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- 39”JE I Reactxons to ?roposal on New General Search Systcm

- On Aprll 23 I submxtted my progogal for the new gcneral
arch and - urvelllaﬁce ‘satellite system to the NRP ExCom. o
2 purpose of this memorandum is to advise you of the reactions
ceived on the package and to dlscuss:tha issues l&kelj to be o

s
)
a3

3

The package submltted ta the ExCom 1nc1udea several m&gor

’1;  a uystem Gperational Requlrement (SGR}

o

a Request far Proposal (RFP) for the cameraﬁ'

. A management Plan'l'*”

L

4'7‘Aat10na1e papers for smgnxfmcant portzaps of the :

. a uhorﬁ-range scheduie of planned act ions subsequent
T, Mxﬁu« &Dp GV@1¢T~~v - P iy .

The SQQELOR” whmch fallow discuss actual and/or antiCLDated

czctmans to the SGR RFP and management plan.),~'

SYSTEM OPEE&T,GHAL REQUIREMENT";

The SOR deSCrlbes a system of 25~30 day lifetlme suxfi fent

" £ilm to alotsoraph in stereo approximately 20 million square
- ‘miles, nd from 2-4 recovery vehicles (with the latter decision
'to be m..z at the ‘end of the spacecraft and senscr competitions). .
A boog. . of the. TITAN III~D c¢lass (TILTAN III core nlus two
 three=ge, went, 120 1nch dlameter atrap-on solids) will be
'.requlred . o : B

@AEBIT rﬂRnMAl\é«‘
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. GAMBETCORONA

As you will recall, the early CIA plans for thiu‘ay tem
- envisaged a TITAN II booster, two RV's, and a lifetime of &~12
: days on orbit. 'The initial SAFSP plans envisaged the use of a
= TE&AV XXEB/AGEN& boaster for a system‘of similar characteristles.

‘ Mast gprmng, tha NRO becama csnvinaa& that an«awb&t 1ifow
' times on the order of 25-30 days were both feaslble and more
- cost-effective than shorter-life systems and approved the
- goncept as a- vywtcm goal (including use of the TITAN LIID booster).
- Subgeguently, the Taahnical Task Group {which included NRQ, CIA,
and SAFSP members) agreed- with that ccncluslon and dmafted an
uﬁR along thasa lineﬁ‘xh,;hy U C : »

" C?% a&?ﬁ?, énd Dr. L&nd’a PSAC panal have lﬂélcﬁuﬁﬁ no.
3 ;digagra“ncmt with the SOR. I do not anticipate, therefore, _
- . that system configuratzon will ba -an iﬁaﬂﬁ atg the ErCom.f~f :

‘:RLQHE T FOR nm@@ AL'

Az ”uﬁﬂcated in mj memo to tha ExCam, one of the more
. @ifficulc problems has been to devise a technique which wxll
. permit “he equitable competition of three camera concepts
i designed againgt varled: technical and operational reguirements,
o and alL oF which are at different stages of analysis, design, and
demonstration of critical technology. . Both CIA and SAFSP pree
. paved and Qubmittad proposed RFP's for the camera subw-system.
.. Heither one was completely acceptable for the same penoral
reagong-~both were understandably oriented toward the technical
- and me ﬁfga&ﬂiﬁ concepts of the authoring organizations and
o w@uid ﬁﬂu, in my opin&an, hava 1nﬁured an aquxtabie p@&@@ilki@ﬂ.”

. oed 2FP s, bstabllshed a mlnimum of Lequired crltexma, intro-
w . duced computation factors (film load vequirements, target
- light unarhcterisitics, ete) based on actual CORONA and GAMBIT
> ance, developed a technique for computing mission=
" gffectivencss values (which rewards desirable design charactor=
istlce, as appropriate, in a system but does not unduly penalize
,gtno g in wh ch thlS feature was nst an initial deslnn ob3&ct¢vm}3'

‘Approved for Rérakasaidiet 1/08 C05117121
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v | SAFS? had 1o commenta of any smgnificance with ragard to
tha R?ﬂ and generally accepted it‘ng,mgg, i

Cepin

Tha RFV was reviewad. in depth with Dr. Laﬁd’ PSAC pane 1
The panél generally agreed with the RFP with the additlon of
a fow minow mcdifications and clavificavions. One or two panel
: m@mbﬂ cs expressed the opinion that we had not rewarded high
S - zegolution (3" ox better) enough in comparison to low reuoiution
- [~‘:"(8? or worse) in the mission value computations; however, no one
- felt strongly enough to propose a rationale .on which to base a
- different set of values for this arbitrary judgment. All in all,
7. . L feel the Panel accepted the RFP as a reasonable appxaach to
- an equxtabla GOWpetltion oz the camera designs. '

The Panal inqulred as to the deairability of comnet%nw the
EX design (now being carried by Itek) in addition to the Porkine
1mer and Itek designs (the Pamel strongly favors the Itek or
" P«E designs over the EK concept)., I advised the Pancl that
. proposal of the EX design would be left gtrictly up to Iteke=1if
- Xtek belleved in the EK design and felt that the subwittal of -
“both designs would provide two distinctly attractive alternatives .
which might incresse their progpects of meeting the requirements.
o and would not dilute their effort on the Itek-proprietary design,
1. then they should bid both. On the other hand, if Ltek chose not
o to b&d Lha E{ deuign, we would not urge tham to. dﬁ go,

. The GIA has- naﬁ commented ofziclally on the RFF but hss

- made comments and counter prOpcsals with respect to ia@ MRS
ment plan and assignments of system regponsibility. The point
~may be ralsed that since the CIA will be responsible for the
- gensor, they should prepare the RFP and specify in details all
- tasks, ete. ' In response, I would point out that the RFP
previcusly proposed by CIA was tov specifically oriented (and
understandably- so) toward the P-E coneept and that the Agrecment
¢ Fizs that théir. reﬁponslbility will begin after source
selecticn. Finally, the RFP in its broad cutline preserves !
il option for the CIA to specify the details of sensor .u
oystem tacks within the overall framework of a gystem obgacL
and design. We agree that details of the RFP will be subjec

to final revision by the Source Selection Boarxd. In any evar *3
the RFP will reuult in @nitial aenwor Mw@cificatia ns, intar See

DL"“‘ \/iA f‘-"‘,L'V

HA‘N :
.s\'STE‘A cmm’ .

Tk
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I"d@fiw4tibﬁb etc, and a workﬁsiatement whach will be raviawed
;‘»by ha CEA‘amd A?SP priox to finax n@gotiatian., ,

/ ln aummgxy, I do nat eXpect the eamera RF? to bo a m&JOf
?bsua at’ tha Ex ﬂam maating.gﬂv L , . , \

T”’%N’\Csﬁ’”i’“?"i“ ﬂwm .

o aqagemenﬁ and aﬁsivnment af syﬁt&m re&p@ﬂulblliiiﬂu@
'hamuvaﬁg are expected to be major issues at the ExCom meetfing.
© . In brief, CIA has proposed and will propose to the ExCom that
4 " they be responsible for more than the sensgox on tha baglg that
' - this arrangement will simplify. interfsce problems. . CIA could

x;ai ow this with the proposal that CIA should provide the
System Project Director (SPD) on the grounds that they would

- then ba x&¢@0nﬂib1u for th& ma30r elamants aﬁ tha on*oxb&t

‘.vehlcla.'» R Rt A e g

iefly, tha manwbement plan E have propasad to the ExCom
wllowa the 1965 HRP Agreement--namely that CIA will be respon-
sible for cemera development and. production, and SAFSP will be .
. respongible for other system elements (booster, gpacecraft, _
.- 'RV'g, launch facilities, on~orbit command and control facilities,
1. etc),  Addirionally, for purposes of overall system engincering -
+ ond integration, master planning, mission control, ete, SAFSP
will be designated as the System Project Director (with clearly
ﬁcﬁiamﬁ constraints on SPD autharlty, howevab, in vxaw aF the
asai éuad CL& reapanslbilxtmes) R : :

ok FR

jk’§

uAﬁS? ccmm@nta on tha pmopcaed manaw@m@mt pl&n genarullj

wore concerned with communications Between SAFSP and CIA during

the development phase. General Martin doubts that the two

projcet offices located 2,000 miles apart {SAFSP in Los Angeles,

and CIA at Langley) can operate even reasonably effectively. '

He made a ﬁﬁrowg plea to co~locate the two project offices in

Los Angeles, I agree with Gen Martin that the wide physical sepae
- ration Twill make the commmications. probleﬁzmor@ difficult, but

not at all impossible if both SAF&E and CEA m&k& a’aincexe

eZfort to wark tmgathar.;«w‘»r : b S

P

. e s s
[EIANVERE N ALY

4
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Gen Martin also feels. that his ability to do a really
S&AiSL&Ctory Job of system engineering will be severely limited
because he is enjozned from dire&ting in detail the intermal -
design of the sensor, and for this reason. is restrained in

" some respects from arriving at optimum solutions to overall

- gystem problemg, Again I feal that a satisfactory solution of
‘this problem is pwssible providing that the proposed management
arrangéments are implcmented in an atmouphere of £ree commuﬁlc&w
“tion and LUll cooperatlon.,‘ ,,;J»H,v .

iy

R I hmd a 1enwthy discussion on manavcmcnt with Dm. Galwia .

}V,_‘V[ at my meeting with the PSAC Panel (he was the only panel member

407 who had comments of any significance in this avea). Since

" Dr. Garwin's comments and questions were exactly the same as
those raised by CIA, T am unable to detemnine whether he was
gtating his ovm ccﬁvictions or merely pressing CIA concepts ©o
test their validity. 1In any event, 1 do not believe that the |
‘Panel will advise Dr. Hornig to’ take a strong stand of &ny kind |
on Lhe propoaed managcment arrangements._. S

; R Mi. ‘Sheldon " deliverad CIA comments on the maﬂaﬁamenz
i S ‘arrangements to me and discussed other aspects of the report.
.. He. exniessad concern that the proposed manawﬂmant plan dirvective
'did not contain some ofthe management ratilonale explenations
end the more definitive expositions of CIA respons sibilities and
authorities set forth elsewhere. As a result of this discussion,
the proposed management directive has been rewrltten to cover
most of tha quewtlons he ralsedﬁ_ﬁﬂ. o

. Wr. Shaldon s maJor concern, however, (&nd as I now under=
ISR * stand it, the position which will be taken by CIA at the ExCom
R ‘ncetan), was that the proposed assigmmmnt of res ponsibilﬁLy for
- only the sengor to CIA would cause an interface problem of great
o wmgn4tude; CIA feele it would cause ccntinual nenotiati01

fose of ba ia 1mportance, ‘that the sensor probably would be
*-wubmfdinated to other raquirements of ‘the overall system, that

the effective working 1elationship between CIA and the contractors
3-*;&;013,1(1 be Jeopardlzed etc. g R DR )
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The propﬂw@d CIA solution to the problem iﬂ to- ﬁivmde
the onworbit vehicle into modules, ' In this plan, all spacecraft
“components  (stabiliz arion, power, command and control, aaxx?iasy
propulsion, ete) would be packaged into a single modula next
to the booster, with SAFSP responsible for this module while
the CIA would be vesponslble for everything forward of that
psnmu {camerds, »tructuze, dintegration of RV's, etc, ale CORONA).
. This is in effect a matter of defining the spacecraft to be that
part of the onworblt vehicle aft of the cameras. This position
‘?3 a modlfication of an earllier. CIA pesition which held that |
total wesponsibility for the re~entry vehicles was also necese
. sarily a part of the sensor module: rQSponuibility, becauge the
‘-'Lilm path tarminated in ﬁhe Rv's.‘;{ﬁt Sl o

"R

1 believa that the CEA argument for a respongibillty bfﬁwd”f
. then the sensor subsystem will be at least partially based on \
. the recommendations of the Technical and Management Tasgk Groups
- {camﬁriﬁing raprasemtatives from the CIA, SAFSP and. the NRO
. 8taff) which I set up to. review the’ probl&ma ‘of the new general
search eystem. The Management Task Group actually recommended the
modulay apnxoach ‘but without really wesolving the pxoblam of how
o . gystem englneering responsibilities might be divided +This ds
= o understandable in the light of the: dasira of the CGroup to achieve
. a common denominator of agreement, However, thelr recommendae
- tlons really left the resolution of the key managenent question |
"cmanw~m&maiyg how to manage the integratlon and interface problems
of the sowcalled Sensor Module. " The Management Task Group
‘Sﬁatcuants which illumimate this dilamma are as follows'

: ‘1'1, '”Mﬂttars of camera 3ubsystem &liwnmem,3 maun?lnm

“4n the Sensor Module strueture, thermal control etc are of such
o siganificance that CIA-OSP should be rasponsibla fox mat less then
PR ,th@ entire Sun3or Mo&ul@.;'4gxf‘ . -

S : 2, "The Task Group is concernad in either the vinwm
" SPD or Co=SPD management arrangement and with any of the optional
" grrangenents of respons ibilitiea with overall system in;ewriajw»
',xr@m a atructural, system engineering, interface, etc V&LWPOLM

‘ HANDLE Vll\ Dz...fu A1 ‘{( ‘

CONTROL SYSTEM Relat!
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?L is belleved that very close attentimn must be paid to 0vcr313

' system integrity. The Task Group concluded that the contractor.
who wins the OCV (Orbital Control Vehicle) competition should

also (1) design and build the Sensor Module structure (as a

 r'jﬂwb or agsoclate contractor to the Sensor contractor): (2) desisn
and bulld the RV Module (sans PV) and (3) be the ovarall system

3ﬁte~tatinw cont actor. :_1-

Apparcntly, these &saiwnments of tasks (and particularly | .
the last task (3)) to the OGV comtractor were intended to be the
cans of bridging the gap between the responsibilities of two

riatil
ndependent government. agencies, : I do not conaidsr.this to be
satlsfactory way for the government to conduct its business.

It could easily lead to .the kind of paralysis of government

J"Awgacessea which has baset tha CORONA Pro x2m for these past twp
years., .

K , B

I also do not aﬁrea witn the CIA«proposed vouution for

several technilcal reasons which really,for the most partgare .encom-

passed. in the integration problems forseen but not really
rasolved by the Management Task Group. These lie in the aveas o
sverall svstem integrity, erficxcncy of design, flexibility in
the location of components, etc. HMost of these pointsg are set
forth in the management attachments (Atchs 3 and 4«5) to my memo

. Fa

. to the ExCom.  You may wish to read these two documents prior
- ,to tae meetxng, for your convenience, coples are atuacaed hereto.

 The CIA ﬁeela that communicmtxon& thh SAFaP can pe kewt to
an absolute minimum by the modular approach. Further, as ' }
indicated in the CORONA discussions over the past two years, CIA
may not wish to be subordinated to SAFSP for any system matters.

Parsonally, I do not bellieve we can develop en effective syatem

at all unless thewe are free and frequent communicaticns and a
cloge rapport between CIA and SAFSP-eno matter what assignments

of management responsibility are made. . Some pertinent cong idera=

tions on the manaWément queetions follcw‘;;

1. No shtelﬁite reconnaissance or other syctem of
COmpan able cemplexity, so far has been developed (and this
wnciudeu COKQBA) wiihaut integrated syst@m design and tastmn

Approved for Rérakas it 1/08 C05117121
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The queﬂtion of who haa the resources or cmmpet e
has not, lﬁ itself, been controlling in the past (OXCART, for
,axa wple, wherein’ aha bulk of the technlcal and operational
‘monpower is provided by the Air Force). Operational control
haﬁ been overriding, and, while. this may be a CIA objective for
the new search system, the resources required fow anwmrbiu
‘,apalatieng are und@r the cwntrol of SATuP¢'

- 3, Mﬂnﬁuemeﬂt pl&ns désiwn@d to avmid ci@&e ralatia@w‘

- ghips are simply not realistie, - Unlﬁaﬁ we can have close

- relationships between ageneles, no management scheme will work,
. Fuzxther, however close tha relatlanghinﬁ f&a?OﬁEibith&@ and

'.'uhthﬁflLiéa muat stiil be clearly de:inud

éa Tha number of aegre ad or. i@@lmu@d pleces ai th@

g

hardware to be treated as invarlants in overall system design

should be kept. to.an absoluga minimum. An arbiyrary partitioning
- of the spacecraft, when there are no technical reasons to do 80,
inhibits the spacecraft designer ‘from consideration of all o
;raugoLable approachc° and ;rcm ach&evcwewt of th@ beat degisn, .

. : The $yshem elament brqudGWﬁ &m@ng cantractoss
" (L.e, & sensar contractor, anobher for the spacecraft, ete) ha
’3$30Vud reasonable and workable in many DOD projecte and is in
fact the approach assumed by CIA. The discussion with CIA
rea 1?y only pert&ins to the. rﬂlﬁa and ralﬁtianﬁhlvs of Covernment
"zﬁg c‘l,e : R _ ‘ . . . _

‘ Tl p aseﬂt CORGNA sluu&uion may ba braught up &s an
N of how the new gy tem should be managed, I do not xﬂwi
v&h&ﬁ i sound rationsle when the CORONA is censmder&d in its
proper coantext, History indicates that the CIA vole in CORONA
- from 195& through late 1963 was confined almost exclusively to
- topelevol generval suppori, contrascting services, and security
practics: vhich were, in foct, sisnificant contributions. Howe
gvar, the Alr Force did &Cihuiiy provide the System Project
lzector and virtually all technical direction throughout that
povied.  Subsequently, the CILA moved its contracting officers
way from LossAngeles and, by virtue of holding the contracts,’
an to exerclse an &ver~increaainw t@chnxcal management as
2 Cechnical, competence of the CIA in this field was increascd
by staff additlons. However, this has been largely a pdehCLAL?
and minor madiric&ticn mamagemant tﬁﬁk r&ihar tnan one of éavel
want. o : R v : o

oo
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T hope the CORONA Progream is not h ld up ag tha enem alar
of & Wullwmunag&d interagency developmﬁnt during the discussion
on the new search system; however, in the event it is mentioned,
it should be clearly understood that the develapment hlﬁtory
- and the prcuont situatlon a:e no% alike. s

v* T WITH THE mcx-“ 

on April 22, T visited the DCT to di cuss. nhzé ubject, -
I po*n ted out o Admiral Qaﬁcrn.}fﬂ'?- S -

1. There was no dlvision of respanalbilitiaﬁ between
uAF P and CIA which woufd a prlori obviate the necessity fox
 freguent coﬁmunicatlon and . teamwork if a successful deviﬁn is

3@0 b& achlaved e . e

xzuj Tha best arrangememt icr aystem managcmnnu, at
ast in the development phase, would be 2 single co=located
oup ail reporting to a sinale aw*h0:itative project a?recta

3, Undmr the 1965 CiA/uGD %grmcmant, the CIA was granted
independent organizational responsibility for the sensor sube
system. In light of this precondition, the intexface between
the sengor and all othex elements of the system was as logical as

any other ﬁnd would prcvide mere flﬁxibility to desxgn an optimum
5Y3 ; ; S : o

< B

by Mbst'of the interface'problems'encounﬁered in the
evelopment of the GAMBIT and CORONA systems were electrical
z“c (sbacko transmitted through the structure) in nature
nterface problems could nct be ccntral ed by breaking
Laft 1nt0 modules. ;;~« SR v » .

. ast packaWinw of the overall syateﬁ could not
accomplished by breaking the spacecraft into modules

always be

1 used the CGAMBIT sensor comyartwwqt ag an example (beinw caLb»ui
not to ckaim it was an optimum confilguration) to shéw how much
apa

cecraft equipment could be cr&&med into the space arouna tha
ensor whea n@cessary. 8 | : . . .

o

- o mvEMAN.
LF Vi: e Ve
HANW sren ONLY.

o coNTROL Y5

~ Approved for Rénakassifiest 1/08 C05117121




CO51171?£ | ;~”$mmw@@ﬁ¥%§§%ﬁ%u%0%ﬂﬂm_l;q

o - \ The impawﬁanaa cf h&vmnw uniﬁied uﬁd authazi ive. .
- aamirnl aﬂ a mi*sian vehicle on orbit mandated the use 0”
.- projeet director and, because of present and contemplated Luturu
= - oneorbit control: arranwcmentu, dmctatad aoaignment of ﬁhiw,"
' csaamaibility to SATSP., L . o ,

: - 7ﬁ Aa ﬁh@ system d@sign and xabxicmtmem plam evoivwd
minor changes in agsigned respousibilities might be in order to
”ahx we the best fabrication or test sequence. Li-would be the

wesponsibility of the Program: Director to make determinations

4 mf such matters withour ra"ﬁxd to orgaaxzational barriers

. Beecause of the.direct utraxghtwline and management relﬂ*mwm,hwg
" between the DNRO and SAFSP, it would &s a matter of fact be much

- slupler to dirxect and implement the tvansaar of responsibility
- to the CiA Lor apcclfxa aub«tasks than ta acaompllsh a revarSu.
Ex a%amex* ‘ L | A :

x(,.

o &dm Rabcxn 1mutamud att@ntxvely to thia ezpo»ati&m of ﬁy
Cpos lﬁlﬂ% and yeasserted his desire to have a workable management
o &@proﬁch with full ceoperation and commualcation between CIA
 and SAFSP, but he did not, at any time indicate his aceeptance
- of any of the particular points I made, nov did I expect that he
o wpuld aiﬁce obvicusly. some of his paopze halﬁ Strong viaw& on’ h
T mway of the maﬁuars dl&uﬁ&@&d. R DR . :

; 1. Tha aﬁwi”ﬂ&ﬁﬁt oi respamgibiiit/ for L% development
" of the sensor subsystem to the CIA and overall s u::w management
(ineluding apematinm i) to SAFSP is in ﬁccafduﬂﬁﬁ wlab the NRP
tﬁmwaam@aﬁ, is the clearest mMﬁagarkai arrangement, represents the
sent division of responsibllities from a technical view polnt,
inplifies the awﬁignmcnt of technical responsibilitiecs, and
tnlde the greatest. flexibiiltj in: aasurinw an Optimum desg iwm
ol the averali syatﬁm.lg,5. Ch R

20 The divmsiam cﬁ regponsibility re cemmendeé b] the CIi
sears at fivst glomce to be simple; however, it creates a
x of what ‘I consider to be very difficult system integrity
neehlems (struectural, electrical, thermal, and electromagnetic
: uwxfwae ) and inhibit$ flaxibiTﬂty in the &pacecra’* de ign.

By ’“”EM"‘E
E\’% QNL«’X?

1,!,(\‘;\731 . ‘V}A
“‘OL S{C'T

: CON ¥
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3. Whiie elihar arr&nﬂement mlght be made to woﬁk
_ providing communications between the two agencies remain
. viable and effective, I believe my proposad arrangement ia
for superior in ease of management and in ciarity of ahh L
éauc lpalon of technzcal iaterfuc&s._'w B .
fAleAander H.,Flax
X Director =
National Recann&isﬂance Grfica
Attachments
il
j h
. ,
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