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(S) NATIONAL RECONNAISSANCE OFFICE
WASHINGTON, D.C.

OFFICE OF THE DIRECTOR April 30, 1966

MEMORANDUM FOR: Director of Reconnaissance, CIA [w—-7{{n
Director of Special Projects, SAF

SUBJECT: Management Plan and Organizational Responsibilities
for the New General Search and Su:vellladce
Satellite System

The purpose of this memorandum is to set forth the manage-
ment arrangements and assignments of system responsibilities
for the new general search and surveillance satellite system
which recently were approved by the NRP Executive Comnittee.

VYou will note that this document has been classifie
the BYEMAN code word HEXAGON. Hencefor:zh, all correspon
pertaining to the new search and surveillance system will b
appropriately classified using this BYEMAN compartmentation
designator. All correspondence, studies, and documents previocusly
identified as FULCRUM in the CIA, and S-2 ia SAFSP, axe auto-
matically included in this new code word designator. Personnel
currently cleared for FULCRUM and/or S-2 information may auto-
macically be granted a HEXAGON clearance.
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There follow specific inmstructions and guidance on HEXAGON
management and assignment of system responsibilities.

PROGRLM MANAGZMENT:

The Director of Special Projecte, S4F, is designated as thae
EEXAGON System Project Director (SPC). 1In addition, the SPD will
direct and :upervise the development and production of all sub-
/ Systems except the sensor subsystem; the latter will be providad
By the Cia in accordance with management arrangements esvablishod
herein. The Director of Special Projects, SAF, will establish
& HEXAGON System Projectr Office (SPO) to discharge assigned
Zunctions and responsibilities.
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The Director of Recomnaissance, CIA, will direct and
supervise the development and production of the total sensor sub-
system, as defirned herein, reporting directly to the DNRO. The
Direcrtor of Reconnaissance, CIA, will establish & HEXAGON Sensor
Subsystem Project Office (S8SSPO), and designate a Chief thereof,
responsive and responsible through him to the DNRO for the total

seusor subsystem development and production and to the SPD for
overall system matters, as set forth below.

SPECIFIC SYSTEM RESPONSIBILiTEES:

The Director of Special Projects, SAF, as SPD, is'respomnsible
for: overall system engineering (1nclud1n0 master system
specifications) and system integration (including subsystem
u*nLer;acgwspegéﬁggégiggs), overall system master plaunlno, pro-
gramming, and budgeting; assembly and check-out of the system at
the launch pad; launch and mission operations; capsule recovery
and delivery of film to DNRO-designated processing facilities.

addition, the SPD is responsible for: the development
and production of the spacecraft (as defined inm the SOR and RFE )'
tae RV ubsystem the steliar-~index camera subsystem; the booster
and the acquisition and operation of system ass embly/launch
“c&l ties, on-orbit command and control £a911L_1es, and capsule’

recoveL forces an 8 éq‘lpmentb.
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. In the exercise of all his assigned responsibilities, the
SPD is charged with taking into account the sensor subsystem
requirements in.accordance with the technical and management
arrangements defined herein.

The Director, SSS20, is responsible through the Dlrcc;oL of
cconmaissance, uLA, to the DNRO for the total sensor subsystem
VElOmeﬂL and production, and for adherence to master system

cificacions, ubsysiem'kg}erLacc CDGCLflCuLlOnﬁ, and master
sect schedules established by the SPD in accordance with the
visiong of this management plan. By definition, cthe sensor
vosysten includes the complete primary camera assamu.ies, cio
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se-
n and Jine camera envir oamental controL, and clcse~in and

camera-peculiar electronics or pneumatics, film su:..y spoo
the T£ilm transport mechanism, film cut and wra) or flilm-spli

mechanisms, and film take-up spools im the RV's.
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in eddition, the SSSPO is responsible for the physical
irstallation, integration and checkout of the sensor subsystem
in th pacecraft (NOCe- This may be accomplished at the scnsor

e s

subsystem contractor's facility, the spacecraft contractor’s
ility, or at Vandemberg AFB, depending on which course of

action providaes the best system factory-to-pad flow and is most

favorable to the Govermnment in terms of facility requirements
and other cost [ .ctors).

The SSSPO is also responsible to the SPD to participate in
overall system assembly and pre-launch activities, to'certify
&t asploprlaue times that the sensor subsystem is ready, and to act’
s the principal sensor assistant to the SPD during pre-mission
lanning, on-orbit operations, and post-mission analyses.
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" Lt is not possible, at this time, in the definition of the
HEXACGCON system to forecast the engineering /pc formance trade-cff
-which inevitably will be made as detailed design and development
proceed., The NRO objectlve in the HEXAGON Project is to acquire
the overall most effective photographic search and surveillance
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satellilte system possible within the constraints of time, tech-
nology, and available resources., The sensor subsystem is the key

element of the system and, as such, its fundamental basic

structurel, dynamic, thermal, power, etc., requirements must be
given proper weight in d;gecmlnLno the over aIL system configuration
and characteristics. When the necessity arises for a trade-ofi
between the sensor subsystem and another subsystem in terms oI

total system performance, the SPD will always attempt first to
resolve the problem in such a way as to minimize the effect cua

the sensor. However, such resolutions of interface p
must always be tested to assure that overall system p
is not ser'ously degraded., Thus, botn the SPD and SS
analyze in terms of total system effectiveness when ¢
interface and trade-off problems. '

The following description of varicus manczement relatioaships
Zs intended to clarify the division ol responsibilities between
SAFSP and CIA-OSE:
TEXAGCN
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tem e.glnee cing end mester system specifications; sy
egration; 'the definition of interface spec1ficatians b
sensor subsystem and other elements of the system; overa
system master planning, programming, and budgeting; the phys
sembly and checkout of the systen at the launch facility;
ch and on-orbit oparations; recovery activities; an
f£film to DNRO- GLSLDnaLed processing ;ac1litie
the SSSPC is expected to be respomnsive to
rection f;on the SPD.
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2. On the other hand, while the overall s
d integration responsibilities of the SPD includ
ces with the sensor subsystem, they do mot inclu 7S
ngineering or technical direction for the sensor subsyst
defined previcusly). The SPD is not expected to accumal
ngineeriug analyses of the sensor subsystem except as ¢
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is overalL systemns enolnecr*nc and ;ﬁueu:ution ro_e oz unless
s assistance is solicited by the SSS2O.
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For technical and
rmance matters wholly internal to the sensor subsystem, the
T

pabri
SPC is responsible to the DNRO aiid mot the S22.
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ements. I cannot empaasize too s“rOﬁOLy the need
by and LLCQuCﬁL nyc ings be Cween ac respe
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all mectings on ”UDJGCLQ hav11ﬁ a poss;ole Lnte“"ace impact. The'
E2D and SSSPO are expected to have free and full access on all
information and data pertaining to the overall sys tem and its |
verious subsystems. If either the SPD or SSSPO infer a posavae
interface problem pertaining to an action of the other, he is
expected to so advise the other immediately. When a possible
problem of this nature is raised, it is to be resolved without
celay (if resolution in the field is not possible, the matter will
L brougnh to the attention of the DNRO for decision or interpreta-
tion of the SOR, RFP, etc.).

Since the SAFSP? SPO will be located in Los Angeles, and the
88SPO will be located at CIA Headcuarters, emphasis must be placed
on fre queﬁ and detailed communications betweern the two offices.
To facilitate the flow of Informecion and data, it is desired
that the SSSPO station e fulli-time Liaison Cfficer with the SPO

!.¢!

in Los hLugeles. 1f the CIA so desires, the SPD will aiso station
a full-time Liaison Officer with the Su PO at CIA Headquarters

for the same purpose. It should be pointed out that these
individuals are not intended to be the sole channel but rather

a catalyst for communications. Informal and direct communications
between eappropriate working personnel of both offices must be
authorized and encoucaged \when contractors are involved, there

must be appropriate coordination with the Government agency
supervising each contractoxr).
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»

The EPD will operate a HEXAGON Operations Command Post at the
Test Center, Sunnyvale, continuously Gu“lﬁ% a mission.

SSS?G will station appropriate Project Qffice azd sensor

ractor representatives there during missioms. The Satel“ic
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oas Center in the Pentagen will deal prmnc;pa¢ly and :
] with the HEXAGON Command Post during on=orbit operations
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The SPD will utilize the se vi es of Aerospace Corporatica im - f
a general systems engineering rol egospace Co*poratioq y
employees supporiing the SPO ,aull have free access to information ,g
znd data Iroa “Tc SSSPO and the sensor subsystem contractor{s), :
but shall exercise no technical influence or judgments over
matters internal to the sensor subsystem, and shall not be charged
by the SPD with advising him on such matters.
1}I’uc".G\)m‘\‘ ' - -
e comono DY B D2316-66
CONTAGS $15TEH ERGLUOER FRDM AUIOMATIE REGHADING FABE o -

. THZ USE OF Si/TD-TYPE CONTRACTORS: N
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Tha SP2 Is the Jinal 1d avthority during a mission

e
oreraticn frem launch thr gh recovery., Tne expecte in
- s;;ua“ as, to sssign respensibility fox matters o;,

~so:m§:ss icn quth“u, sensor readiness, sensor on-orbit opera- ;
;éﬁtulna;"s*s of sensor technical difficulties, etc., to the !
*’or SSSPC representative. . The SS8P0, in turn, will provide

or subsystem status cepomt;ng on an agreed-on regular basis

T apoq request of the SPD. However, when there are differences
opinion in the casé of technical difficulties and/or corrective
neas sures, and when in the judgment of the SPD that mission failure
may be imminent, the operational decisions of the SPD.shall always
be over-riding and final. ‘
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In furtherance of the managenent responsibilities assigned
in, both the SPD and the SSSPC Director are authorized to
t HEXAGON clearances to Government employees and

are
ca
ntractor personnel under their jurisdiction in accordance
T
ut

h established BYEMAN security policies and procedures. This

hority is mot further delegable. The SPD and SSSPO shall keep
each other and higher authority informed on a continuing basis

of current project access lists. .

The SPD and SSSPO shall each honor, without question, a need-~
to-know determination on the part of the other that a properly
cleared persomn requires access to project information ‘and/ox
data. a

In order to insure counsistency in the security pcac;mcea of
the SPC and the SSSPO, a HEXAGON Security Guide will be prepared
jointly by SAFSP and CIA-OSP and submitted to the DNRC for approval
a5 soon as possible. Addditional guidance on this matter will be
issued. ,
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Similar wrrengements mey be made by the SSEPO for its sensoxr
subsystem engineering contractor, if any, for free access to
ioformation and data from the SPO and other system contraciosrs.

The exchange of information contemplated herein will in many NN} A

it

cases require direct contact with contractor engincering staffs /
at the contractor plants and test facilities. However, all such {
direct contacts must be coordinated through the government a0°ncy |
responsible for contractor supervision. Such coordination'is to

pe for purposes of informing the responsible agency and permitting
full pa:tLCLpatlon or monitoring of such direct contacts; however,

the SPO and the SSSPO should each honor *He requests of the other
for any item of information or any required direct communication
with coutractors.

GENZRAL GUIDANCE: - ‘ ’

Despite good intentions on both sides, 1 am sure there will
be differences in interpretation of the SOR, the various subsystem
RFP's, this management directive, the question of whether ox not

a problem has ;nuelface implications, etc. Wnen such an instance
rises and cannot be settled in the field, I desire thatr the

problem be called to my attention p=z cmv;ly for resolution. :

The successful imple.cntation of this management arrangement
will require the whole-hearted cocperation of both CIA and SAFSP.
I enjoin each of you to insure that your respeciive subordinates
put forth every effort in that vein.
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