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MEMORANDUM FOR MR, S
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CC...ruA
DEPARTMENT OF THE AIR FORCE
WASHINGTON : N |.ll.‘!m°...ﬁl

[

OFFICE OF THE ASSISTANT SECRETARY April 4, 1966

SUBJECT: CORONA Management

Attached for your information and advance perusal is
a memorandum on the above subject that I intend to send to
the NRP Executive Committee later this weck.

At various times in the past,—and I
have solicited your comments and views on the more signifi-
cant aspects of CORONA management. All of these have riceivad
very careful consideration in arriving at my proposals zo :the
Executive Committee.

IZ you are aware of any factors not previously called
<0 =y attention which might impact on the attached, please
€0 .dvise me as soon as possible and I will consider possible
ac’ustzents. Otherwise, I anticipate sendiag this package t©o

©2: ExCom on April 9, 1966.

/ O)‘ o-‘
MM« /*f o,
Alexander H. Flax"”
Director

National Reconnaissance Office

~ZIachmen
proposed memo

Declassified and Released by the NR G
In Accordance with £E. O 12958
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VIVORANSUM FOR THE NRP EXECUTIVE COMMITTIE

S3JECT: CORONA Management

laXaSvla)

A problem of long standiag in the NRO has been CJXINA

t =
‘manegement. Although there appear to zave beex severad
d n z

- actempcs to. resolve the pro oblem of defining a set oI manage-
:  ment responsibilities acceptable to &ll parties in 19&4 anc
P .- '1965, mone of these were successiul in arriving at am szreec-
' uoca solution.
T2 August 11, 1933 Agreement for cthe Reorganizatics o=
ste Na--onal Reconnaissance Progzam (1963 NR? igreemeni, U
vidas general and specific guidelines Ior The mEnagemenc c:
N2 systems which constitute an suthoritative basis Zor dea_i:ng
' - wich the CORONA problems. However, the meed to avoic vnnecses-
P sarily perturbing certain established practices and re:sonsi-
. bilities now being exercised In the on-going CORONA progran
st zlso be recognized. Heving cteken both these Zactors InIo
count, I now wish to recomzend soecific assizmments cf menagze
ment resoonsibility and related program actions as describec I

tnais memorandum.

- THE PRCZLED

Z have reviewed the available background on tiie CORONA
management situation. There are several particuler problems,
~ all of which stem from the lack of clearly este iished and/ox
~agreed-to management responsibilities an relacionships. TFrox

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

Other than myself, there is no single person or NRZ

perti
i overall system engineering, definition and specifications, inte-
' gration, a master project plan overall system facillh‘es, inte-
grated Iunding requlcements, and on-orbit operat ioms.

2. Since'mid-l964, 1MSC has worked without bemefit of
signec contracts in two areas: (&) cverall systems Integra
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cipant accepted by all concerned as c-ea:’y responsible Zor
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In deve ~Opln° these proposed arrangements a guiding princiz.ie
" has beea tha: no serious consiizzczion would be ziven to any
managerent plan and/or rearrangement of respomsililities wnick
woul unduly disrupt the om-zoing program. Furiler, O Ihe extend
pcssible, the solutions were to be In accord with the sneciZics,
a¢ wa2ll as the spirit and iIntent, of the 1965 NR2? igreement. =
believe that my proposed assign ents of responsibilicy and relatad
‘management actions are fully responsive to these criteziz.
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3. The final phase oz e CCRCNA Improvement Programl 223
bc en exten somevhet becaus san
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2 auticrizeatlion nas not yet >
—~am

£ Tor all eai
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inzernal modifications to Ihe
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Zzzter camera payload shells).

a nodified 1ISic--called the DIE
RV; and fabrication of larger <

DISCUSSION:

The next several paragrapzs provice a brief discussion ol TiZ

&

problems cited above.

Trere were, in the pest, and are, et present, widsly diverzzat
crinions on the necessity for & sinmz_z COROXN:L 2rociect Directer io
toe Zield (on the premise thet the srogram nas Seen onerating gults
successZully for some time without anyone wWoo Was Zenerally acces-
ted as such). In my opinion, there is & need for & project dirzc-
tor in any case and this need will be increased by slanned actions

i the CORONA program.

Up until this Summer, when t;e first THACRAD sooster/longer-
aGZINA combination is launched, the NRO will have been oserating,
for more than two years, a mat"“e system in which oanly relative

iy

E

gren is completed in mid-19867, however, the system will Zfeaturs

—3CZZied booster, modified AGENA, modifled cozmend system, new
SZe_.ar-index camera, modified main cameras, eand a new payload
cilezmdly structure, Implicit in these changes is the need Zox

gning responsibility to a singie person for overall system
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D 2 A 5 2 TesI, &nd Imie_-aticn of an Zooroved
Q. (D) Toae cuallrication, u—\-—S‘:--1 :- SEo-=e~ oz &= - JePve /(
- - - L 2, ! ommnaa maale 4 e R R4
Szellar-ITadax Camera ('S_Lu) Leae L&CtS CasSK 1s esscuclally

T e . P - bo potiidn e
ccmplece; the former is contizuing,.

DincT changes have taken place. Waen the CORONA Improvement 2ro-
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€zineering and integration as well as for definition of interiace
szeeifications.
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Tn view of the above, I believe I is esseniizl to mave 2
sinzle Zroject Director 2 T ?ieli iwithﬂp:ope: ;e:i:;:ien,
oX ccurse, oi his wespomsibilities and authoriiy Iz view sf the
Joint-ezency nature of the COXCINA Project).

Wich regard to the two umsigrnad IMSC contracts
ticn apsarently evolved because of the lack of well izs z
nical and managemeni responsiblilities., For the same rezson —-sve
has been an unresolved question as o whether (o= CI--032
should hold the contract for the gualificztion Cesting and inta-
gration of the DISIC in the new, largcer diamater saylocad assemsly

End -

structure (this work ‘has not yet starzed),

I uncerstand IMSC has expended Corporate funds 7n -z zmou—=
of approximately —since July 1984 on cverall svizenm
intezracion matters and qualification testing/intezraticn enzinzer-
ing on the ISIC (at about the time this lartter task was &ssenczielly
comslete, a decision was made to use the IISIC ia liew of tha ZsSZC).

<

=
C is awaiting uniform guidence From the governmen

LMS as o he
arpToved contracting agency for the seaveral tasks favo vad z2-2 2=
-0 t.2 scope bf the contracts. The soluzion to this Droslem will
be straight-forward under the manzsament assigmments whlclh I sue-
pcse -- namely, @ or cza-0sP wili sien @ pending contracts
Zor Zhe period from 1984 to the présent and will, iz
éccordance with assigned zespomsibiliicd ctiate mew comiract:s
{or &mexnd existing omes) for the work L5 cate fczwazrd.

ith ragard to the deferral of authority to sroceed o=
Temaining elements of the CORCNA Improvement Program. Toezes
not released when CORONA Improvemen: 2rogram was originally
@épproved. The deferred items were not pacing e that tizme anc -z
was apparently expected the then imminent new SXP Agreement would
p=ovide wore specific guidance on tha assignment of CORXONA reston-
sibilities. Recently, to preclude further deley, I authorized
CIA-OSP to contract with IMSC to initiate design engineering on
the larger-diameter payload assembly structure.

MANAGEMENT ARRANGEMENTS -

AL present, CIA is clearly responsibla to the. DXRO for procure-
ment of the KH-4 and SI cameras (the latter to be replaced by the
PIS:?>: the RV's, the payload assembly structure, and the enginezs-
10g integration of these eiements into a Payload Sub-Assembly and
theixr test, operation and activities of the IMSC-4D facility, sciz-
wara support of the Satellite Operations Center before, durins, and
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s Foa- missions, operation oI TRz DayLoaC Suo-assensy et ielfolitely
~=¢ Siagnostic services. T wzcommand ThaT thase zesponsIibIiiiiiLl
Cemci-ua zisentially unchanged, wit: llo & Iz ressonasiDIil
== :-cegrzzion of the DISIC, and the enginearingz, Zcooicaiion,
cealificazion aad production oI the largar-diameer 22728

assembly scructure
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Sowever, ii & new
ever undertaken (
sresent XV, peculiar ¢

this responsibility to (R in

and -o insure meximum standaxzdization &20%g

the W22.

;‘-.ddi:ional"v v, I propose to desizmate tae Siveczor, N -
rhe overail CCRONA System Project DLIaCtlr (S§2D). Tha rzzlona_:
for zhis assignment is that only -;ossesses the combinmation oX
sericnnes, faclgities, oserazicnal Tescurcss, eXperience and teca-

<221 competence recessary o aderteaxe exampLe,
noor exizting DO arrangemsnis woheraln cigns
swece elements either wholly to XRO la es he Speace
Systems Division's iaunch, on=-ordit cocrmend axnd cc::rol facilicies
and czpsule zecovery forces), the Iirector, _is re only
i - 'GL__ in the fieid who has the auchority to cirect all elements
the operation from lauzch throrza capsu;e Teccovery.
Director, - w-_1 be ressonsibie to =e for overa_li
syszen engineering anc integrat Zon \an;ualng master system speli-
ficaz’ons); overall system master slanning, p*oﬁ*°::i:g, and
&2

budge:zing; preparation of the sysiem Zs:: lzuach; leunch activicc
aissicn oseratioms; and capsule recover-es.

“n this arrangement, the COROX~ st,em P.ojec: Tirectox [EZI)
zespomsizilities will nmot 2 z :

- 1
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ci:abblon, or contract supervision :3“ the Pay;cad Sub-Aissembly;
JZA will be responsible to the ONXO for these functions with
cet zo the Peyload Sub-Assemdly. The following discussion oI
“he management relationships is intended to clarizy the civision

oZ zesponsibilities:

B i



pand
10

dra

o~ -

G‘ﬁ) '.lLu n\L_A s

\

di:QCg -0 the DNRO; howeverJ t=

syszed eangineer having tas
suzo he will be respomsible

1 ~=a2 SPD &s cthe 2roject
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.2 matters, tae Day.Load Sus-. y Ject $ZIZZice i axzec-
iy to Se responsive L0 23DICE & Cirection from che SPD.
Zowever, the SPD, iIn the exercls £ nls interface ressomoitilicy,
will give ssecial consideration to the basic emvirommeniIal Teluiia-
ment: of the payload sub-assem>ly as estadlished in comsu_tatilin

A

ta
icn the CI

. 1 3 - ot s -— e v o~ e~ - - - 2
2. On the othar hand, the SPL Is mot aucthorlzel 0T 2M2Ellsec
. - e . " - R
Zo accomplish engineering (uni ce is sciiclitel, om
-

:;c;:1Cal matters pertainin

Zovever, any Dayloa.d uho

- S

a<Ielt
the concurrence of the S:D.

-« -
1

3. The SPD is xestonsibi
grarming, and overall budceti:g;
alter program or budget estimatées

OC)
2roject Cifice. Convy;sely, the
budeet in accordance with the mzast

_7
(Notz: CIA-0SP will submit budget

sus- asscmoly schecules and bucget
Plan for information purposes).

The most sig::i‘icant area of -C:A—OS? relzationship Is
that pertaining to interface batwean CLé s&nscr sud-sysiem and
otoer s:s*=m eilements. I cenmot émphasize oo strongly fhe mesd
for cloze daily rapport between the respective oIifices. Representa-
tives cZ both offices are expected to attfend =11 mesiings on sus-
jeets having a possible interface Impact. The S30 anc ¢ Suo-
Assembly ProJect Office are exoac;ed to have Iree a= cess
o ail information and data perctaining to the system

@s, as appropriate, access o cORLYaCLOr planis, engInedring

i)

w0
c et
for

fi Q.

Caffs and test facilities., Eowaver, suservision and technical

iy by CIi-0S2
Sub-Agsexbly and by -for othex

irection of the contractor's activities will be sole
Zcr clil zlements of the Payloa
Ay

(a9

C

syscem elements. If either @ o Cz2-0S? infers a possible
interiace action pertaining to any action of the other, he is
expected to so advise the other withou: delay. Wrnen & possible

3 e} .-a—

proo_em of this nature is raised, it is to be resolivad with
delay (12 resolution in the fieid is not possible, the matter wi L
be brougit to the attention of the DNRO Tfor




L4
&ssroprilate Project :f;;e EnC conTrTazIor Jemilessniialives cLets
ac well as at the 28SC A/ Zecili Cring wmissionsz. Tha
<77 - e -V -t T
end dicectly with bota tnme CIRILL Coo 2cst and tiag/Tl8G L/2
Zacilicy as epnropriate, curing & missica, sz/Ty
Tae SPD is the Iinsl Iield zuth :;:y c“*lng & milssgicon onero-
ticna from launex throggh reccvery., 7Th exsagzed, Iim mowmal
ats to sesk cut &and Zolloy the £ the seniocr Paylcad
Sus-Assemsly Profect CZfice zanrasent mafiers o DEeyLlil
tb-assembly readizness, conm-crziI cuar cmalysis of zechmical
difZiculties,
i Cthe case o_
oI the £ZD that
suificient timz
cdecisions of ti
' Both the SPD and Payload Suz-i::
authorized to grant CORONA clearsnces
" tnler their jurisdiction, iz zecorisze
W szxiricy policies. The 82D and 23--30 :nall -omoz, :i:h:u. cues-
iy ©=Sn, & need-to-koow determiznaticn cn The sart of the cciher, Do
”U!S:&Ll <zep the other advisad on & contincing Zasis of cusrens
V projec:t access lists.

fre SPD will tiilize the sexm
& Zgeneral systems engineeriznz zcle. :
ees supporting the S20 shall Zave fres 202888 CO -n-ormi-.cnh &nd
data at the payload sub- assemoly o So&.. exercise
no uéCLﬂlC&l inflvence or judgments cver matiers internzl to the

" 2ayload Sub-Assembly, and shall zot be zharged by the S23 with
aavisi:; him on such matters.

Despite good Iatexnticns om Zh2 DErI of Soth and CZa-CSz,
< & osure there will be honmest d75ferences of coinlon in Intersie-
tatlon oI management respoasibiliizies, whather or not srotiex
Teally nas interface implications, etc. Waen such instences arizs
and cannot be settled in :the Fieid, the matter will be called tc
‘my attention and promptly resolvad. '
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2. Direct CIA to sign the =82 ~niegreation comizac:s with
o= - = - 1 - el mea L T e AT T aTa
IMEC Zrom inception through comaleticn so chas LASC nay SiL Zie
. 2
S =~a— T e I = =~ J
Govermment for services alres &Cy accomplisned,
2 NS == o - G T - - ~ RO o
2. Lbirect CIA ©o negotiate a may -smrcracs {0z ezmznd an
5 Vo - cro T TS et e e Gm L e e 2 i R
ex1sting one) with LMSC for cualifisarisa lesting and Imtegrazica
- <l S Qe A —m T -
of the DISIC iznto the Payload Sub-issentivy,
A T e =ty L - —a
ac D«-‘-D":xabe;..s'__\] conttace
Cmed Ll
Bt e S T L .
_--_u_-..w_-v-..
e Lntegration ccoomirzex
T date s thas TN —-ax
- L SO Tiolac i e N ---ay
aCcomplisinea.,
& B “2 mma m e e e - g TACA S aoa
C. CJZirect H@ZOCLiETE & mev coniract wirh ISl £ae
Syscem integration re lecting tze Z cz *CS“ORSi;i;l:y
- - 1 -, ~ P i -
cescribed herein (the proposed woxl Will be cou cinated
5 = la g 3 3 -
w222 CIA and approved DYy me pric: xecution).
e
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7. Authorize CIA to Legotlate new contracts {or ame=nd exisc-
ine -~ = b - $ e T e — s - ~
ing oznas) for work on the remaizing elaments of =he COIONA mprove-
ment Progzeam,
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