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. April 22, 1966
MEMORANDUM FOR THE NRP EXECUTIVE COMMITIEE
SUBJECT: CORONA Management

- A problem of long standing in the NRO has beea CORONA
wenaegerent, Although there aphear to have been geveral
ettempts to resolve the problem of defining a set of manage-

ant responsibilities acceptabie to all parties in 1964 end
1985, none of these were successful in arriving at an agreed-
upon solution.

T‘na August 11, 1965 Agreecent for the Reorganizetion of
the National Reconnaissence Progren (1965 NRP Agreemant) pro-
vidas general and specific guidalines for the managerment of
XR2? systems wiich coastitute &n euvthoritative basis for dealing
with the CORONA problems. Howaver, the need to avoid unmneces-
sarily perturbing certain esteblished prectices and responsi-
bilities now being exercisad in the on-going CORONA program
cmust 2lso be recognized. Having taken both these factors into
account, I now wish to recormend specific assignments of manage-
=ant responsibility aad related program actions as described in
this memorandum.

TEE PROBLEM: '

I hava reviewed the gvaileble background on the CORONA -
managexzent situstion. There are several particuler problems,
all of waich stem from the lack of clearly established and/or
agreed-to zanegecent rasponsibilities and relationships. From
=y point of view the most serious problems are as follows:

1. Other than nmyseli, there is no single person or NRP
perticipant eccepted by 2ll concerned a&s clearly responsible ifor
overall system engireering, cdsiinition and specificatioas, inte-
g-ation, a master project plan, overall system,facilities, inte-
greted funding requirements, and orn-orbit operations.

2. Since mid-1954, 1MSC hes wozked without benefit of _
signed contracts in two aveas: (a) overall systems integration;
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and (b) the qualification, test, and integration of en Improved
Stellar-Index Camera (ISIC). (The latter task is essentially
coxplete; the fomner is coantinuing).

3. The final phase of the CORONA Improvement Program has
been extended somewhat beceause authorizetion has not yet been
given to contract for all elezments (specificelly: integration
of & modified ISIC-~called the DISIC; internal modifications to .
the RV; and fabrication of larger diasmeter camera payload shells).

DISCUSSION:

The next several paragrephs provide a8 brief discussion of
the problems cited above. :

Taere were, in .the past, and are, at present widely divergent
coinions on the necessity for a single CORONA Project Director in
the fia2ld {on the premise thet the program hes been operating
guite successfully for some time without anyone who was generally
accepted as such). In =y opirion, there is a need for a project
director in any case and this need will be increased by planned
actions in the COROXA program.

Up until this Surrer, when the first TEORAD booster/longer-
liie AGZXA combination is isumcned, the NRO will have been
operating, for more than two years, & mature system in which only
relative minor changes have tsken place. When the CORONA Improve-
zent Progrea is completed in =f{d-1967, however, the system will
feature a modified booster, modified AGENA, modified command
systen, new stellar-index cemera, modified main cameres, and a
new peylozd assexbly structuvrz. Implicit in these changes is the
need for essigning respomsibility to a single person for overall
systex ergineering and integration as well as for defiaition of
interfzce specificatiouns.

Ia view of the ebove, I believe it is essential to have a
singlie Project Director in the field (with proper definitiom,
of course, of his responsibilities and authority in view of the
joint-agency nature of the CORONA Project).

With regexd to the two unsigned LMSC contracts, this situa-
tica epparently evolved because of the lack of well-defined
techrical and mansgement responsibilities. For the same reason
thare hes been an unresolved question as to whether SAFSP or CIA-
CS? should holé the contract for the qualification testing and
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integration of the DISIC in tha new, larger diameter payload
assenbly structure (this work has not yet started).

I understa pended Corporate funds ia the amount °
of app:oxma:el”ince July 1954 on overall system
integration mctte ification testing/integration engineer-
ing oa the ISIC ‘at about tha time this lstter task was essenticlly
coz=plete, a cdec.sion was made to use the DISIC in lieu of the Z3IC)
1ASC is awaiting uniform guicdence irom the govermment as to the
approvad contracting egency Zor the several tasks involved and as
to the scope of the contracts. The solution to this problem will
be straight-forward under the management assignments which I pro-
pose--rzxely, SAFSP or CIA-OSP will sign the pending contracts

Zor the period from 1964 to the present date, and will, in
accordaace with assigned responsibilities, negotiate new contracts
(cx amend existing ones) for the work from this date forward.

Last, with regard to tke deferral of authority to proceed on
the raxaining elements of the CORONA Improvement Program. These
were not released when CORGNA Improvement Program was originally
epproved. The daferred items were not pacing at that time and it
wzs epparently expected the then irminent new NRP Agreement would
provide more specific guidance on the assigmment of CORONA respon-
sibilities. Recently, to preclucde Ifurther delay, I authorized .
Cia-0SP to contrect with LMSC to initiate design engineering on
the lerger~dicmeter payioad assembly structure.

MNAGEMENT ARRANGEMENTS:

In developing these proposed arrengements, 2 guiding principle
has baan thet no serious comsideration would be given to auny
zznegement plan and/or rezrrangemert of responsibilities which ,
would unduly disrupt the on~going program. Further, to the extent
possible, tne solutioas were to be in accord with the specifies,
2s well as the spirit ead intent, of the 1565 KRP Agreement. I
believe thet my proposed assigaments of responsibility and related
oenegezent actions ere fully responsive to these criteria.

- At preseat, CIA is clearly responsible to the DNRO for procur
=2at oS the XH-4 ené SI camevas (the latter to be replaced by the
CISIC), the RV's, the payload assembly structure, ard the engineer-
ing integration of tnese elements into a Payload Sub-Assembly and
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their test, ope*ation and ectivities of the LMSC-AP facility,
soStware support of the Satellite Operations Ceater before, :
during, and zfter missions, operation of tke payload sub-assembly
on-orbit, ead diasgnostic services. I recczmend that these responsi
bilities continue essentizlly uncheanged, with CIA assuming
responsibility for integration of the DISIC, and the engineering,
£abrication, qualification &nd p"oduc..ion of the 1arger-diameter
payload assexmbly structuze.

SAFSP, on the cthexr hr.'.'i.d, is responsible for the boosters,
thhe AGENA spececraft, procurexeat of the DISIC, overall system
integration in preparstion for lzunch, launch services, oa-orbit
cocmand and control, and recovery of the fiixm capsules. I recom-
mend that these responsibilities remzin essentially unchanged.
Rowever, if & new RV or m2jor modification to the present RV is
ever undertaken (this excludes minor internel modifications to
the prasent RV, peculiex to the COXOXA cemeras), I propose to
zssign this respon ibility to SAFS? in line with the 1965 NRP
Agreexent ard to insuze :naxi::nm stendardization among all RV's
utilized in the NRP.

adcéitionally, I propose to designate the Director, SAFSP, as

tha overall CORONA System Proiect Director (SPD). The rationale
for this assigmment is that S47S2 is the XNRO element best suited
in terms of persomnel, Zacilities, operational resources, experienc:
anc technical competence necessery to underteke this .task. For
exznple, under existing DOD errengements wherein the Air Force
~ essigns space elements ei::'::e: wholly to XRO (as ia the case of .
fie Space Systens Division's lzunch, on-orbit commend and control
facilities end capsula reccvery forces), the Director, SAFSP is .
the only individeval in ;ae fi21¢ who hes the euthority to direct
£1]1 elements involved in the operarion from launch through capsule
recovery. As SPD, the Director, SAFSP, will be responsible to me
for overall systen engineering and integration (including master
_ system specifications); overall systex aaster planning, program-

zn:L.g and budgeting; preparation of the systea for lauach; launch
ectivities; mission ooe-atic..s, and cepsule recoveries.

Ia this arrangemens, the CORCXA System Project Director (SPD)
rasnonsibilities will nct i=zclude sub-system engineering, technical
d-;:ac::io:x, or coxntract supervision Ifor the Payload Sub-Assembly;
the CIA will bte respoasible to the DN30 for these functions with
raspect to the Payload Sub-isseupiy. The following discussion of
the nzacgexeat reletionships is intended to clarify the division

cf respousibilities: , _
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1, The SPD &s the Project Director will serve as overall
systen engineer havirg the responsibilities stated above. As such
he will be responsible for ell sub-systen interfaces. . In such
. matters, the Payload Sub-Assexbly Project Office is expected to
be respomsive to appropriste direction from the SPD., However,
the SPD, in the exercise cf his interZace respoasibility, will
zive special consideration to the basic enviromnental requirements
of the paylocad sub-assexbly =s cstzblished in consultation wit
tra CIA, :

2. On the other hand, the SPD Is not expected to accom=-
plish engineerinz (unless assistance is sclicited) oa technical
zetters pertaining solely to the payload sub-assembly. SPD
sctions elsewnare in the system effecting interfaces with the
Dzyloac Sub-Assembly do require the concurrence of that Project
0Zfice. Similerly, amy Paylozd Sudb-issexbly Project Office actions
waich affect interfeces with other elements of the system do
reguire the concurrence ci the S2b.

3. The £PD is responsible fcr rcaster plaaning, master
prograxeing, &ad cverall budge:ting; however, he is not authorized
TO aiter progreém or budget estimates of the Payload Sub-Assembly
Project 0£fice. Conversely, the lztter is expected to program
end budget in eccordsnce with tl2 mester schedules issued by the
SPD. (Note: CIA-OSP willi sudmit budget estimstes in the normal
azaner dirzer to the DXRO; nowaver, the SPD will also include
peylozd sub-gssembly scheclules ené budget estimates in the System
Project 2leza for informatica purposes).

Tre cost significant avez of SAFS?/CIA-0SP relationship is
thet perraining to irterface betwesa the sensor sub-system axd
cther system elements. I cennct exphasize too strongly the need
for close deily reppert betwzen the respective offices. Repre-
seatetives o toth offices are expacted to attend all meetings

* om subiects having a possible intarfzce impact. The SPD and

Paylczd Sub-Assecbly Project OIfice cre expected to have free and
fuil sccess to £i: inforzation and data pertaining to the systen.,
This inclivdes, as epproprizte, accass to contractor plants,
engineering staffs end test facilities. However, supervision axd
technicel direction of the centractor's activities will be solely
Sy CiA-CSP for 2ll eiements of the Paylcad Sub-Assembly and by
SASSP for ctihzar systex elexmerts. If either SAFSP or CIA-OSP infexs
a possible Intarface action pertaining to any action of the other,
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he is expected to so advise the othLer without delay. When a
possible problem of this nature is raised, it is to be resolved
without delay (1f resolution in the field is not possible, the

matter will be brought to the e."tention of the DNRO for decision).

The S®D will operate a CORONA Operations Commend Post at the
Satellite Test Center, Summyvale, cont:l.nuously during a nission.
The Payload Sub-Assembly Project Office will station appropriate
Project O£5ice and contractor reprasentatives there as well as at
the IMSC-AP facility during missions. The Satellite Operations
Center in the Pentagon will dezl principally and directly with
the CORONA Command Post eaad the IMSC-AP facility, as appropriate,
duxing & missionm. .

The S®D is the finel field authority during a mission opera-
tion from launch through recovery. The SPD is expected, in normal.
situvations, to assign responsibility to the senior Payload Sub- -
Assembly Project Oifice representative orn metters of payload sub-
assezbly readiness, on-orbit operation, analysis of technical
Cifficulties, etc. The senioz Payload Sub-Assewbly Project Office
representative, in turn, will provide Peyload Sub-Assembly status
reporting on an egreed-on regular basis or upon request of the
SPD. However, when there are differences of opinioa in the cese
of technicel difficulties, and when in the judgment of the SPD
that mission fazilure mey be imminent, the operational decisions of
the SPD shall alweys 'be overriding end final,

Both the SPD and Payloasd Sub-Assenbly Project Office w:l.ll be
a.:.‘.:horized to grant CORONA cleesrances to properly clearab ons
under their jurisdiction, in accordence with establishedy °°
security policies., The SPD end PS-APO shall honor, M.hout
cuestion, a need-to-know cetermination on the part of the other.
Each shall keep the other advisec on a2 continuing basis of current
project access lists.

The SPD will utilizs the services of Aerospace Corporation
in 2 generzl systems eaginecring role. Aerospace Corporation

- employees supporting the SPO shall have free access to informatiom’

2ad deta at the payload sub-assembly contractor(s), but shall .
exercise no technical influence or judgments over matters internal .

- to the Payload Sub-Assembly, and shzll not be charged by the SPD

with advising hin on such matters.
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