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(1)

REPORT OF THE NATIONAL COMMISSION
FOR THE REVIEW OF THE NATIONAL RE-
CONNAISSANCE OFFICE AND THE REPORT
OF THE INDEPENDENT COMMISSION ON
THE NATIONAL IMAGERY AND MAPPING
AGENCY

TUESDAY, APRIL 3, 2001

U.S. SENATE,
SUBCOMMITTEE ON STRATEGIC,

COMMITTEE ON ARMED SERVICES,
Washington, DC.

The committee met, pursuant to notice, at 2:30 p.m., in room
SR–232A, Russell Senate Office Building, Senator Wayne Allard
(chairman of the subcommittee) presiding.

Committee members present: Senators Smith, Allard, Reed, and
Nelson of Florida.

Committee staff member present: L. David Cherington, counsel.
Professional staff members present: William C. Greenwalt,

Thomas L. MacKenzie, and Eric H. Thoemmes.
Minority staff member present: Creighton Greene, professional

staff member.
Staff assistants present: Beth Ann Barozie and Thomas C.

Moore.
Committee members’ assistants present: Douglas Flanders, as-

sistant to Senator Allard; Menda S. Fife, assistant to Senator Ken-
nedy; Christina Evans and Terrence E. Sauvain, assistants to Sen-
ator Byrd; Elizabeth King, assistant to Senator Reed; Peter A.
Contostavlos, assistant to Senator Bill Nelson.

OPENING STATEMENT OF SENATOR WAYNE ALLARD,
CHAIRMAN

Senator ALLARD. I call the Strategic Subcommittee to order. We
like to have a reputation of starting on time.

I know that we do not have all of our witnesses here, and Con-
gressman Goss is going ahead, but at least I think we want to start
with opening statements, and then if Congressman Goss does not
mind, then we will go ahead and proceed with those of you who are
here.

The Strategic Subcommittee meets today to receive testimony
from the National Commission for the Review of the National Re-
connaissance Office (NRO) and from the Independent Commission
on the National Imagery and Mapping Agency (NIMA).
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These two commissions, which were established pursuant to con-
gressional direction, have performed a critical service, as we seek
to revitalize United States space and intelligence organizations and
operations. I believe that it is appropriate that we hear from both
the NRO and the NIMA Commissions in a single hearing, given the
close and synergistic nature of these two organizations.

This hearing also complements the testimony that the sub-
committee received last week from the Commission to Assess
United States National Security Space Management and Organiza-
tion, which was chaired by now Secretary of Defense, Donald
Rumsfeld. All three of these commissions have made important rec-
ommendations that this subcommittee will carefully evaluate as
the new administration charts its path regarding space and intel-
ligence.

On our first panel, we will receive a presentation from the NRO
Commission. When we have the co-chairmen here, I will want to
give them an opportunity—that is Congressman Porter Goss, he is
the co-chairman with his fellow commissioners, Larry D. Cox, Mar-
tin C. Faga, and Bill Schneider, Jr., of the NRO and NIMA Com-
missions, to make a few remarks.

I would like to point out that it was my privilege and great pleas-
ure to serve on the NRO Commission with these distinguished gen-
tlemen. I understand that later on Congressman Goss will be mak-
ing an opening statement.

On panel two, we will hear from the chairmen of the NIMA Com-
mission, Peter Marino and Kevin O’Connell, and then the Commis-
sion’s executive secretary. We are looking forward to that presen-
tation as well.

Now, before I turn it over to Representative Goss for his opening
statement, I will recognize my ranking member, Senator Reed, for
any opening statement he would like to make.

STATEMENT OF SENATOR JACK REED

Senator REED. Thank you very much, Mr. Chairman, and thank
you for calling this very important hearing. I want to join you in
welcoming our witnesses this afternoon.

It is good to see Congressman Goss, who is a colleague from the
House, and also Mr. Cox, who is a colleague from the House Intel-
ligence Committee, and Mr. Faga, welcome.

I think that we would all agree, in peacetime or in any future
conflict, we are relying much more heavily on our ability to provide
useful, timely information to our decision makers, be they in the
military or elsewhere in the government. Certainly, superior
knowledge or information superiority is central to executing Joint
Vision 2020, or any other reasonable national military strategy
that may emerge from the ongoing defense review.

The NRO and the NIMA have been playing and will continue to
play a critical role in supporting these national priorities. How we
manage and modernize these two vital organizations and their ac-
tivities deserve the attention of this subcommittee and Congress.
We need to make sure that we are marching on the right path.

These two Commission reports, which have broad implications
for the NRO and NIMA for the future, will be most helpful as we
conduct our oversight responsibilities. I look forward to hearing
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from the Commission representatives today, and again, thank you,
Mr. Chairman, for holding this hearing, and for your service on the
Commission.

Senator ALLARD. Thank you very much, Senator Reed. It is good
to hear from you.

We will proceed with our testimony. Just to give the panel and
the members of the subcommittee an idea of what our schedule
may look like this afternoon, I have been told that we can expect
to vote around 3:15, or so. Now, that may be delayed, but right
now, until we find out the schedule, we are assuming that that will
happen, and as soon as that vote comes up, my idea is that we will
go vote right away, and come back and finish the subcommittee’s
business.

So let me go ahead and recognize Congressman Goss, who I
served with in the House, an expert on intelligence matters. It is
good to have you here before the Senate subcommittee, Mr. Con-
gressman.

STATEMENT OF PORTER J. GOSS, CO-CHAIRMAN, NATIONAL
COMMISSION FOR THE REVIEW OF THE NATIONAL RECON-
NAISSANCE OFFICE

Congressman GOSS. Thank you very much, Mr. Chairman. I am
pleased to look up and see two former colleagues, and wonder what
happened to me, where I went wrong.

Senator ALLARD. We know the feeling, Porter. [Laughter.]
Congressman GOSS. I am pleased to be able to address the sub-

committee this afternoon, Mr. Chairman and Mr. Reed. I think
that the work that we did on the Commission is very useful. I do
not think it is definitive, in the sense that it is a final recommenda-
tion, but I think that it is a series of conclusions at a time of evo-
lution in our intelligence capabilities, at a time, equally, when we
are reviewing new types of threats to our national security, and,
in fact, perhaps even a new definition to our national security.

I am fortunate today to be accompanied by several commis-
sioners, at least two, I see so far. I do not know how many others
are coming. Of course, Senator Allard, who served on the Commis-
sion. I think we have provided to the subcommittee the materials
from the Commission, and any comments from Senator Kerry, who
was Co-Chairman, I am sure are available, and if not, can be made
available.

I plan to make a brief opening statement, if that is all right, Mr.
Chairman, for the record. Considering the time constraints, it will
be brief, a couple of minutes. If you want me to forego it, I will sub-
mit it for the record. I would prefer to make the statement, because
it synthesizes what I think we did.

Senator ALLARD. You may proceed here, Congressman. That will
be fine.

Congressman GOSS. Thank you.
The Commission was formed pursuant to the Intelligence Au-

thorization Act of Fiscal Year 2000. The legislative mandate for the
Commission was driven by recognition of the changing threat envi-
ronment and the growing concern about NRO’s ability to provide
innovative space-based capabilities that are so vital to maintaining
our national security, and, indeed, are unique.
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The Commission held numerous meetings, as you will recall. We
received testimony from literally dozens of witnesses, from March
to November 2000, across a scope of interests. The complete list of
interviews and witnesses is included in the final report, again,
which I understand you have.

The Commission found that the NRO reconnaissance satellites
have had a crucially important role during the past four decades
in providing American presidents a decisive advantage in preserv-
ing the national security interests of the United States, and having
just come from the celebration of the fortieth anniversary of the
NRO, I cannot emphasize how strongly what a proud record that
has been.

In many ways, the risks to the United States from the poten-
tially catastrophic acts of terrorism and weapons of mass destruc-
tion and mass disruption are more complex today than those the
United States confronted during the Cold War.

In addition, the number of extended U.S. military commitments
and other U.S. interests around the globe that require continuing
support is stressing the capacity of NRO reconnaissance systems
and the intelligence community to detect critical indications and
warnings of potentially threatening events, and I can say that as
we sit here today, we are, indeed, testing our asset capability very
strongly with events that have come upon us over the weekend. To-
gether, these and other evolving conditions place an enormous pre-
mium on maintaining a strong space reconnaissance capability.

NRO capabilities have been available in the past, because Presi-
dent Dwight Eisenhower and his successors clearly understood the
significance of space reconnaissance to our national security. They
had the tenacity and determination to endure the many risks and
failures inherent in space technology, and they personally directed
and sustained the investment needed for its development.

Those are critical points, lots of risk and lots of very high-level
commitment to the project. However, the clarity, and mission, and
the sense of urgency that led our past presidents and congresses
to invest in the future of space reconnaissance has dissipated since
the end of the Cold War, since the wall has come down. The dis-
appearance of the Soviet threat has provided a false sense of secu-
rity, and has resulted in under investment in the NRO and other
intelligence systems. It is not just the NRO.

This comes at a time when the array of threats facing the United
States has never been more complex, and the demands on the NRO
and our other capabilities from new customers have never been
more intense. The advances in military technology have led mili-
tary customers to develop a voracious appetite for NRO data. At
the same time, non-military customers increasingly demand more
information from the NRO regarding a broad array of intelligence
targets.

Also, dynamic changes in information technology are signifi-
cantly affecting the NRO. In the absence of additional resources,
the NRO is being stretched thin, trying to meet all its customers’
needs, and I have not even begun to talk about denial and decep-
tion, and what other people are doing to frustrate some of the capa-
bilities we seek to get through the NRO.
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We believe the American people may assume that space-based in-
telligence collection matters less today than it did during the Cold
War at a time when paradoxically the demand for the NRO’s data
has never been greater than it is now. The Commission’s final re-
port stresses the need for decisive leadership at the highest levels
of government in developing and executing a comprehensive and
overarching national strategy that sets the directions and priorities
for the NRO.

Without that commitment from the top level, we do not think it
will happen. This is risk heavy, commitment heavy, and attention
heavy, and perhaps this subcommittee’s efforts will help us get
those ingredients.

Ensuring that the United States does not lose its technological
eyes and ears will require the personal attention of the President,
the Secretary of Defense, and the Director of Central Intelligence,
along with diligent oversight by Congress, and I will add, working
together.

There has been and will continue to be, understandably, heavy
pressure to maintain current aging capabilities rather than to bear
the expense of riskier modernization and development of advanced
technologies. Some of us have seen this manifested in different
ways.

The fact of the matter is, we have to deal with today, but we
have to get ready for tomorrow. Without bold and sustained leader-
ship, and the necessary resources, the United States could find
itself deaf and blind, and increasingly vulnerable to any of the po-
tentially devastating threats it may face in the next 10 to 20 years,
some of which I cannot even imagine yet.

Failure to understand and support the indispensable nature of
the NRO as the source of innovative, new space-based intelligence
collection systems will result in significant intelligence failure.

These failures will have direct influence on strategic choices fac-
ing the nation, and will strongly affect the ability of U.S. military
commanders to win decisively on the battlefield, and we have just
come from a wonderful battlefield success in the Gulf, where we
understand the value of getting it right, what that does in terms
of risk potential for our troops in harm’s way. Consequently, I
think that we have found success, we have to continue to find suc-
cess, and I believe the NRO is very much a part of that formula.

At this time, Mr. Chairman, I would, with your permission, offer
the other commissioners the opportunity to make comments, and I
would be pleased to answer any questions you have on any of the
particulars.

Senator ALLARD. Thank you, Congressman.
Mr. Cox.

STATEMENT OF LARRY D. COX, MEMBER, NATIONAL COMMIS-
SION FOR THE REVIEW OF THE NATIONAL RECONNAIS-
SANCE OFFICE

Mr. COX. I do not have any prepared statement made, but I want
to make a couple of points. Some of these will reinforce what Con-
gressman Goss just said.

There has been a decrease, I believe, in the budget flexibility
available to the NRO. In time past, you may remember when the
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technological needs, and, therefore, the cost of financing R&D were
something the NRO did intuitively, and it had sufficient, some
would argue over-sufficient, budget to actually execute that and do
that.

There has been some reduction in the flexibility to execute budg-
et against both programs operational and R&D for the future.
Something that I think is a major concern is the use of the power
of the Director of Central Intelligence (DCI) for streamlined acqui-
sition.

The DCI has been given the power to do a class of streamlined
acquisition that can allow rapid procurement of capability to sup-
port the intelligence community, and the willingness or the interest
in DCI has declined in exercising some of that streamlined acquisi-
tion authority, I would say.

There is a continuing need to balance the intelligence require-
ments of the national decision maker with military support re-
quirements. Some of the responsibility for adjudicating the split be-
tween those classes of requirements has fallen to the builders of
systems. If you think of the NRO as an acquisition agency, an
agency that designs, develops, procures, operates, and derives data
from classified systems, then you understand that it is an engineer-
ing organization, most effectively.

It takes requirements from intelligence agencies and turns them
into intelligence technical capability. So a NIMA, for example,
would present a set of imagery requirements to an NRO, and NRO
would design, develop, and build the capability to support those re-
quirements. Similarly, an NSA would offer its intelligence require-
ments, the NRO would respond with technical capability, and the
CIA, and so on.

Well, the decision about what is space, and what is air, and what
is human, I do not think should fall to an agency responsible for
building the capability against those things, but what has hap-
pened is, I think a lot of the responsibility for maintaining the bal-
ance between requirements has either fallen to the NRO as a de-
veloper, or it has found itself in the position of having to defend
its decisions about how to balance intelligence requirements in its
design and development of systems.

The tasking, processing, exploitation, and dissemination (TPED)
issue is a pretty good example of that. Arguably, the tasking, proc-
essing, exploitation, and dissemination of intelligence data, im-
agery, for example, should lie with an imagery agency, NIMA; yet,
the TPED issue has fallen squarely on the shoulders of the NRO
as the builder of capability. So the point of this is that I think in-
telligence agencies should get heavily back in the requirements
business, and the acquisition agencies should get heavily back into
the leading edge technological acquisition business. So that would
define more clearly a role for the NRO as a technological agency,
and probably less so as an intelligence agency. Thank you.

Senator ALLARD. Mr. Faga.

STATEMENT OF HON. MARTIN C. FAGA, MEMBER, NATIONAL
COMMISSION FOR THE REVIEW OF THE NATIONAL RECON-
NAISSANCE OFFICE

Mr. FAGA. Thank you, Mr. Chairman.
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I would like to offer some comments on a specific matter that I
know is of interest to the subcommittee, and that is the matter of
the advisability of moving the NRO operations to the Air Force,
which has been a subject of interest for many years, and I offer this
view as a member of the Commission, and also as a former director
of the NRO.

First, I strongly support further integration of Air Force and
NRO activities. I think that is absolutely essential and also inevi-
table. The subject of transferring operations is one that I think is
confused. There is an important variation in language used here.
In the sense in which a military officer usually uses the word ‘‘op-
erate,’’ the NRO does not operate satellites at all.

At its ground stations, the NRO uses a largely contractor work-
force to provide for the health and maintenance of satellites, collect
data to pass to others for analysis, and most importantly, to send
commands to the satellites on what they should do, but these deci-
sions on what those instructions will be, that is, to operate the sat-
ellites, are decisions made outside the NRO by organizations within
NIMA and within NSA.

During the Persian Gulf, I was frequently called by officers at
Central Command who would ask me to arrange a specific collec-
tion by the NRO, and I would explain that I did not have the power
to do it. They were amazed. I also explained that the officer who
did have the power was a CENTCOM officer who was located in
the same building that they were in. They were further amazed.

So in my view, the NRO could receive tasking instructions from
the U.S. Space Command or the JCS for certain collection activi-
ties, if that should be a decision of the DCI and the Secretary of
Defense. However, I see such a decision as separate from the mat-
ter of who should be the people at ground stations providing the
technical functions that need to be performed there.

Since no operational decisions are made by the NRO or its con-
tractor personnel, this is not the place to decide what the increased
role of the Air Force or other military entity ought to be. The
ground station function is simply part of the NRO’s successful cra-
dle-to-grave philosophy.

Mr. Chairman, I would be happy to discuss this and other points,
and your questions.

Senator ALLARD. Thank you.
Mr. Schneider.

STATEMENT OF HON. WILLIAM SCHNEIDER, JR., MEMBER, NA-
TIONAL COMMISSION FOR THE REVIEW OF THE NATIONAL
RECONNAISSANCE OFFICE

Mr. SCHNEIDER. Thank you, Mr. Chairman.
I would just make a few additional points. The NRO Commission

study happened to occur more or less simultaneously with two
other important aspects of the Intelligence Community, including
the Committee on the National Imagery and Mapping Agency, and
Secretary of Defense Rumsfeld served as a the Chairman of the
Space Commission.

These Commissions have highlighted the importance of a modern
and highly effective intelligence system, which Secretary Rumsfeld
is now working energetically to implement. Intelligence and the
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transformation of our intelligence capabilities to meet the chal-
lenges of the 21st century threats are a special-interest item to the
Secretary, and he has taken very seriously one of the recommenda-
tions made by the NRO Commission, and I think affirmed by the
others as well, which is to increase the intensity of collaboration
with the DCI, as the NRO billet is ultimately filled with the NRO
as well.

So I think one of the central elements of having a high order of
cooperation between the Secretary of Defense and the Intelligence
Community will be implemented.

Further, the needs of the Department of Defense for not merely
better intelligence, but perhaps one might say exquisite intelligence
to support its operations in the kind of threat environment we are
likely to encounter in the first quarter of this century makes the
implementation of many of the NRO Commission recommendations
important, and I know the Secretary will be following these ener-
getically, and I am very pleased, as a member of the Commission,
to note how seriously the Commission’s work has been taken, and
the appreciation for Congress in raising the visibility of this issue,
so that it could be engaged and implemented by the new adminis-
tration.

Thank you, Mr. Chairman.
Senator ALLARD. I want to thank the panel for their testimony,

and I want to let the panel know that I consider it an honor and
certainly very much a learning experience to be able to serve with
you on the NRO Commission and its discussions that we have had.

One of the things that I wanted to get on the record is that dur-
ing a lot of the debate we were talking about the leading edge tech-
nology that actually got the NRO started, but then as we moved
forward, we got more into the maintenance and sustaining systems
that were already put in place. The question was coming up, can
we continue to push the leading-edge aspect and also be involved
with maintenance and continuation with the systems that are
there.

I guess from a policy standpoint on this end, if we may have lim-
ited funds, I think all of us were talking about the fact that we
wanted to see that cutting edge maintained, as far as the NRO, but
that may mean that you have to give up some of the maintenance
systems.

Is there any thought as to where those systems may be trans-
ferred once you get into a posture where you are doing mainte-
nance and incremental upgrades on what you have? Does anybody
want to respond to that? For example, is the Air Force the proper
place to transfer that, if we do that?

Mr. COX. I would say there is a very important thing to under-
stand about the NRO systems. They are very long-lived, they tend
to be more complex operationally than the typically, say, commu-
nications satellite, or other things that are the mainstay of the De-
partment of Defense space systems.

I come from a narrower background, from the ground, up. I have
worked consoles, I have sat in field stations, I have worked over-
seas on systems, hands-on, and then have been involved in the de-
sign, manufacture, building, and so on, so there is something dif-
ferent about them in this way. Operating them hands-on, directly,
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lets you understand that this machine is more complex than a typi-
cal spacecraft machine.

It is very useful to have factory support when you run into prob-
lems with devices that last as long as these do on orbit. They last
much longer than the typical spacecraft, not always by design, but
by the way they are used and the way they are supported over
their lifetimes by the heavy involvement of the contractor commu-
nity typically that built the spacecraft itself.

That is unique, I think, in our U.S. space systems, and I would
be disappointed if that were lost in a different kind of managerial
kind of construct. There is an intimacy there built up through the
design and operational process that is very important to maintain-
ing these long-lived, expensive systems, and there are good proce-
dures in place to make sure that it happens that way.

So that is a difficult thing. I think it is appropriate to separate
operations from advanced R&D, no question about it. Whether it
should go into another agency’s hands for operation I think is sub-
ject to considerable debate.

Senator ALLARD. Yes? Mr. Faga.
Mr. FAGA. I would agree with that. I served on the Jeremiah

Panel as well as the NRO Commission, and what we found most
striking there was having reconnaissance programs in an agency
that was under the joint direction of the Secretary of Defense and
the DCI was very important.

Having worked in satellite reconnaissance from the design level,
up to the director of NRO level, it is very important for all of the
people involved to have a real sense of the mission. That is why
the tie to the DCI is so important. He is, at least under our current
system, also providing for the funding, so it is vital for the director
of the NRO to be able to sit essentially at his table, fighting for
those resources, as others fight to meet their needs.

I think that the idea we put forth in the Commission report of
a separate office under the director of the NRO to try to deal with
emerging new ideas is a way to separate new concepts from the de-
mands of everyday life in a program office, and the mandate that
today’s satellites have to work today as something that we experi-
ment with for the future, can afford to fail, something that has to
fly and operate today must operate today, and program offices re-
spond to that accordingly.

Senator ALLARD. Mr. Schneider.
Mr. SCHNEIDER. One dimension of that, Mr. Chairman, that is an

important recommendation of the Commission, is to look at oppor-
tunities to transition some of the NRO’s collection activities to the
commercial sector. The technology that now exists in the commer-
cial sector and the fact that it is now public policy to allow the com-
mercial sector to operate imaging satellites with a resolution of half
a meter provides an occasion where many of the commodity im-
agery requirements of the NRO can be met through the commercial
sector, allowing the NRO to focus its special expertise on the tough
military and diplomatic and security problems that require much
higher levels of capability.

I think it is an illustration of the fact that the NRO needs to
focus on the things that it can do best, both now and historically,
and wherever possible, to have others who can deal with other
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parts of its mission, and can do so efficiently, to be allowed to do
so.

Senator ALLARD. I am going to give the ranking member time for
some questions.

Senator REED. Thank you, Mr. Chairman.
Congressman Goss, you indicated that there is a need for en-

hancement of technology, and Mr. Cox, you indicated that there is
a need for budget flexibility, which I presume includes increased
budgets.

I wonder in the deliberations of the Commission, do you have a
ballpark figure about how much recapitalization that we are going
to have to do in the next, say, 5 years?

Congressman GOSS. The answer is, yes, I have a ball park figure.
I have lots of ball park figures, and I am not being facetious at all.

Senator REED. No, I understand.
Congressman GOSS. It really depends on what you want to do.

I am more interested in outcome than I am in shape or in turf of
this.

Let me back up for a second. I think that my three colleagues
on the Commission, who answered the Chairman’s last question,
basically discovered most of the parameters we talked about in
terms of how do you deal with the fact that we are eating up a lot
of the NRO time doing projects that maybe somebody else could do,
should there be a transfer, is the TPED thing right, all of that we
went into.

My conclusion was that it was not a zero-sum game. So if you
are looking at the question within the box of just, we only have so
many dollars, if you are going to transfer something out, then you
have to do certain things.

Are the customers going to be happy if you do a transfer, are you
going to get a makeup back inside the box, so you can go ahead
and invest the savings on new R&D? Are you going to make sure
that whoever is inside the box running the program is as com-
petent? Some of these things, I think, as Larry Cox has said, are
very complicated to deal with. It is not just a program where you
switch somebody out of a seat and somebody else takes a seat.

So the answer to your question is, I think that the process should
be driven by the policy needs of this country to protect the national
security of the country, with the capabilities we need to provide for
that policy. When you go at the process that way, looking at what’s
the policy, what is the United States of America’s role in national
security mission globally, today, to protect Americans at home and
abroad, or however you want to define it? How do you get that
done, what are the tools and capabilities we reasonably have? Then
go down into your list of capabilities, and you have to run through
a whole bunch of agencies. It is not just the NRO, you have to get
into the NSA, and then you have to deal with the customer basis
of that, the things that we are counting on, the data that we need
for our baseline today that the military and non-military are count-
ing on. When you have figured all of that in, then you begin to un-
derstand that it would be nice to have things that we think we can
get to to maintain that data base and keep going forward, and the
things we ought to be taking a risk on, high expense, high risk,
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high commitment, the kind of thing that got the NRO actually
going, how much is left to do that.

My view is that if you do not start with the idea of what you
want, you are not going to get very far, because you are going to
use up all of the money if you start setting the figure.

So the answer is, sure, I can give you a ball park figure, but I
would rather not, because I would hate to have anybody throw it
back at me——

Senator REED. Right.
Congressman GOSS.—down the road and say that doesn’t provide

for all of these things.
Senator REED. I infer from your comments that your advisement

is to that high-risk——
Congressman GOSS. Yes. I would definitely——
Senator REED.—high-payoff approach, which implies some addi-

tional resources.
Congressman GOSS. Yes, absolutely, and I do not want to be mis-

leading or be cute in any way. I believe that the uniqueness, the
innovation, the creativity that we have seen in the history of the
NRO is its best asset. I think that is what makes it shine out and
gives it its special deserved niche among the agencies in the Intel-
ligence Community.

That seems to be the area we ought to nourish the most from
Congress, never forgetting that we have now created a dependency
with what the NRO has done so far, and we have to serve that de-
pendency.

So, in effect, our success has led us to need more success, be-
cause we have an expectation that we can do this stuff, and we
have to do it. That is where I am. Yes, it is going to cost something.

Senator REED. Mr. Cox, or anyone else, any response or com-
ment?

Mr. COX. No comments on that.
Senator REED. Let me raise another line of questioning to the

panel. Last week we heard from the Space Commission. One of
their recommendations was to consolidate acquisition responsibil-
ities and authorities within the Office of the Under Secretary of the
Air Force. In your view, does this Space Commission recommenda-
tion conflict with any recommendations you have made, and in a
more general sense, do you see any differences of opinion or view-
point with their report and your report?

Congressman GOSS. My quick answer to that is, it could be a
conflict or it might not be. It depends on how you get into some
of these programs. My view on the acquisition is that you can’t load
it all up on one person.

The uniqueness that I have spoken to of the NRO, and the testi-
mony that we have had from the other people who have had first-
hand experience with it, people like Marty, Larry, and Bill, have
an amazing wealth of knowledge about how to make this stuff work
best, and what is the most efficient way.

I have listened to them, because they are the best people I know
to listen to. The view I come down to is that there are some places
where we can consolidate and probably make some switches, and
in some cases go to commercial and do some things, and we should
be attentive to that, very definitely, but I do not think that the re-
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quirement is that we spin off six things this year, because the re-
quirement is that we spin off six things this year. I do not think
that is the way this works at all.

So the answer is, I think some of the things the Space Commis-
sion was trying to get at, to get their arms around how we use
space, and how we get some management involved in it were right,
and I embrace them, but some of the particulars of saying fit that
exact philosophy into how you run the NRO, it is not a good fit.
I do not think it is a conflict, it is just not a good fit. That would
be my take.

Senator REED. Thank you.
Mr. Cox, any comment?
Mr. COX. A related comment. I would like to talk for a moment

about this thing called systems engineering, because this is the
NRO’s real strength.

If I may have a moment to describe something tritely: If it is a
Saturday morning and you are making breakfast at your home, you
start the bacon, you start the potatoes, at a certain time you put
the toast in, at a certain time you put the eggs on, and voila, every-
thing arrives at the table ready to eat and warm, and you start
into it. That is good systems engineering.

Bad systems engineering is when the bacon arrives, and a few
minutes later the toast arrives, and a few minutes later the eggs
arrive, and nothing is hot, and nothing is edible. OK?

The NRO does systems engineering in the Intelligence Commu-
nity unlike any other entity in the world. It is a skill that has been
nurtured there for 30 years, through an apprentice system of mili-
tary and civilian people, working their way up through a system,
and becoming the preeminent experts in something, and becoming
expert in making their something play with or interface to some-
thing adjacent.

Now, that skill, running through programs, can buy your costs
down, I would argue and can prove, 15 percent per program, if you
do it right up front. It is architectures against requirements, it’s
technology against requirements, it’s bending metal, and building
radios, and building optical systems, and all this, in the best way,
but according to a set of requirements laid upon an acquisition
agency by intelligence agencies, so it is not build the best you can,
it is build what you need, and engineered, from beginning to end,
in the most efficient manner.

That skill is lacking in the NIMA, NSA, DIA, CIA, even arguably
General Motors, and other places. The NRO knows how to do this.
That cannot be lost, and that is what is at risk when you start tak-
ing certain kinds of things, responsibilities, and performance away
from the NRO and trying to parse it out to other places and other
agencies.

Senator REED. Thank you very much.
Thank you, Mr. Chairman.
Senator ALLARD. You are welcome.
I now recognize the Senator from New Hampshire.
Senator SMITH. Thank you very much, Mr. Chairman.
Good afternoon, gentlemen. On page 75 of your report, you rec-

ommended that the Secretary of Defense and the Director of Cen-
tral Intelligence develop a strategy that, quote, ‘‘Recognizes the
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threat posed to the U.S. by the likely availability of commercial
space imagery to opponents of the U.S.’’

Relative to that recommendation, would you support the need for
an anti-satellite capability such as KE–ASAT? Anyone? Bill, do you
want to—are you the most qualified to answer that, or who is?

Mr. SCHNEIDER. I should preface my remarks first, that even
though I am involved with the Secretary of Defense in the transi-
tion apparatus, my remarks are as a member of the Commission,
and not as a representative of the Department of Defense or the
administration.

I think that it is very clear that we need to have an ability to
protect our assets in space, and exactly how that is done is an im-
portant detail that needs to be managed carefully, whether that
needs to be done through an ability to attack satellites or not is a
technical question that needs to be resolved, but the overriding
issue is to be able to protect our assets in space.

We have a high order of dependence on these assets in space, the
NRO, and other satellites that support the Department of Defense
and other national security agencies, and the vulnerability of these
assets is now well-understood, and needs to be addressed on an ur-
gent basis.

Senator SMITH. In the Washington Times, on the 29th of March,
General Eberhart was quoted as saying that the United States has
a rudimentary anti-satellite weapon on the shelf that could be used
in a conflict, but that blowing up satellites is a last-ditch option.

Unless there is something I am not aware of, it is not on the
shelf, the only game in town at this point that I am aware of is
KE–ASAT to incapacitate a satellite. It does not necessarily blow
it up. It could have that capability. It also could be a fly swatter
type of thing to disable it, but it is the only game out there.

So I guess the question would be, if you believe in that capabil-
ity, would it trouble you to know that—well, let me put it this way.
We have a program—KE–ASAT is about 90 percent complete, not
to brag, but largely because for the last 8 or 9 years I have battled
the Clinton administration to keep the funding so that we would
have it going, they had taken it out, and line item vetoed it once.
We are 90 percent complete. We have appropriated $340 million.
We need another $35 million or $40 million to finish it.

Therefore, I guess the question is: Would it trouble you to know
that the entire management team of that program has been taken
off the program, has been off the program for perhaps as long as
2 years, and that the whole program was being diffused into some-
thing else called ‘‘space control.’’ Did you run into anything like
that, Congressman Goss. You probably have some familiarity with
it.

I do not mean to put you on the spot, but it is just—to see the
report, which I approve of and support, it is frustrating to see those
kinds of recommendations coming forth, and it is one thing to
project into the future and say, okay, let us move along on these
recommendations that you make, and let us try to do something,
but it is more frustrating to know that we have the capability, and
we have been thwarting that capability for the last 8 or 9 years,
and still are thwarting it even to this day.
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Congressman GOSS. Senator Smith, thank you. I am going to fol-
low-on to the answer I gave to Mr. Reed, in part, and that is that
I believe policy has to drive expenditure.

I think that when we have the clear policy about what our na-
tional security looks like and what our policy is, how we define it,
who we are, and the globe as it is today, with the threats that are
out there for the United States and its citizens, whether they are
here or abroad, the capabilities that we spend money on to provide
them the greatest degree of protection is the issue, and I do not
think you can make intelligent decisions about money until you go
through that process.

Unfortunately, we have not gone through that process in this
country in quite a while. We need to do it. Certainly, not since the
wall has come down has a calculated, clear, comprehensive focus
come out about the policy of the United States of America and the
globe today. Consequently, our friends are a little puzzled, our en-
emies are a little puzzled, and we are not making some of the deci-
sions we should be.

I am in full agreement with you that we have not fully taken ad-
vantage of all the opportunities we have to deal with space, how
it is used as a medium to protect and enhance Americans and en-
hance our national security interests there. It is big ticket when
you talk about space, it is big risk, all of these things.

Mr. Reed, you are welcome to all of the numbers that I have.
When I said I do not want to give you any numbers, publicly, that
was the reason, as a member, you are certainly welcome to all the
numbers we have, and we will provide you with all the numbers
we have, and you will probably come to the same conclusion that
I have, is that we have tradeoffs to make. That is the problem, Mr.
Smith, we have tradeoffs to make.

The good work of the Space Commission Report, in my view, is
that it has brought attention to the fact that there is something out
there called space, and it matters to us, and we have to start set-
ting up some rules of understanding of how we utilize space. Right
now, our biggest worry, honestly, is not how to take weapons out
of space, it is how to make them work. I am more worried about
fragility than I am exposure in space right now.

Senator SMITH. One other quick thing, Mr. Chairman, and thank
you for that answer, Congressman Goss. Senator Inhofe is not here,
and it does not look like he is going to be here. He wrote a letter
to the President regarding a separate security compartment, the
issue of controlling outside knowledge for our most advanced capa-
bilities and expertise, and a lot of members of Congress have been
very concerned about it, specifically, the takeover of SVG, the Sili-
con Valley Group, by a Dutch company.

We understand the technological leadership of that country, but
what do you think of the issue of technology transfer of that kind
of capability and the impact that that might have on our own sepa-
rate security compartment?

Congressman GOSS. Technology transfer is a subject that we are
becoming more engaged in every day. I think the Cox Commission
report, with the Chinese transfer question, opened up this idea and
the question of—Hutchison went to Panama, added to it. We have
had examples of this manifestation thrown at us.
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I think it is a vigilance question, and I think you have to take
it a case at a time, and I would certainly yield to any one of these
gentlemen who have direct experience dealing with the kind of bril-
liant brains and consortiums that put this stuff together that we
end up using.

Senator SMITH. Marty.
Mr. FAGA. As long ago as 10 years, when I was Director of the

NRO, the electronic componetry that was going into satellites was
increasingly either foreign sourced or companies under foreign con-
trol, certainly a matter of concern then and now. A practical prob-
lem that we have discovered, that comes back to something that
Mr. Goss has said time and time again, was that we would go to
companies that we understood were going to sell and say, ‘‘How
could we help you keep this in your own hands,’’ specialty parts,
ownership, whatever it might have been.

The problem would be the cost would be so high, the government
would effectively have to take over a plant and own it, which in
very few cases it did do for very specialty products, for example,
materials for rocket cases, but in the general case of electronics, it
was not possible.

Now, we do have vehicles for dealing with companies that come
under foreign control, where there is a special board of U.S. per-
sons who regulate their defense activities.

As far as I can tell, and my experience is a little bit now, that
worked fairly well, but the problem preventing the kind of thing
that you are worried about, and that I worry about, is it costs a
lot of money, that we, in the end, choose not to put into it.

Senator SMITH. Bill.
Mr. SCHNEIDER. One additional point on that, Senator. I partici-

pated in a study that was done by the Defense Science Board on
the impact of the globalization phenomena on the Department of
Defense, and one of the problems that is emerging, of which the
case you mentioned is a good illustration, is that the technology
base that is used to create military capabilities is now largely ex-
ternal to the Department of Defense or the defense establishment.

That is, most of the capabilities, for example, in information
technology that are the underlying or enabling technologies are cre-
ated in the civilian sector, and the defense industry is finding clev-
er and even ingenious ways of taking this technology base that is
available to our adversaries as well as our allies and are creating
advanced capabilities from that.

As Marty suggested, the problem of course of trying to maintain
a technology development base within the defense establishment to
create exotic microprocessors, for example, would be very difficult
and extremely costly. So what we have been trying to do is find
ways in which we can protect the knowledge that assembles these
widely available technologies in ways that prevent competitors
from creating countervailing capabilities.

If it would be of interest, I would be glad to provide a copy of
the Defense Science Board study on this phenomena to see what
the state of thinking is on it.

Senator SMITH. Let me call on the Senator from Florida.
Senator BILL NELSON. Thank you, Mr. Chairman. I just want to

say, we are very proud in Florida to have Congressman Goss, who
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has given leadership in the House, indeed, the country, on these
matters of intelligence, and are very appreciative that is a Florida
product to the nation.

I have just two questions. First of all, I would like you to address
our vulnerabilities with regard to launch vehicles.

Mr. COX. I think I should deal with it. There is a terrorizing
date, not too distant in the future, where U.S. intelligence, new-
generation U.S. intelligence capability will be relying on brand new
boosters. It was not planned to happen that way.

I think the NRO had a very good plan in conjunction with the
Air Force to let commercial industry test a whole class of new
EELV boosters on Teledesic, and Iridium, and some of the other
multi-launch communication systems that were destined to go up
in the early 21st century, most of which will not occur now for busi-
ness reasons.

That leaves the government as the alpha-beta test site for all
these new launchers. So we have the unhappy situation of brand
new block change, state-of-the-art intelligence vehicles going up on
brand new state-of-the-art untested boosters. If I had a clever way
to solve that problem, my company would go up by a hundred
times in the next couple of years, but I do not.

We can be diligent, we can inspect, and reinspect, but designs
just take time to mature. We can expect some significant launch
failures, and the NRO has not been funded to the levels required
to create vehicle redundancy to survive a lot of failures, perhaps
not even a few failures.

There has just not been enough money to build all the vehicles
required to satisfy the requirements and accept the potential loss
of boosters, which will not allow them to achieve orbit. It is the
long way of saying that there is a difficult time coming.

Senator BILL NELSON. As much as I do not want to suggest this,
because we completely changed our launch vehicle policy in the
aftermath of the Challenger explosion, are we, because of what you
just said, designing our payloads so that we would have a backup
of the space shuttle?

Mr. COX. No. As a matter of policy, we are not. There was a pol-
icy to put all of these launches on the space shuttle, and then after
the Challenger the policy was to remove them from the space shut-
tle program, and the cost to the government was very high to do
that. It was an inevitable thing to do, and that is where we remain
today, booster bound.

Senator BILL NELSON. I take it that any of the existing launch
vehicles then are not also a backup.

Mr. COX. They are mostly going to be used up by the time the
new-generation vehicles will be ready, and they are also over ca-
pacity for the requirements of the new-generation vehicle.

The whole thrust has been to downsize, miniaturize, make them
lighter, because the cost per pound to space is a formidable thing,
and so every effort has been made to reduce the weight into space,
and, therefore, the size of the booster, and it has cut costs by more
than half.

Senator BILL NELSON. If national security is riding on having as-
sets in space, and we have this potential failure ahead of us, what
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should we be providing in order to have a backup, given the gravity
of the situation?

Mr. COX. The opinion is that we should have some redundancy
in our vehicles, in our intelligence collection vehicles, and some re-
dundancy in our boosters. We have historical evidence of approxi-
mately what the reliability of new classes of boosters are, what
their reliability is, and we should use that, whatever, 15 percent,
20 percent failure rate as a predictor about how many vehicles
should be in the barn, anticipating failure.

Senator BILL NELSON. Vehicles in the barn, you are talking
about existing vehicles as backups.

Mr. COX. I am talking really about manufacturing more new-gen-
eration vehicles.

Senator BILL NELSON. Even though you might have a failure?
Mr. COX. I think the failure is more likely to be booster failure

than an intelligence collection vehicle failure. The probability of
failure of intelligence collection vehicles is very low. I worry more
about new classes of boosters.

Senator BILL NELSON. Sure, and that’s what I am referring to.
Mr. COX. Yes.
Senator BILL NELSON. So you have more vehicles in the barn in

order to get your payloads up.
Mr. COX. Yes.
Senator BILL NELSON. All right. Now, are you talking about the

new vehicles, or the old vehicles?
Mr. COX. New collection vehicles.
Mr. FAGA. Take your losses, and pick up, and go on.
Mr. COX. Yes. Just continue with new-generation—and there is

another advantage to that. We typically manufacture these vehicles
at a very low production rate, which drives costs up. If we could
manufacture at a slightly higher rate, it would drive costs down.

Senator BILL NELSON. Right.
Mr. COX. The difference between a Porsche and a Ferrari.
Senator BILL NELSON. So you feel that the new boosters are

going to be reliable enough, and if we had a failure, you have more
in the barn, you’re going to get your payload up, is that what you
are saying?

Mr. FAGA. You don’t really have a choice. The immediate thought
of, why not put some of them back on shuttle, or do a compatible
with shuttle, or——

Senator BILL NELSON. Or existing expendable launch vehicles.
Mr. FAGA.—Atlases, or Titans that were going to be around.

Every satellite is designed for the boosters that it will face, particu-
larly the mechanical loads, but also the electrical, and so on. It is
a very big deal.

I was involved directly in the business when we were moving off
the shuttle back to expendables, but the cost ran into the billions,
given that we also took the opportunity to modernize the vehicle
at the same time.

If one suffered losses and then said, things are not going well,
let us shift back to the shuttle or the Titan, it would be almost im-
possible in both terms of time and in cost, so that what Larry and
I have been saying here is, if you take losses due to the immaturity
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of a new launch vehicle, you will have to find out what was wrong,
put another payload on top of the next one, and go.

Senator BILL NELSON. Can you quantify for us in your rec-
ommendation what kind of budgetary increase we ought to provide,
and we are just talking about one little aspect of your report, we
are talking about additional launch vehicles, but if you expanded
that to talk about the robustness of what we need for our recon-
naissance and security of the country, how many billions of dollars
additional are we talking about?

Mr. FAGA. I do not think we know the answer in dollar terms.
Mr. COX. It is nice to know that these vehicles are also useable

by commercial industry, so if government procured too many, gov-
ernment could make them available to commercial industry for the
price of development, the price of purchase. They are not unique
any more to intelligence community needs. They are useful in a lot
of needs.

Senator BILL NELSON. Mr. Chairman, I have to go to the floor
on the budget resolution. As you get further into the discussion, I
wish you would give us an idea, as we prepare for markup about
what kind of additional funding that we are going to need to pre-
pare, not just for what we have been talking about here, launch ve-
hicles, but the overall reconnaissance effort.

Senator ALLARD. We will start with the second round. We should
have a vote on the floor at any moment here, so I will start the
round, and we will see how far we get. The Commission on Space,
as well as the NRO, had some similarities in their report, in fact,
NIMA also had some similarities, all three of them had some simi-
larities, but the Space Commission went a little bit further, and
they suggested that this organization include other collections,
such as airborne, and surface, and subsurface, to focus on inte-
grated approach, that was their suggestion, integrated approach
and advance collection testing. What is your reaction to this broad-
er, but overlapping post?

Mr. FAGA. Mr. Chairman, my view is that integration of these
various forms of reconnaissance is absolutely essential. In fact,
pulling together all forms of collections, being able to process them
in some common way, and provide data back to users, particularly
operational users who are perhaps far afield and operating on a
short time line, is the biggest improvement in this business that
we can make in the next several years. It is absolutely vital.

Senator ALLARD. Larry, do you want to elaborate on that?
Mr. COX. This is an opportunity to expand the NRO systems en-

gineering role yet more broadly, giving an opportunity to perform
that kind of function across more than just space alone, because
that really is an engineering discipline, not an NRO discipline. It
just happens that the NRO has developed it as an integral part of
the way that they do business.

Senator ALLARD. Let me move on to the question involving com-
mercial imagery. I know we had a lot of discussion there about
commercial imagery, and the other reports also talked about com-
mercial imagery. In your view, is there a role for commercial im-
agery as we seek to modernize, and streamline, and revitalize the
imagery intelligence system? Bill?
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Mr. SCHNEIDER. I think that the Commission concluded that
there was a role for commercial imagery, and that finding was af-
firmed in both the NIMA and the Space Commission reports.

As I had mentioned earlier in my testimony, the fusion of space-
based imagery technology to the commercial sector will enable the
commercial sector to provide a large part of the, call it commodity
images that the U.S. Government requires for things like mapping
and so forth, that do not require the extraordinarily high degree of
resolution that is possible from government systems.

On the other hand, we have a range of very difficult targets that
are related to our national security concerns, where the NRO’s ca-
pabilities are irreplaceable, and the Commission concluded, and I
believe it strongly myself, that we should try and get the commer-
cial sector to be able to pick up as much of this commodity imagery
as possible, so that the resources and human capital in the NRO
can focus on resolving these very difficult problems we have.

Senator ALLARD. I think you have reopened a point on half-
meter; hence, more possibility. I think you used the——

Mr. SCHNEIDER. That is correct. There is a substantial increase
in opportunities created by moving to half-meter imagery, and it
happens that also there may be quite a few interesting commercial
applications from half-meter imagery that will contribute to the es-
tablishment of a robust commercial space reconnaissance industry
that the U.S. Government can draw upon as can our industry.

Senator ALLARD. Larry.
Mr. COX. I think we all agree that there is a significant role for

commercial imagery in support of the U.S. Intelligence Community.
I worry a bit whether we will have one, whether we will have a
commercial imagery community. The business cases just do not
close very easily, and the reason is, the front-end investment in
spacecraft to do one meter, let alone half-meter imagery, is huge.

This is an area where the U.S. Government has been very effec-
tive in having deep enough pockets to invest in the R&D required
and the manufacturing required to build the kind of vehicles that
can perform at those levels. Commercial industry needs a signifi-
cant return on its investment in a relatively short period of time
to make this a viable industry, and I frankly do not see it closing
at this point.

Senator ALLARD. So Congress could do the——
Mr. COX. There probably is—there have been lots of ideas float-

ed. In fact, Congress has supported numerous efforts to buy com-
mercial imagery by providing for money for NIMA to make the pro-
curement, but as far as how to stimulate the development of the
complex and more costly imaging systems for commercial industry,
they have not received much help yet, and I am not sure how you
do that short of a subsidy.

Now, you could look back in time 6 years and say, well, perhaps
the government could have made imagery from U.S. intelligence
systems available to commercial imagery, just so long as it was of
a resolution that was acceptable for release, and let commercial im-
agery build a product market, but that did not happen, and now
we are half a decade too late, I fear. So I think we are still open
to clever approaches on how to help the industry.

Senator ALLARD. Bill.
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Mr. SCHNEIDER. If I may just add a point there. I do not believe
the industry needs a subsidy, but there clearly is a large set of U.S.
Government requirements that can be satisfied by half-meter im-
agery. The underlying problem, and as referred to briefly in the
NRO Commission Report, is the pricing mechanism that exists
within the government, where commercial imagery has to be paid
for by a prospective user, say a theater commander, whereas gov-
ernment imagery is free, and it is free only in the sense that there
are no explicit charges levied.

In fact, government imagery is more expensive than commercial
imagery, but because the pricing mechanism does not allow those
signals to be transmitted to the user, there is not a good way to
deal with it.

So one of the ways that might be worthy of further exploration
is to examine areas where the U.S. Government users, whose needs
can be satisfied by, say, one meter or half-meter imagery, would be
obliged to procure in the commercial sector.

That ultimately will ripple back into the way in which require-
ments are generated so that as satellites are designed that they
will intend to embody capabilities that are addressed only by the
government sector, and the commercial sector can focus on areas
where it has a value added and can do so at the lowest cost to the
taxpayer.

Senator ALLARD. My time has expired. I turn to Senator Reed,
if you have any questions.

Senator REED. Thank you, Mr. Chairman. Senator Nelson’s line
of questioning led, I think, to my first question, which is, how
much will this all cost us, but let me just go back to his example,
which I think is a very good one. The boosters that we are talking
about, I presume these are unbuilt and unbudgeted. They are fu-
ture requirements.

Mr. FAGA. Oh, no, they are budgeted.
Senator REED. They are budgeted?
Mr. FAGA. In fact, they are being built. They are under construc-

tion.
Senator REED. What is the price tag for those?
Mr. FAGA. It is $200 million.
Senator REED. I would imagine. $200 million? That is——
Mr. FAGA. It is $200 million per.
Senator REED. It is $200 million per?
Mr. FAGA. Each.
Senator REED. How many would you, again, at this juncture, feel

comfortable that would be necessary to build?
Mr. FAGA. Well, you would want to build, of course, one for each

payload you planned to launch, plus a couple of extra, so that you
could quickly respond to problems that arise. If you never have an
accident, it ends up costing no more in the long run. Of course, in
the short run, it does, and the short-run budget is always a prob-
lem. The same thing on the payload side.

By the way, we used to do this. When I first got involved in the
NRO in the late 1950s, we had spare vehicles, payloads.

Senator REED. Looking ahead for 5 years, additional resources
beyond that which has been appropriated, if it is $200 million a
copy, what is your best estimate of how much the total cost would
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be for just these boosters? $5 million? $10 million? $2 billion? $1
billion?

Mr. FAGA. It would be a couple launch vehicles and an extra of
each of the key payloads we are worried about protecting.

Senator REED. 115 percent of what you need.
Senator ALLARD. Senator Reed, part of the answer to your ques-

tion is that there has been a cost cap again——
Senator REED. Yes.
Senator ALLARD. —and this cost cap has some impact on how

much they can spend on——
Senator REED. Again, these are complicated issues, but if you

could give us a best estimate of the presently budgeted costs and
the future costs that are not budgeted, that would be helpful. Let
me thank you, Mr. Chairman, for your clarification.

Let me move to another issue, and that is that the Commission
recommends that the NRO should supply systems engineering ca-
pabilities and transfer space systems technology to airborne appli-
cations. The NRO has particular expertise that we all recognize
that may be to the benefit to the rest of the nation’s intelligence
question efforts. However, these outreach efforts, if not managed
properly, may lead to diluting the focus and the efforts of the spe-
cial expertise of the NRO.

Do you have any concerns that moving this in this direction
would dilute the NRO efforts or to undercut what they are best at?
Larry.

Mr. COX. I actually lived with that problem when I was Director
from 1989 to 1993, because we had certain forms of strategic air-
borne reconnaissance in the NRO. Frankly, it did not work well,
because it did dilute our efforts, and we were also suspect as stew-
ards of airborne reconnaissance, as opposed to satellites, and subse-
quently, the Clinton administration established the Defense Air-
borne Reconnaissance Office, which has now since been disestab-
lished.

The idea here, however, was not take over management of these
programs, but to recognize that there is technology in the NRO
that needs to feed into mostly high-altitude, high-endurance pro-
grams. I think that is very real, and the integration of these capa-
bilities, as we were just discussing a couple of minutes ago, is es-
sential. I think in that arena the NRO can help.

I am not too worried about the NRO having its capabilities dis-
sipated, so long as it is basically on target, that is, it is about doing
reconnaissance, whether it is helping someone with NIMA and
TPED, or airborne integration of space-borne capabilities, that is,
miniaturized receivers, whatever it may be. I think it can handle
that.

Senator ALLARD. Thank you. One of the other recommendations
that the Commission made was a balanced response to customer
demands, specifically recommending that customers be properly
trained to understand the real cost of NRO support.

In the requirements of future imagery architecture, the DOD offi-
cials were involved in the tradeoff process. Is that the type of in-
sight to NRO costs that you would see as being beneficial, and you
had in mind, in terms of making a recommendation about essen-
tially educating the customers?
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Mr. FAGA. We thought it was important for users to understand
that asking for single images, asking for several thousand dollars
worth of collection, and this is repeated thousands of times a day,
that the costs are huge. I have always said a bit tongue-in-cheek
that these systems are built to at least a square’s fit of whatever
users dreamed up that they may want.

That is, there is really nothing to restrain users making re-
quests, and because it is a limited good, the way the game is
played is, throw in extra requirements, because, gosh, maybe I will
get some of them fulfilled.

Senator REED. So you are still uncomfortable about the demands
and the system for putting demands on NRO assets, the way it is
allocated now.

Mr. FAGA. The system does not recognize the costs. That was the
point that Bill was getting at, in fact, he might like to comment
further on it.

Mr. SCHNEIDER. The phenomena is predictable when you do not
have a pricing system that the demands are not there. Of course,
government work is not a market situation, and so some proxy
needs to be found to rationalize the relationship between them.

We have had this problem episodically in other areas of the de-
fense establishment, and perhaps there may be some concepts that
can be derived from it. For example, in providing a military airlift,
there are basically two ways you can do it.

You can do it with specialized dedicated military aircraft, a C–
17, or you can put it on a 747, and if you are going to fly it to
Rhein Main, in Germany, it is probably better to fly the freight on
the 747, but if you are going to take it into a contested area, you
are better off using a C–17, but if the military user does not have
a way of distinguishing by price signals, or some similar metric, be-
tween whether he should ask for a C–17 or a 747, the chances are
that they may make an irrational choice. So there has been an in-
dustrial funding approach taken to the military airlift problem as
a way of managing the absence of a true pricing mechanism.

In the NRO Commission Report, we have some language suggest-
ing that perhaps that might be an approach that could be exam-
ined to rationalize the cost of the assets to the U.S. Government.

Senator REED. Thank you.
Mr. Cox.
Mr. COX. Gentlemen, these requirements laid on the modern in-

telligence systems are the result of the most successful education
campaign in history, at the high end. Starting in 1978, the mili-
tary, with the help of Congress, created the TENCAP program to
educate military users about how to use national systems in a more
effective way for combat support, so intelligence systems came from
behind the green door for the first time, and now every military of-
ficer, as part of his normal intelligence module and training, learns
about national systems, to the level required, to make them effec-
tive devices for his use as a battlefield commander.

So we promulgated across our military services thousands and
thousands of people who understand how to use these systems very
well. They are going to use these systems very well.

They are going to insist on these products to improve their per-
formance in the battlefield, to improve their planning, to improve
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their logistics, so we should be delighted, as intelligence profes-
sionals, that they now understand what we do and why, but we
also need them to understand how to help manage the faucet of the
flow of requirements in, and, therefore, the products out to those
users, and that has not taken place in the same effective way.

Senator REED. Thank you very much.
Thank you, Mr. Chairman.
Senator ALLARD. Senator Reed, unless you have any other ques-

tions——
Senator REED. No, I do not.
Senator ALLARD.—I will proceed on to the next panel.
I want to thank this panel for their time and dedication, and put-

ting together a report, and then testifying before this subcommit-
tee, and Congressman Goss, it is good to see you. Thank you.

Congressman GOSS. Thank you, Mr. Chairman, very much.
Mr. Reed, I will be very happy to provide you with the exact

numbers of the NRO budget, and any other program you want.
Senator REED. Thank you very much.
Congressman GOSS.—and to help you settle the question.
Senator REED. In a few weeks, you can give it to me on the

plane. [Laughter.]
Congressman GOSS. Thank you.
Senator ALLARD. Let me go ahead and call the second panel. This

is the Independent Commission on the National Imagery and Map-
ping Agency.

Chairman Marino, we will start with you. I would ask that you
introduce your panel.

Mr. MARINO. OK. I will be happy to do that.
Senator ALLARD.—and it will give them the opportunity to be

recognized, and then your Executive Secretary, Mr. O’Connell is
here, so Mr. Marino, if you will proceed.

STATEMENT OF PETER MARINO, CHAIRMAN, INDEPENDENT
COMMISSION ON THE NATIONAL IMAGERY AND MAPPING
AGENCY; ACCOMPANIED BY EVAN HINEMAN AND GEN. TOM
WEINSTEIN

Mr. MARINO. Thank you, Mr. Chairman, and distinguished mem-
bers. It is our pleasure to appear before the subcommittee to report
on the findings and recommendations of the Independent Commis-
sion on the National Imagery and Mapping Agency.

I would like to introduce my fellow witnesses today. I have Mr.
Evan Hineman, a former Deputy Director of CIA’s Directorate of
Science and Technology, and Director of Program B in the NRO.
He is at the far left-end of the table. Evan is currently the Vice
President of Intelligence with Northrop Grumman.

I am also joined by retired General Tom Weinstein, a former
Deputy Chief of Staff of the Army for Intelligence, currently a Sen-
ior Vice President of Electronic Warfare Associates; and Mr.
O’Connell, our Commission Staff Director, is from the Rand Cor-
poration. He is also with us, and he will be making a presentation
shortly.

The NIMA Commission is a commission which I am very proud
of. For almost 10 months, our nine commissioners, drawn with a
rich set of government and industry experience, worked hard to un-
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derstand NIMA, including its management and organization, tech-
nology, development, and acquisition strategies, and business prac-
tices. They focused on NIMA’s large, diverse customer base to un-
derstand where NIMA is performing well and might perform bet-
ter.

The Commission also endeavored to analyze and understand
NIMA’s future, whether it was to critically assess NIMA’s future
vision or to suggest other paths that might be more wisely taken.
NIMA has been studied quite a bit by commissions and task forces
in the past couple of years. In fact, this is the second group that
I have chaired in the organization in recent years. Prior to this one,
I chaired a Defense Science Board task force looking at NIMA as
well.

Our Commission, at the end of the day, provided 18 findings and
23 recommendations to the DCI, Secretary of Defense, and the
NIMA leadership on how to improve NIMA. Though NIMA has
taken many of our suggestions to heart, we are hopeful that we
will soon see some additional action on the recommendations di-
rected at the Intelligence Community and the Department of De-
fense.

Up until 3 years ago, it could be argued that NIMA was a dys-
functional organization. It is the Commission’s feeling that Lieu-
tenant James King, NIMA’s current director, has done an excellent
job under difficult conditions, particularly in his effort in under-
standing the need to merge two separate cultures and the need to
modernize and consolidate, even though the resources to do so have
been limited and sometimes restricted, in terms of what the organi-
zation could spend.

However, NIMA has a considerable way to go. For example, con-
tinuing to integrate the various cultures within NIMA is a job yet
unfinished. To loosen its strong dependency on legacy systems is
something that NIMA needs to get on with. To build up its systems
engineering and acquisition expertise is absolutely vital to its fu-
ture. To develop a commercial imagery strategy is not only impor-
tant to NIMA and to the Department of Defense and the Intel-
ligence Community, but also important to just the nation as a
whole.

The need to integrate satellite, airborne, commercial, and other
sources of imagery, and geospatial information system (GIS) data
into a more innovative slate of intelligence and map products, is
something that also needs to be done, and needs to be done expedi-
tiously.

Today, I have asked Mr. O’Connell to brief you on some of the
major themes considered by the Commission that might be of spe-
cific interest to this subcommittee. As he begins with this, I would
ask you to keep three major themes in mind.

1. The time has come for the DOD and the Intelligence Commu-
nity to move from being collection centric, to focus on processing
and exploitation. With at least some of the traditional intelligence
sources becoming available to our adversaries and others, it is es-
sential that we focus on the value-added processing and dissemina-
tion of intelligence information to the people who need it, particu-
larly in this era of fear.
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2. NIMA’s attempts to modernize can only come from improved
interactions with the commercial world. Use of an emerging com-
mercial remote sensing sector can provide innovation and opportu-
nities for NIMA to go up-market in the imagery business. In-
creased out-sourcing of NIMA’s Legacy products and services can
help transform NIMA, while ensuring customer support for a wide
range of customers, and TPED must benefit from continuing devel-
opments within the commercial technology area. TPED is a subject
that I am sure we will talk about later, and something that the
Commission had quite a bit to say about.

3. Finally, the people—finally, people are NIMA’s key assets.
NIMA must continue to pursue highly skilled managers and
workforces, especially in technical areas, and particularly in the
systems engineering area, an area where we believe not only
NIMA, but most of the U.S. Government is greatly deficient in.

So we look forward to your questions, and I will turn it over to
Kevin to have him review for you the findings and the rec-
ommendations.

Senator ALLARD. Thank you.

STATEMENT OF KEVIN O’CONNELL, EXECUTIVE SECRETARY,
INDEPENDENT COMMISSION ON THE NATIONAL IMAGERY
AND MAPPING AGENCY

Mr. O’CONNELL. Thank you, Peter.
Mr. Chairman and distinguished members, with your permission

I will take about 15 minutes and run through some key findings
and recommendations of the Commission, and I will submit this
entire briefing for the record.

The NIMA Commission was established in the Fiscal Year 2000
DOD Appropriations Act. We were given a broad mandate, and re-
quested to undertake a very broad look at NIMA, everything rang-
ing from its business practices, its technology and acquisition prac-
tices, and its organizational and management structure, and we
undertook that, as well as the operations support provided by
NIMA to the Department of Defense and the Intelligence Commu-
nity.

This, in fact, was our Commission membership. As you can see,
we have wide representation from the Central Intelligence Agency,
from U.S. industry, and from the Department of Defense.

In terms of our broadest findings, we found NIMA to be a very
important, a vital, but sometimes under-appreciated organization
in the U.S. Intelligence Community. We believe, as a Commission,
that the debate about NIMA as an organization is over.

One of the senses that we had was that, in spite of its critical
importance to U.S. information dominance, that NIMA was widely
underfunded, and in particular on the issue of TPED, and I will
speak to that in a couple of moments, but also in other critical
areas like research and development, and, in particular, in the
training areas, to develop the kinds of people that Peter has spoken
about.

Finally, there were many parallels made during the Commis-
sion’s tenure to the role of the director of NIMA as the functional
imagery manager for the U.S. Government, in essence, to manage
sources of imagery, ranging from satellite data, airport data, com-
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mercial imagery sources that are purchased for the U.S. Intel-
ligence Community and defense community, and others, and we
think that this is still a role which is not being fulfilled to its full-
est by the director of NIMA.

We believe that the director should have more leverage over all
the imagery and geospatial—these sources that are expended with-
in the defense community.

I just wanted to spotlight three issues today, three big issues for
the Commission, that we looked into with some detail. The first is
what was known at the time as the national-versus-tactical debate,
in essence, the question that was thrust upon us as to whether or
not NIMA was overly supporting military customers at the expense
of strategic intelligence customers, CIA and DIA, for example.

The Commission endeavored in many different ways to try to un-
derstand this problem. It was complex. Our first sense of this was
that this characterization of national-versus-tactical was largely
unhealthful. There is a section in our report titled, ‘‘Time to Turn
Down the Heat.’’ Rather, we saw a wide range of intelligence cus-
tomers that were dealing with strategic, operational, and tactical
questions every single day of their existence.

We did find, though, that there was a broader set of trends that
this problem was reflected in that needed some attention. One was
the overall resource question, not only of resources, not only in dol-
lar terms, but also in terms of the kinds of capabilities that exist
to attack various kinds of intelligence problems.

The second problem we identified is that generally within U.S.
intelligence there has been a shift to a much more short-term
focus, rather than a long-term focus, and this is the way we chose
to characterize the problem. At the end of the day, we could not
pin this particular problem on NIMA. Rather, there were a number
of places in the imagery tasking process where NIMA could do a
better job as facilitator and as a manager, but we could not pin it
directly on them.

We found also anecdotally that the extent to which customers
and collectors had more and more communications, if you will,
more dynamic communication, they had a better chance of satisfy-
ing the wider slate of deeds that were being stated throughout the
community.

The Commission’s recommendations were as follows, to maintain
the traditional DCI oversight of the tasking process in peacetime.
We also encouraged the shift of 300 analysts from the cartography
field to imagery analysis by the director of NIMA, with an empha-
sis on keeping those people focused on long-term imagery analysis.

We encouraged NIMA to facilitate the tasking process and to fa-
cilitate communication and collaboration within that process, and
finally, to improve communications between the taskers and the
customers out in the imagery and the all-source community.

The second big issue that we dealt with was this issue of TPED.
Of course, TPED stands for tasking, processing, exploitation, and
dissemination. In some ways, this was the most fundamental ques-
tion that the Commission was asked to address.

What is it? Is NIMA sufficiently able to acquire, is there suffi-
cient funding to acquire TPED? In particular, is it related to the
future imagery architecture time frame?
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As Peter has previously indicated, one of our strongest concerns
was that the community remains collection-focused, and has not
emphasized end-to-end planning for FIA, for other kinds of collec-
tion sources, in terms of how we will exploit the data and get it
to the people that need them. We were not confident in NIMA’s
ability to acquire TPED in the short run for a variety of reasons.

There was lack of architectural planning that we believe is now
underway, a general lack of systems acquisition skills, and the
need for fundamentally new approaches, in particular, based on
commercial technology that could support TPED.

We believe that the cost of TPED in the current program is sig-
nificantly underestimated, and finally, we think that there must be
a plan for TPED that integrates not only satellite data, but air-
borne and commercial sources, and other sources of imagery data
as well.

Our recommendations emphasized, first and foremost, the need
for the community leadership to seek the means, the sources, to
provide NIMA the ability to make its mission goals, as we say, and
to make its infrastructure functional in support of TPED.

We also recommended that the Director of Central Intelligence
and the Secretary of Defense help create what we called the Ex-
traordinary Program Office, in particular, to ensure the prompt
and efficient delivery of TPED functionality and capabilities.

Finally, we requested that the National Security leadership form
a plan which did, in fact, integrate satellite, airborne, and commer-
cial sources of data.

Other recommendations in this regard were to improve NIMA’s
research and development related to this problem, including the
naming of the chief technology officer, proactive thinking by the di-
rector of NIMA, in terms of the fee upgrades that are planned, in
particular, those where the JCS has identified shortfalls in the
TPED process, and then finally, the director of NIMA should have
a technical advisory panel to respond to specific TPED require-
ments, and oversee those as they develop.

The third and final big issue that we wanted to talk about today
was the slate of NIMA’s interactions with the commercial world.
The Commission undertook an extensive set of discussions and de-
liberations about this.

Within this category, we included everything from the commer-
cial imagery strategy that NIMA has with the NRO, to its
outsourcing strategy, to the use of commercial technology, in par-
ticular within TPED, and then finally, commercial practices, in es-
sence, what NIMA’s relations are with U.S. industry.

I will go through those individually. On the commercial imagery
side, we believe that the U.S. commercial remote sensing strategy
has been very poorly implemented. We are nowhere today where
we envisioned we would be in 1994 at the signing of PDD–23.

Second, we found with some complex analysis that, even in the
FIA era, there would be a reliance for both peacetime and wartime
scenarios on airborne and commercial sources of imagery data that
is inconsistent with the planning and investments that are being
made today.
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Finally, the specific NRO commercial imagery strategy, essen-
tially, the commitment that has been made in the last couple of
years has gone unfulfilled.

With regard to the outsourcing strategy, one of the tensions that
the Commission considered to be the greatest for NIMA was the
tension between the need to modernize and the need to provide a
traditional slate of products to the customer base. It is over 250,
by one count.

One of the methods by which we believe NIMA can actually help
do this in a more efficient manner is by outsourcing a significant
amount of products and services to the private sector, and the
record so far has been good, but spotty, as industry described it to
this Commission.

On the question of commercial technology, we do not believe that
the TPED itself is a major hardware system. Rather, we believe
that there must be a provision for rapid technology insertion for
the kinds of technologies that are coming out of the commercial
sector, and image processing, computing, et cetera, that will allow
NIMA to be more effective in its TPED processes.

We also felt that NIMA had to push analytic tools down to the
user, simply because of the nature of the intelligence business
these days, the extent to which it is more chaotic, and users, cus-
tomers, and analysts needed to have access to a wider slate of
tools.

Finally, in the commercial practices case, we found industry
somewhat frustrated with NIMA, and described them as a unreli-
able partner at times. We know this has been a point of emphasis
within NIMA in recent months, and we hope that they continue
along that path.

Finally, the Commission recommended in two areas the commer-
cial imagery strategy and the outsourcing strategy, that both of
these be redone, preferably within about a 6-month period. We also
believe that the Secretary of Defense should establish a fund from
which commercial imagery purchases could be made by defense ele-
ments.

We recommended a fund of about $350 million be done there, so
that defense customers, who were caught in that same trade that
I believe Dr. Schneider was talking about, NRO imagery for free,
versus commercial imagery at cost, they would not have to make
that trade in such a difficult fashion.

Finally, as I said, we had requested that the outsourcing strategy
itself be redone in order to maximize outsourcing a variety of prod-
ucts and services that NIMA has been providing on its own in its
early years.

Anyway, on that note, I think we will stop, and will allow ques-
tions.

Senator ALLARD. Do any other members of the Commission want
to make any comments?

Mr. MARINO. Well, the only other comment I would make about
commercial imagery is that there are strategies, we believe, that
the U.S. Government ought to take that could help invigorate or
jump-start the U.S. commercial imagery business.

I do not think that the Commission believes it is healthy for com-
mercial satellite capabilities not to be dominated by U.S. industry,
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but, in fact, be dominated by foreign industry, because we somehow
have let our U.S. commercial satellite industry die on the vine, be-
cause we cannot come up with a plan, a U.S. Government plan, to
understand how it can support this industry without subsidizing it.

One of the suggestions that we kicked around within, and I am
going back to one of the questions that was asked of the NRO Com-
mission, one of the ideas that was kicked around at the NIMA
Commission hearings was that the U.S. Government, if it could see
itself buying a certain amount of imagery per year from a commer-
cial company against spec, and telling the commercial company
that if you are able to deliver an image with this amount of resolu-
tion, with this kind of spec, we will buy, say, this is hypothetical,
$30 million a year for a certain period of years. That is the kind
of plan that they could take up to Wall Street, and actually get eq-
uity or financing for their company. That gets the half-meter sat-
ellite, the money for the half-meter satellite built, and it also gets
the industry on a path that at least it looks like it can do some
business in the future. But I think there are strategies to do it. I
do not know if that is the best one, but that is a strategy.

The second thing I would say about the $350 million rec-
ommendation, $350 million from the Secretary of Defense’s office,
that was actually a recommendation made by John White to us,
which we thought was a very good recommendation. It had to do
as much with the fact that the NRO imagery here is free, and to
buy commercial imagery, the services have to trade bullets against
imagery, and that is a difficult tradeoff for them to make, but sec-
ondarily, the other advantage that commercial imagery has, if the
services had access to buy it, is that it is unclassified, and gives
them a lot more flexibility in dealing with coalition forces.

Right now, it is very difficult for them to share national technical
means imagery with coalition forces. Commercial imagery, by its
very nature, being unclassified, is not a problem, so there is, we be-
lieve, a pent-up demand in the Defense Department for commercial
imagery, and, therefore, we think it’s almost imperative that we
get on with trying to figure out how to make this work.

Senator ALLARD. Again, there was a lot of discussion in 1996,
when the NIMA was set up, as to whether we were creating a good
organization or not, and concerns about whether we were just stove
piping, and whether this would inhibit integration. I gather from
your comments that you think that it was a wise move.

Mr. MARINO. No. I think Kevin’s comment was that we do not
think that revisiting that issue, because it creates such emotion in
the Intelligence Community and in the Defense Department, is
healthy. What we think is healthy for NIMA is to get on with it.

We do not think it will ever be broken up and put back to the
way it was. We do not think putting it back to the way it was in
this environment makes a whole lot of sense, and continuing to dis-
cuss that issue, which is an issue that some people liked to discuss
a lot, it does not help NIMA get on with its job. It just reopens old
wounds.

Senator ALLARD. Good or bad, your point is.
Mr. MARINO. We are where we are. We are where we are. That’s

right.
Senator ALLARD. Make it work, in other words.
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Mr. MARINO. Right. That is good.
Senator ALLARD. I also gathered from your testimony that you

think that TPED is more of a money problem than an organiza-
tional problem. Does it have some organization problems?

Mr. MARINO. Yes. Big ones. From our perspective, TPED is a
multi-dimensional problem. A very significant part of that problem
is that the right kinds of people to do a system like TPED have
the characteristics that Larry Cox talked about a little earlier.
They are called systems engineers, and systems acquisition people.

NIMA, in the merging of the cultures of DMA and NPIC, brought
together two organizations, neither one of which had that expertise
at all. They have been trying to build that expertise, but that is
a very difficult resource to build.

Even the NRO today is not the same systems engineering ele-
ment that it was 10 years ago. I mean those people—systems engi-
neers, in general, are very difficult pieces to come by, and when
you come by them, you like to hold onto them, but they attract high
salaries in industry, and they leave for industry. So for NIMA to
build up that capability is a very difficult job.

So not having a good systems engineering systems acquisition ca-
pability impedes getting on with TPED. You compound that prob-
lem by not funding TPED to the level that it needs to be funded,
and I think what you are creating is a recipe for disaster for the
day when FIA starts dropping down volumes of data that are con-
siderably greater than the volumes of data than we are seeing
today, and expect an organization like NIMA to start processing,
and exploiting that data. That does not come close at all right now
with the budget that NIMA has to do TPED.

So I think it is a combination of those two problems, in particu-
lar, that create the TPED problem, and then you add on top of that
that we have spent a lot of money on collection, we have a lot of
smart people in the Intelligence Community and the defense com-
munity that know how to build collection systems. I am not as con-
fident that we have an equal number of people who know how to
build processing and exploitation systems of the kind we are talk-
ing about.

Senator ALLARD. You may want to elaborate on that response.
There was also, I think, a desire to see the geospatial function com-
bined with the imagery intelligence. To what degree have these two
functions, the merging of these two functions, taken place, and to
what extent do you think NIMA programs, has actually brought
this to reality?

Mr. MARINO. Does somebody else want to do this? I feel like I
am doing all the talking. Why do you not go ahead and talk about
that?

Senator ALLARD. Mr. Hineman.
Mr. HINEMAN. I have been involved with the NIMA and the for-

mation of NIMA for a number of years from outside. I sat on the
panel in 1992, and another one in—I chaired a government task
force from private industry in 1995. It was clear in my mind that
the day had come when we really needed to put the imagery and
the geospatial folks together.
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That is the basis of all of our, really all of our intelligence. What-
ever the intelligence is, we can locate it on the map somewhere, on
the globe, we can tie it and reference it in that way.

Has it come together yet like it should? No. Part of it is the cul-
ture’s problem, and part of it is the TPED problem. There is an ef-
fort underway as we speak that General King has initiated, which
is called the America’s Cell, where he has put the imagery analyst
and the geospatial analyst physically together to work the Ameri-
cas’ problems, Central and South America. I think the proximity of
those individuals working together will bring about what some of
us saw years ago. Time will tell, though.

Senator ALLARD. Yes?
Mr. O’CONNELL. I think I agree wholeheartedly with what Evan

said. I guess I would add that in our Commission report, we de-
scribed the vision of that merger of the two disciplines as being
largely unfulfilled.

I would add, however, that in a number of cases, probably anec-
dotal at the level we saw them, we did see the development of some
very innovative intelligence products by virtue of the successful
merger of the two, and, again, as Evan has said, the extent to
which we have people working together side-by-side, day-after-day,
means that this is a problem that hopefully will correct itself over
time, with the emphasis from the NIMA leadership.

Mr. MARINO. Yes, let me explain just a little bit, because you
were not involved in all the details. One of the problems is a cul-
tural problem. When NPIC, which was part of the CIA, came to-
gether with DMA, there was a category of work forces still called
an imagery analyst. There was also a geospatial analyst.

Well, no imagery analyst wants to be a geospatial analyst, and
no geospatial analyst, particularly—they all have their own beliefs
that their job is the most important, and trying to take those two
cultures, force them together to try to work together, so that they
learn from each other and become one, has been a very difficult
task for NIMA, and the real effort started a couple of years ago,
General King started it.

But that is really the primary cultural issue that they are trying
to work on right now at NIMA, and it is moving slowing, but I
think eventually they will get—time will certainly fix this, and that
is about the only thing you can say, is that you hope time does fix
it.

Senator ALLARD. Senator Reed.
Senator REED. Thank you very much, Mr. Chairman.
Thank you, gentlemen, not only for your testimony, but for your

work on the Commission.
Mr. Marino, you described a very challenging task of moderniz-

ing the TPED operations, and the training agency, and other agen-
cies, for example, the Ballistic Missile Defense Office, has chosen
a systems integrator, a subcontractor, to do those things for them.
Have you thought about that concept in relation to NIMA?

Mr. MARINO. Do you mean a contractor to do the systems engi-
neering?

Senator REED. They would come in and do some of the integra-
tion.
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Mr. MARINO. Yes. I think that is right, but I think you have to
have good contractors, with good systems engineering capabilities.
Again, I am skeptical—well, this whole question of systems engi-
neering capability, even in industry today, is, to me, a very worri-
some aspect of big system development, but you still need good peo-
ple in the government.

What makes the NRO work, and has made the NRO work, in my
opinion, is that it had very good contractors, who had good systems
engineering capability, but it had very good government people,
who understood systems engineering, and understood how to direct
those folks, and that is—very good government people is what is
missing more than anything else.

Senator REED. Well, the subcommittee has responded to some of
these concerns by increasing the number of Defense Intelligence
senior executives service positions.

Mr. MARINO. Right.
Senator REED. I think that is the approach, but I think we all

recognize that we are facing a situation where these systems engi-
neers, and these computer specialists are in such high demand by
industry, that even some of the most attractive options in the Fed-
eral Government, opportunities, are not being taken up, but despite
that, we have to get on with the task, and I wonder if you have
any——

Mr. MARINO. Yes. I mean we have—this is a question that is, all
you have is ideas, and every time you come up with an idea, it
seems like it does not work for one reason or another.

So let me start off by saying, the first thing we thought was, it
makes sense that maybe we would go to the NRO and ask them
to see whether they were interested in doing the systems engineer-
ing for the TPED system, and the first thing—the answer we got
from the Director of NRO was that we do not have the resources
to do it, we do not have the people to do it. We agree it needs to
be done, but we do not have the people to do it.

So then we tried to construct a way—one of the other thoughts
that underlines all this is that we believe NIMA, besides being an
intelligence-producing agency, in the future, it is going to be one
of the most important acquisition agencies in the U.S. Government,
because getting on with the TPED problem, and trying to solve
that problem is a big acquisition and systems engineering problem.

So we think that we need more systems acquisition expertise at
the senior levels of NIMA, which I think is probably easier to do
than to get the actual working people with the right kind of skills.

Then we concocted something called the EPO, which is a pro-
gram office made up of people who would come in from industry,
paid above government salaries, and even then it would be hard to
attract them, and that program office and that TPED acquisition
group would be given some of the procurement authority that the
DCI has. We would also use the offices of the DCI to call on his
relationships with industry to ask people at the major information
systems and major contractors around the country to actually help
fill this extraordinary program office, with the right kinds of peo-
ple, pulling on their patriotic string and saying, ‘‘We would appre-
ciate it if you would decide to donate one or two people today.’’
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We tried to construct a program office within NIMA that was
made up of outside people, who were being paid more than govern-
ment salaries, but actually had the right kind of expertise.

The idea would be that if you had the right kind of people in
place, you might be able to attract some more of the right kind of
people, and through just osmosis, be able to pass off some of the
skills and capability.

To help solve the senior-level management acquisition expertise,
we suggested a technical advisory panel. The technical advisory
panel could have a lifetime for long as it is necessary, but these
would be people who have either retired out of the government,
and they have big systems engineering acquisition experience, to be
an advisor to the Director of NIMA, and be an overseer to do the
work that is going on on the TPED program for the Director of
NIMA. That was the best we could come up with.

Then with the Extraordinary Program Office recommendation,
we immediately ran into problems with the Office of General Coun-
sel, so it gets—it is hard, but something has to be done.

Senator REED. Thank you.
Mr. Hineman, you had a comment.
Mr. HINEMAN. I wanted to speak for a few minutes from a dif-

ferent aspect.
Senator REED. Sure.
Mr. HINEMAN. I think what maybe you were getting at was, how

can we get enough of the quality people that we need into the gov-
ernment, given this day and age that we are in? General Weinstein
spent many years in the government, and I spent nearly 34 myself.
We did not get a lot of stock options, and did not make a lot of
money doing that, but we loved every minute of it. The difference
was that there was a challenge there.

The challenge in those days was the Soviet Union and all that
it stood for, and there was a mountain to climb, and we had the
opportunity to come up with initiatives.

I think in the past few years, we have tended to say, ‘‘Intel-
ligence really is not all that important any more. The world is such
at peace that’’—it was never said, but that inference was coming
across, and I think we need—not that we need to build a Soviet
Union, but we need to build a mountain. We need to build a chal-
lenge so that the talented people will want to come and serve the
nation.

Senator REED. Thank you very much, Mr. Hineman.
Thank you, Mr. Chairman.
Senator ALLARD. Senator Reed, are you going to have any more

questions?
Senator REED. No. Go ahead and ask your questions, and then

if I have any more, I will ask them.
Senator ALLARD. Thank you. I just want a clarification of the

$350 million recommendation. Now, this is not a NIMA account. It
is under the control of NIMA, am I correct in that?

Mr. MARINO. That is correct.
Senator ALLARD. This is under the Secretary of Defense.
Mr. MARINO. That is right. That is correct. Yes. I will explain—

let me tell you what we had in mind, and what John White had
in mind, and maybe we modified it a little bit.

VerDate 11-SEP-98 09:44 May 02, 2002 Jkt 000000 PO 00000 Frm 00038 Fmt 6633 Sfmt 6633 76968.016 SARMSER2 PsN: SARMSER2



34

The idea would be an account that would be set up somewhere
under the Secretary of Defense, we did not specifically say where,
where the services could draw down on those dollars, and buy im-
agery and commercial products, it does not have to be commercial
imagery from satellites, but it could also be commercial products,
to help them do what they needed imagery to do.

NIMA would serve two functions in this, from our perspective.
One, they would serve as the organization that certified the sup-
plier. They would go to a company, one of the commercial compa-
nies, Space Imaging, there is another one, Earth Watch Group, and
they would certify that this is a legitimate supplier to the U.S.
Government. We have looked at their practices, and we have
looked at how they do their business, and at the product that they
are selling. The product you asked for is the product that they are
selling, and NIMA would be the quality control officer.

The second function that NIMA would have is that they would
have the opportunity to take the same image that anybody else in
the U.S. Government bought for their own purposes, and put it in
their library, so the U.S. Government would not have to buy it
twice. So we would then have within the NIMA library this image
that maybe a general in Kosovo wanted to share with one of the
coalition forces and that image would also end up in the NIMA li-
brary.

It would provide an opportunity or a product, and then the prod-
uct provides an opportunity to jumpstart the use of commercial im-
agery in the intelligence and defense communities, and at the end
of the day, it was actually John White’s opinion that $350 million
in the third year would look a lot greater—it would be a lot greater
than that, because there would be such a demand for the imagery.

Whether that is true or not, I think only time could tell, but we
believe that if you do not do it, you will never know.

Senator ALLARD. You have people other than the Defense Depart-
ment that are requesting your services, the Environmental Protec-
tion Agency, Commerce, State. How feasible is it to ask them to
pay for the services that they are requesting? As long as it comes
free, then there is no end of demand, but if they see a cost to their
budget, would they then go ahead and begin to prioritize their re-
quests, and would this help take care of the TPED problem?

Mr. MARINO. I am not sure, but let me answer it differently. We
looked at imagery as a commodity, not unlike buying paperclips. I
do not mean to trivialize it, but it can be looked at that way, so
if you need a box of paperclips, you would draw down on whatever
budget you have for paperclips, and you would buy a box of
paperclips.

There is no such facility to do that within the Defense Depart-
ment. We had two hopes for that. One, that it would end up jump-
starting the commercial industry, and would also look—we would
figure out for sure whether commercial imagery can pick up some
of the burden that FIA is supposed to provide.

If it is, you then have the opportunity of taking some of the com-
modity stuff out of the Intelligence Community, and the oppor-
tunity to push the NRO to a more higher end to do more exquisite
kinds of things, rather than commodity kinds of things.
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Whether the Department of Commerce has within their budget
to do it, I am not sure—I do not have the answer for you about
how we would get NOAA to buy commercial imagery. I think they
would just have to buy it, unless the U.S. Government set up a
fund under the President of the United States where everybody
could draw down on it, which seems, I think, to all of us, a little
impractical.

Senator ALLARD. I guess another way of structuring this is to use
the airlift—somebody use the airlift model, and what is most ap-
propriate when you—based on circumstances, is it a 747, or is it
a C–17, whatever it is, depending on the circumstances, and it
seems to me that maybe NIMA should decide on how, after the cus-
tomer decides on what he needs.

Mr. MARINO. Oh. Yes.
Senator ALLARD. Maybe that needs to be thought about, and how

do you apply that.
General WEINSTEIN. May I add just one small point?
Senator ALLARD. Yes.
General WEINSTEIN. If someone thinks that the idea of the fund

of $350 million is a good idea to encourage the use of commercial
industry, so the Defense Department gets in the habit of it, and
that would be wonderful, but if they would take the $350 million
and say, ‘‘Well, we will take that away from NIMA,’’ that will
just—you already have an organization that is grossly under-
funded, and so another $350 million hit of the other things it has
to do would be disastrous.

Mr. MARINO. We all agree with that. We think NIMA—by virtue
of the fact that it has had some performance problems, and those
performance problems are as much a result as this forcing together
of two organizations and trying to get up on your feet, they ought
not to be penalized by continuing to cut their budget, because for
sure, there is a question of whether they—the risk is high giving
them the money to do these systems, and to do the various things.

There is no risk if they do not have the money. It is just not
going to happen. It seems to me that it is a risk worth taking.

Senator ALLARD. Mr. O’Connell.
Mr. O’CONNELL. One of the problems with commercial imagery

discussion is that we see it going on day-after-day, because it is
still largely about the government buying images, and, in fact,
there is utility for the government, for NIMA, in buying images.

However, there is a much wider set of products and services that
can probably be purchased out of industry, thought through cre-
atively, that support the intelligence and the national security mis-
sions. We are not seeing a lot of that discussion taking place.

Images have a role in the product slate that the Intelligence
Community buys, but it is only one piece of the picture. There is
a whole other set of things that we have not even thought about
yet. How to use data base accesses, et cetera, that might be very
useful for NIMA to entertain with the commercial industry.

Senator ALLARD. OK. We have run out of questions and mem-
bers. I want to just say in closing that we are going to make your
presentations a part of the record, and I ask for unanimous consent
to make your full statements a part of the record.
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We will also hold the record open for 2 days for questions for the
record. If you get any questions, we would appreciate if you would
give them back in an expedited manner.

[The information referred to follows:]
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Senator ALLARD. I want to thank you all personally for taking
the time to serve on the Commission and for taking the time to tes-
tify before this subcommittee. We thank you for your time and for
your expertise. Thank you.

Now we will adjourn the subcommittee.
[The Report of the National Commission for the Review of the

National Reconnaissance Office and the Report of the Independent
Commission on the National Imagery and Mapping Agency follow:]
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[Whereupon, at 4:25 p.m., the subcommittee adjourned.]
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