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MEMORANDUM FOR THE NRP EXECUTIVE CCMITTRE

A problem of long standingz in the NRO has been CORONA
menagermant., Althouzh there apsear to have been several
attempts to resolva the problzz of dafining a set of managze-
mant responsibilities acceptadile to all pearties in 1964 and
1565, nome of these were successful in arriving at an agreed-
upon solutiorn.

The Avgust 11, 1965 Agreament for the Reorzanization of
the National Qe»o““alssadce Progran (1965 NRP Agreemant) pro-
vides gensral and specific guidelines for the managzement of
NR? syste s waich constitute aa authoritative basis for dealing
with the CORCIA problems. Howaver, tha need to avoid unneces-
sarily perturbing certain estas shed practices and responsi-
bilities now be ing exercised in the om-going CORONA program

must also be recognized. Having tzken ooth these factors into

* account, I now wish to recommend specific assignments of manage-
ment respomnsibility aad related program actions as described in
this memorandun.

THEE PRO3LEM:

I have revie*=d the available background on the CJ0ONA
managemant sitnat-oﬂ. There are several particular probdblens,

all of waich stem from the lack of clearly establisked and/or
agreed-to menagement responsidilities and relationships. From

my point of view the most serious problems are as follows:

1. Other than myself, there is no single person or NR?
participant accepted by all ccncarned as clearly responsible for
overall system engineering, dafinition and specifications, inte-
gration, a master project plan, cverall system facilities, inte-
grated rfunding requirezments, and on-orbit operatioms.

2. Since mid-1684, L¥SC has worked without benefit of
signed contracts in two areas: (a) overall systems integration;
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and (b) the qualification, test, end integration of an Improved
Stellar-index Camera (ISiC). (The latcer task is essentially
complete; the Zomer is continuing).

3. The fin2l phese of
been extaended somewhat bacau
given to contract for all ele
of 2 modified ISIC-~cziled the D
the RV; and febrication of 1

on bas not yet been
ically: integration
rnal modifications to

DISCUSSTION:

3.

The next several paragrzphs prcvide a brief discussion of
the problems cited gbove.

There were, in the pest, and are, at present, widely divergent
opinions on the necessity for a single COROXA Project Director in
the field {on the premise thet the program has been operating

i h

quite successfully for some time without anyone who was generally
accepted as such). In my ovirion, thera is & need for a project
directoxr in any case and this need will be increazsed by planned
actions in the CORONA progranm. -

Up until this Summer, when the first THORAD booster/longer-
life AGENA combination is Launched, the NRO will have been
operating, for more than two years, a mature system in waich only
relative minor changes have teken place. Wnen thes CORONA Improve-
ment Progrem is ccmpleted in mid- 1967 however, the system will
feature a modified bcoster, modifisd nGLYA modified command
system, new stellar-index camerz, modified main cameras, and a
new paylozd assembly structure. Implicit in these changes is the
need for assigning respomsibility to a single person for overall
system engineering and integration as well as for definition of
interface specificatiomns.

In view of the above, I believe it is essential to have a
singie Project Dirasctor in the field (with proper definition,
of course, of his responsibilities and zuthority in view of the
joint-agency nature of the CORCNA Project).

With regard to the two unsigned lLbC contracts, this situa-
tion epperently evolved because of the lack of well-defined
technical and manzgement respomnsibilit ies. For the gsame reason
there has been an unresolved question as to whether r CIA-

OSP should hold tke contract for the qualification testing and
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integration

o he new, larger diezmeter payload
assexbly stru !

has rot yet started).

I understand LM8 -c expended Corporate funds in the anount
of approximately since July 1954 on overall system
integration matters and quelification esting/integration engineer-

this lattcr task wes essenticlly
e tse the DISIC in lieu of the 13IC).
IMSC is awaiting uniform guicance Irdn che government as to t:oe
approvad contracting agemncy for the several tasks involved and as
to the scope of the contracts. The solution to this problem will
be straight-forwazd under the management assignments which I pro-
pose--namely,P or CIA-CSP will sign the pending contracts
for the period from 19564 to the present date, and will, in
accordance with assigned responsibilities, negotiate new contracts
(or amend existing ones) for the work from this date forward.

ing on the IZIC ’at about the
complete, a cecr3ion was mace
ag +
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Last, with regaxd ¢
the remaining eliements ©

————

re daferral of authority to proceed on
he CCRONL Improvement Progrem. These
were not released when CORONA Improvement Program was originally
approved. The deferred items were not pacing at that time and it
was aoparently expectad the then imminent new NRP Agreement would
provide more speciiic guidance on the assignment of COXONA respon-
sibilities. Recently, ¢ aclude Further delay, I authorized
CIA-0SP zo contract with IMSC to initiate design engineering on
the larger-dizmeter payicad assembly structure.

MANAGEVENT ARRANGIEMENTS:

P\ sl B L -

In developing these propcsed arrangezents, a guiding principle

has been thet no serious comsideration would be given to any
‘menagement plan and/or rearrangement of responsibilities which
would unduly disrupt the on-going program. Further, to the extent
possible, the solutions were to ba in accord with the specifics,

as well as th2 spirit and intent, of the 1965 NR? Agreement. 1
believe that my proposed assignments of responsibility and related
menagement actions are fully responsive to these criteria.

At oresent, CIA is clearly responsible to the DNRO for procure-
ment of the XKH-4 and SI cameras (the latter to be replaced by the
DISIC), the XV's, the payload assembly structure, arnd the engineer-
ing intezration oI these elemeants into a Payload Sub-Assembly and
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thelr test, operation aal activities of the LMSC-AP facility,
softwara support oi tixe Satellitz Operaticns Center before,

during, ard zfter missions, operaticon of the payload sub- assembly
on-orbit, and diagnostic services., I reccmmend that these responsi-
bilities continue esszntizlly unchanged, with CIA assuming
responsibility Zor imtegration of the DiSIC, and the engineering,
fabrication, gualification and production oF the larger-diameter
payload assembly structure.

—, on the cther hend, iz responsible for the booster S,
the AGENA spacecreft, procuremant of tae DISIC, overall system
integraticn in preparecion Zor launch, launch services, on-orpit
command aad control, and reccvery oI trze Zilm CcPSUleS. 1 recom-

mend that these respomsibilities remzin essent ial*y unchanged.
qowe er, if a new RV or majcr modlificeticn to the present RV is
ever uniertaken (this excludes rizor internal modifications to

the presexnt RV, peculiar to tha COX0XA cameras), I propose to
egssign this responsidility to @) in line with the 19565 NRP
Agreexent end to insure maximum stendardization among all RV's
utilized in the NRP.

Additionzlly, I propose to designate the Director, (P, as
the overall CCZONA System Project Director (SP D) The rationale
for this assigmment is tha‘:_ls the NRO element best suited
in terms of personnel, facilities, o rat;onal resources, experience
and technical competence nacesseary to underteke tais .task ror
exzmple, under existing D0D arrangements wherein the Air Force

assigns space alements either wholly to NRO (as in the case of

the Space Systezs Division's lazunch, oa-orbit commend and contr ol
facilities and caonsula racovers -_o::...,s), the Director, (P is
the only indivi téeal in the fiald who has the authority to direct
2il elements involvad in the operation from launch through capsule

a2
the Director, P, will be responsible to me

’recovery. As SPD,

for overzll system engineerinz and integration (including master
system spec 'fications); cverall system ‘naster plenning, program-
ming, and tudgeting; preparation of the system for launch; launch
activ:‘.ties; missiocn operaticms; and capsule recoveries.

e sud-system engineering, tec*m:_cal
ision for the Payload Sub-Assembly;
. to the DXZJ for these functions with
raspect to tha Payload Sub-issezibly. The following discussion of
ions i
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for close ;llj rapzort batween the respective offices. Repre-
sentatives of both officas are expected to a;tepd all mesetings
on subiects r;vzng a8 possible interface impe The SPD an
Pay*oad Sub-issembly Project Office are e ecged to have free and
full access _g 2i- information and data pertaining to the systen,
Tnis inciudes, zs _apfoor;a:e, access to contractor plants,
engineerlng staifs and tes acilities. However, suoe“v131on ernd
tec mical directican of the con;*actor‘; ac;1v1t1es will be solaly

CiA-0S? Zox 211 elemants of +he Paylcad Sub-iAssembly and by
for ctiar system elements If either or CIA-OSP infers

a possible Izzezrfzce sction pertaining to any action of the other,
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ke is exnected to so advise the coriher without delzy. Waen a
possible prodlem of this nzrure is rzzised, it is to be resolved
withous delay {(if resclution in the field Is not possible, the
matter will be brought co the attention of the DNRO for deCLSloﬂ)
The S°D will operate a CCRONA Ozerations Command Post at the
Satellite £ Centzr, Sunnyveale, continuouvsly during a mission.
The Payl Oad Sua Assembly Project OZflce will station appropriate
Project CZfice and centractor repraseniztives there as well as at
the IM3C-AP Ffacility cCuring missions. Tae Sztellite Opereation
enter will d=zzl princinaliy and directly with
the CORCAA ost and the LiSC-AP zfacility, as approprizre,

during & mission.

The SPD is the £finzl field cu:hcrﬂty during a mission opera-
tion from launch through rzcovery. The S?D is expected, in normal
sitvetions, to assizm respcnsibility to tha senior Dayload Sub-
Assembly Project Offiice reprasenitziive on maiters of payload sub-
assexbly readiness, on-orbit operaiiom, enalysis of techmical
difficulties, etc. Tna2 senioY Perioad S'b-Assemaly Project Office
represaatative, in turn, will prcvide 2ayload Suo-- scnoly status
reporting on an agwreed-om regular basis or upon requast ofi the
SPD. However, when there are di fferencas of oninioa in the cese
of technicel éifficulties, and when in the judgment oI tae SPD

that mission failure may be imminent, the operational decisions oX
the S?D shall 2iwzys de overzidingz and Iinal.

Both the SPD and Peayload Sutc-issembly Project Office will be
authorized to grant CORCXA clearances to D“ODe*Ly clearable persoms
under their jurisdicticn, Ia eccordance with established
security policies. Tae SPD end P3-AP0 shall homor, without
question, a nesd-to-know determination on the part of the other.
Eccn shall kcep the other advised on a continuing basis of current

The SPD will utilize the services of Aerospace Corporation
in a generzl systems engineering role. Aerospace Corporation
employeas supporting the SEO zhall have free access to informatiom
and data at the payload sub-assembly contractor(s), but shall

exercise no techaical influence or
to the Payload Sub-Assemcly, and s
with advising 2im on suca matters.

judgments over matters internal
211 not be charged by the SPD
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