
in intelligence analysis; and (No. 9a)
}1 : Inaugurate a program within the intelligence directorate which would require
| all cleared analysts to receive such training on a scheduled basis and en-
; courage the participation of Cleared intelligence officers from other direc-
o -torates. (No. 9b) ~
Another aspect of training in whlch the IG showed 1nterest was the orlenta- .
tion of new employees. He observed that NPIC had made what he characterized as
substantlal progress in thls area since the 1962 survey, but he said that it had
e Corimran
-not gone far enough. He reported that one of th eeeeeesézzomplalnts he heard
from new employees was the length of time it took to become familiar with the
functions and physical location of others in the organization and how to obtain
.needed support. The IG therefore, recommended that:

The Director, NPIC expand the internal orientation course materlally,
perhaps to a "full week in length. (No. 13)

/ VJ L;.‘u d ey \

Declassified in Part - Sanitized Copy Approved for Release 2014/05/14 : CIA-RDP78B05167A001800140003-8 -




A P

*

Declassified in Part - Sanitized Copy Approved for Release 2014/05/14 : CIA-RDP78BO5167AOO18001400('_)37-8

Declassified in Part - Sanitized Copy Approved for Release 2014’1/05/14 : CIA-RDP78BO5167A00178OO14OOQ3-8

LRl weo 0 T HAPER
- (Page. Twenty-Eight)

With reference to the recruitment of personnel in scarce categories, the
IG pointed out that many such persons were already eam.in.g> more than NPIC could
afford to pay, and that colleges did not even offer training in some of the
specific skills desired. He concluded that NPIC would have to underwrite the
t_réining of people with these skills through Agency-fihanced external trainilng.'_
He ﬁ’\ndorsed the development of a cooperative tra_iﬁing program in which NPIC
would finance‘ part of a student's education in return for a commitment to work
for the Center. Accordingly, the IG recommended that:

The Director, NPIC, initiate a phased program fbr training pex:sonnel in

skills that are not now on the market at prices NPIC can afford to Pay;

and that he give consideration to developing a cooperative program at the

undergraduate level. (No. 14) :

In a somewhat different vein, the IG noted that 'NPIC had never succeeded.

in having one of its candidates nominated for attendance at the National or

Service War Colleges. He added, mxj,eﬁver, that he knew of no ether Agency -

‘component that was a§ deeply or continuously involved with the military as NPIC,

He concluded that the Agency wa$ remiss in failing to capitalize on such an

opportunity, and he asserted that many senior NPIC officers were well ablrg""to

| :epresent the Agency creditably. He, therefore, recommended that:

The Deputy Director for Intelligence request the Chaifman of the Training
Selection Board to give due consideration to the nature of NPIC's respon-
sibilities, its extensive involvement with the military, and its contri-
bution to the total national intelligence effort, in the selection of
nominees for the senior war colleges. (No. 15) : '

Another management problem in NPIC involved overtime. The IG observed that

use of overtime by the Center was excessive and chronic. He noted that working
: | ﬁvéh days @ wek/ v
one or two twelve-hour days a week and seven-day-weeks for weeks in succession

were not uncommon among NPIC employees. 'He stated that such burdens, which

tended to fall umequally on the more compevtent and experienced personnel, not

102 8000
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only adversely affected the health of the employee and his family obligations,
but also lowered his productivity while at the-same time increasinébthe risk

of error. He pointed out that, in response to Agency pressure to reduce over-
time costs, the Center had adopted the policy of no overtime pay for CIA super- .
visors.r In addition, according to Agency regulations, CIA employees in grades
GS-11 and above were obliged to contribute the f1rst eight hours of overtime |
each week even though the work was directed. At the sane>1ax§g/khe IG pointed
out that DIA civilians, with whom Agency personnel worked shoulder-to-shoulder,
were paid for all overtime, regardless of grade of position,

He expressed the wish that he could recommend the substantial eliminafion
of overtime in NPIC, but admitted this was unrealistic in view of the lack of
control by NPIC of film inputs, and the.resulting requirements. He concluded
that it was time to begin paying for the work reeuired. The queStion_was how'

. to do it. He noted the unsuccessful attempt by NPIC>to Haﬁe Center positions
~designated as productlon p051t10ns thereby automatlcally authorizing the payment
for all overtime. He, therefore, proposed that NPIC be exempted from Agency
regulat1ons by recommending that:

The Deputy Director for Intelllgence seek approval for payment of all over-

time directed and worked by CIA employees assigned to NPIC, without regard

to grade or position and without regard to contrary CIA regulatlons-*subject

pnly to the statuatory limitations. (No. 11)

A final management problem identified by the IG involved the Storagevof
rapidly mounting quantities of roll film. He pointed, for example, to the fact
that suchkholdings had nearly doubled during the previous calendar year, and that
‘the NPIC record hoidings-elargely'film--constitutedthe second largest in the

Agency, second only to those in the Office of Central Reference. He asserted
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that NPIC was -slow to face up to the proBiém, but acknowledged that the Center
had obtained an experienced records management officer in April 1965. The IG
expressed serious doﬁbts of the need for NPIC-to'retain on file copies of all
photography, and expressed fhe hépe that development of the film chip program
might hasten a decision to discard selectively some of the roll film. Though
he conceded tﬁ;t it was too early for the new records management officer to’
‘reach any judgments the IG himself recommended thai: |

The Director, NPIC, initiate a phared program of reducing roll film hold-

ings by dlscard1ng film that is repeatedly duplicated by more recent cover-

age and which is revealed by NPIC film control records to be not of contin-
uing intelligence interest. (No. 21) :

In view of subsequent changes in the management of NPIC, it is worth padéing
| to get the IG's findings on the wﬁole range of management problemsvinto perspec;
tive. Did they clearly demonstrate the*culpability of managemént within NPIC?
Of the DDI as Executive Agent for the DCI? Or both?

For the PID/PAG mess and all 1ts ramifications, the Center had to accept a
major share of the blame. Much of the trouble that derived from ;t could have
been avoided, if the Center had made a moré decisive distihction>befween»PIb énq;ﬁf
PAG, and had operated them as separate entities. The provision of a PAG TAble
of Organization would have sef the stage for unequivocal job asSignments and made
clear the available routes for career advancement. It would have precluded the
nightmare of rotation and aVerted-DIA concern over its effect oﬁVCenter products.
It would have 6§Xiated the need to meddle with the_normal preparation of fitnes§
reports and the resulting controversy. And it should have eliminated the oppor-
‘tunity for CIAV@HE)managefs to manipulate assignment of CIA photo interpreters to
the detriment of PAG and to the advantage of CIA/PID. |

Such a clear-cut distinction should also have set the stage for an improvement

VAR

Declassified in Part - Sanitized Copy Approved for Release 2014/05/14 : CIA-RDP78805167A001800140003-8 o




o i s o i st S P e o s ¥ o 2 e e e . USSR U [ Lt ke S & AUt ok 4 s G5 et R s e e - b

Declassmed in Part - Sanitized Copy Approved for Release 2014/05/14 : CIA- RDP78805167A001800140003 8 '

TSN A AT
'E”‘"J ke
" VRSN

(Page,Thlrty ne)

in the handling of requirements and a better understanding of the difference
between the national center and the CIA detachment. As it was, PID served as both
the,funhel through whiéh all CIA requirements came into the Center and the screen
which separated those which=weze to Be designeted hational.yﬁb those to be
treated as departmental. ‘This practice placed strong temptation in the hands of
CIA/PID in making decisions assta whether a given requirement should be regarded
_as»nationai, in which c¢ase it went to PAG, or depaftmental and stayed in PID.

Moreover, to have required that the distinction be made before the requirement

reached NPIC would have demanded an awareness on the part of Agency analytlcal
components of the d1fference between the national and departmental efforts, :
somethlng that top NPIC management sought in vain to encourage. All of this
could have been done by or at the initiative of Center managers*—including, as
a last resort, a proposal to establish the CIA detachment as a separate entity
reporting directly to the DDI.

The next most troublesome issue on which the IG made recommendations was

overtime. The degree to which thls was an issue either. externally, w1th senior

S 4

Agency execut1ves, or internally, with overworked employees who were not belng
paid for some of the work they were required to do, was a function of the amount
of overtime.. If the overtime were reduced substantially the issue would become
a small one, whether in dollar;\gg/in the magnitude of employee dissatisfaction,
(It should be‘realized,'however, that some loved it, in spite of pious protests,:
for the added income it provided.) The IG profef%ed to believe that.excessive
‘overtime'couldhft be avoided. Later events were to prove that this was not the
case. In the fall of 1966, under the same managers, the Center was to prove that

overtime could be reduced without crippling production, though with some reduction

and delay in services. To this extent, at least, the Center missed an opportunity
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to take positive action at an earlier date, when it Qould have been more re-
assuring to top Agency officials.

The delingﬁency in meeting the Agency.commitment in the staffing of PAG
and the elimination of favoritism in assigning_photo interpreters to the mission
scan were wholly withih the ability and authority of NPIC to solve, but it is
doubtful that.thesevwere issues of such moment as to call for drastic action
from outside the'Center.‘ The same was true of the mounting volume of roll film,

As far as obtaining enough people to do the work was concerned, the major
issue was getting an adequate and stable T/O. Discounting thevimpachifregular

substantial increases in the T/O coupled with periodic ¢apmiziems ceiling freezes,

the Center could stand on its record. Whether to give preferential consideration"
to male candidates with earth science backgrounds or not was an issue of no major .
proportions. And the Center could scarcely have been charged with a failure to .

plead for more competitive grades,,lncludlng those on the GSS scale. It could

likewise hardly be charged with- the 1nterm1qkp1e delays in clearlng job candidates |
or in failing to try to do something about it.’ :These were all matters in which
higher authority, whether at the DDI level or %ﬁove, had to shoulder a major

share of the criticism.

B e e e

In matters of orientation and training, the record of the Centef ﬁas basicaliy
good. Oﬁly in one instance, the further elaboration of the:orientation course
for new Center employees wae there some lack of Center initiative, but.even in
this case it was partly a questlon of judgment.

As far as the orientation of Agency analysts in the capagg;11tes and 11m1£a-;
V o tlons of photographic ev1dence, ‘the Center had done much througche years. If

0 ~ analysts were reluctant to attend, the Center could do little about it. As far

V : - Z T:\JJ L&‘\"“' = - -
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as external training; including the selective funding of training for specialists,
was concerned, the Center had 'taken\sgmﬂ%/initiative and/-Eucceeded in establishing
some precedents-. Whether louder hollering would h‘ave‘ ?roduced better results or-
mereiy greater resistance is a moot'ciuestion. And no one. could accuse the Center
of failing: to advance candidates for the National or Serv1ce War Colleges. Here 7

. wWas a case where the Center was unsuccessfl,\l%’%/ckmg the entrenched p051t10r/1€ of
older Agency components with better Headquarters connections. In all the foregomg
tram:mg matters the Center was essentlally up against the wall;. any- movement could

only be achleved with the help of higher authorlty. ,

Ground Photography. One other subJect caught the attention of the IG 'inj the
course of his 1965 survey. It was hand-‘held, ground photography. His interest |
in this was stimulated by complaints that he heard in Headquarters inter\riews
concernmg the competence of NPIC to exp101t this type of photography. He de:t-era-
m;g;l that the criticism all apparently stemmed from one. embarrassmg incident
in which the Agency,using a measurement made by NPIC, mlssed the length of a
Soviet ICBM by 15 feet whereas DIA published the correct figure. \

The explanation was simple enough._ The .correct DIA measurement was provided-dl
by the Foreign Technology Division (FID) of the Air Force Systems Command and -
was made from the original gr‘;de/photography, for which all the parameters needed
in mensuration were available. The Center measurement was based on news service
wire photos which included no object of known dimensions. Using the best technique
for establishing scale, the NPIC analysts made an assumption about the identity
of the prime mover on which the ICBM was placed. Unfortunately, the assumption
-proved to be 'incorrect, and so was the scale ascribed to the photo. Thus, the

incident did not reveal a lack of technical competence at NPIC in mensuration

procedures. Indeed, in another similar instance where Center and FID analysts

/103 e
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used, respectively, wire service photos and original attache photography, NPIC
gﬁalySts produced a measurement that provedito be correct whereas FID analysts
missed it by eight'feet. In the latter case, however, the photos used by NPIC
included an object whose size was ﬁnequivocally known. The error'madeAby NPIC
in the firse case citeﬁ was one of judgment in interpretation. This, of course;
was damaging enoughze |
The IG noted that circumstances in recent years had caused NPIC to become
fpreoccupied with the exploitation of_overhead photography,Aand that there
appeared to be too little coordination in the Intelligence Community of the ex-
,ploitationfof ground photography. He noted that this had not always been the |
ease He p01nted out that in 1954 and 1955, before the days of the U-2, the man
who later became the Director, NPIC, took the initiative in establlshlng a Joint
Wbrklng Group on Intelligence Ground Photography, and that he became chairman
of the group. -He also observed thaf the work of this group so impressed the
Joint Chiefs of Staff that they requested permission to charter it as a sub-
committee of the JCS Photographic and Survey Section. The IG poinfed out that \
thls group was one of the victims of the rearrangement of people and functions
that folleowed the establlshment of DIA and that the group had been 1nact1ve for
~at least two years.,
The IG noted some brighter signs. He pointed to the recent publication by

NPIC.ofFa manual on ground photography for use throughout the Community. He noted

NPIC. Collection and Field Mensuration Techniques for Ground Photographs,
no date [but dlssemmated in April 1965]. (Condidential)

the plan by NPIC to schedule an in-house course on ground photography to be taught
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on contract by a leading photogrammetrist. He further noted the success of the
Cente} in gaining access to and participating jointly with FID in the éxploitation
of more recént Moscow parade photography. o |

Past successes, later difficulties, and recent productive NPIC efforts in
Coordinatihg the collection and exploitation of ground phOtography led the IGP
to.récommed that: | | |

The Director, NPIC, take the lead in reestabiishing the Joint Working Group

on Intelligence Ground Photography as a mechanism for coordinating community

efforts in ground photography and for the exchange of information in related

fields. (No. 8) | , s

That the specific problem relating fo'the exploitation of ground photography
hurt the Center out of>all"prpportion to the importance of the single mistake
cannot be doubted. Since the erroneous measurement was uséd_by Agéncy analysts
and published in the Central Intelligenée Builetin, CIA, as well as NPIC, suffered
acute embarrassment. Moreover, undér‘the circumstances, it involved Agency
éxecutives up through-fhe highest level. Clearly, the NPIC error far overshadowed
_the mitigatiﬁg ciraumstances in the minds of Headquarters peféonnel. At the |
Mé;ﬁevtime, the IG found ample evidénce to confirm past successes and current
initiative_by NPIC in meéting the problem. o

THE “EYES ONLY" SUPPLEMENT

The June 1965 report by the IG of his survey of NPIC was supplemented by

. in
a memo covering three items deemed inappropriate for inclusion/the main report.

Inspector General. BYE 40694-65/2, Supplement to the Inspector General's

1965 Report of Survey of NPIC, 21 June 1965. (TOP SECRET/IDEALIST/TACKLE/EYES
ONLY -- Handle via BYEMAN Control System Only) : _ o

 They were: 1) the_position of NPIC with respect to the CIAvorganization; 2)

possible need for revision of NSCID No. 8; and 3) the roleldf NPIC in time of

war.
_ - o SRR - .
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Position of NPIC. ~The IG recalled the national character or NPIC

| and pointed out that CIA would be open to criticism should the Agency treat

’ the Center like any other line componeot in the;compefition for funds and |
people. One means for enhancing the competitive position of NPIC would be
to change its position with reference to the CIA organizational structure.

~ The IG noted ehat'the possibility of such a change was considered at the
time of the previeas IG survey, in 1962, but thaf it was rejected in favor

of leaving NPIC under the DDI. The reason given was. the fact that the DDI,

Ray S. Cline, was then but newly appointedland it was judged desirable to let -
him study the problem and make his own'recommendations._ ‘
In 1965, the IG reconsiciered the subordination of NPIC. He said four
- alternatives were diecussed: 1) establishing NPIC as a separate entity re-
porting directly to the DCI; 2) establishing it as a CIA;directorate; coequal
with the others; 3)'tfahsferring iﬁ,to the DDS§T; and 4) 1eaviﬁg it under the
- _ :
- The IG recommended that NPIC remain under the DDI. He rejecte& the first

two alternatives as too burdensome to the DCI and DDCI whom, he belleved

were already heav11y taxed W1th existing respon51b111t1es.v He concedeq, however,
that either of these arrangements would improve the competltiVe'posifion of the
Center'in.securing funds,and peopie. He wés opposed however, to making or-
gan1zat10nal changes to overcome problems arlslng, as he saw it, "largely from
(ﬁ a failure in commun1cat10ns."4££1ther of these alternatlves would certainly have
been attractive to the Center ‘the first because it represented the ultimate in

the organlzatlonal elaboratlon of Center operatlons and the second because it
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nas at least a step onithe road to the same goal. Though the IG made no
mention of high-ievel deliberations on this point in his memo, there is littie
doubt that they took place. There can likewise be little doubt that the DCf
and DDCI were as dlslnterested in enhancing the compet1t1ve pos1t10n of NPIC
in the face of grow1ng reservations about the control of its Operatlon as they f
were unw1111ng to assume direct responsibility for dealing with emerging pro-
blems in managing the Center.

The poss1b111ty of replacing the DDI with the DDST as Executive Agent
for the DCI in overseelng management of the Center was an intriguing alternative.
The IG p01nted out that in matters of "techn1ca1 support™ the Center was more
closely allied to the DDSET than to the DDI. He should have added more. Not
enly would there presumably be a smoother and better integrated effort between
collectlons system de51gners and those engaged in PI exploitation, but- competl-
tion of NPIC and ORD for control of research and development could have been
e11m1nated More than that, much of the Center output, partlcularly as related
to 1nsta11at10ns in the strateglc threat category, was even more directly re-
lated to work being done in FMSAC or OSI than in the DDI area. This was par-

ticularly true of third-phase (""detailed') studies. A more general and less

s |

Decla33|f|ed in Part - Sanitized Copy Approved for Release 2014/05/14 CIA-RDP78B05167A001800140003-8

tangible factor favoring such a change was the decidedly “technical" orientation

of the Center.
Undoubtedly NPIC and 1ts activities would have been more thoroughly under-
X f’ /7' 1efort g ers IR lyl e—-w/
stood by the DDS&IJ néwpcrhaps fzhere£ereﬂ=been~mere—susceptab& the kind
of perceptlve support and gu1dance needed to achieve greater effectlveness 1n !
its management Though thlS alternative “is an exceedingly tempting one to en--

L

tertain and lament as a dream of what might have been, 1t is doubtful that it
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was attractive to the Center at that time. The problem was one of personali-
ties. Albert D. Wheelon, who was the DDSET, was young, extremely aggressive,

and insensitive to the feelings of others. For this reason alone, if for no
otheij the Center would probably have been less than enthusiastic over the
prospect of 301n1no the DDSET. 1In any case, the IG made his decision on other
grounds. He saw no easing of the major problem, the NPIC workloéd, as a re-

sult of such a transfer, and he said that the DDSET was as already as busy as .
the bDI. Yet,'éf the problem oflpersonalities could have been overcome -- and

it later proved to have been a transient one -- the transfer to the DDSET should
have been a very aftractive one for the Center. Though there would probably

have been cries of angulsh in the DDI for loss of a very useful handmaiden, the
change»mlght ﬁ:Ve been an exc1t1ng and productive one for the Agency. Dramatic
change seemed inevitable. Transfer to the DDSET would likely have produced

far more ”ﬂap”“lé%&vé’p&g%é%é%§2%§§é§%%;;no the NPIC problem as well as strength-,
enééf%ie ‘technical capablllty of one of the most productive and important pro-

ducers of hard intelligence information.

Revision of NSCID No. 8. The IG observed that NSCID No. 8 authorlzed NPIC

only to exploit photography. Slnce its adoption, other sensors, most netably

.. . s e 50X1
radar, were producing imagery of potential significance from a

strategic intelligence point of view. The IG further pointed out that there
were élready signs of incursions on what should propériy be regarded as the re-
sponsibilities of a national imagery exploitation center, and cited the SAC

facility at Beale Air Force Base, California to handle the multisensor inputs

from the SR-71 and the abortive attempt by the DDSET to exploit the January 1965

In the lat§%P(1

- 3 —"-lt
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case, as the IG noted, NPIC had'to step in and do most of the analysis. The

IG mentloned the p0551b111ty that the DCI might like to initiate early action
Sb«!NSCID No. 8 so as to make NPIC responsible for interpreting products

of all image-forming sensors in response to national requirements. This sugges-

tion apparently fell onrdeaf ears. ' It is doubtful that the DCI or anyoﬁe else

in higher authority was interested in either facing the risks involved in tam-

- pering the NSCID or in expanding the legal responsibilities of a component that
was already suffering acutely from an overload of work with which it was unable

to cope.

Wartime Role of NPIC. Although NSCID No. 8 provided that administrative

control of NPIC would be transferred to the Department of Defense in time of Qar,'

. the details of when and how to accomplish the transfer were never settled. The

IG called attention to the letter of 2 October 1963 from the Deputy Secretary

of Defense, Roswell L. Gilpatric, to John:As McCone, the DCI.. In his letter,

Deputy Secretary of Defense. TS 188384, [Wartime Role of NPIC and Problem .
of a Smooth Transfer of Control over NPIC to Department of Defense in Case of War],
2 October 1963. (TOP SECRET)

Gilpatric stressed the need for a plan to transfer NPIC administration to the
Department of Defense before the actual commencement of hostilities in view of

the important role that NPIC would play in time of war. He suggested that repré-

sentatives of the Secretary of Defense and the Director of Central Intelligence

meet an an early date to develop a plan for the tran51t10na1 phase. He‘designatéd
the Director, Defense Intelllgence Agency as hlS representatlve

McCone, who was no man to be 1nt1m1dated by such pressure, responded on
25 October 1965 fhat he wés already engaged in a broad review of emergency and

war plans as they applied to the Intelligence Community, and particularly to CIA.

-4

- DCI. TS 188384-A, [Response}to Letter from the Deputy Secretary of Defense
Concerning the Transfer of NPIC to DOD in Wartime}, 25 October 1963. (TOP SECRET)

e U o NI
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He'ﬂaid that this study, which might affect his views on the transfer, should
be completed by the end of 1963. He informed Gilpatric that he would be in
- touch with him at a later date, when he, McCone, had determined "to my own

satisfaction just what the arrangements should be for the intelligence community
at the national level.” | ’

N The IG said thaE% although the question had lain dormént since late 1963,
it was unlikely the DOD had forgotten it. He suggested that it be referred to
the Deputy to the DCI for National Intelligence Programs Evaluatioﬁ. In épite
of the foregoing'recommendation, this maiter remained unresolved. It is likely
that here was another case where the risk of sitting tight was preferable to the
hazards. of reopening considération of a previously insoluble problem.

This, then, was the state of NPICVip June 1965 as seen through the eyes
of the IG. His‘report was directed to the DDCI. It contained itemized recommen-

dations for action by both the DDI and the Director, NPIC. Normally 60'days were

- allowed for the Deputy Director involved to respond, indicating those recommenda- '

tions in which he concurred and those in which he did not. /jimmizunuldwxheanesponses

< - o
- b&2 ~“Who would take the initiative? With what degree of urgency would he. act? -

What would be the responses? Would they indicate who was going to assume a leader- |
ship role, whether the decisions were going to come from the top down or from the
bottom up? As it turned out the speed of response, thopgh not of the final de-
cision making, and the apparent determination of top management to assume control

were to provide a few surprises for those inured to the pervasive lethargy of

bureaucracy.
. «
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CHAPTER 2~

REACTIONS TO THE IG REPORT

The IG report begot two somewhat different, though‘not unrelated, reactions,
each reflecting a difference in point of view. One was the Considered, item-
by-item response to specific recommendations, eithef accepting or rejecting them;
The other was the broader view, in this case the question of how to go about

. solving the "NPIC Problem." Predictably, the latter wes the view taken By the
DDCI. In the nature of things the Center, and, to some extenf, the DDI had to
| | pay attention to details, though the extent to which either could exert any

effective leadership depended on whether or not they, too, could address them-

selves to the broader problem and suggést approaches -or produce a plan, albeit

not the NPIC five-year plan, 'ac'ceptable,fo higher authority. As it turned out,
both NPIC and fhe DDI failed, the latter becapse he could do no more than endorse .
the proposals of others, and the Center because it was unable either to perceive,
or, having perceived, to accept the ill-defined const}teints which highef authority

was struggling to bring into focus. ’ : _ ' o

o . ‘5:3? %L‘m“’a |
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REACTION OF THE DDCI ¢~

First to respond was the DDCI. The man who staffed out his response was

|
|
|

E. H. Knoche. If the IG report was the fifst to define the "NPIC problem" in

. /A -
terms acceptable to senior Agency executives and therebxastart the ae%%an,[fvzn»uﬁa

E. H. Knoche, more than any other, was the man who shaped up the solution. His
first assessment of the problem, based largely on the IG report and his personal
~ knowledge of the Center, was nothlng less than prophetlc,

“‘an:‘(
E. H. Knoche. E. H. ‘Kﬁdiﬂ;_was no stranger to the Center and its operation.

This is a fact that should be clearly undérstood, lest it be assumed that thé
assessment prepared for.the DDCI was merély a competent and persuasive piece of
staff work. Knoche, who came to the Agency froﬁ'NSA, entered on duty 1 November
1953, He was first assigned to OCI. Iﬂ early 1956; hehy?s'named to work on
the Ad Hoc.Reqdirements Committee, whose task it was to develop target coverage
4 réquirements for the upt;:orning U-2 photo reconnaissance fli’ghts. In June of that
year he was sent to Wéisﬁaéen to ensure that plans for COMINT support of U-2 flights
were adequate and in a state of reédiness. In that year he was also'designated
-fhe first OCI TALENT Control Officer. | | .
Nor Qere all his contacts as peripheral as thisvor confined to thé collecfion
side of the AQUATONE project. ﬁuring the 1956 Suez Crisis, Knoche served on the
f PARAMOUNT Committee and functioned, in_effect, as its executive secretary. This
not only brought him into the Steuart Building, where the Committee met, but it
also gave him first-hand experience in the production of all-source inteliigénée'
»utiliiing information from U-2 photography, communications intercepts,.and clandes-

tine observers;

A _wj :
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}
| By the early 1960's, Knoche had been identified as one of the brightfyouhg
l men in the Agency and was assigned to the staff of John A. McCone, then the DCI.

At that time, information derived solely from photography was in its heyday.

Almost every satelllte mission led to spectacular discoveries, particularly those
related to the Sov1et strategic threat. Knoche was kept busy satisfying McCone' s
~ insatiable curiosity about the schedule for or success of a current mission. Once
the'photography arrived, he was in touch with NPIC about the progress of exploita-
;ion,or arranging for the Director, NPIC,to brief McCone. In October 1962, offensive
missiles were discovered in Cuba. Knoche found himself in the thick of that acﬁion,

~and he'gained further,exposure to the reactions, at the highest levels, between
photo derived information and that from other sources in the production of finished
ihtelligence. Or, at times, he saw the lack of any such interaction. These ex-
periences certainly did not leave Knoche unfamiliar wit@&he work of NPIC. Nor did
they leave him without vivid impressiohs of the rolerphotograbhy was playing in the
production of intelligence, or of the role he thouglit it should play.

" In June 1965, Knoche was Executive Assistant to the bDCI, Richard Helms. Con-
sidering Knoche's iong, if someWhat-ihtermitfent; associatioﬁrwieh the-Cehter, it
is not surprising that Helms handed him the IG report and the NPIC Wh1te Paper with
the request that he study them and report on ‘his views and recommendatlons The |
only guidance Helms gave him was the admonition that the Agency had neither the
manpower nor the funds to support the level'of'operatiqns projected by NPIC. The

urgency with which the DDCI viewed the matter is suggested.by the date of Knoche's

Knoche, E. H., [Taped 1nterv1ew] Recollection of Association with NPIC,
/30 October 1969. (TOP SECRET--Handle via BYEMAN Control System Only)

responSe, 2 July 1965, prec1sely two weeks after the transmittal by the IG of his

report.

Ty TN
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Knoche's Response. In his response to Helms, Knoche dissmissed the NPIC

White Paper as not worth much of Helms' time. On the other hand, he spoke

_Knoche, E. H. (Executive Registry 65- 7703) Memorandum for the DDCI, [Views
and Recommendatlons on the IG Report and NPIC Whlte Paper], 2 July 1965 (SECRET--
EYES ONLY) -

enthusiastically of the IG réport and urged that Helms read it in its entirety,
primarily, Knoche said, because he was convinced that,."...special measures in
meeting the recommendations are reduired,to get this problem under control." He

- added that, "...read in its entirety, the IG report adds up to me to be a strong )
50X1

] 50X 1

however, to point out that Arthur C. Lundahl was "...truly a unique national asset

and.. v1rtually 1rrep1acab1e " He added that it was '"'essential" that Lundahl remaln

as D1rector, NPIC. = Knoche also sald that he saw no real alternatlve at that tlme
to the subordlnatlon of - NPIC to the DDI. ‘These two remarks weréﬁto be prophetlc.
Lo Following this introduction, Knoche addressed himself to a discussion of maJor
f issues raised by the IG. He'spok¢ first of the manpower crisis, but he questioned
the validity of the NPIC projections, to which the IG had given a qualified en-
“dorsement. He believed that a substantial downward revision was possible, and
based his'bpinionﬁon the following: 1) the prospect of providing a '"hard- nosed"
mechanism for screenlng NPIC requlrements, 2) the hope that oncomlng higher-resolu-

tion photography would be susceptible to more, not less, rapid exp101tat10n and

Q- 3 C” T
ﬁ' / Eui it
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3) the assumption that COMOR and USIB could be more Selective inlidentifyihg
ﬁigh-priority targets. | ~ | ‘

‘Knoche turned next to the IG's prooosal for a COMEX. He discounted the
wisdom of setting up a separate USIB committee for exploitation because he felt
that‘it and the COMOR would inevitably be competitors to the?cote embarrassment
of the DCI in his role as chairman of USIB. As an alternative Knoche'euggested

expanding the respon51b111t1es of COMOR to include those relating to exp101tat10n
Bul sie Seth Admt wWiS 3 ugpesUd ar Ais Fraw

This was the first recorded reference to a COMIREX})(Tn either case, Knoche en-

dorsed use of the USIB committee to validate requirements levied on NPIC. These
| judgments, too, were to be prophetic. |
| He'difefted his attention briefly from the IG report to challenge the assump-
tion, in the projection of NPIC'needs,'that the existing Center organization
would remain unchahged. This was the fitst hiﬁt.of the complete change in organ-
ization that tﬁe Center was to‘undetgo two and one-half years later under Knoche
. as Executive Dlrector, NPIC. | |
Knoche dwelt on the fact that for every photo 1nterpreter in NPIC there were
two and one-half to three support personnel Having said this, he veered off what
might be con51dered a more expectable course to enter a plea for "1eg1t1m121ng
: satelllte reconnaissance. If this were_done, he reasoned that elabprate compart-
mentation would be unnecessary ahd substantial'savings could be realized in persomnel
'5 andtspeeiel facilities currently needed to support it. His cfitioism of the high
ratio of support personnel in the Center presaged determined'attempts later to

N, N ‘
N redude the ratio. His proposal to legitimize satillite reconnaissance found little

Ko,
supgoftjgﬁé“%eme to nought.
Another issue, and a very 51gn1f1cant one, ralsed by Knoche was the poss1b111ty

of tasklng other photo interpretation organlzatlons to share the national workload

) /120 G0

*oH
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for which NPIC was at least nbminally responsible. He mentioned SAC, the Navy,
and even the British. The fiowering of this suggestion was to be seen in the
National Tasking Plan résulting from the JIIRG ﬁtudy.

Knoche made another proposal which, like the suggestion to legitimize

sétellite photography, proved to be more imaginiiive than practical. At this

point in his consideration of the problem, Knoche assumed that a substantial

augméntatiqn of manpbwer would be needed at NPIC by 1970, perhaps as many as

. 850 persons. He proposed to obtain a vast majority_of'thesé by a redeployment of

analysts. from other DDI offices, and perhaps OSI as well. His argumentation to

'support this proposal was greater than that devoted to any of the other issues

_he discussed. Perhaps it was prompted by the instinctive feeling that its -'

rsuccessAdepended on ofercoming massive resistance by those who would be uprouted

and displaced from p051t10ns and worklng arrangements with which they were

satisfied. If so, he was correct. This suggestion never came close to adoption.
He made just passing mention of space needs, acknoﬁledging that NPiC would \

need more in the next five years. In this instance he proved to be an équally

bad prophet. | |

Before turning to his recommendations, Knoche paused to lament the number

of imponderables that complicated his task. He eited the lack of basic decisions

- concerning follow-on satéllite systems then under considerationigpd th§ §6n§;aﬁeﬁt

impossibility of pinning down future'needs,wiih any precision. He also pointed
to the NPIC R&D projection, which he judged "fat and exaggerated" andilacking

in either precision or rationale. At the same time he acknowledged that it could

.hold the key to dramatic breakthroughs, which might substantially reduce the
‘workload and future need for funds. Though his oblique approach to this problem

was a tacit‘admission of his own puzzlement in dealing with such technical matters,
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his concern with it foreshadowed his prime interest in NPIC R&D upon being
; _ named Executive Director, NPIC.
| For the personal background of the DDCI, Knoche produced his horseback
estimate of NPIC needs in manpower and dollars for 1970. Both wer%\- mj*”rab

?
r 60% of the figures in the NPIC five-year plan. They were useful in providing

a rough order of magnitude for his. initial judgment that the NPIC five—year

- projections were, indeed, much too large while at the same time conveying his
reservations that substantial increases in manpower and funds appeared, nevertheless
‘necessary. His later judgments, made with the benefit of more conclusive indica-

tions of the political realities of the time, were to dlscount much further the
Lol & which oF wae /a/'ﬂc/'tcaé’& % /’Jl;mef# Cen Jr;
neeés4e£=%he»Genggfzinxzaugmenea%feﬂ:ﬁfCresources

=

On the basis of his assessment, Knoche made the following recommendations .
to the DDCI: ‘

- 1. That you insist on early actions to respond to the recommendations
made by the IG. The normal procedure is to allow 60 days for the Deputy
Director involved to report back with his concurrences or non-concurrences.
I believe this time span should be compressed so as to permit the earliest
possible consideration, particularly of those issues involving a non-concur-
rence. - Recommend you charge the Executive Director, the DD/I, the Director,
NPIC, and the IG with keeping in close and frequent touch to refine the
issues and keep you advised. _

2. That you charge the Executive Director, DD/I, and Director, NPIC, .
with proposing bold and imaginative plans and programs to meet the recommen- .
dations of the IG and to go beyond to face up to the challenges, not only
at NPIC, but within the analytic components of DDI as well. Possibilities
as covered in the report above include delegation of tasks to PI units other
than NPIC; a realignment of the structure of the DDI: and a determination
of ways to reduce the support and overhead at NPIC. - Such programs should
also include possibilities for using existing know-how in various components
of the Agency which could be of direct aid to NPIC problems. For example,
the IG report refers to inadequate procedures for NPIC testing of equipment
supplled by contractors. TSD has~exce11ent programs in this regard.

3. That you dlrect Executlve Director to expedite an inhouse look at
the question of contlnulng or revising the current compartmented security

system surrounding photographic materials with a V1ew toward eventual
discussion and approval by USIB. ’

e
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4. That you direct early action to fill the[:::]authorized but un- 90X

manned slots currently ilable to NPIC, and that you further authorize a
build-up to a figure of -- the capacity of space currently availableS0X1
to NPIC. I recommend, however, that you require a proposal for your approval

-in the filling of these additional slots either by recruitment from outside
~.or reassignment from within. The pros and cons of each should be included
in the proposal. o :

5. That you direct the Executive Director to begin work with the DD/I
and the Director, NPIC, to make more specific projected funding and personnel
requirements and to submit justification to you for increase. This should
include examination of what is possible to provide by way of additional

- housing: for NPIC as well as planning for an approach to the Bureau of the
Budget for relief. ' ' -

6. That you direct action to obtain a complete and detailed survey of
plans for future space reconnaissance collection systems as now under study
in CIA, NRO, or industry, in order that NPIC and COMOR may make appropriate
stadies -- NPIC from the standpoint of planning for future work and COMOR
from the standpoint of staffing these plans for consideration by USIB prior
‘to introduction.. In this respect, the DCI should undertake to ensure the
closest possible liaison and rapport between NPIC and systems planners.
This has been lacking in the past. Once the DCI has opened the doors for
NPIC, it will be necessary for Director, NPIC, to exercise his initiative
in keeping the doors open. . :

7. That you arrange with DCI and USIB to revise COMOR terms of reference
to include responsibility as a USIB committee for assessing the impact of
collection on the exploitation process in NPIC, and .that COMOR be given the
responsibility for validating requirements levied on the NPIC.

8. That you direct the Executive Director, the DD/I, and the Director,
NPIC, to take early action to bring the problem of overtime at NPIC under
better control. In this respect, it should be understood by top U.S. intelli-
gence officials and consumers that there is no real reason, except in un- - °
usual ciramstances, to begin immediate and around-the-clock exploitation
merely because a new package of materials has been received. DOD is a
principal consumer of the immediate readout and may not be content with
delayed readout unless told by the very top that there is need for institution
of orderliness. o : '

9. That you direct that the NPIC problem and its implications become
a prime factor of concern in the development of the Agency long-range plan
now underway. B .

Tt TN
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' IG report on NPIC and naming White the one responsible for expediting and coordinat-

13 July 1965 (SECRETo-Handle via BYEMAN System Only)

~explored. All these faithfully echoed points that Knoche made in his report to

~ via BYEMAN System Only)
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Action by the DDCI. Helms accepted Knoche's analysis of the “NPIC Problem"
R 1465
and endorsed his recommendations. On 13 July, he sent a memorandum to the

7

newly named Executlve D1rector Laurence K. white, extolllng the merits of the

ing actions in response to it. Helms then continued with his views on facets of

DDCI. BYE 4655-65, Memorandum for the Executive Director, gﬁﬁ?azna:NPIC

the problem that he considered crucial,and suggested alternatives that should be

Helms. And they should have. The memo was prepared for Helm's signature by
E. H. Knoche. | o

REACTION OF NPIC 2 —

The reaction of NPIC to the IG's recommendations were embodied in a paper
that NPIC forwarded to the DDI on 29 July 1965. This paper took the‘recommendatione

of the IG one by one and gave a "reply" to each. In the case of recommendations
NPIC.  BYE 41763-65, IG Survey of the NPIC 29 July 1965. (TOP SECRET--Handle.

made by the IG to the Director, NPIC, the reply was ostensibly that of the Director
to his immediate superior, the DDI. In the case of those directed by the IG to
the‘DDI, the replies constituted the responses'recommended by NPIC for consideration
by the DDI.

Becﬁgke of the crucial events during the summer of 1965, it‘is appropriate to

note that a protracted illness kept the Director, NPIC, away from his desk for

G v o wad

1
|



W e LI

Declassmed in Part - Sanitized Copy Approved for Release 2014/05/14 CIA- RDP78BO5167A001800140003 8

\/J L.. ARy

(PagegForty;Four)_'

approximately seven weeks, from early July'through}the entire month of August.
During this period the Executive Director, NPIC, served as Acting Director.
It may be questioned whether or not events of that summer would have taken a
\ e Directei
different turn had’he been present and had he been able to participate with
~ his accustomed vigor immediately upon returning to duty. Though the answer to
thié?questiod;can never be known beyond doubt, it is Significant to note that
he and the Executive Director had worked together closely since HTA days on the
bu11d1ng of the National Center. From the beginning, each had his well defined,
mutually agreed areas of responsibility. Among those devolving upon the Execu-
;'; o .tive Director were the day-to-day management of Center activities and superv1-
; : o sion of‘%he administrative relations between the Center and senior CIA executives.
| In the discharge of these respon51b111t1es there can be no doubt that the Execu-
L. N tive Director had the complete confidence of the Director. Thus, short of the -
h p0551b111ty that had he been present the Director might have discerned a com-
pelling need for a dramatic change in ex1st1ng policy, and that the change thus !
oerdered mxght have struck a very respon51ve chord in the minds of top Agency
~ executives, it seems unlikely that the outcome would have been 51gn1f1cant1y
,i _ different. |
| vTUrning again tohthefNPIC.reaction to the IG's recommendations, the item-by-'
item replies were generaily positive. ~In tone, however, they Were frequently
defensive and-occasionally coﬁplaining Thus, having accepted a majority of the
reconmendations -- and not surprlslngly so, since many reflected NPIC desires --
the Center missed an opportunity to 1dent1fy 1ts aims with and to affirm its

loyalty to h1gher authority.

r_,\ _‘,\-\-—-?
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In summary, the following are the gist -of fhe NPIC "replies."

Recommendation No. la:  DDI propose the establishment of a COMEX. NPIC
agreed, but added that the committee should not interfere in the manage-
ment of the Center. ST

Recommendation No. 1b: DDI seek to have COMEX establish a list of first-
phase exploitation requirements. NPIC considered this a minor point and ‘'
one easily handled. As in many of the IG recomnendations, this was a
problem which the Center itself raised and on which it had already taken
some action. ' ‘ o

Executive Director, NPIC. NPIC/D-105-65, Memorandum for Chairman, NPIC
Advisory Committee (AdCom), Selection of Exploitation Targets, 3 June 1965.
(SECRET) B

, ~ Recommendation No. 2a: Director, NPIC, abolish the‘N?IC AdCom. NPIC agreed
. -- 1f COMEX came into being. o

;'Rbcommendation No. 2b: Director, NPIC, arrange for participation by COMEX
in the approval of reqqﬁ}éments involving an excepitonally large effort by

- NPIC, and f
Recoémendation No. 2c¢: Director, NPIC, submit Center workload figures quar-
terly to (ahirman of COMEX. NPIC "had no basic objection!' but believed the
Chairman, COMEX should be consulted when appointed. :

Recommendation No. 2d: Director, NPIC, reinstitute the use of task forces to
_ - work on those projects large enough to require COMEX approval. NPIC reserved
. this as a management decision. Though it viewed the approach as not impossible,
it pointed to Center efforts to provide an organization capable of handling
such projects. On paper, at least, NPIC certainly had the better of this.
exchange, a ‘

Recommendation No. 2e: In the event that the revision of the exploitation

P . ¢ycle proposed by NPIC failed to gain community acceptance, Director, NPIC
refer it to USIB. NPIC pointed to the acceptance and implementation of this

revision on 1 July 1965. : :

/Reécommendation No. 3a: DDI, in collaboration with the DDS&T, submit an inte-
grated systems design program to Director, NRO, and
Recommendation No. 3b: DDI include in the foregoing proposal provision for

. extablishment of NPIC design teams. NPIC agreed heartily.

wﬂ( - TN T
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-Recommendation No. 4g: Directbr, NPIC, delay decision to get next generation

 acquisition of the UNIVAC 494 to replace the 490. This NPIC proviso was not

- repeated appeals. This was a tender spot. NPIC was frustrated over a lack
- of response to earlier pleas and could not resist

3-8

Recommendation No. 4a: Director, NPIC, start orientation program in each
other's duties for Plans and Development Staff, photogrammetrists, and computer
programmers, and . o

Recommendation No. 4b: Director, NPIC, Tequire that programmers be given in
writing all information needed to do their assigned work, and
Recommendation No. 4c: Director, NPIC, start series of informal seminars to
break down prejudicies of programmers and photogrammetrists, and ' _
Recommendation No. 4d: Director, NPIC, establish the NPIC development and
design teams called for in Recommendation No. 3b. NPIC concurred in 4a
through 4d. )

Recommendation No. 4e: Director, NPIC, assemble a board of technical specialists
to review policy and performance of the Information, Processing Division periodi-
cally. NPIC was sympathetic, promised to pursue the suggestion or some alter-
native, but doubted the practicability of the suggestion. For the record, at
least, this NPIC response was certainly reasonable. o

Recommendation No. 4f;: Director, NPIC, move to improve UNIVAC service. NPIC
response: already done. :

ADP equipment. NPIC concurred, but with the provision that it not apply to the
unreasonable; in fact, the IG may net have meant to include the 494 anyway.
Recommendation No. 4h: Director, NPIC, provide Information Processing Division

with T/0 and accelerated recruitment to provide three-shift computer operation.
NPIC claimed it was not able to do this and cited the lack of response to

the temptation to needle N

A}

higher authority.

Recommendation No. 4i: Director, NPIC, to'provide'for adequate reporting on
functioning of mensuration equipment. NPIC concurred and promised action.

Recommendation No. 5: Director, NPIC, determine skills needed to meet R§D
obligations and seek necessary revision of grade structure. NPIC expressed
the hope of doing this as part of the augmentation of staff, assuming an in-
Crease in personnel was approved. Surprisingly, NPIC did not choose to com-
plain about the existing grade structure, but did point to the ill effects
of lengthy security processing. It is hard to appreciate, incidentially,
the wisdom of pointedly making the study of skills dependent on approval to
augment the staff. One would expect the study of needed skills to;proéSHe

' ?C’;i;) ggff“z‘ci-

ooy 8
LW




Declassmed in Part Sanltlzed Copy Approved for Release 2014/05/14 : CIA RDP78BO5167A001800140003 8
‘ 1 T SRR S 1UL S-S BC g R o

-

E\..J t-s-...'.i..n

(Page Forty- Seven)

Recommendation No. 6a: Director, NPIC, to begin to develop in-house
ability to write technical contract spec1f1cat10ns have contracts
routinely specify spare parts and manuals, where appropriate. NPIC
did not disagree, but protested that, to the extent manpower was
available, it was currently doing.so. NPIC pleaded further, however,
that its contracts so frequently pressed the state of the art that
the contractor could often do a better job any way. It claimed.that

- the real issue should be whether the contract fulfilled Center objec-
tives, not who wrote it. NPIC pointed out that, in either case, the
Center was responsible for assuring the acceptablllty of the contract.
NPIC concurred, without reservation, with the section dealing with
spare parts and manuals. Though the Center had a good point, academi-

. cally speaking, in its argument about who wrote the contract, the price

- paid in making it was probably ; too high in terms of “the admitted lim-

* itations of NPIC contract3$333g- /and the impressions likely evoked in
the minds of those in higher authority. This is an example of where
the Center would 1#keiy have been better off to join the oppos1t10n

_ and enlist thetr help.
° Z./S_/ :

Recommendation No. 6b: Director, NPIC, divorce test and evaluation from
plans and development and subordinate it directly to the Executive Direc-
tor, NPIC. The Center demurred about this one, protesting that the man-
power- shortage had delayed implementationoof plans for a special unit to
do this work, that such persons would have to work closely with contract
monitors and maintenance personnel, and that there was no evidence of
bias at present. The Center, therefore, proposed to continue with ex1st1ng
plans, but promised vaguely to reconsider the suggestion later. Here,
the NPIC response was defensive and inflexible. It could have been right,
but to outsiders it probably had the superficial attributes of a capitu-
lation by top Center management to the determination of the Plans and
Development Staff to defend its territory.

-Recommendation No. 6c: ‘Director, NPIC, to establish an adequately manned
‘equipment maintenance shop as a separate branch. NPIC agreed but not
without complaining again about the inability to do so because of lack
of manpower. Though this was obviously no proposal for an expansion-
minded manager to fight, those outside the Center could be excused if
they thought they discerned an attempt to withhold compliance in the

hope of gaining leverage to expedite approval of the additional manpower.

Recommendation No. 7: Director, NPIC, to press for a progre551vely
expanding R&D budget, and to give hlgh priority to R§D than in the past.
NPIC agreed, but not without pointing out that the Director, NPIC, had
been saying this for years, that it was ''senseless' to call for assigning
higher priority within NPIC to R§D when to do so with current funding
would "mean to close down operations.'" The NPIC reply closed with a

- call for more funds or a curtailment of responsibilities. This was one
NPIC response that higher authority heard clearly and heeded. Center
RED responsibilities were curtalled

'g B C"”“”i
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Recommendation No. 8: Director, NPIC, to take lead in reestablishing
the Joint Working Group on Intelligence Ground Photography. NPIC re-
plied that the Director would ''take up the matter." '

Recamendation No. 9a: DDI to direct the Director, NPIC, in collabéra-
“tion with the Office of Training (OTR), to develoﬁibaéic PI course
dealing with the uses of photography in intelligence analysis, and
Recommendation No. 9b: DDI to inaugurate, in his directorate, a program
of such training for all cleared analysts. NPIC expressed willingness
to cooperate, and pointed to an existing OTR course which could serve
as a point of departure for developing a basic course at the codeword
level. The Center further suggested a periodic shorter refresher
course for updating analysts' knowledge. NPIC expressed the opinion
that such courses would have to be mandatory, if they were to achieve
an acceptable level of participation. It would be difficult to criti-
cize the Center for this reply. '

Recommendation No. 10a: Director, NPIC, seek authorization from Director
of Personnel to establish certain NPIC positions under the Scientific
| : . Pay Schedule, and E
| Recommendation No. 10b: Director, NPIC, to request the Director of Per-
- sonnel to expedite approval of the Center proposal to establish certain
photogrammetrist positions under the GSS pay scale. NPIC concurred,

with some factual explanation of the current status of actions.

Recomendation No. 10c: Director, NPIC, to start a concerted drive,
patterned after that of OSI, to fill NPIC vacancies. NPIC concurred,

but not without reminding higher authority of past Center success in -
recruiting and suggesting that the real problem of filling Center po-
sitions hinged on fluctuations in the strength of the recruiting staff

and the uncertainty in getting approval for NPIC ceiling requests. In

this case, the Center would probably have been wiser to take an une-:
quivocally constructive view and forget the advice. However richly

the latter was justified, it was probably no news, and, in any event,

was unlikely to ingratiate the Center with senior Agency managers.

Recormendation No. 10d: Director, NPIC, to broaden search for photo inter-
preter trainees beyond the earth sciences and to include females. NPIC
struck back on this one. The reply first alleged that the charge that
NPIC confined its search to those with an earth-science background was
false, but admitted a preé%}ec;ion to favor't'Lpégproach, much after

the manner that a hunter where the ducks™~a¥e.” On the matter of fe-

male candidates, the Center was less defensive, pointing out the problem

of overturn among married women and the general lack of females having

‘a familiarity with military organizations and installations. Here, again,
- it would have been more advisable to focus on the future and forget justi-

fying the past. The Center pursued the recommended course anyway.

Recommendation No. 11: DDI to seek approval for all directed overtime at
NPIC. The Center recommended comcurrence, but not without righteously

oy Sb—g
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recalling repeated unsuccessful efforts by NPIC to resolve the overtime
pay issue, including explicit mention of the Executive Director-Comp-
troller. It also complained about the "heavey demands placed upon many
of its people" in spite of the obvious fact that many of the people in-
volved, whether supervisors.or analysts, embraced it with personal en-
thusiasm and pecuniary gratification. Such protests, however sincere,
were all too likely to be .interpreted by senior executives, who were
hardly unaware of human fothles, as transparent dissimulation. The
Center could very easily have endorsed the IG's recommendation strongly
and hoped that this would at last solve the problem.

Recommendation No. 12: Director, NPIC, to order that all fitness reports
be written by the Inmediate supervisor; that the PID Career Panel action
be confined to an ex post facto review; that uniformity in ratings be
attained by teaching supervisors to write fitness reports. NPIC made a
defensive concession on this point. The Director, NPIC, was said to

feel that the care and consideration given to career development, prepar-
ation of fitness reports and competitive evaluation of personnel- in PID
reflected credit on division supervisors. This somewhat off-target de-
fense was followed immediately by the categorical statement that no de-
viation from Agency regulations'covering such matters' would be permitted,
and that the division chiefWas“$§c~instructed. It promised that the Execu-
tive Director and division chief would review the whole matter in the near
future. This reply would have been infinitely better without the defense,
which was untenable. The problem of which the IG spoke was widely and,

in some quarters, unhappily known among NPIC photo interpreters. The
division was caught in open violation of Agency regulations. The Director,
NPIC, or the man acting for him, did put an end to the practice. In the
eyes of higher authority, top Center management was put in an awkward -
position by this inept piece of staff work.

Recommendation No. 13: Director, NPIC, expand the internal orientation
course. NPIC gave a measured approval to this one, saying that it should
be done, but only after consultation with NPIC components_to determine the
| - extent to which expansion would be of benefit. The Centég:also digressed

‘ : ©  to explain away past failure to devote more time to this dourse.

Recommendation No. 14: Director, NPIC, to initiate a program of external -
training, including consideration of a cooperative undergraduate training

program. The NPIC response to this one was positive, informative and en-
tirely constructive.

Recommendation No. 15: DDI to request the Chairman, Training Selection
Board to give more consideration to NPIC nominees to senior war colleges.
NPIC recommended concurrence, without complaints of past injustices.

Recommendation No. 16: Director, NPIC, to establish a formal T/0 for CIA
personnel in PAG, and to transfer administration of CIA personnel in PAG

N5 A ,i
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to the senior CIA officer there. This was one on which the Center just
couldn't relent. NPIC took the position that, in spite of a current
review of the situation pursuant to this recommendation, the finding
was still in favor of continuing the existing arrangement. Reasons given
included the claim that the present staffing arrangement could be manipu-
" lated to produce the same results as a formal T/0 for PAG, that establish-
ment of the latter would complicate management in PID, that an informal
manning chart would have to be used for the combined CIA/DIA employees
anyway, and that the existing arrangement was a calculated attempt by
Center management to minimize the administrative chores and maximize the
exploitation time in PAG. At best each of these reasons was open to ques-
tion. Considering all the problems spawned by the lack of a formal T/0
for CIA photo interpreters in PAG, it is regrettable that the Center chose
to risk going down fighting on this issue.

Recommendation No. 17: Director, NPIC, transfer enough photo interpreters
| to PAG to meet the CIA commitment, even at the expense of some degradation .
of the departmental effort. NPIC branded this recommendation superficialy”
and claimed that a policy decision was needed concerning the performance
Capability to be expected of CIA/PID, on the one hand, and NPIC on the other.
NPIC recommended that the Executive Director-Comptroller, CIA, determine
the nature and scope of CIA departmental needs and the level of effort
that should be undertaken to satisfy itl" Thus, what was meant as a sim-
ple recommendation to fulfill the CIA commitment to the National PI effort
was escalated to the level of insolubility by tieing it to riddle of de-
partmental versus national work. >

/Récommendation No. 18: Director, NPIC, to establish‘bolicy of giving PI
trainees a minmun of one year's training in CIA/PID before assignment to
PAG. NPIC agreed unquestionably. '

/Récommendation No. 19: Director, NPIC, to revamp the system for rotating
CIA photo interpreters between CIA/PID and PAG along the lines of the Field
Reassignment Questionnaire mechanism of the Clandestine Services. NPIC
, promised sympathetic consideration, but expressed confidence that improve-
J ment would come anyway with added experience and manpower . :

Recommendation No. 20: Director, NPIC, to establish a policy of job
assignments within PAG that would ensure an equitable sharing of second-
phase scanning assignments among CIA and DIA photo interpreters. NPIC
pointed to the implementation on 1 July 1965, of the new exploitation
program, and claimed that this obviated need for further action. The

NPIC. Proposed National PI Exploitation Program, no date. (SECRET)

reply to this recommendation included a denial that there ever was a dis-

criminatory policy, and claimed that any imbalance apparent to the IG re-
sulted from joint consideration of other jobs to be done and the tapabilities
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of individuals available to do them.-

Recommendation No. 21: Director, NPIC, to reduce roll film holdings by
selective purging of the file. NPIC took a very deliberate approach to
this recommendation. The Center promised a careful examination of the
problem, including the IG's inputs, during a survey of the film holdings
by the new NPIC Records Management Officer, beginning on 1 August 1965.
NPIC pointed to the vital role of previous coverage in the PI process.

- It pointed to its previous concern and efforts to cope with the problem.

. It also called attention to the unique attributes and potential value of
the holdings., This NPIC position could»be characterized as prudent.
The foregoing Center responses displayj%nterésting broad-scale differences

énd concomitant inconsistencies. First and foremost, it would seem that the
Center did not decide on the thrust of its responses and then.eﬁsg;e that each
individual "reply" was.¢ompatible with.it. Thus, the NPIC reaction to the first
three fécommendations, which dealt with NPIC-Commﬁnity relations were accepted
with no disagreement or antipathy and with few reservations. Recommendation
No. 4 dealt with Center ADP problems, which were.many ahd generglly unflattering.
'»Nevertheless, with one minor exception, it was received with good grace and
~ adopted. The next three, No. 5 through 7, recommended ceftain changés in the
N?IC RED pfganization and prbgram. The tenor of these was hardly more criti¢a1 
than;the previous one, but the NPIC response was dramatically different. 315?
stead of being tracfable, it was inflexible. Instead of being grécious, it

was quarrelsome. The Center response to the recommendation on ground photography

~ (No. 8) was agreeably neutral.

"»-Ehe foregoing pattern of replies could best be explained by
assuming that each—reflectgd the reaction of t§§;erson or component most con-.

cerned with the subject in question. Thus, the responsés in matters of primary
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concern to the Information Processing and Technical Intelligence Diviéions

were quite agreeable with one exception -- and that a matter concerning T/0

- approval and recruitment. The latter were sensitive subjects anywhere in the

Center. Without exception, those in matters concerning the Plans and Develop-
ment Staff were either defensive, negative, or complaining.  One, the reply"
to the recommendation concernlng the RED budget (No. 7), was é%ressively offen-
sive. This was, however, an issue that the Center found exasperat1né>;>ﬁégﬁ
Center responded in an almost unlformgly favorable manner to recommendatlons
about the relations of NPIC with the Commonity. The one reservation in this
connection, that COMEX ﬁot be permitted to interfeie with thetmanagement of
the Center, was a matter over which senior Agency managers were to make an
even greater issue before-approving JIIRC reoommendations, a year and a half
later,

| NPIC,repiies to the IG'e reCommendationsVOn managemeﬁt and-supervision, -
(No. 9 through 21) were complex. In general the Center was flexible and agree-
able about those on training. It was prudently noncommlttal in its response
on film storage Recommendatlons dealing with the PAG organlzatlon PID- PAG

‘relations, and PID personnel practlces were another matter. So were overtlme

Organization. In only one such matter, the recommendation that PI trainees ‘

/{}t/f 4 J(f: ¥ |
in unqualified aggééméﬁt§§a1thépgh 1\i7 fged//o cons1der changlng the rotation

system for CIA photo interpreters. It would be interesting to know in ihat
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measure this negative and defensive course was set or encouraged by CIA/PID

interests, and in what measure it reflected the strong convictions of the

Executive D1rector, NPIC, in whose primary area of responsibility these matters

: fell. In either case, for the Center and its senior CIA managers, this was a

disaster area.
Quite apart from the NPIC replies and their tenor, there was the unanswered

question of when and how the reeommendations in which the Center concurred would

: be 1mp1emented Aside from the few 1nstances in which action had been taken,

" these questlons were left open at this time. There was, however, to be a period
of a few months immediately following transmittal of the NPIC reactions to the
DDI during which the Center was to attack the problem of implementation vigoroﬁs¥

ly and issue a total of three progress reports.
- REPORT OF THE AD HOC PANEL

The Ad Hoc Panel of the Scientific Advisory Board, sometimes referred to as
the Land Panel and at other times as the Kinzel Panel, wés formed by the Chairman “
of the_Scientific Advisory Board, Dr. Auguétus B. Kinzel at the request of the DCI.
“This panel was to study in perticular those facets of the NPIC operation concernea
with the aﬁtomation of exploitaéion. Members iheluded Dr. Edwin Lénd, Chairman,

DrotAuguStus B. Kinzel, ex offieio, Dr. James ﬁyer; Dr. S. Quimbf-Duntley,'
'Dr,lLauner Carter, and Mr. John Fosness. _ .

The report of this panel, dated 5 August 1965 was a late input to the fund
of 1nformat10n bearing on the NPIC problem. Though not, strictly speaking, a

o/md C&rﬂ—b@& ‘

report was one of the important sources of evidence and opinion used by the panel,

Moreover, the IG

~

response to the IG report, it
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who, in any case, did verf little observing or analysis of their own. It is,
therefore, convenient and'not.inappropriate'to consider it along with other
events and reactions of that summer which were set in motion by the IG repoft.
.The Land Panel met in Boston on 10 July 1965 to deliberate about the future/a
~ course of NPIC technical development. Prior to that meeting, in behalf of the
fanel, Dr.-Eyef undertook the task of staffing out some proposalé on the pros-
~ pects of manpower savings through further automation of Center operations. His
findings,'according to the subsequent report of the panel, were in substantial
agreement with the conclusion of the IG report and the NPIC White Paper, which
was tantamount to saying that he lacked.either the time or the opportunity_to
make an independent judgment. He did, however, offer the opinion that the pro-
jections mentioned in the foregoing documents were probably "far too conservative."
He based this reservation on 1) what he believed to be an exponential rather than
a linear relationshin between time costs and imagery resolution, 2) an existing -
capability for extracting more information from some photography than was being
done, and 3) the prospective introduction of multisensor imagery. As means for
increasing the automation of NPIC‘operations, Dr. Eyerrsuggested:r l)vfurther‘
{ Study of automatic ehange detection, 2) proeurement of more on-line mensuration

equipment and 3) application of computer- a551sted techniques for 1mage enhancement.

Though this spadework was doubtlessly of interest to the panel, and though
it'represented_the work of a respected scientist who was well grounded in optics, it
_gave the'full panel neither hope nor: leads of promiéing means for accomplishing a
speedy breakthrongh in increasing the efficiency of NPIC exploitation.
- Recommendations of the full panel were hardly more encouraging. They included
1) the establishment of a group to develop pr1nc1p1es for generating requirements;

2) the recruitment of additional personnel, at least to the capacity of Building 213;

3) the adnonition that Center personnel ceilings —
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not be based on purely budgetary COnsidefations; 4) endorsement of the
recommehdations_of the Optics_Panel of the Scientific Advisory Board that"
computer-oriented imagery exploitatiOn techniques be investigated further

and that a small optics laboratory_be established in NPIC; 5) a comprehen¥

sive systems analysis of Center activities, with emphaees on validating
requirements levied on NPIC and the automation of procedures used to answer:
them; and}%) a significant increase in the level of N?IC funding to accom-
plish short-range adaptat1on and augmentatlon of automated systems, and a

much larger long range investment, coupled w1th RGD, to equip it for exploltlng

1nputs from more sophisticated future systems.

In clos1ng, the panel added its approval to the concept of an integrated

- approach to the des1gn and funding of reconnalssance systems. More specifi-

cally, it éxpressed the belief that systems design should include detailed

:plans for data ana1y51s as well as collectlon and that both aspects should

be 1nc1uded in the initial and total funding of new programs.

That this report was received by top Agency officials without acclaim
is understandable. It was based.on no iﬁ-depth analysis of Center problems;
it offered no alternative to a rapidly rising allocation of resources to NPIC§
and it didn't even provide details of the technical solutions envisaged on o
_éstimates of their cost effectiveness. Thus, senior Agency managers, who
-were so hard ptessed by the Bureau of the Budget about the soaring cost of

the NPIC operation, found that the ScientiStSvcouldn'; help them out of their

d1l§?pfi—;> _
Ironioally, they ultimately did the one thing the scientiets told them

to avoid; they turned to a budgetary solution of the problem.

TCP Sicet
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STATUS REPORT BY THE EXECUTIVE DIRECTOR-COMPTROLLER

On 9 August 1965, while the DDI was still considering his definitive response
to two of the IG's recommendations, the proposal for a COMEX and a separate T/O--
. as the DDI expressed it--for the CIA detachment, the Executive Director-Comptroller,

L. K. White, prepared a memorandum for the DDCI advising him of the status of

{ | actions taken in response to the IG's recommendations on NPIC. Though he identified
| . _ : Aats
]

L Executive Director-Comptroller. (Execut1ve Registry 65-4586), Memorandum for
| the DDCI, NPIC - Status of Actions Taken in Response to IG Survey of NPIC, 18 June
| 1965, 9 August 1965. (SECRET) .

. : i :
r ~ certain specifics, this was not a perfunctory item-by-item accounting of each
L recomnendation. Rather, it took the broader view of where the DDI and NPIC stood

-in the prospective solution of the "NPIC Problem." What the Executive Director-

Comptroller found in this context was not reassuring. He said that the.DDI/NPIC
comments on the IG's recommendations did not impress him as belng bold or imagina-

: tive enough to solve the complexities of the '"NPIC Problem" in a minimum of time.

e vh»igte-pmbeba@éeﬁmea:tﬁéﬂmmm
. ,

§§ 3tﬂi$ EnphmghéggQ 1t ing=aif ;@gélﬁﬁ?ﬁﬁ?@fﬁg“maﬁof‘i.s

Qﬂ He spoke first of all, of the specter of an NPIC the size of NSA. Though he ex-

L . pressed some interest in the possibility that the DOD mlght take over:as Executive

,,Agent should NPIC get that big, he reJeoted this as-a short-term’solution. He said
that since CIA knew more about NPIC than anyone else)and should, therefore, be able
to achieve a quicker solution, it was not in the national interest to consider suohA
a change at this time. Moreover, White stf;sed, any such transfer of responsibility
at that time would be an admission of failure oy CIA to manage NPIC properly.

Hh?ing decided that thé "NPIC Problem" should be solved by CIA, White observed

that a number of studies had to be undertaken simultaneously.to determine what

, augmentatlon of NPIC resources was needed and how fast it could be accomplished

P SECRET
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effectively. He saw these studies falling into one of three categories: inter-
agency; CIA-intra-Agency; and DDI/NPIC. .
.Among interagency ptoblems, White listed requirements, other photo interpre-
tation facilities, and the'COMEX/COMOREX. Tnis;;incidentally, was the first docu-
, - - mented use of a name, though not the one ultimately adopted, for the combined'
| COMOR-COMEX for which Knoche opted in his 2 July 1965 staff study on the "NPIC
‘Problem.'" With reference to requirements, White expressed concern about hcw to
éef-"realistic" rather fhan "jdealistic" ones. He asked what other interpretaticn
Pfacilities were available in the DOD or in the UK to aséist in answering national
| o reduirements, how to assess their capabilities, and how to coordinateitheir joint
effdrts. He wondered how to get a quick resolution of the COMOR/COMEX/COMOREX
 question and suggested the appointment of a full-time, hard-driving interagency
committee to get the answer. In this, he‘proposed that CIA take the lead.
| White 11sted R&D. and questions of organization and numbers of personnel as
among those that could be solved by CIA, with or without external private assis-
tance. He had a whole.series of cogent questions about R§D that extended from :
specifically what was to be researched-or developed td how to go about planning'
and managing an acceptable NPIC RGD program. As far as NPIC personnel were con-
cerned, he wondered how to determlne the size of ‘the increase as well as the source
of the people. In addition, he pointed to_the need for new construction were the
“‘increase to exceed approximately 300 persons. | | | |
> In the DDI/NPIC category, White spoke of an evident need for be;ter management
of the Center as a national asset. He said.the situation muet be corrected and
asked, provocatively, what was being done about it.
. White closed with the expressed hope that the questions raised in his memoran-

dum might assist in stimulating thought about how the problems could be solved.

g ~"""/¢1x-m R
'- v (‘..’ R .
\Jﬂ ~=>-r- T F
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He expressed serious doubt about how quickly substantial progress could be made,

if it lay igﬁhe hands of those who were busy with other pressing duties. Never-
theless, he recommended to the DDCI that a copy of this memorandum be sent to |

the DDI and that the latter respond by 21 August how he proposed to attack those

- problems which tequired\interagency or intra-Agency participation. The -DCI arid

| DDCI'endorsed these two recommendations.

REACTION OF THE DDI

On 24 August 1965 the DDI responded to the DCI, with empha51s on the inter-

agency aspect of what he called the "NPIC expansion problem." Thus, like the

DDI. (Executive Registry 65-4881), NPIC, 24 August 1965. (SECRET)

Executive Director-Comptroller, his respooSe was addressed to the larger picture,
though in a stiil more selective way.

He commenced with the assumption that there would continue to be-a national
Center under control of the DCI, and that, as a minimum it would do first-and-

second-phase exploitation, i.ei, the "1mmed1ate readout" of 1ncom1ng photography .

r’fi =1y
- The DDI ventured the opinion that thls\£;S of the national effort could be

carrled on for the next two or three years without an "enormous expan51on" in
facility or staff.

_'It was in the case of thifd-phaee exploitation t"detailed reports") that the
DDI professed to see the big problem in setting the bounds of work appropriatev
for the National Center. At the same‘time)he expressed the opinion that the_soiu-

tion to this lay in a stricter screening of fequirements levied on the Center.

- The screening, according to the DDI, should be done by a USIB subcommittee. Like

Knoche, the DDI indicated a preference for an expanded COMOR to assume the added

0P SECRE
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~ task of coordinating the exploitation and collection effort. He went one step’

~of persons at NPIC be increﬁéd to , including 200 DIA employees assigned to
'he meant the CIA employees to include those in the CIA detachment.

sixth floor of Building 213 and renovating that space at a cost of $1.5 million
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further. He suggested that the USiB subcommittee be named the Committee on

Imagery Requirements and Exploitation, or COMIREX. This was the first docu-

mented record of the name eventually adopted. It appealed ﬁo the DDI because

. it got away from the connotation of photography alone and conveyed, at least .

indirectly, the impression of other sensors as well. The DDI further advised

- the DCI that he had arranged for a full-time Chairman for such a committee and

sﬁggested; as the prospective incumbent, Colonel (later General) William Tidwell,
then on defached duty in Saigon. Tidwell was later to become the first Chairman

of COMIREX. Incidehtally, in this‘same memo the DDI made an unsuccessful attempt

~to enlist support for changing the name of the National Photographic Interpretation |

Center (NPIC) to the National Imagery Analysis Center (NIAC).

The DDI further counseled the need for a CIA detachment as well as a National

Center under Agency aQSpices to provide a capability to do detailed exploitation

in support of CIA, as opposed to national, needs. He ventured the opinion that
the strength of the existing CIA detachment in relation to the national organiza-
tion at NPIC was about right and should be preservedfes'the Center grew.

.Oh the basis of the foregoing reasening, the DDI proposed that the number

50X1

work in the Center. Though he did not say so exp11c1t1y, it seems apparent that
He al5ox1

~

suggested evicting U.S. Geological Survey personnel from their quarters on the

to accommodate the additioﬁal NPIC employees. He spoke of his suggested personnel

ceiling as a "first plateau", which seemed to him fully justified in view of the

TOP Sl ED
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expected workload and his belief the augmentation could be achieved promptly.

. He stated more specifically that, given a vigorous recruiting program along the
iines suggested by the DCI and already being planned by the Office of Personnel,
the broposed level ef staffing could be reached by the end of FY 1967.

As the DDI saw it, a decision to approve the concept of working toward a-’
"first ﬁlateau" would buy time for consideration of where to go from there with-
out assuming the ill defined risks inherent in standing stillvuntil the long range
pfoblem, in all its complexities, was solved. The DDI thought the latter decision
could be ‘reached in anOther year. By that time, he predicted, there shouid be |
suff1c1ent working experience with the new COMIREX, and the survey of ex1st1ng
PI facilities and their potential role in:a coordinated photo exploitation effort
being’undertaken at the request of the DCI by John Bross, Deputy‘to the DCI for
National Intelligence Programs Eva‘uation, should have been completed. The DDI
‘also acknowledged the 1ntent1on of the Bureau of the Budget to request a joint
CIA-DIA survey such as the one\fhrs{,mentloned The DDI observed that, 1f a
decision should be made later to increase the national exploitation effort be-
'yond the "f1rst plateau,"\the/euestlon would be whether to augment personnel and
construct new fac111t1es for NPIC or41ncorporate some of the ex1st1ng military |
PI facilities in the natlonal program. Of the two alternatives, the DDI unhesita-
t1ng1f\é;§£;;5ed/e preference for the latter course of action. _

. The DDI expressed hearty-agreement with recommendatlons of both the IG and
the Land Panel concerning the need for increased emphais on Center R§D. He spoke
of his plans to initiate two contractor studies of NPIC, one to deal with the

ex1st1ng operatlon and short -range improvements thereto, the other to deal with

. operations in the period two to seven years in the future. He said he had already

TAD CEADET
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enlisted the help of Dr. of the DDSET to assist in re- 90X1

view of the Center R§D program, thus demonetfating his responsiveness to sugges-

~ tions that as much USevas possible be made of know-how elsewhere in the Agnecy
to solve NPIC problems. He also coﬁfidently-predicted a broadening of NPIC re-
search and development to include such fields as human fetigue, man-machine re-

| lationships, and the like, thus answering objections that Center RGD had been too
narrowly concerned with developing eqoipment. |

Before closing, the DDI reported that NPIC was movihg ahead with thevimpii-

'mentation of many of the IG's recommendations.k_He sai&.that the Director, NPIC
had, in response to the DDI's request, freed a small group of key staff officers

from their accustomed tasks and put them to work on the various facets of the

overall problem. He indicated that ,{g@é been named by ©0X1

~ the Director, NPIC, to head this task force. Incidentally, |was to re- 50XI
port three times between 16 September and 24 November 1965 on the-accomplishments
~of this group before the pressure relaxed sufficiently for task force members to

return full time to their regular duties.

In his memorandum, the DDI requested thatvthe DCI approve in’principle;;he e
- foregoing approach to solution of the '"NPIC Problem," including, specifically, thSOXﬂ
- ‘ ( bemrs
proposed persennel —authorization Eor FY 1967. On 31 August, one week after

the date of the DDI's memo, L. K. White, the Executive Director¥Comptroller, pre;
| i " pared a one-page brief for the DCI, summing up the major proposals in the ﬁDI's
memo and recommending approval. The DCI approved the propoeals on 1 September.

It may be asked why this propoéal was endorsed bvahite and approved by the
DCI. It was based on no personal observatlons. Tt accepted, without question,

the major thrust of NPIC claims that a dramatlc increase was needed in staff to

handle the progected workload, at least in the next two years. The number of

OB CEFBET
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“persons projected for FY 1967 was 1300, only three percent less than the com-
parable figure in the Center five-year projection. Though novdirect comparison
was possible between the DDI's projection and that of E. H. Knoche in his 2 July,
1965 hemo, since Knoche gave a figure only for FY 1970, it‘is interesting to

. recall that Knoche's projection for 1970 was about 60 percent of the coﬁperable

NPIC total. The impression conveyed by these two sets of figures was clear.

.Knoche challenged the Center prOJect;onhuh%%6p h1gh the DDI did not. This
message could scarcely heve failed tc penetrate_the consciousness of those in '
higher.authority. o | | |

In R&D, too, the DDI could do ne better‘than~accept without questipn the

IG's claims that NPIC RGD was too narrowly based and too parsimoniously funded.

He didn't even have an idea of his own about what to do next. Instead, he adop-
ted some one else's suggestion, in this case that of the Land Panel, to have not
one, but two, systems'étudies_of Center operatibns by outsiders. Quite apart
from-the appearance cf managerial bankruptcy, this course of action unequivocally
prcmlsed just one thing--long delay in getting on w1th the job.

There were, however, some points in its favor. It divided the problem 1nto

“two pérts?End'sought'immediately to undertake only a limited augmentatlcn.('lf

A e 3 e ATt 3w

L |  thus avoided a definitive commitment to embark di’ an even larger long-term'ex-

N pansion. Since no one in higher authotity had ény idea at this juncﬁpre.jUSt

} ~ what to do either, it had the Virtue of buying a little time. Moreover, in the

r B longer temm solution the DDI was perceptive enough to express a preference for

{- what he must have known would be regarded by his superiors with favor, namely,
the sharing of the national level workload by military photo interpretation or-

~ ganizations. There was an even more important reason. White had hinted it in

his 9 August 1965 memo when he said that "at least at this point in time'' the
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" DDI was the one who should be responsible for recommending solutions. In other
words, there was as yet'no other attractive alternative.

The approval by the DCI of the DDI's recommendation for an eppgééth to the
solution of fhe "NPIC Problem' -- though it proved in hindsight to be no such
thlng -- marked the end of the initial flurry of high- level activity generated by
the IG's report. Durlng the next four months, further work on these issues was
to consist primarily of an interaction between the DDI and NPIC on.specific pro-

: blems The broader "NPIC Problem'' was not destlned however, to simmer down It

was to b011 over in yet another area, that of the budget, and involve the Agency,

as well as the Center in an embarrassing denouement with the Bureau of the Budget.

T0P SECRET
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CHAPTER 3 _
INTERIM RESPONSES AND ACTIONS

- During the period from September- 1965 to January 1966, when the first
definitive change was made by top Agency maragement, the progress being made
by the Center in implementing recommendations made by the IG and the DDI as

well as certain other matters of general import were reported in a series of

three memos from to the DDI. These and other documentsS50X1

Progress Report - NPIC Problems, 16 September 1950X1 |

" (SECRET)

. Second Progress Report - NPIC Problems, 28 Septem50X1

1965.  (SECRET]

Third Progress Report - NPIC Problems, 24 Novemt50X1
1965.  (SECRET) . ~

of the same penod record the few successes and the many fa11ures of the Center

to solve its problems in the absense of .‘r::--:' sodwioats and perceptlve guidance

from higher authority, notw1thstand1ng the 24 August proposal of the DDI and its
endorsement by the DCI. Among actlons generated by the IG report were those re-

) « (b etuern e dnteces (gemnce (2 r/)/:m//y wz/j
lating to research and development, personnel, Lomserity r’latlonsAwm NPIC,

training, and overtime. In addition, the NPIC budget for FY66 and FY 67 and
space for an expanding Center were the .object of much attention, some of it ex-

trerﬁely damaging to the NPIC position.
- /RESEARCH AND DEVELOPMENT

The NPIC R&D program was a matter of prime importance in everyone's mind.
Not only was it a large item in dollars, but it held the key to further automation

in the Center with its potential for increasing productivity and reducing manpower

T,fﬂ} Qc" .f-._‘
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(
Moreover, in consideration of lead,time”needed to} attaih many of the goals £b
Be=met, it was a problem that begged for early attention.

As might be expected in view of the predominantly administrativé approach
to the "NPIC Problem", the reporting by NPIC of progress in R&D rﬁatters revealed
a preoccupation with questions of management. Most pervasive was the contest
between the Center and the DDSET as to how the expertise of the latter direc-
torate was to be brought to bear on the solution of ACenfer problems. The job
must have seemed straightfomafd enough to higher‘auth'ority, if, indeed, they
‘may not have been intrigued by the possibility that here was a chance to dem-
onstlite the incompetence of tIie Center and the indefé}zg/‘sibility of its claims.
'l'he results, at least at this tlme were not te=be that conclusive. The Center
entered negotiations with some reluctance and w1th great reservatlons partic-

ularly over the possibility of losing control of ‘_1ts RED program. The DDS&T,

according to the Center, made a power play to do just that. With such parochial

views and with lack of mutual trust, lit:t‘le_ progress was realized. Incidentally, |

who was briefly employed by the Agency in the DDSET at this ti50X1

Sk £,

was 1 | 1y s Gl
was in and out of the Center frequently as DDSET : on NPIC R&D matters,

but, as late as 24 November, indicated that the Center and the DDS§’15Q).(_1.

still unable to agree on a definition of _Sresponsmilines. 50Xt _

On 21 September, the Executive Director - Comptroller was briefed on the

P . - Center's five-year R§D program. According to | , White seemed intereste50X1|

satisfied with the "presentation' and promised his assistance in carrying out the

"automation" of the Center. It may be significant that said "present50X1""

and not "program."”

50X1
ovember report also spoke of the Director, NPIC and his Executive

Director having made a decisiox},on the letting of systems analysis contracts. One

109 Soroot

(31 L;-ﬂsa“-
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| was to go to the Decision Studies Group, who were to produce a simulation model
' for evaluating the 1mpact of spec1f1c functions or changes in functlons on
’ Center operations. Another was to go to United Aircraft; to automate further

. , i |
the storage and retreval of Center information. The latter contract involved

‘painfully detailed work and many unknowns; it was still far from complete by-the.

'time the "NPIC Problem' was "solved." The former study was more'general and less
- involved technically. It encéuntered serious problems, however, some internal

~f§ the Center and ofhers to its own contract%p organization; The chief_result

was' a report, issued 18 months later, whose value was a matter of controversy.

PERSONNEL

Recruitment was also a matter of high priority interest, since the Center
‘'was then under even its currently authorized strength. The Executive Director-

Comptroller had observed with concern, in his 9 August 1965 memo, that although

- - 50X1
the Center had an authorized ceiling of| since May 1964, the net gain in over
a year had been but persons, and the on-board strength as of August 1965w5ox‘1
‘only about | | | ﬁ 50X1. f

i - The Center addressed itself to the problem of recruitment with no. apparent

reservations. The Office of Personnel likewise offered its support wholeheartedly;

In his 16 September memo, vas able to report that the Center had propo§£2(1

to carry out almost all aspects of contracting, recruiting, and processing with
the help of experienced Office of Personnel employes detailed to work in the NPIC

Support Staff, and that the proposal had already been approved in principle by

the Office of Personnel. In. addltlon one senior recruiter, had 50X1 |

reported for duty at NPIC the previous day. Subsequent recruitment plans and

"“ﬁ? T |
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actions described by in hié later progress reports included a detaile50X1

Center proposal for expansion of the NPIC Support Staff to handle recruitmenEL

and a mass advertising campaign in newspapers across the country.

Director, NPIC. NPIC/D-190-65, Personnel Recruitment for NPIC, 22 September
1965. (SECRET) ' .

~ The Cénter also.took action on the grade_structure in technical componeﬂts:as
recommended by the IG. Job descriptions and justifications were submitted to the
Chief, Salary and Wage Division for fiQe new positions with SPS grades, and| 50X1
reported on 24 November that the‘first.reaction was“éncoqraéing. The Center did
o ~eﬁen better with GSS grades. Certain of the film-evaluation jobs were approved.
on the spbt‘fpr GSS rating by the Chief, Salary‘and Wage Division, and the latter
individual agreed to submif to the Director of Personnel for his approval a Center
proposal to include cerfain photogranmetfist positiohs under the GSS pay scale.
On the proposal for the establlshment of an NPIC Cooperatlve Educatlonal
_Program, the Center also took action. In a 10 November 1965 memorandum to the
é . DDS, the Director, NPIC sought approval for establishing such a program, with
| provision for a maximum of 20 undergraduate and 5 graduate students in such fields _

as mathematics, photogrammetry, optical science, and computer programming.

Ditector, NPIC. NPIC/D-228-65. Establishment of an NPIC Cooperative
Educational Program, 10 November 1965. (SECRET) .

COMIREX

Though matters concerning Community relations were not among those the Center

could be expected to solve diréctly, they were of the utmost significance. It is,

| therefore, worth noting that[:::::::]reported in his 16 September memo the £50X1

iCp ¢ STy

w’amoa ‘
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of what he said would be regular meetings with Colonel Tidwell concerning the
functioning of a COMIREX and the productlon capab111ty of the Center This was,
; | of course, aneother problem area in which the Center was in general agreement with

—T T
the <course=ef action recommended by the IG.

'NSCID No. 8 _ |
In his 24 August 1965 memorandum, the DDISpoke of the desirability of

assigning to NPIC responsibility for exploiting materials collected by other

image forming sensors, He further called for a 20X

vision of NSCID No. 8 to make this clear. This position was one in which the

Center concurred; it was also a recommendation made by the IG in the EYES ONLY

supplement to his report. Accordingly, reported in his 16 September 9S50X1

- memo that he had assigned three senior NPIC persons the task of drafting a pro-
posed revision of NSCID No. 8 to incorporate this change. This effort proved
\mproductlve however. ‘Doubtlessly, the Agency was reluctant to beeome. involved
in renegotiating the NSCID at a time when it had quite enough other NPIC problems
on its hands. Moreover‘ top Agency management could hardly View‘with enthusiasm
at this t1me any proposal to enlarge the respon51b111t1es of NPIC or to transform 4

! its functlon from interpreting to analyzing information.

COORDINATION WITH COLLECTORS

This was a minor theme that carried through all}hree of progres<50X1
reports. "By 24 November, he was able to report that the Center had ready for - ‘
approval by the Executlve Dlrector and D1rector NPIC, a proposed agreement be- ;

tween NPIC and NRO for Center part1c1pat1on in the design of collectlon systems.

r—mq"ﬂ\m
ﬁ-\‘h
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- pressed wishes ef the DCI for NPICito submit plans for sending field readout teams

" port that the completed staff study proposing such NPIC participation was

v1965. This br1ef1ng was the outgrowth of an ear11er meetlng between the DDI and

General Joseph F. Carroll, Director of DIA, at which time problems facing NPIC
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NPIC.” [Draft] Letter, with Draft of Agreement, from DCI to Director, NRO,
for the DCI's signature, 23 November 1965. (SECRET--Handle via BYEMAN System Only)

In shaping up the tentative agreement, Center representatives worked with James

Q. Reber, a long-time friend of NPIC, who had recently been named deputy to Dr.
Fiax, the Director, NRO. Though drawn up, the agreement was never formally‘appreved
and implemented because of the dramatically improved relations between the Center

and NRO as a result of Reber's influence.
FIELD READOUT TEAMS . 4 ‘

Though Center managers:had little enthusiasm-for engaging in a eontest with

the Department of Defense over this issue, they dutifully responded to the ex-

to world trouble spots where tactical needs of significance to national intell-

igence problems demanded such effort. On 24 November, waseable‘to re20X1

awaiting approval by the Executive Director and Director, NPIC. Like the NPIC-
NRO agreement, this proposal came to nought, perhaps because of am‘l:ici_pat’éd‘*ﬁbstro-ng"i

objection from the DOD.
BRIEFING FOR DIA

One example of the grow1ng interest in encouraging greater support of NPIC
by the Department of Defense was the briefing of Generals'Taylor and Maples of

DIA by the Dlrector 'NPIC, and his A551stant for Admlnlstratlon on 24 September

over the next five years wére discussed. The foliow-up briefing of Taylor amd

ﬁm? NFgela
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and Maples was for the purpose of explaining the current status of NPIC planning
and the operation of the Center Management Information System, which provided the
data on which NPIC projections were based. In his progress report of 28 September,

noted that the briefing had gone well, He also reported that both gené§9§g

w - returned to a theme previously expounded by Maples, namely, that the Center should.
| devote most, if not all, of its efforts to the imnmediate exploitation of photo-
| ‘graphy, leaving the detailed work to departmental elements. Predictably, the

~ Center briefers opposed the idea ''rather forcefully" and gave reasons for their

~ objections. On 20 August'1§65, in a position paper attached to an NPIC study on

. changes:in detailed reporting versus Center manpower for the DDI, NPIC had taken

a strong position in favor of continuing Center "detailed" reporting. The last

| NPIC. TCS-12271- 65, Effect of NPIC's Manpower Needs if the Detailed Reporting
| - Responsibility were Altered 20 August 1965. (TOP SECRET--Handle via TALENI-KEYHOLE
| Channels Only) -

conclusion in this paper stated that the nub of the matter was people and money,

and suggested a more equltable sharing of costs by the prime beneficiaries to
\\#uué?ihe problem It is possible that the contents of the NPIC memo were dis-

cussed by the DDI w1th General Carroll at their meetlng, and that this renewed the .
| interest of General ‘Maples in Center detailed reporting.

As a follow up to the briefing, the Director, NPIC .sent a memo to General
Carroll on 30 September referrlng to Carroll's meeting with Cline and the sub-
sequent briefing at NPIC of Generals Taylor and Maples. Lundahl suggested that
Carroll might be interested in being briefed himself and offered to do so if Carroll
could fit the briefing into his schedule. At the same time, he enclosed a eopy |
of theventire NPIC five-year projection report. | ’

- It is, thus, clear thét the Center was responding to the desire by higher

authority to encourage closer collaboration between NPIC and DIA, including a

. . RES ARSI
- | o TOP SECRET
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~ orientation course be expanded.

the Center to analyze the overtlme problem for the purpose of determlnlng NPIC
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greater involvement by the latter in manning and funding Center -operations. It
is apparent that NPIC was also taking the opportunity to ensure that the only
plan for the future available -- the NPIC five-year plaﬂﬁ\-— was in the hands of
DIA.

ORIENTATION COURSE

On 24 November,z reported that revision of the Center orientation 50X1
course was well'under way, and that it would be recorded and automated. He
added that it was expected to be ready by early the following month, but that,

although expanded, it would not be lengthened to a full week. This was the

7actien adopted by NPIC in response to the IG's recomiendation that the internal

NPIC OVERTIME

In his first progress report,|  |spoke hOpefuliy of the intention of 50X1

needs as well as how to achieve an equltable solutlon/q;]the question of overtlme
1

pay for Agency and.DIA employees No follow up was indicated in subsequent reports

In sp1te of good 1ntent10ns the question of overtime was one that could not be
solved without archange in reportlng procedures affecting a broad spectrum of cus-

tomers throughout the Intelligence Community. The climate needed to bring about

significant change did not exist at this time either within or without NPIC.

BUDGET
During the late summer and fall of 1965 fluctuations in the number of persons
and amount of funds planned or authorlzed for NPIC in FY 66 and FY 67 called for

the expenditure of much effort by Center planners and managers. In part these

TGP SECREY
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" tainly point to an apparent predilection on the part of the Buréau of the Budéet to

'NPIC missed more than one opportunity to demonstrate conclusively that it knew more

o structlve work.

. FY 1966 Operatlng Budget, 17 May 1965’ (SECRET)

|

|

(>eventy-1wo) |
’ \

fluctuations resulted from the failure of senior Agency managers to set clear-

- cut goals for NPIC and to draw up a plan for attaining them; in part they re-

sulted from the Johnson "economy' drive; and, in part, they resulted from the
very special attention devoted by the Bureau of the Budget to overhead reconnaissance

in general and to NPIC in particular. Though partisans of the Center could cer-
become unduly involved in the authorization of people and funds for Center operations,

about the planning factors involved than did Bureau of the Budget personnel. In
any case, repeated revisions of assetS'to be allocated to the Center for FY 66 and

FY 67 were demoralizing and diverted management from what might have been more con-'

Thus, on 3 August 1965, the Chief, Management Services Staff, NPIC, noted in
a memo to the Executive Difector, NPIC, that the CIA Office of Budget, Program
Analysis and Manpower (OBPAM) had advised NPIC of authorization to budget $19.6 millio

and positions for FY 66. These figures represented 120 positions and neaé%%x

Chief, Management Services Staff, NPIC. Preparation of the Budget, 3 August ‘
1965. (SECRET) R , -

$3 million more than those allowed under the Congressional Budget, on which the

initial NPIC operating budget for FY 66 had been based. Accordingly, Center

Director, NPIC. NPIC/D-94-65, National Photographlc Interpretation Center

managers, led by the Chief,Management Services Staff, prepared detailed plans for

allocating the additional positions and monies. Similar plans were made for an
50X1

additional positions authorized for budgeting purposes>by'OBPAM for FY 67.

—
D QT
TOP suaie
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Chiet, Management Services Stafft, NPIC Preparation of the Budget, Part II,
- 4 August 1965 (SECRET)

In the meantime, the Center, responding to a 28 July 1965 request by the Chief
: Budget Division, OBPAM, was busy identifying its lowest priority programs‘ﬁhual to

20 percent of funds budgeted for FY 1966 and 1967. This request was the resulit of

' Chief, Budget Division. Call for Office Budget Estlmates, F15ca1 Year 1967
_ Supplement No. 1, 28 July 1965. (SECRET)

a general erder pursuant to Bureau of the Budget Circular A-44, revised, for every
agency of the govermment to institute a program of "cost reduction.”"” On 16 August
1965, NPIC responded by plac1ng in this category all non-PI productlon of both

NPIC and the CIA detachment, all CIA departmental PI exploitation, and one-third -
of the national "detailed" PI effort for FY 66 and 60 percent of the planned ﬁdeteile

capability for FY 67. In his letter of transmittal, the Acting Director, NPIC said

Acting Director, NPIC. NPIC/D-161-65, Listing of Lowest Priority Programs in
NPIC Office Estlmates 16 August 1965. (SECRET)

that he calculatedly exempted the NPIC R&D program because it had repeatedly been
\\ curtailed in previous years. He also pointed to the fictitious character of the_
potential '"savings" in view of the cost of duplicating NPIC equipment and operatiens{
i elsewhere. | | 7 _ | | “
On 30 August 1965, the Acting Director, NPIC, sent a memo to the Director,
~ OBPAM, explaining in detail how the Center planned to use the additional $3 million

in FY 66, should such funds be made available. Generally speaking, what the Center

P;cting Director, NP1C. NPIC/D-180-65, Use of Contingency Funds in NPIC FY 1966
Operating Budget, 30 August 1965. (SECRET)

propoeed was first to provide for increased costs related to the{]addltlomﬁox1

Declassified in Part - Sanitized Copy Approved for Release 2014/05/14 CIA- RDP7SBO5167A001800140003 8 B




Declassified in Part - Sanitized Copy Approved for Release 2014/05/14 - CIA-RDP78B05167A001800140003-8

i ‘JJ o Ve o BN e B NADNLNG -t).i“U:)ER
(Seventy-Four) .

positions and the expected increase in workload, and then to spread the rest, a

little more than one and one-half million dollars, selectively over the 15 major

NPIC R§D categories. Among other data shown in this memo were compar'ative figures.

in the original and revised FY 1966 budgets for total number of positions, average

employemént, and average salary. With a ceiling of positions, the initial

estimate of average employement was

50X1

more positions the later es-50X1

timated average employment was This was a discrepa@.@x1

that Bureau of the Budget personnel were to -cha-llexige later to the embarrassment

of NPIC and the Agency.

On 20 September 1965, the Chief, Budget and Financial Analysis Branch, Manage-

4

ment Services Staff, NPIC, noted in a memo for the record that he had just received

wofk from OBPAM that the NPIC FY 67 budget had been cut approximately

50X‘1

According to his informant in OBPAM, this reduction was reéonmendéd by the Budget

Chief, BEFAB/MSS/NPIC. Agency Reduction in FY 1967 Office Estimates,
4 20 September 1965. (SECRET) —

Division, OBPAM, in view of Agency "budget problems,'" and was concurred in up to

the DCI. The Chief, B&FAB, was also informed that the foregoing information was

transmitted to the DDI on 15 September, though no such information had beenf,‘__;?_youch- ‘,‘f‘

safed &g NPIC by the DDI. The Chief, B§FAB, added that OBPAM was requesting a |

revised NPIC R§D program schedule refiecting the new, lower total for NPIC Research

" thanks for having been informed at all about the cut.

and Development. It was apparently to this latter request that the Center owed

On 22 September the NPIC Assistant for Administration,

5oxﬂ

10D SC0E |
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sent a memo to the Chief, Administrative Staff, O/DDI, justifying the 120 FY 1966
NPIC positions authorized by OBPAM and sumarizing, by functional categofyv, how

‘they would be used. His justification for the positiohs, about two-thirds of which

| Declassified in Part - Sanitized Coby Approved for Rel ase 2614/05/14 : CIA-RDP78BO5167AOO1800140093-8
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Assistant for Administration, NPIC. Justification for Additional 120 P051t10ns
in FY 1966, 22 September 1965. (SECRET) .

were scientific or technical, was based on the NPIC five-year budget projections
of April 1965 and the NPIC White Paper. He also pointed to the reviews of NPIC

operations and problems by the IG and the Land Panel as well as to the fact that .

: both had concluded that, if anything, the NPIC projections were probably conserva-

tive. He specifically stated that these 120 positions were regarded by NPIC as

the first step in a long-range augmentation intended to achieve the goals set by
NPIC in its five-year plan. Thus, senior Agency managers were engaging in a pro-
posed buildup of Center personnel which had been triggered and was now being justi-
fied by a plan they had elready rejected. The real justificetion, in their'eyes,
was the prudent hedge proposed by the DDI, but they were still without evidence
acceptable to them and to other critics of the Center to prove the need for such

a course of action. Later events were to prove that this was not a strong position

from which to negotiate with the Bureau of the Budget

One day later on 23 September 1965, the Chief, Management Services Staff,
NPIC, noted slight revisions suggested by OBPAM in the allocatlon of the $3 m11110n .
of cont1ngency funds in the NPIC FY 1966 operatlng budget as proposed in the memo

of the Acting Director, NPIC on 30 August. The changes were 1nconsequent1a1 and

Memorandum for the Record, Allocation of the Additional  50X1

$3.0 Million for the FY 1966 Budget, 23 SeptemHer 1965. (SECRET)

Vappea: to have been strickly pro forma adjustments intended, perhaps, to achieve

consistency with the treatment of similar items elsewhere in the Agency budget.
If'this seemed encouraging, it was soon to prove a false hope.

On 11 October 1965, 8% William Thomas and . Donald Smith of the Bureau of

T0P Stikel
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the Budget were briefed by | on the -

additional.NPIC positions proposed for FY 1966. This briefing seemed to ha

'arousequuestions in the minds of Thomas and Smith concerning the validity and

e e . ek P Ve
Declassmed in Part - Sanltlzed Copy Approved for Release 2014/05/14 CIA RDP78BO5167AOO1800140003 8

50X1 -
,50X1

aveo

manipulation of NPIC data as well as the assﬁmptions on which Center projections

were based. It was apparent, for example, that Thomas and Smith subsequently

"pressed the CIA Office of Budget Program Analysis, and Manpower for an explana

tion as to how a proposed increase of positions at NPIC would yield a net 5OXj :
“increase in average employment of onl) [sic] persons. In an 18 October 1965
memo to the Director, OBPAM, explained that the earlier figure ¢ 50X1!

-was in error and that the later figure of 875.9 [sic] was correct. He suggested

that in responding to Thomas, OBPAM instead stress that the Center expected to

itions

Assistant for Administration, NPIC. -Justification for Additional 120 Pos
in FY 1966, 18 October 1965. (SECRET) ‘ ,

reaIize a net increase in averagé employment of over the actual FY 1965 fig 20X1
'He also mentloned the stepped Up NPIC recru1tmen€ program and the need for obtaining
approval qf the 1f the recruitment effort just commencing were éﬂjﬁé

sustalned.
At the close of the 11 October brleflng, Thomas had requested a copy of t

FY 1966 manpower utilization projections presented at the briefing. In additi
data, together w1th some carefully qualified FY 1966 projections based on the

Director, OBPAM for transmittal to Thomas at his discretion. Request for this

-

he

on,

he askedﬂfbr-eimilar data on the actual utilization of manpower in FY 1965. These

actual flrst-quarter experience, were forwarded by[::::::::kn 20 October totl50x1

Assistant for Administration, NPIC. TCS-13132-65, NDIC Manpower Estimate

fer

FY 1966, 20 October 1965.  (TOP SECRET--Handle via TALENT-KEYHOLE Channels Only)

R

0P &ornz
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information, which included assumptions concerning film inputs and average

" mmber of persons engaged or expected to be engaged in eath of nine functional

categories, revealed an inordinate concern by Thomas in the fine details of Center

~ staffing.

Thomas and Smith returned to NPIC on 28 October for what charactei50X1

ized in his 24 November progress report as ''the most exhaustive and intensive re-

view we have ever had," 1nc1ud1ng questions that got down to ''specific items of

: aorn. The T 67 hudye s,
‘equipment.’ - At this P&gE® hearindy the Centef was asked to submit supplementary

informetion concerning computer rental estimates and the RED program. In an

" 18 November memorandum to the Director, Planning, Progrémmipg, and Budgeting,

forwarding to him the information requested by Thomas, | |pointed out that50X 1
the estimates on computer rentals had already been submitted and that he was
enclosing information on the stereo=comparator contract and all items of equipment

having a gross estimated value of over $200,000. He added a plea for uhderstanding

. Assistant for Administration, NPIC. Supplementary Informatlon on NPIC FY 1967
Budget Estimates, 18 November 1965. (SECRET)

in view of the difficulty of such precise planning in the face of so many variables,
including a succession of new target budget figures. He closed with a reminder

that the list of equlpment submitted by no means fulfllled the real needs of the

Center, particularly for automating the PI process as desired by the DCI.

noted in his 24 November progress report that he had several requéOX1

from Thomas for further information following the 28 Octeber briefing. He 'predicted_.-

that Thomas would recommend to his superior disapproval of the full NPIC FY 1966

and FY 1967 manpower requests. was soon to be proven at least half righo0X1

The budget item in his 24 November progress report indicated, in a pafen,thetical

coment obviously added after the memo was.drafted, that he just had heard Thomas

disallowed the "entire FY 1966 increase."

P
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The reverberations following this decision continued for at least several

days. On 30 November, wrote a memorandum for the record noting thatdo0X1

the DDI ‘called the Director, NPIC, on 29 November asking for information by
0900 the next day on how many of the additional 120 NPIC positions for FY 1966

would be used for work on China and Vietnam. The DDI said he needed the

- Assistant for Administration, NPIC. Memorandum for the Reeord DDI Request
for Information on D1str1but1on of 120 positions for FY 1966, 30 November 1965.
(SECRET)

“information for a discussion with the DCI on 30 November. There is no indication

that any attempt was made to use this information as the basis for an appeal to

the Bureau of the Budget. The Center estimated that pesitions 50X1

kould be used for work on China and on Vietnam. Such small numbers were ot50X1

viously within the "noise" level when the entire complement of NPIC employees
was considered.

The FY 67 budget fared no better. The NPIC five-year plan of 9 April 1965

had projected a need for 50X1T

- was for RGD. In his 4 August 1965 memo,'Preparation of the Budget - Part II,"
the Chief, Management Services Staff, NPIC reported that, considering realities L
of the recruitment effort, he and the Chief, OBPAM, had agreed to budget f04 50X1

| _ positions in FY 67. A 9 November 1965 memorandum for the record prepared by the

Deputy Chief, Management Services Staff, NPIC, noted that th{ \;50X1

jection for R&D in FY 67 had been reduced t s a result of an in- 90X

ternal Agency‘ review., This memo for the record also noted a telephone request

Deputy Chiet, Management Services Staff, NPIC. Memorandum for the Record,
_Reduction of NPIC's FY 1967 Budget Requests, 9 Noy'ember 1965. (SECRET) -

on the afternoon of 5 November from the Chlef Admmlstratlve Staff O/DDI re—

questing by 1530 that day information onthe effect of/\cut of an addltlonal

TOP SEQEF - o
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on the NPIC planned program. S50X1

The response to the foregoing request pointed out that the reduction would
have to come out of funds allocated for R&D and equipment. The Center proposed
" reducing the RGDvbudget,by $2 milljon and the funds allocated fer purchase of PI
equipment by onevmillion dollars, Coupled‘with the previous Agency cuts, this .
would mean a reduction of one-third in RED funds and 60 percent in those for pur-
chase of equipment, compared with the initial NPIC requests. The Center pointed
out that such cuts were contrary to the recommendations of all experts who had
examined Center operations, including the IG and the Land Panel, The result of
such cuts, according to NPIC, would require a iephasing of the entire R&D program
‘ anﬂ fesult in an inability to pfovide photo interpreters with new equipment needed
for efficient operations. “
The final blow was recorded in a memoranduﬁ for the Director, Plaﬁning, Pro;

| - gramming, and Budgeting frdh the Director, NPIC, dated 2 December 1965. Lundahl

Director, NPIC. BYE 60692-65, Memorandum for Director of Planning, Programming
and Budget1ng, Comments on the Bureau of the Budget Reductions in the NPIC Fiscal

-Year 1967 Estimates, 2 December 1565. (TOP SECREI/CORONA/OXCART--Handle via BYEMAN.
System Only)

noted that he had been advised of reductions made by the Bureau of the Budget ié%he
. NPIC budget for FY67. The R§ lprogram was cut by $2,850,000 and the Plans and Devel-
. opnent Staff by 13 positions and $50,000. The number of CIA positions in NPIC was

. % , © 50X14
set af Once again, %= proved)a better prophet than mediator. e

The foregoing memorandum was also notable for the strong poSifion taken by the
Director, NPIC in defending the needs of the Center as stated in the 9 April 1965
five-year plan. He reviewed the mumerous proposals and counterproposals thaf marked
the preparation and review of the FY67 budget to date, and he related the successive

cuts to the contrary views of the IG and the Land Panel. He then raised some very
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cogent questions about the implications of these cuts for the future of ihe Cenfer.}
Most fundamantal was the question of whether the Center would still be able to?meet}v
- the reeponsibilities placed upon it by NSCID No. 8. The Director speculated that
the long-termm effect of the FY 67 reductions would likely be a diffusion of PI
exploitation in response to national requirements among other components in the .
Intelligence Community. Unfortunately for the cause of centr;i%ized exploitation,

he proved to be a good prognosticator.

Like the adverse decision on the FY 66 budget, this one triggered some sen-

timent for a reclamer. On 11 December, the NPIC Assistant for Administraton sub=

mitted to the Director of Planning, Programming, and Budgetlng a draft for an appeal

by the DCI to the Bureau of the Budget. Though the paper was 1uc1d1y written, it

Assistant for Administration,NPIC. [Draft Manuscript for an eal of BoB Cuts
in the NPIC FY 67 Budget,] 11 December 1965. (10P SECRETETALENT-KEYHOLD--Working Paper)

contained no new.information and was unlikely to change the minds of Bureau of the

Budget officials who had already reached a decision based on detailed evidence judged

by them to be fmmmmwe conclusive. There is, indeed, no indicatioﬁ that the"eppeai
was ever made | - | | | |
The flasco over the budget durlng the fall of 1965 virtually foreclosed whatever
possibility existed that allocation of resources to-the Center might be justified on
the basieAwhat was needed to carry out its mission under NSCID No. 8. That miscal-
- ulations and 1neptness on the part of the Center were contrlbutlng factors cannot be
denled The whole NPIC approach to overwhelm the opposition with facts and flgures

demonstrat1ng the need for a several fold increase in resources within a mere five

years, was untenable. Powerful forces and/or adversarles were working to draw sharp

T ErRE T

| a LK
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limits to the number of people and funds that would be available to CIA. Ongoing
programs in other Agency offices and directorates had to be kept alive. New faces

in top-echelon Agency positions were far less familiar, and, therefore, far less

.understanding of the objective worth and importance of NPIC, whatever these may

have been. The strident claims by NPIC for dramatically expanding resources were,

" in hindsight, totally unrealistic. If the Agency position was one of some reserve,

it entertained, at least at first, the prospect of an expanding Center. The actlons

of Bureau of the Budget examiners, on the other hand, suggested hostility and bias

A against the Center, if not the Agency from the outset. Thus, on all counts NPIC

was fightihg a losing battle.

' SPACE

The portion of Building 213_0ctupied>h§”;NPIC and the CIA departmental unit was |
50X1

space occupied by the military tenants, who controlled most of the fifth floor, and
the U, S. Geologieal Survey unit, which occupied approximately two thirds of'the_

-4

~ novated at the time Building 213 was prepared for NPIC occupancy.

Since Center budget figures current in the fall of 1965 postulated an on-board

' strength of [:::]NPIC and CIA departmental employees by June 1967, it was apparenfSQﬁﬂt

plans should be made to accommodate an additional persons. More than that the90X1

- possibility that there mlght be further substantial growth also had. to be considered.

- 50X1
Obviously, the date when NPIC and CIA/PID employees totalec would be an important

one, since some action, interim if not final, would have to be taken by that time.

Preliminary discussions were under way between NPIC and the DDS and his Office

F‘ EB (é'/_'t"pva
wEN "‘"

£
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of Logistics by late in the summer of 1965. 1In his first prOgress report, on

16 Septe‘mber, noted these discussions and spoke spec1f1ca11y of the pess5ox1

bility of taking over and renc%atmg the space occupied by the U. S. Geological Survey

unit.

Space planning must have continued apace. On 28 September was ab1e50X1

to identify January 1967 as the date when NPIC and CTA/PID would have outgrown their
quarters. He also listed five alternatlves for solving the near-term space problem
They were: 1) ){ove the Geological Survey and renovate their quarters (cost-$2 million;
time - 20 months); 2) extend the second floor out over the parking lot (cost - several
w . -millions; time - more than 30 monhths); 3) pour footings for a six-story building -

- adjacent to Building 213-A,but construct only one floor (cost - several millions;

time - 30 months)' 4) move the CIA map library out of 50X1

and give the 25,000 square feet thus avallable to NPIC- (cost - not < 50X1

timated,but least of any; time - six months); S) pr'ovide NPIC 50,000 square feet

in Rosslyn (cost - - unknown; time - under one year). Of the five alternatives, NPIC
chose: mmber 3 because it provided collocation with the ex1st1ng operatlon and the

best option for further expan510n Sadded that NPIC was con51der1ng the 50X1 |
* ‘ prospect of shift operations pending completion of the bu11d1ng ' ‘
! This somewhat informal report to- the DDI on the several space ‘alternatives

bemg considered was followed by an NPIC Staff Study, which was forwarded to the DDS

through the Director of Logistics on 3 November. This study discussed briefly the

Executive D1rector NPIC. NPIC/D-223- 65 “Memorandum for the Deputy Director
- of Support, Staff Study NPIC Space Requlrements 3 November 1965. (SECRET)

advantages and disadvantages of each alternative and recommended approval of alter-

native number 3, the construction of a one-story building adjacent to Building 213-A,

on the site of the It added that the cost w01,115“0),(,1

TP CICRET
D ni

Declassmed in Part - Sanitized Copy Approved for Release 201'4/05/14 CIA- RDP78BO5167A001800140003 8 -]




S S S +

Declassified in Part - Sanitized Copy Approved for Release 2014/05/14 : CIA-RDP78B05167A001800140003-8

Vg Food i e AT
i Herbiel yorkrr paRmR

(Page Eighty-Three)
$2.7 millions and revised the estimated time. for completion downward to 24 months.
In the discussion of alternatives, the Center pointed out that the production-line
nature of NPIC operations demanded that the additional space be located in cloée
| proximity to Building 213. The alternative recommended satisfied this basic ré-
qufiement as well as the opportunity for future expansion. Sincevthe recommended
site was located next to Building 213-A, which housed the utilities for the Center,
this was another point in its favor. | ‘
‘ [:::::::]noted in his last progress report, on 24 November, that the NPIC sﬁ§z§1
-‘ study had been compléted and forwarded. He also added that Col. White thought it
eésier to obtain fundsvfor renovation than for construction, especially in view of
 the impending review of photo interpretation activities in NPIC and in the entire
Intelligence Community. White, therefore, tended to favor evicting the Geological
Survey and renovating that space. |
The NPIC Staff Study drew a response from the Director of Logistics, George E.

Meloon, in a memorandum for the DDS, dated 1 December. Meloon concurred in the NPIC

Director of Logistics. OL 5 7206a (DD/S 65-6026), Mcmorandum for the Deputy
Director for Support, Construction of Additional NPIC Space, 1 December 1965. (SECRET)

recommendation and enclosed the draft of a proposed memo for the DCI‘from the DDS re- .
‘questing approval of the recomnmended project. In his memo, Meloon éave a breakdown
of the constructibn costs:and of the time schedule. He édvised, without any hint of
concern,.thét upon approval, presumably by ‘the DCI, the Office of Planning, Programming
and Budgeting would be notified and that they wouldVeeisf the Bureau of the Budget

and obtain the neceésary funds. This sounded disarmingly simple. Meloon also said

50X1

T .
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g‘ - The profundity of the latter observation was perhaps a measure of the seriousness
o merited by the construction proposal. Nowhere in the record is.there evidence that
.vanyone asked any penetratlng questions about the demonstrated need for such construc-
tion or the planning assumptlons on which it was based Whether deserved or not,
~ the evidence left the impression that the whole proposal was one of routine responseu
'te untested claims.brNPIC did have a potentially serious problem. The Center was
correct in facing up to it and seeking a solution. The manner_in which it was carried
out, however, was not one calculated to withstand searching scrutiny. And much of
the blame for the apparent lack of rigor lay outside the Center. |
One skeptic was heard“from on 16 December. John Clarke,'Director of Planning,

Programming, and Budgeting, sent a memorandum to the DDS, Robert L. Bannerman advis-

|

|

|

|

|

\

|

D

|

: - ing that until the NPIC manpower ceiling was set, there ﬁas little hope of obtaining

' funds for construction. He mentioned‘the study of Community_PI facilities being |
undertaken by the Joint'Imagery Interpretation Review Group (JIIRG) and the fact that N
‘the size of the NPIC manpower increase remained a policy question under consideration

\ by the Bureau of the Budget. Obv1ously, the Director, PPB, was either better in-

f formed or‘possessed more pol1t1cal acumen than the other space planners. His sage

| observation marked the close of the initial phase of significant activity in fesponse

é 1 to the seemingly inevitable need 6f more space for-NPIC.

k L The approach of the hoiiday'season and‘the waning of activity generated by the

IG report and Bureau of the Bﬁdget examiners must have been a relief, however temporary,

ThP (:’z, /“\Q
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to beleaéuered NPIC managers. If it brought to a close the incessant demands for
plane,‘figures,Ajusiifications and explanations,‘it was hardly a fime for fejeicing.
. In spite of a viggrous display of the trediFional NPIC spirit and a‘refusal to quit
in the face of adversity, the Center was in trouble. The old charisma wasllacking.
NPIC responses were not tuned to‘the changingefimes. The Center still believed
-implicitly in its destiny, but its former allies did not. The fevefishvec'tivity
during the fall had met wifh little success. Some gains were realized in the fields
of personnel recru1tment Communlty relatlons and internal tra1n1ng On the other |
haud ‘the budget hearings had been a catastrophe. Nbreover, nothlng of real sub-

stance had been accomplished toward solution of the "NPIC Problem." To those on -

~ the sixth floor of Building 213, with nothing more acceptable to guide them than their
Fepudi Atz -

five-year plan, their troubles muet have looked more like the "CIA Problem."

05/14 CIA -RDP78B05167A001800140003- 8




