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PROCEDURAL CONSIDERATIONS

FOR MOL PROGRAM MANAGEMENT

GENERAL

It was clear, during the evolutionary phases of the Manned
Orbiting Laboratory Program, that the Secretary of Defense desired
that special emphasis and attention be placed on MOL management
arrangements. MOL represented a unique management problem, broad in
both scope and complexity with a program structure quite different from
that of previous satellite reconnaissance programs. The relationships
of participating elements of the two major organizational entities
involved in the MOL, the Department 6f the Air Force and the National
Reconnaissance Office, required careful and specific definition in
order to provide for timely, orderly, integréted program management.

The Director, National Reconnaissance Office, is charged with the
conduct of the National Reconnaissance Proéram (NRP). MOL is subject
to DNRO guidance and direction, as an element of the NRP, with respect
to its terrestrial image forming and SIGINT.éensing systems of. practical

intelligence application. In this regard, MOL is not unlike other

- covert satellite programs of the NRP.

The Dixector, Special Projects, reporting directly to the DNRO,
has, in the past, undertaken the progrem management, technical direction,
contracting activities, mission operations, and security associated with

such programs. This has been a satisfactory arrangement for these
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programs where the reconnaissance sensor itself has been the major
elements around which overall system integration is postured. MOL
departs from this condition, due both to the introduction of man as a
mejor system element, and to the currently expressed national pdlicy
of overt and unclassified admission of the existence of MOL. Hence,
conduct of MOL, per se, as a covert program is denied, although conduct
of covert activities within the program itself is not.

These considerations placed special constraints upon the formu-
lation of effective management arrangements. As a result, the program
management structure approved by the Secretary of Defense provided
for a meld of the interdependent functipns of the Department of the
Air Force and the National Reconnaissance Office at a responsible,
senior management level -~ that of the Secretary of the Air Force who,
with the advice and assistance of the DNRO, is responsible for executive
manage@ent of all aspects of the MOL Program. Executive management in
its usual sense, and the sens intended here is & guiding and integrating
function, which does not overtake individual responsibilities of
participating elements. Hence the DNRO does report directly to the
Secretary of Defense for ail aspects of the NRP, but is responsive to the
Secretary of the Air Force with respect to insuring that the NRP
elements of MOL become part of a closely coordinated whole. It must be
understood that the DNRO plays a major role in the formulation of
guidance which is issued to the Director, MOL. The Director, MOL,
reporting directly to the Secretary of the Air Force, is the pfincipal
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operatiiy, ;gent for the direction of the MOL Program and is responsible
to establish, manage and conduct, in accordance with DNRO guidelines,
task assignments and requirements, ¢11 aspects of the MOL Program as
assigned by the Secretary of the Air Force.

The intent and meaning of the approvedeDL management plan in these
aspects is clear -- guidance and direction issued by the Director, MOL
which involve an interface with the NRP will be entered into undér DNRO
guidelines, task assignments and requirements. Guidance and direction
issued by the Director, MOL under these circumstances is clearly
competent and authoritative, not only for "white" aspects of the MOL
Program, but also for "black" aspects -- those which interface with the
NRP.

PRINCIPLES OF THE MANAGEMENT STRUCTURE

The principal objectives of the MOL management structure are to
insure that program management is responsive to approved program policy
and guidance, and is capable of conducting the program within éost
ceilings while meeting schedules and performance goals. To this end
strong, centralized, integrated program direction will be exercised
from a Washingtoﬁ_area office, by General B, A. Schriever, as Director,
MOL, utilizing responsive, streamlined, vertical management for all
aspects of the program. No other chamnel of program direction is
specified, and it is clear that no other is intended.

Functional responsibilities of the participants are specified,
vwhich provide that the Director, Special Projects will establish and
mansge & sensor payload office co-located with the MOL Systems Office.
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This office is responsible for MOL sensor development, and is responsive
to program direction related to system integration, technical interface,
and master schedule matters flowing from the Deputy Director, MOL. The
functional responsibilities of the Deputy Director, MOL, and of the
Director, Special Projects and his MOL Sensor Office are not dependent
upon the channel through which program direction flows, nor does the
course of this chennel alter the basic responsibilities and allegiances
of either. Each is clearly respcnsible for his respective element of
the program, and each has the necessary authority for its effective
pursuit.

PROCEDURES FOR PROGRAM GUIDANCE AND DIRECTION

Several categories of guidance and direction are involved, and
each differs with respect to its influence on the NRP and reccnnaissance
sensor matters. They are:

a. That which clearly does not involve the NRP or reconnalssance
sensor matters,Aeither directly, by implication, or as & reéult of activity
responsive to the guidance. |

b. That which may involve NRP or reconnaissance sensor matters
indirectly from an information point of view, but necessitates no NRP
or sensor reaction.

¢c. That which may require NRP or sensor reaction, e.g.,
schedule changes, minor interface specification changes, funding consi-
derations, etc. |

d. Thﬁt in which NRP or sensor reaction or response is required
in & major sense, e.g., méjor changes in mission profiles, direct integra-

tion problems, etc., which may require major sensor changes.
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That which is primarily of NRP or reconnaissance Sensor
orientation, with minor involvement iith other MOL Program aspects.

Although the above categories neel not nécessarily be treated from
the same procedural standpoint, thers is an advantage in adopting
standard practices as a baseline, then applying consistent modifications
on a case-by-case basis, Whatever such modifications may be, the base-
line of guidance and direction should focus on the basic intent of the
approved MOL management theme: strong, centralized, integrated program
direction.

Under these circumstances, the following practices and procedures
are suitable for adoption. They are based on the premise that all
guidance and direction will be issued by the Director, MOL with respect
to all aspects of the MOL Program to both the Deputy Director, MOL and
the Director, SAFSP. They are consistent with the spirit and intent
of MOL management; they preserve a single, clear line of direction and
permit integration of "black" and "white" guidance and direction at the
most effective and responsive management level; they insure consistency
of guidance and direction to both major field agencies, and preserve
effective program discipline.

Procedural Principles:

-- DNRO issues MOL guidance and direction to Director,
MOL, for integration, and subsequent direct transmittal to both Director,
SAFSP, and Deputy Director, MOL.

-~ Deputy Director, MOL, and Director, SAFSP, each retains
full responsibility for implementing program guidance and direction
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issued by the Director, MOL. On the basis of local agreeﬁent the
Deputy Director, MOL directs the day-to-day activities of the SAFSP
MOL Sensor Péyload Office in system integration, technical interface,
and program master schedule matters.

-- Director, SAFSP reports to DNRO through Director, MOL
for MOL matters.

-- Director, SAFSP reports directly to DNRO for NRP
matters, and simultaneously to the Director, MOL where MOL matters are
involved.

-- Written documents which carry guidance and direction to
Director, SAFSP will bear the personal signature of the DNRO or in his
absence, a specifically designated alternate, in addition to that of
the Director, MOL. Electrically transmitted messages will carry a
phrase in the preamble expressing DNRO authority such as: "For General
Martin from General Schriever by direction of Dr. Flax." It is
mendatory-that the signature or coordination of the DNRO, or his
specifically designated_alternate,be secured on any program guidance
and direction to the Director, SAFSP.

Interface with the NRO:

-- Deputy Director, MOL will interface with the NRO
through the Director, SAFSP on the basis of local agreement.

-- Selected‘elements of the Washington Staff of the Director,
MOL will maintain a continuing and close working relationship with the
NRO Staff, providing such aid and assistance as may be required to main-

tain close MOL integration with the NRP, and to insure that DNRO
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guidance to MOL arising from the NRO Staff is undertaken in full
coordination with overall MOL Program objectives. In the same manner,
MOL program guidance and direction arising from the Directof, MOL,
Washington Staff which may involve the NRO or NRP will be fully

coordinated with the NRO.

ATEXANDER H. FLAX B, A. SCHRIEVER, General, USAF
Director, NRO Director, MOL Program
g
.
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GENERAL

It was clear, during the evolutionary phases of the Manned

S SO

Orbiting Laboratory Program, that the Secretary of Defense
desired that special emphasis and attention be placed on MOL - R S

management arrangements. MOL represented a unique manage-

. ment problem that was considerably broader in both scope and

Ny

complexity than has been true of previous satellite reconnaissance

wrograms. The relationships of participating elements of the two |

saajor organizational entities involved in the MOL, the Department

(T

~of the Air Force, and the National Reconnaissance Cifice require

=== careful and specific definition in order to provide for timely,
—— ; i

=== orderly, integrated program managen_lent.f )

Ceaom— The Director, National Recpnnaissancé Office, is charged with _ o

== the conduct of the National Reconnaissance Program ‘(NRP). MOL
m———_——__——:—:’:~ ' ) . o Do - . ) ‘ ) ) "
=== is subject to DNRO guidance and direction, as an element of the- |
NE=== NRP, with respect to'its terrestrial image forming and SIGINT - i
Lb_.-_e-—...___—""'""" sensing systems of practical intelligence application. In this reg_ar‘d,' ' .
T == 4 : ] i
@ MOL is not unlike other covert satellite programs of the NRP.
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The Director, Speciai Projects, reporting directly to the DNRO,
has, in the past, undertaken the program ﬁan;gement, technical
direction, contracting activities, mission operations, énd ‘secxiritsr
associated with such programé. -This has been a; satisfactory
é.rra.ngement for these progré.fns whose scope and complexity are
relatively modest, and W.l'.lere the reconnaissance sensor itself has
been the major element ar___qund which overall system integration is

postured. MOL departs from ;hese" conditions, . due both to the

introduction of man as a major system element, and to the current

- national policy of overt and unclassified admission of its existénce.:

Hence, ccSnduct of MOL, per se, as a covert prograrﬁ is denied,
although conduct of covert activities within the program itself‘is nét.
These considerations pla‘ced bspecia.l constraix"mts upén the for.:.:nu-A
lation .of effective management arra.ngéments. As a result, the’
program managemépt structufe adopted providedAfo: a meld of the

interdependent functions of the Department of the Air Force and the

National Reconnaissance Office at a responsible, senior management"

level -- that of the Secrefa.ry of the Air Force who, with the advice

and assistance of the DNRO, is responsible for executive manage-

~ment of all aspects of the MOL Program. The Director, MOL,

reporting directly to the Secretary of the Air Force, is the principal
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“operating agent for the direction of the MOL Program an.d“;s—‘.-
responsible to establish, mégage and conduct,. in accordance With

_DNRO gu_idelines., ¥ask assignn%enté and requirements, all aspvectvs L
of‘ the MOL Program. as ;‘ssigned by the Secretary of the Air Force. '

The intent ahci mea.ming'of thc;: approved MOL management plan

in these aspects is cle;r,. -- guidance and direction issued by the
Director, .MOL which involve an interface with fhe NRP will be
undertaken with the advice and as,.‘s.istance of the DNRO, and under
DNRO guidelines,.task assignments aﬁd requirements. Such guid-
ance and direction issued by the Director, MOL is clearly co:xipétent 4 :
and authc;ritative, not only for ''white!' aspects of the MOL Program, .

but also for "black'' aspects -- those which interface with the NRP.

PRINCIPLES OF THE MANAGEMENT STRUCTURE
The principal objectives of the MOL managemént structure are
to insure that program management is responsive to approved pro- - "

gram policy and guidance, and is capable of conducting the program

within. qost'éeiliggs" while;;meeting"‘sc}{edﬁles and performanée goals.
-.- To this end strong, _'centralized, 'integrated‘ progran'; direction will
be exercised from a Washington area office, by General B. A.

Schriever, as Direct\of, MOL, utilizing responsive, streamline_d,‘
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" vertical management for all aspects
 channel of program directidn is specified, and it is clear that no

other is intended.

Functmna.l respon31bi11t.1es of fhe part1c1pants are spvecxfled ”
which provide that the Dlrector, Spec1a1 Pro;ects Wlll estabhsh o
and manage a sensor payload office co-located with the MOL
Systems Office. Tirxis pffivce is responsible for MOL sensor dev_elqp- »v . o
ment, and is responsive to program direétion flowing from the Deputy |
Direc?or, MOL. Tﬁe fu.nctionﬁ re;ponsibilities of thé Deputy | S :‘i ' ;
Director, MOL, anﬁ of the Director, Special Projects and his MOL : “
Sensor Office are not dependent upon‘;;he chanqel through which
program di;ectioﬁ flc;ws, nor aoeisj:he coxllrserf this channel alter

., the basic responsibilities and éllegiances .of either. Xach is clearly

responsible for his respective elei'nent of the program, .and each ha.__s":.

the necessary authonty for its effectxve pursmt.

PROCEDURES FOR PROGRAM GUIDANCE AND DIRECTION

Several categories of guid_ance and direction are involved, and -
each differs with respect to its influence on the NRP and reconnais-

sance sensor matters. They are:

a. That which clearly djoe"s'xi‘ot‘iny'olye" the NRP or '~rec6nn5j§*é

sance sensor matters, either directly, by implication, or as a result

of activity responsive to the guidance.
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b. That which may involve NRP or reconnaissance sensor L 2

matters indirectly from =a information point of view, but necessi-

B . g

" tates no NRP or sensor reaction.

c. That ,which may' require NRP or sensvo‘r reaction, e'; g. ,
schedule changes, minor interface ,speciﬁcatioq changes, funding
consideré.tio:}s, etc: '

' d. 'l‘bhat"in which NRP or‘s.exisor reactiozi ér response is
v requiried ina majof sense, €.g8., major changes in missié_n profiles,

direct integration problems, etc., which may require major sensor a

changes. o . T
e. That which is primarily of NRP or reconnaissance sensor

orientation{ with minor involvement with other MOL Program aspects.” o ‘

Although the above categories need not necessarily be treated

from the same: procedﬁrél standpoint, there is an advantage in adopt-: .

ing standard practices as a baseline, then applying consistent

modifications on a cas—é-by-casé basis. Whatever such modifications -~ °~
may be, the baseline of guidance and di_l;ection should focus on the

basic intent of the approved MOL management theme: strong, '_ » o ‘

centralized, integrated program direction.

_Under these circumstances, th_e”following_ options can be evaluated:
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a. Opuon One.' All guxdance and direction to be 1ssued by
the Director, MOL w1th reSpect to all aspects of the MOL Program
to both Deputy Director, MOL and Director, SAFSP.

Procedural Principles:

’ -- DNRO issues MOL guidance and direction to

Director, MOL, for integratiOn, and subsequent direct transmittal

¢

to both Director, SAFSP and Deputy Director, MOL. e . .
-- Deputy Director, MOL retains full responsibility . |

for implementing all program guidance by the Director, MOL,
including direction of da.}‘r-to-da;;r activities of MOL Sensor Péyiqa,d g
Office. ' o . _ ”
- - birector; SAFSAP‘Areports. to DNRO through Director, )

" MOL for MOL matters. S

R . -- Director, SAFSP reports directly to DNRO for NRP

matters, and si

are involved. "

S Wrxtten documents whxch carry gu1da.nce and chrectlon
to Dxrector, SAFSP w111 bear the s1gnature of the DNRO in add1t10n to
the Dn'ec»or, MOL Electncally transmltted messages will ca.rry a’ S B
phrase in the preamble ew:pressmg DNRO authonty such as: "For
I
Genera.l Martin from Genenal Schrlever by dlrectlon of Dr. F Flax. " e ,
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' -- Deputy Dxrector, MOL will interface with the NRO

through the Dlrector, SAFSP on: the basi :

4 -- Dlrector, MOL wﬂl mterface ‘with the NRO thro g

the Director, N»RO_Staf_f.

.- Sel_ected elemenﬁts of the Washington Staff of the

Dxrector, MOL will mamta.m a contmu ng a.nd close Workmg e

relationship with the NRO Staff, providing such a.id end ass‘istance. o 'f'
- ‘as may be reouxred to maintain close MOL 1ntegratxon w1th ‘the |
: . E B | NRP, a.nd to insure that DNRO guxdance to MOL arising from the e ' Do
NRO Staff is undertaken in full coordination with overall MOL Pro- |

gram objectives. In the same manner, MOL program guidance and

direction arising from the 'Director, MOL, Washington Staff which ‘ ;

. may involve the NRO or NRP will be fully coordinated with the NRO.

Pros:

‘-~ Consistent with spirit and intent of MOL management. ‘ i |

--.Preserves single, clear line of direction.

- Permits”‘intengatior’l of 'black' and ''white'' guidance -

E and direction at the thSt effective and responsive ma.na.gem‘ent level.,‘ ’

- Insures consxstency of guldance a.nd direction to both

major fleldagents. - ) L A T - o

-- Preserves effectzve program d1sc1p1me.
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-- Director, Special Projects, retains direct channel
to DNRO for NRP mattess, including MOL matters which involve the

NRP.

Cons:

-- Director, Special Projects, is separated from DNRO

by an intermediate management level (Director, MOL), on NRP
matters wﬁolly _involving MOL.

-- Management structure breaks with past SAFSP
management patterns."

b. Option Two. All guidance and direction to be issued .'b.y
Director, MOL with respect to all aspects of MCL Program, to
Deputy Director, MOL for implementation, and to Director, SAFSP
for information. DNRO authenticates Director, MOL guidance and
direction by transmitting direction to comply to Director, SAFSls
through DNRO cha.nnel:v |

Procedural Principles:

<- DNRO issues MOL guidance and direction to

Director, MOL for integration, and subséquent direct transmittal

to Depﬁty Director, MOL for implementation, and Director, SAFSP :

for information.
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.-- Deputy Director, MOL retains full responsibility
for implemeﬂting all program guidance by the Director, MOL,
including day-by-day activities of MOL Sensor Payload Ofﬁce.‘

-- Through direct DNRO-Director, SAFSP channel,
DNRO instructs Director, SAFSP to comply with the MOL Progfam
guidance and direction furnished by Director, MOL, with information
copies to Director and Deputy Director, MOL. | |

-- Director, SAFSP reports directly to DNRO for
both NRP and MOL matters, informing Director, MOL simultaneously
when MOL matters are involved. |

-~ Written documents carrying MOL program g‘uida.rice
and direction will bear the signature of the Director, MOL. Electrically
transmitted messages will carry a phrase in the preamble expfessing
Director, MOL authority such as: 'For General Berg from General
Schriever.?.

-- Director, SAFSP responds to MOL program guidance
and direction, when authenticated by DNRO, &irectly to Director, MOL,
simultaneously informing the DNRO.

Interface with the NRO:

~= Deputy Director, MOL will interface with the NRO

through the Director, SAFSP on the basis of local agreement, including
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specific activities relative to action undertaken on MOL program

direction and guidance.

-- Director, MOL will interface with the NRO through
the Director, NRO Staff. -

-- Director, MOL consults with DNRO relative to
integrate;d MOL program guidance and direction to insure its suit-
ability for impleméntat ion by the Director, SAFSP as well as the
Deputy Director, MOL. ‘

-- Selected elements of the Washington Staff of the
Director, MOL will maintain a continuing and close working relation-
ship with the NRO Staff to insure that DNRO guidance to MOL arising
from the NRO Staff is undertaken in full coordination with overall MOL
Program objectives. In thé same manner, MOL program guidance and
direction arising from the Director, MOL, Washington Staff which
may involve the NRO or NRP will be fully coordinated with the NRO.

Pros:

-- Maintains Director, MOL as focal point for issue
of program direction énd guidance.

-~ Permits integration of both '"black'' and "white"

guidance and direction in Washington prior to issuance to field agencies.
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-~ Aids in preserving consistency of guida.nce and
direction to both ma jor field agents.

-- Preserves direct channel between DNRO and
Director, SAFSP on a.li NRP and MOL matters.

-- Departs f;'om spirit and intent of MOL management
which calls for strong, centralized, integrated program management

from a Washington area office.

-- Introdu.ces two channels of direction, even though the
guidance and direction transn‘xitted‘ through each may be the same,

-- Introduces an opportunity for a degree of confusion
at the field operating level.

-- Increases difficulty in effective integration of overall
program guidance and direction, and in maintaining its consistency.

-~ Resolution of MO‘L problems involving sensor or NRP
matters will inevitably be escalated to DNRO.

c. Option Three. All guidance and direction to be issued by

Director, MOL with respect to non-BYEMAN aspects of the MOL
program to Deputy Director, MOL for implementation, and to Director,

SAFSP for information. DNRO issues all guidance and direction with
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respect to BYEMAN aspects of MOL program to Director, SAFSP
for implementation, and to Director, MOL for implementation
or other appropriate action.

Procedural Principles:

~- DNRO issues BYEMAl.\Iva‘spects of MOL guidance
and direction to Dir.ector,' SAFSP for implementation, and to
Director, MOL for implementation or other appropriate action.

-~ Director, MOL integrates DNRO guidance and difection fc;;-
subsequent transmittal to Deputy Director, MOL for implementation,

-- Deputy Director, MOL retains full responsibility
for implementing all program guidance by the Director, MOL, including
supervision of day-to-day activit'ies of MOL Sensor Payload Office in
accordance with program direcfion issued by Director, SAFSP‘to
that office.

-~ Director, SAFSP reports directly to bNRO for all
BYEMAN aspects of MOL.

-« Director, SAFSP responds to BYEMAN aspects of
MbL Program direction and guidanceb AdirectlyA to DNRO, simultaneously

informing Director, MOL.
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Interface with the NRO:

-- Deputy Director, MOL will interface Wi.th‘the NRO |
through the Director, SAFSP on the basis of local agreement, includ-
ing specific program direction and guidance channels to the MOL
Payload Sensor Office, and specific activities undertaken in response.

-- Director, MOL will interface with ‘the NRO through
the Director, NRO Staff.

-~ Director, MOL consults with DNRO relative to
integrated MOL program guidance to insure its compatibility with
DNRO guidance to Director, SAFSP on BYEMAN aséects of MOL
program. |

-- DNRO invites Director, MOL comment on projected
guidance and direction on BYEMAN aspects of MOL program intended
for implementation by Director, SAFSP. P

-- Selected elements of the Washington Staff of the .

Director, MOL will maintain a continuing and close working relation-

ship with the NRO Staff to insure that DNRO guidance to MOL arising

from the NRO Staff is undertaken in full coordination with overall

e Cimesn I e

MOL Program objectives. | In the same manner, MOL program guidance
and direction arising frbm the Director, MOL, Washington Staff which
may involve the NRO or NRP will be fully coordinated with the NRO.
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Pros:
-- Insureé the Director, SAFSP diiect access to
DNRO on all MOL-related BYEMAN matters.
-- Preserves present management pattern utilized
by Director, SAFSP.
-~ Provides for integrating overall MOL program
direction and guidance, and aids in maintaining its consistency.

Cons:

-- Clear departure from spirit and intent of MOL
management, which calls for strong, .centralized, integrated
program management from a Washington area office.

-=- Introduces two separaté, and separately managed,
channels of direction.

-- Confusion at field operating levels, <pa.rticu1arly
in MOL Payload Sensor Office, is probable due to separate channels.

-- Effective integration of overall program guidance |
very difficult.

-- Respénsibility and authority for overall program
effectively denied Director, MOL.

-~ First effective level of resolution of MOL problems

involving sensor or NRP is DNRO,
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RECOMMENDED PROCEDURE: .

Option One should be elected. Any other option, or any variant

of option one which recognizes two authoratative channels of program

guidance and direction removes froim the Director, MOL the

capability to exercise effective responsible overall program

management.
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