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S3UJECT: Resctions to Proposal on New Generazl Search System

On April 23, I submitted my proposal for the new seneral
cznreh and surveillance satellite system to the INR? ExCom.

T2 purpoce of this memorandum is to advise you of the reactions
rcceived on the package and to discuss the issues likely to be
Srought up at the ExCom meet:.ng. ‘ -

The :,ack._ge submitted to the ExCom mcludes several major

oy gy, dae 1 @

e;.»...‘ L i .

i. a System 'gpefational Requirement (SOR);

s

2. a Request for Proposal (RFP) for the cameras

Se 4 .management plen;

L. mztionale pa ers fO& Slonificant orLio:s £ the
p P P
~ CQiiﬁﬁ itl;a, and

Wt

-

.o & unort-range schedt.le of planned acticr. subseguent

—zlon wzpzoval,

which follow discuss actual and/o: anticipated
the SOR, RFP, and management plamn.

§ULTTEN QRPEDSUU2NAL B OUIREMENT'

Thz 30 describes a system of 25-30 day lifetime, sufllciont
Silm o f. hotogzreph in stereo approximately 20 miilicn squara
milas,  from 2-4 recovery vehici:zs (w*t‘* the Loirer declricn
te be = ot the end of the spaczczaft and sensor compliitions).
& bgon . of the TITAN III-D class (TITAN III core »liug twe
three-u. ..ent, 120 inch diameter strap=-on solidc) :7ill be
reguirea. -
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‘ 111 recall, the early CLA plans for thic cyct

an iazged 2 TITAN IT booster, two RV's, and a iifetime o
n =~ ~
-

days on orbit. The initial SAFSP plans envisaged t
TITAN IIID/AGENA booster for & system of similer chara

Last Spring, the NRO became convinced that on-orbit iife-
imzcs on the ordar of 25«30 days were both feasible aand mor
cost-efrcct&ve than ghorter-life cystems and 2pproved the

coucept 25 a system goal (including use of the TITAN IIID boosterj).
‘ Subseﬂuﬁﬁyly, the Technlcal Task Group (which included NRG, CIA,

maxbers) agreed with that conclusion and drafted on
those lines,

ZA7SP, and Dr. Lend's PSAC panel have indiccted no
» - p

meat with the S80R. I do not anticipate, therelfore,
tem ,oﬁflg~ration will be an isuue at the szom.’

RECUEST L0 PROPOSAL:

5'DbLC¢a has been to devwse a technique which w1¢’
Sa equitable competition of three camera concssts
oo against varied technical and operatlonaL regeivements,
ali of which are at different stages of anaiysic, dazsizan, cod
sonctration of critical technology. BEBoth CIA andé J..002 pree
2d and svbmitted proposed RFP's for the camera sul -systen.
M\N-Lc: cnc was completely acceptable for the same [ umoral

sono=~buth were understandably oriented towerd th:e techmical

Sl mv;;g;w-“t concepts of the authoring organizatic... and

o

wosid voL, Lo my opinion, heve insured an aquitable sompetiticn.

Clzzoelinsly, T and @ few members of the NRD Staif preparcd
LOTITN Sl LD wnzch combined the bec: features of the DLO-
sooad L ezstablished 8 minimum of e

2

rad criteria, intic~

au
guircments s tazget

-

wooocation factors (film load ro

ceemz2oterisitics, etc) Lased cm actusl CORCIA and GILIIET
, Jeveloped & technigu: for cc:zu;_.g misoicne
2Ziv. wus values {which rewczds declrable design cha

istics, ¢u appropriste, in a system but does not unou?y
thoze in vu-u? thfs feature was not an initial desisa ob

o~
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SAFSP had no comments of any'significance with regazrd ¢
RFP and gene rally accepted it.- .

The RIP was reviewed in depth with Dr. Laad's PSAC pancl.

The pancl generally agreed with the RFP with the addition of
2 fow minor modifications end clarifications. One oxr two pancl
members expressed the opinion that we had not rewarded high :
resolution (3' or better) enough in comparison to low resolution
{S’ or worse) in the mission value computations; however, no one

felt strongly enough to propcse a rationale on which to base a
dilfferent set of vaLues for this arbitrary judgment, ALl in all,
I feel the Panel accepted the RFP as a reasonable approach to
an equ;table compet*tzcn of the camersa designs.

he ?anel inqu1red as to the desirability of competing the

R dcsign (now being carried by Itek) in addition to the Perkin-

Zimer ‘and Itek designs (the Panel stromgly favors the Itek or
P-E designs over the EK concept), I advised the Panci that
proposal of the EK déesign would be left strictl; up o itek=eif
Ztek believed in the EX design and felt that the cut
"both designs wouléd provide two distinctly attracz*vw
which mizht increase their prospects of meeting the =

and would not dilute thelr effort on the Itek-propri;-;_y au;i
then they anoqu bid both. On the other hand, if Itel: chose no
bid the EX design, we would not urge them to do sc.

l'“ (s

The CIA has not commented officially on the RFP, but hao

cde comments aqd counter proposals with respect to Lae manog-
ment plan and a ignments of system responsibi 11ty. The point
w2y be reliced that since the CIA will be responsible for tho
semcor, thoy ::ould prepare the RFP and specify in detalls il
tozles, ete. In reaponse, I would point out that the RI7
provigunly proposgd by CIA was tov specifically oriented (and
underot 4-y so) toward the P-E coneept and that the Agreszont

undoroh =

PO, S I S S

»ecific s Lot thélr *esponsxbllity will begin after zourcs
zlogtl L__*y, the RFP in its broad cutline precoooves
v,;-oﬁ for the CIA to specify the date

i cxe within the overall framework of 2 o ie

snd cevign. We agree that details of the RFP will be subje.
to finci revision by the Source Selection Board. K Im any evi. ..
rhae OFP will result in %n_tial gensor 305L£1cations, intewiice
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c, end 2 work statement which will be revicuwad
v Lhe CLi and SAFS? prior te final negotiation.

v, L do not expect the cameras Rr? to be 2 majicr

lnc 3_Me1e and zasignment of system res poasibilitice,
however, are expected to be major issues at the ExCom meating.
In brief, CI4 has proposed and will propose to the Echm ghat
thoy be reoponsible for more tham the sensor on the bazis that
this arrangoment will simplify interface problems. CiA could

O

his with the proposal that CIA should provide the

Svstvem Project Director (SPD) on the grounds that they would
e respeneible for the major elements of the on-crbit

Bohes,
s 10

fO‘
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B

he management plan I have p*onosea to th
flig sﬁrnemcnt--namely that CI4 will be ve
evelopment and production, and SAFSY vi
other system elements (boostex, spacccrlft,
cilities, on-orbit command and control facil
cnally, for purpoces of overall system enging
master planning mis ion control, eee, SAF
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SAFEY comment the propoaed management plan gencra;;v
vare concernad wit h csmmeniCutLone between SATS? end il duriiy
the -uent phage, General Martin doubts that the tws
cfolces located 2,000 miles apart (SATSP in Loc funzalol,
=7 Lonzley) can operate even reasonably effectivaly.

1

coumonk plea to co-locate the two project ofi

L moke the com Lm;catlons problem mozre
ooz oiiofmooosible LIF both SATSP and CIA moke

ca e -

Loz wo wozk together.

ST A e T Lo e e i e LT T e B e

R

T agree with Gen Mzrtin thot the wide i Tl
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Gen Martin also feels that his ability to do a rcaliy
sfactory job of system engineering will be severely limite
se he is enjoined from. dire*tina in detail the internal -
::* en of the sensor, and for this reason is restrained in
me respects from arriving at optimum solutions to overail
em prcblema. -Again I feel that a satisfactory solution of
preblem is pussible providing that the proposed management
arrangements are implemented in an atmosnhere of free communica-
tion and Lull cooaeratlon.
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I had & lengthy discussion on managemen; with Dz, Gacwxq
2t my meeting with the PSAC Panel (he was the only panel membe
who had comments of any significance in this area). Since
Dr. Garwin's comments and questions were exactly the same as
those raised by CIA, I am unable to determine whether he was
gtating his own ‘convictions or merely pressing CIA concepts to
C“t their validity. 1In any event, I do not believe that the
1 will advise Dr. Hornig to take a strong stand of any kind
cn ne proposed management arrangements.

Mr, Sheldon delivered CIA comments on the management
arrangements to me and discussed other aspects of the report.
He e*p;essed concern that the proposed menagement plan diractive
Gid not contain some of the manegement raticmzle ex;icnaticns
end the more definmitive expositions of CIA respcnsitilities and
authorities set forth elsewhere. As a result of this diccussion,
the proposed management directive has been rewrittea to cover
most of the questions he raised.

Sheldon's major concern, however, (and as I nsw und
£y the position which will be taken by CIA at the ExCom
Y, was thot the proposed assigmmomnt of respomsibil
2 gensor to CIA would cause an interface problem ©
tude, CIA feelg 4t would cause continual ncgoti;ulo }
tween SATSP znd CIA on matters ranging from minute details to

& of basic importance, that the sensor probably would bz
dinated to other requirements of the overzll system, that
£factive working relatiomship betwecn CIa ané the controetons
e jeopardized, ete. '
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The proposed CIA sclution to the problem iz to divide
the on-orbit vehicle intc modules. In this plan, all cpzescraf:
ccmponents (stabllization, power, command end control, eauxilicry

¢

0“05'1”10n, ete) would be packaged into a single module pelchitn
to the booster, with SAFSP responsible for this module while
the CIA would be responsible for everything forward of that
wolint (caﬁ ras, structure, integration of RV's, etc, als CORONA ).
This is In effect a matter of defin1n~ the spacecraft to be ths
part of the one-orbit vehicle aft of the comeras. This poultivﬁ
is a modification of an earlier CIA position which held that

torul wvegponsibility for the re-entry vehicles was also neccse

sarily a part of the sensor module respongibility, because the

r,

l

.

T

Fay

fiim path terminated in the RV's, '

I belleve that the CIA argument for a responsibility broad
the sensor subsystem will be at least partislly basad on
omnendations of the Technical and Management Task CGroups
:13ing representatives from the CIA, SAFSP and fhe NRO .

/hich I set up to review the proolems of the new genazal

o

rp oy
» :3
24

€«

Q
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ulax hppvoach but without really resolving thz problem of how
cm engineering responsibilities wmight be d=vided This is
rstendable in the light of the desire of the Group to achieve
& ucmmon dhnomlnator of agreement. However, thelr recommenda-
tions xe ly left the resolution of the key management question
cpcﬁ--nqmexy, how to manage the integration and _naevface preblexme
of the sow-called Sensor Module. The Management Tack Group
statcuents which illuminate this dilemma are as follows:

k‘l
aDL

iMatters of camera subsystem aligmment, mounting

sor Module structure, thermal control ete are of such

i & that CIA-OSP should be responsible for not less than
ntire Seunsor Module,M

HANDLE VIA 253
coNTROL SYSTEW =

kv i) W
earzh system.,  The Management Task Group actually veccmmvhacd the
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Zt is beiieved that very close attention must be paid to cvercil
system integrity. The Task Group concluded that the contractor.
wiro wins the OCV (Orbitel Cont rol Vehicle) competition g hcn;d
2150 (1) design and build the Senmsor Module structure (as a

cub o= aazsciate contractor to the Semsor centractor); (2) desizn
and bulld the RV Module (sans RV) and (3) be the over-11 gystom
integrating ¢ ntrac*or.

Apparently, these assigmments of tasks (end partinularlj

he last task (3)) to the OGV contractor were intended to be the
2ang of

man ridging the gap between the respomsibilitles of two
independent government agencies. ' I do not comsider this to be
a satisfactory wey for the govermment to conduct its business

It could ecasily lead to the kind of paralysis of govermment
nrocesses wnich has beset the CORONA Program for theve past two

o

«
o
GO
3
0
»

I 2liso do not agree wlth the CIA-proposed souutlcn for

-c1 technical reasons which really,for the most part, are encom-
Lo d in the integration problems forsesn but not really:

asolved by the Management Task Group. These lie in the arecs of
Jﬁr&’? eystem integrity, efficiency of design, fiexibility im
loccation of components, etc. w?’cs‘lc of these poinis are set
forth in the management attachmentz {Atchs 3 end 4<5) to my memo
o the ExCom. You may wich tb(regd these two documenis priox

to the meeting; for your couvenience, c9pies are gttached heresto.

r.: C\ li'd (%)

f]

M
X
‘,)

The CIA Scels thet commmications with SA
cn cbhezolute minimum by the modular ansroach
indicated in the COROWA discussicns over the past

¢t wish to be suberdinated to SAFBP for eany “yo
»eus ;411y, I do not believe we can develop an e££°c
;8 there are free and frequent communic
+ between CIA and SAFSP--no matter wuu
t responsibility are made. Some pertine
=~icne on the management questions follow:

] uj
©)
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OL nanagencn

1. Ko sorsllite recennaissance or othér syztum of
e complexity, so fer has been developed {anl thic
tuoiudes CG“:nﬂ} without inteprated system dcs ign end testing.

7
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2. The

question of who has the rescurces or cémpetence
hos mot, in itselfi, been controlling im the past (OXCART, for
cranple, wherein the bulk of the technical and operationcl '

-4
3
ar is pacvzded by the Air Forxce). Operhtional control

N
has been overriding, and while this may be a CIA objective for

the new search system, the resources required fo: on~orbit
cnevaticns are under the conrrol of SAFSP.

:3. Management plans desioned to avoid cloae relation--

"~ ships are simply not realistic, Unless we can have cloge

rélaﬁionghips between egencies, no management scheme will work.

() e

H e 0

&

Leom LOIL :nrouch late 1933 was

H kD
¥

Further, however close the relationship, responsibilities and

'uuthcrzties must etill be clearly defined.

&, The number of segregsted or isoclated pieces of the
iisdware to be treated as inverisnts in overall system design
hould be kept to an absolute minimum, An arblgrary partitioning
the spacecraft, when there arc no technical reasons to do so,
hibits the spacecraft designer from consideratiom of sll

~
A

easouable approaches and f£rxcm achievement of the best desgign. .

5. The system element breskdown cmong contractors:

(i.e, a sensor contractor, ancther for the spacecraft, etc) has
pzoved ressonable and workable in msny DOD projects and ig in

foet the eopproach assumed by CIA. The discussion with CIA

really only pe*ta_ns to the roles and relationshipe of Govermment

4
[b]

precent COROMA cituation may'be brought up =
of how the new Eycten should be manzged, I do no
cound rationale viicn the CORCNA is considered
conlent, History indicates that the CIA role im CCRONA
enfined almost exclusively to
cting services, and security
mnich ware, in faon., ci-mificent contributicns. How=
Forece did actuully r"ov_~e the System Project
tuaily 21l ¢ echnicel d cn Ln"0'3n0¢u thot
‘mQQantly, the Cid moved i tra ctzﬁg ofilicexs
Any ing the comtzactc,
i c_se an ever -i‘zcr'eaoinb *eﬂhnlcal managenent as
.competence of the CIA in this Field was 1ncre: 15
ions. However, this haz been lar wely & produc!
ificaticn naﬁa«cmeqt *as’ rather than one of A

-1 p'; ¥o s g
0o

c
1era1 support, coutre
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. 6. The importance of having unified ond authoritative
£ i1on vehicle on orbit mandsted the uze of a

158
ctor and, because of preseant and contemplated futu
trol agra1vcments, dictated assigmment of this

ty to SAF3P. : ‘ '

7. A4s the system design and fabrication plea evolved,

minor changegs in assigned responsibilities might be in order to
achieve the best £fabrication or test aequence. It would be the
responsibility of the Program Director to make determincticns

cf such matters without reaerd to organizational barriers,
Zecausa of the direct straight~line and management relationships.
between the DNRO and SAFSP, it would as a matter of faet be much
simpler to direct end implement the transfer of responsibility

to the CIA for spec;;xc Sub‘uaSkS then to accomplish a reverse

‘5"""':.2:.;.3 -I-e& 4

Adm Raborn listened attentively to this exposition of my
cltion and reasserted his deszrc to have @ workable mznagement
procch with full cooperxation and communication between CIA

S4TF82, but he did not, ut any time indicate his acgeptance
eny of the particular 301nts 1 made, nor ¢id I expect that he
woulkd cince cobvicusly some of his people holc strong ViuWB on
of the mattars aiscuuced.

0T
£ E}

My

1

3

T SIRMARY:

1. The eszigmment cf sponsibility for the developmont
of the censor subsystem to the CIA and overall syc Tim monagement
{Including operations) to SATEP is in aeecordence w1 v the WP
ﬂ~»c:m:hg, is the clesrest managerial arranmgement, ropresents the

divicion of responsibilities frem a teuhn4ca1~ ricw point,
1ifies the essigmment of technical rESp01uibll~il:S, and
ds the greatest flexibility in ccozuring oan optimum degign

-~

chs overall gystem.
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3. While either arrangement might be made to work

iy
-.».--..a yor .— = oy e

mroviding communications between the two agencies remain

a
v ey

vicbile and effective, I believe my proposad arrangement is

::: guperior in ease of management and in clarity of the
gegerlption of techniczl interfaces. '

Alexander H. Flax
Director |

- National Recomnaissance Office

Attachments




