
September 4, 1963 6 3 ~ ~ 1 2 9 0 1  ' 

M r .  George M. Low, Deputy D i r e c t o r  (programs) and 
*>k. Joseph  3'. S e a ,  Deputy D i r e c t o r  ( sys tems)  
' 0 f f i c e . o f  Manned Space F l i g h t  

N s t i o n a l  Aeronau t i c s  and Space Ackninis trat ion 
Washington 25 ,  D. C .  

Dear George and Joe: 
. . 

With r e g a r d  t o  your  l e t t e i  o f  August 16, it was most u n f o r t u n a t e  t h a t  
b o t h  th? l i m i t a t i o n s  on your  t i m e  and s e v e r a l  i n t r u s i o n s  of o t h e r  
n a t t e r s  upon nie r e s u l t e d  i n  o u r  n a t  be ing  a b l e  t o  spend a s  much 
t h e  d i s c u s s i n g  t h e  schedule  s i t u a t i o n .  

The-re should be  no doubt i n  t h e  minds of  any of u s  who p a r t i c i p a t e d  
i n  t h e  A.dgust 16 d i s c u s s i o n s  as t o  ou r  awareness of t h e  need t o  meet 
o u r  schedule  c o m i t n e ~ t s .  Jim Elms s u m ~ a r l z e d  ou r  schedule s i t u a t i o n  
v e r y  e f f e c t i v e l y  when he  s a i d  t h a t  schedvie a i 2 f i c d t i e s  had t o  r e s u l t  
f r o n  one o r  a combination of t h r e e  f a c t o r s :  

(a) Chacges negated t h e  i . a l l d i t y  of t?'-,;. s:kt:ZU_:e. 

I 
( b )  Per forxance  t o  t h e  sched .de  was ina2ec;cate by bo th  rSS. 

and NAA. 

( c )  I n i t i a l  s chedu le s  were o p t i x i s t i c .  1 
O u r  recenx r e p r o g r a n ~ i n g  a d t i o n s ,  conducted j o i n t l y  over  t h e  p a s t  
e i g h ~  months, i n d i c a t e  e lements  o f  a l l  o f  t h e  f a c t o r s .  

change c o n t r o l  procedure i iescr ibed  t o  you (which i s  i n  a d d i t i o n  t o  
/ -  o u r  e x i s t i n g  change procedure)' p rov ides  a f a s t  means of i n s u r i n g  t h a  

schedu le s  have been  based  on complete 
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d i d  it allow us t o  use our  development experience t o  appl? a more' 
l o g i c a l  separa t ion  of t h i s  e a r l y  knowledge and . .  t h e  design f reeze  
da tes .  

During t h e  l a s t  t h r e e  months, we have considered a  more l o g i c a l  
sequence i n  development whicn we hope w i l l  permit t h e  incorporat ion 
of knowledge gained i n  develo~ment  t e s t i n g  i n t o  t h e  f l i g h t  a r t i c l e s .  
This  schedule permits  us t o  b e t t e r  i n t eg r a t e  t h e  a c t i v i t i e s  of our  
assoc ia te  and sub-contractors,  a s  we l l  a s  incorporate equipment pro- 
vided by them which i s  i n  a more advanced s t a t e  of qua l i f i c a t i on .  We 
have added i n t o  t he  t ime span f o r  t h e  manufacturing operat ion an 
add i t i ona l  f i v e  weeks which our experience t~ da te  has ind ica ted  i s  , 

r equ i r e s  f o r  mandatory inspec t ion  and add i t i ona l  time consumed by 
advanced manufacturing operations,  such a s  our tube brazing.  

We be l i eve  i n  t h e  v a l i d i t y  of t he  proposed master schedule because 
we now have a  b e t t e r  d e f i n i t i o n  o f  our t e chn i ca l  problems, our nam-  
f ac tu r i ng  processes, t he  impact of change a c t i v i t y  and subsystercs 
d e f i n i t i o n  and s t a t u s ,  a s  we l l  a s  b e t t e r  phasing r e l a t i onsh ip  i n  t h e  
ove r - a l l  program. We a l s o  have t h e  a b i l i t y  t o  u t i l i z e  mu l t i - sh i f t  
and overtime operat ions  f o r  problems t h a t  a r e  cur ren t ly  uknown. 
While t h i s  i s  a  delay of t e n  months i n  the  launch of Spacecrsf t  009 
and 011, it r e s u l t s  i n  a  more soundly conceived program which can 
t ake  some l im i t ed  advantage of t h e  knowledge gained during normal 
development. It is  much more than  a  " ten  month s l i p  i n  t e n  months." 
I a m  c e r t a i n  t h a t  along wi th  the  new master  schedule, t h e  NASA i s  
f u l l y  aware of t h e i r  p a r t  i n  meeting requirements f o r  t imely  manage- 
ment decis ions  and de l i ve ry  of government furnished equipment and 
f a c i l i t i e s  so e s s e n t i a l  t o  our schedule performance. 

To r e f r e sh  your memory, some of  t h e  major recent  changes a l ready  
' 

i n  e f f e c t  t h a t  w i l l  improve NAA performance a r e  l i s t e d  below: 

a l l  e l e c t r i c a l  and e l ec t ron i c  d e t a i l e  



( e j  Our i n i t i a l  opera t ions  problems ( inspec t ion  i n t e rp r e -  
t a t i o n ,  procedures, l o g i s t i c s  support and f i e l d .  opera- 
t i o n s )  have a l l  progressed from theory and planning t o  a 
"doing" s tage .  

(f) We have i n t t i a t e d  a  review of a l l  procedures t o  r eo r i en t  
them t o  t h e  rap id  response requirements of Apollo. For a example, we e s t ab l i shed  a  seven-week procurement processing . 
cycle a s  a n  ob jec t ive  f o r  non-standard hardware procurement. 

During t h e  meeting w i th  you, we took the  opportunity t o  i nd i ca t e  t o  you ' 

our thoughts i n  t he  a r e a  of c e r t a i n  organizat ional  a c t i v i t i e s  and t he  
I p o t e n t i a l  realignment of those .  These thoughts were not represented t o  

be f u l l y  developed organ iza t iona l  change conclusions. The p resen ta t ion  
t o  you was intended t o  be i nd i ca t i ve  of t he  kind of s e l f - ana ly s i s  and 
wi l l ingness  on our p a r t  t o  review our way of doing business  so a s  t o  
b e s t  perform i n  accordance.with t h e  needs of t he  program. The responsi- 
b i l i t i e s  and a u t h o r i t i e s  of  t he  proposed Vehicle Management organizat ion 
a re ,  i n  f a c t ,  an expansion of t he  Pro jec t  Engineering funct ion and a r e  
intended t o  lend even g r e a t e r  emphasis of t h a t  concept. 

The p o s s i b i l i t y  of e l imina t ing  dup l ica t ion  o r  s im i l a r  t e s t i n g  i n  t h e  
manufacturing f i n a l  i n s t a l l a t i o n  end checkout a r ea  and , the  t e s t  prepara-  
t i o n  a r ea  has been under c lose  study. I n  J u l y  of 1962, while eszabl isn-  
i n g  t h e  cos t  proposal  ground ru les ,  we el iminated some apparent duplica-  

these  e f f o r t s  may improve t he  e f fec t iveness  of  these  operat ions  and 

not h e s i t a t e  

standard o r  base aga in s t  which changes a r e  t o  be measured. The s tand 



r e su l t i ng  adverse impact on schedule was evaluated t o  determine t h e  
p ropr ie ty  of  such a t r ade -o f f .  Obviously, i f  t h e  e x i s t i n g  design i s  
not meeting i t s  requirements then  determination must be made a s  t o  
whether o r  not  t h e  requirements can be modified so a s  t o  permit 
c ~ n t i n u e d  use of t h a t  design o r  the  design must be changed. 

A t  your convenience, I would l i k e  t o  suggest t h a t  you and o the r  
WSA people you consider appropr ia te  meet with us a t  Downey ( s i nce  
t h a t  would enable us t o  go i n  depth i n t o  any a rea  you d e s i r e )  and 
re-examine any de ta i l s .  t h a t  concern you regarding our schedule. I n  
addi t ion,  we have had. recent  d iscuss ions  with t h e  ASP0 regarding 
t h e  s c h e d d e  i nd i ca to r s  we examine t o  assess  both our current  posi -  
t i o n  and fu tu r e  p o t e n t i a l  schedule impact. I be l i eve  t h e  d i scuss ion  
and understanding of these  ind ica to rs  would prove b e n e f i c i a l  t o  you. 

NORTH AMERICAN AVIATION, I N C .  

H .  A. Storns 
Pres ident  . - 
Space & Information Systems Division 

cc: James E. Webb, NASA-Hq. 
Robert C. Seamans, Jr . ,  NASA-Hq. 
Robert R ,  Gi l ru th ,  NASA-MSC 
James C .  Elms, NASA-MSC 


