NASA’s Origins And The Dawn of the Space Age

DoCUMENT 2

Title: James R. Killian, Jr., Special Assistant for Science and Technology; Percival Brundage,
Director, Bureau of the Budget; and Nelson A. Rockefeller, Chairman, President’s
Advisory Committee on Government Organization, Memorandum for the President,
“Organization for Civil Space Programs,” March 5, 1958, with attached: “Summary of
Advantages and Disadvantages of Alternative Organizational Arrangements.”

Source: Dwight D. Eisenhower Papers, Eisenhower Library, Abilene, Kansas.

As the three preceding documents have shown, there was substantial attention given within the
Executive Office of the President during the December 1957—-March 1958 period on how best to
organize the nation’s space effort. This memorandum was the culmination of that attention and laid
the basis for President Eisenhower’s decision to create a new civilian space agency.
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EXECUTIVE OFFICE OF THE PREIIDENT

PRESIDENT'S ADVISORY COMMITTEE CN GOVERNMENT ORGANIZATION
WASHINGTON M, 0. .

March 5, 1956 ' : ' ; |

MEMORANDUN FOR THE PRESIDENT
BUBJECT: Organization for Civil Bpace Programs

SR 1
The Problam ““\aswfv‘)

An you Imow, thers will moon be prasanted for your consideraton
civil space progrems for the Unlted States which will sntall incraased
sxpenditares ang the smployment of impartant oumbexs of sclentists,
oaginsers and $achnicians, A -

This Committes, in conjunction with the Director of the Buraau
of the Budgst and your Hpeciol Assietoat for Sclence and Teclmd].ugjr.
have given considaration id the mammer in which the executive braach
shoald be organised to conduct the naw program, This msmorendum
caotaina our jodnt #ndinge and recommendatons. The memorendum
..I(_l.l dincusses some of the factors which should be taken ints accomt
in sstahllshing the governmeni's organisation for these clvil space
programae, ;2] recoonroenda a pattern of organization, and _13] indicaten
cartain interim acilona which will he necessary, Also atbached Lo
8 summary of the advantages and disadvantages of certain alternative

oz paniaational arrangements.

1/ 'These programs dn not includs those projects relating to space
wvehiclas and exploration which will be carried out in tha Departmant of
Defense moder the direction of the Adwanced Research Projects Agency

(ARPA),
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Piecuapicne to date suggast that an aggressivs spaca
progrem will produce important civillan gaine in the form of
advancen in geparal sciantiic Jmowlsdge and the protection of
the international prestgs qu the United Statas. These henedts
will be in addition to enck milltary uses of ¢uier apaca s may

prove fexpihle.

s
Katahlishing a Long Term D:Ean.'lnﬂoﬁ! o
., A

Because of the Oimportance of the civil interest io space

exploration, ths long tarm organization for Federal programa
ip thin gres should be usder eiyilian control, Such civilian
domination 18 zlso suggonied by public and foreign relationa
congidarations. Howewver, clvilian coatrol doss not envisage
taldng out from rnilitaty coattol projects relating to rnissiles,

" antiemiasile defenas, reconoalssance satelliins, military
commumlcations, and other space techmology ¥elating to weapona

ayotema or divect military requiremants.
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We have considersd 2 number of different approaches to civil
space organiention. It ik onr conclusion thet one of thasa aliernativas
p:nvichu a workahle salution io the prroblam, The other prineipal
2lternativas bave gerious shoricomings which argus againat their

seloction an a bawls for apace organizaton.

Recommendation No. 1. We recommand that laader
the civil spaco effort ba lodged in a atrengihensd and redesignated
Natioosl Advisory Cominittes for Aeronautics,

The National Advisory Gommittese for Asronantice INLGA}.
in a resclution adopiead on Jaouary 16, 1958, has propused that the
national apace program be iroplamented by the cooparative sffork
of the Department of Defenss, the NAGA, the Netlomal Academy of
Bciances and the National Science Foundasion, tugsther with tha
unlvaraitias, research inmtitytions, spd Industrial compenies of thae
mation. NACGA further recommended that the devalopment of space
vehiclag and tha operations required for wcientific research in vpace
phenomens and space technology bs conducted by the NAGA when
witiin itz capabilities. MNACA is now formulatng a program which
in sxpected te propone expansion of axlsiing progr;mn and the

additlon of sypplementary ressarch fucilitles.
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Factora Favaring NACA an the Principal Civil Space Agency

1. NACA ip u going Federal ressatch agency with a
large wrient¥c end enginasring etalf (approximately 2,000
of it 7,500 employsas a¥e in thass categories) and a large
plant {$340, 000, D00 in laboratorias and test facilitien),
It can expand ite reasarch program and inersase ite emphaeis
on space mattays with a minimum of delay and cen provids

a functioning institutional setting for thls activity.

-

{gﬂ‘ ?z;;}
o

2, NAGA's aeronautical research has bssn prograssively

-

lnvolwing it in technicnl probloma asdociated with space fight
and its currant facilities constrzction progratm is designed

to ba useful in apace rossarch. It has dooe ressarch in rogket
engines (incinding wdvanced chemical propellants), it haa
davaicped matarials and dasigne to withatand the therrmal aifects
of high apoeda in ot on entering the sarth"s atmoaphera, it
coadocts mylti-etage rocket Iaunchings, and in the X-15 projsct
it bas taken the lapdezship (ia coeperation with tha Navy and

Alzr Force] in davaloping a manned vahicle capable of fligita

bayond the marth's atmoaphste.
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3, H NACA is oot given the leading responsibility fox the
oivil apace program, itm futurs research roles will be Umitad
to alrcraft and missilas, Boine af its present wcHvides wonld
have to be curtailad, and the logical peths of progress in much
of ita odirrent work would be closed. [ would, undar such
clrcumatances, be difficult for NACA to aitract and retaln the
moaat Imuginative and competant scleatfle and anginmering
perscmnel, anudl all aspects of its mission couid muffer, Bore-
ovar, it is gquestionabla whethe> it would ba possible to define
practcable boundari=s hetween the missiia and high performance
adyxoraft rasearch now performed by NACA and the spaca gf"fm-%
vahicls projects. ‘_,,_,,_,_@f

4. NAGA has a long history of clame and cordial cooparation
with the military deparimentn, Thisn cooperaticn has talan place
under a varieiy of arrangeraants, usnaily with little in ths way
of formalisad agreements. Although naw relaticnship problsms
e howmd to arise Irom an augmented NAGA role in apace
programa, the tradition of comity and civil=miiitary accommudation
whick bas been bnllt up ovar the yours will e 3 groat gasst in
minirmixing friction between the clvilian spacs agency and the

Deparbneni of Daienps,
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6, Although trruch of it work has heen dons fur the military
departmenta, NACA is g clvilian agency and ia widely recognizaed
as vuch. A clvillan gelting for space programs in desirable,

and MAGCA apgtefies this requirsmeant,

4. Boms of the principal problems in using NACA, as llatad
Below, <aa ba overcome by ralatively Hmited amendments to
exiating law and by appropriste admimstrative zation. These
mansured are deacribed in later paragraphs,

Froblama in Using MACA as the Agunty with Primaty Responsibility

for Civil Space Programe T
L) ""’h‘l
e
1. HMACA hap in ths past been concarnad chiefly with Ca. A

resoarch invilving alr bresthing aircraft and mieeiles,

HACA's competence in certaln flelds related to apace flight
{such a3 alactronice and space medicine) will naad to be
augmentad. | MACA hap wlao had Uttle axperlance in the direct
adminigtrativm of large ocale developmental contracts.

2. Marny of the aclantsts who have done ths most wotrk an
rocket engines and space vakicles are now employed by Defenss
Dapartment ugencias and by privats contractors of tha military
mervices. Some means of gtilizsing such sxparianced psrsonnel
will have tc be found which doen not unduly impalr the capaciey
of the Department of Defsnse to continus defense xelated aspects

of mianaila and epace activity.
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3. The NACA is not in a position to push ahead with the
immediate demonstration projects which may be necessary
to protect the nation's world prestige. Therefore the military
services may have to be relied on for such demonstrations
while NACA is equipping itself for the full performance of
the space job.

4, NACA suffers from some of the limitations imposed
on civil service agencies, and some scientists are known to

favor reliance on private research organizations operating

¥

by
[ 351
(¥

SR LT

under government contracts, Ceilings and numerical \iﬂf
restrictions on the salaries of top scientific staff and the

general lag in Classification Act salaries areamong the

obstacles to administration through government laboratories

which pose problems in utilizing NACA.

5. NACA now spends around $100, 000, 000 per year.
A civil space program may eventually entail additional annual
experditures substantially in excess of this amount. It is obvious
that important changes in NACA will be required by such an
expansion, and the agency may have some difficulty in

assimilating the additional staff and functions.
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Recommendation Mo, Z, Wa recommend that NAGA'a bazic Jaw
be amended to give NAGA the authority and Hlexibility to OVEFcOme oT
rmitigata the problemae noted above ao that NAGA can cax*y oul ita
total program effectivaly.

Specifically the amendments shonld:
A, Benpme the NACA the NatHonal Asronauiical and Spaca
Agency to get awny from the limited connotations of the term
"geropantlce! whean ussd alone and to recognise that HACA has
long sinca ceasad to be an "advisory committes'™ ap the term uﬁ;.ﬁ
cultomarily uysed. ,; %}
b. Ratain x board for top poilcy dirsctcn, Soms changea \‘&Tﬁ-
in tha composition of the pressnt NAGA boazd may be appropriate,
. Provide for the appointment of 1 Dlrector .hy the
President by and with tha advice zad consent of the Benate,
d, Provide a syatam for the fixing of compeansation of
employess which, mnder appropriate Presldaptis) conirole,
will permnit the agsncy t2 pay rates which ars reasonably
competitive with the rates paid by non~-Faderil smployors
for comparabla work, {_Tl:.in amendment will sape the galary
limitations under tha Clapsification Act of 1949 whick have caasd

s0 much ¢oncarn in and out of HACA,. )
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Certain additional miscellaneous powers may also have to be
given NACA if further investigation reveals that they are not
already available and confirms that they will be of material
assistance to the agency.

The above powers would give NACA as much flexibility as can
reasonably be achieved by contract laboratories and would at the
same time permit retention of the traditional NACA practice of
conducting such research and testing through its own government

employee staffed facilities as it determines to be desirable in

carrying out a space program.

There will remain the need to refine relationships with the
Department of Defense in space matters and to draw upon and
utilize staff and experience now lodged in the laboratories of the
military services and their contractors, but the reorganized NACA
would be equipped to work out these problems in a flexible
manner. Some Presidential intervention may prove necessary to
bring about or implement agreements between the space agency and
Defense, and it may also be desirable for the President to be given
the specific authority to transfer to NACA space activities directly
related to the civil program which are now being performed by

other agencies,
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Overlapping betwean NACA's civil spuce pzngram-..nﬂ the
.ww_:-tk of Dafanse on milléary projects ahould be kapt to a
minimum, This can bs done if Defanss, in & Tnanner wnaiogous
to the practies followed on daveloping alreraft and minailas,
makas appropriate use of NACA for gsupporting research and
development on military apuce vebiclas. An arrangement of this
kind could raduce duplication wilhout nndsrmining the basic
Dafanse Department responsibility for daveloping weepons systams
and pther military wquipment,

eyl
L1

KU

Interim Measnras f %
iy 5)

Hecommendation No. 3. I you appreve our racommendad
approach {u space organisstion, wa further racommend that e
numbser of interbm and short-tesxm measures be givon Immediais
attention. ’

Bpecifically, wu proposs:

a, An all=guk attarmpt should be made fo draft aeweded
logislation within the next faw weeks mo that thers will be doms
chance of Hnal actlor during tha coxtent sesaion of the Congredn,
At the azme time decisions should be made with respect to the
supplemental approprintions which will be required for NACA to

gat ita part of the space program under way. If congramssional action
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can bé pecured on both mattars before adjournment, the full civil
Apace program nndsr arrangementd designed to aarve leng tarm
oewda can ba launched thie year,

If it proves impossible ta obtain the enactment of tha
comprohensive logislation strangthanring NACA during the curront
papaimn, tha pansage of the general Classification Act ravisions
now pending, the anthorization of additional supesr=gumds and

Public Law 313 positions, and the pecuring of supplemental

oo
v

appropriations wonld siill enable NACA to get under way with a .

Haced

BpaCce program, t

T

L,
b. Whils ewalting congreamional action we supgest that the

Preogident advise the NACA's top commiites that it is being charged
with the responaibility for developing and arranping for the

execition of the civil space propram. MAGA will at firat have to
rely haevily upon the Departmeat of Defonse and its foatromantalities
for interim dsywlopment and demonstretion projects,. Howeavar, the
problema created by such arrangamsants will be minimised once the
Prooidont givea NACA the clear-cui autbority required for it to
meloct and monitor the advancad space projects enizusted to the

Dopartment of Defonse during the transitional peziod.
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c. None of the immediate measures is more essential and
fundamental than defining as clearly as possible just what the
nation plans to do in the space field, At the same time an effort
must be made to estimate with reasonable exactness the annual

additional costs of the civil space program.

f Iyt

Immediate Action )

JaL] :g‘/

Ay

If you concur in the recommendations set forth above, the
Director of the Bureau of the Budget will proceed, in cooperation
with this Committee, your Special Assistant for Science and
Technology and other departments and agencies concerned, to

develop for your consideration specific proposals for legislative

and executive action.

. e
’ ?
M//;\Mﬁéﬁz ;cc{//77 (i e 4
Perc1val Brundage/ NelsonA Rockefeller,
Special Assistant for Director, Bureau Chairman
Science and Technology of the Budget
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Attachmant

Surtnary of Advectages and Msadvantagan
of Aliarnative Organizational Arrengemants

1. Use of a private contractor to carry cut the ¢ivil space

program woder supsrvision of NAGCA,

A variafion of our reacommendsd or¥ganizational wpproach is to
salect NACA aa the civillan apency to aupervise coniracts with a
private lahoratory charged with davaloping and testing space
vehicles. Thia ia the pattern followed by the Atomic Ensrgy
Conunission In muck of its rassarch, This approack baa also been
used to aoms extent by thy military sexvicas 1a developlng miznsilea.

Advantapes
Contract operation 12 preferrad by soma aclentific persoonsl L

[T TR

ap & meaana of clroymvyvecting govearoment salary and adminlstrative
contrale. It would retain NACA In o mzpervigory capacity while
muking age of salscted private resaarch organizations.
Dia as

This approach in in conflict with the traditional NACA practice
of carrving gut research largely through it own government-ampioyes
atafied laboratories) there i no aspuranca that a private ramsarch
laboratory can be found 1o do the work on & snfficiently urgent
gchednls; and snch greater flexibility as private Iakoratodes may
enjoy ran alec ba provided NACA thromgh the changes in law

preaviously deacribed.
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Conclusion

No real gains would flow from this alternative which could
not be achieved under the preferred organization. It would be
better to permit NACA to make its own decisions as to the extent
to which it would use contracting authority in executing the space
research program. It is assumed, of course, that NACA will,
in fact, make fairly extensive use of research contracts, but on
a selective basis.

2, Utilization of the Department of Defense

The recent Supplemental Military Construction Authorization
Act authorizes the Secretary of Defense, for a period of one year,
to carry on such space projects as may be designated by the President.
It confers permanent authority for the Secretary or his designee to
proceed with missile and other space projects directly related to
weapons systems and military requirements.
Advantages

The Department of Defense is now doing most of the current
missile and satellite work; it has the bulk of the scientists and
engineers active in these fields in its employl or on the rolls of its

contractors; it will have to continue work on space vehicles on an
interim basis for demonstration purposes; it is experienced in
working with and utilizing the facilities of NACA; and it may be
possible for a civilian agency of the Department to carry out the

program.
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Di!advﬂins

The Dapariment of Defense in 2 milltary agency in law and
in tha eyss of the world and placing the space program undex it
would be interpreied as anphasising militacy gosin; the apace
program im sxpected to produce bensfita '131331? unralated to

the central mission of the Department of Befanna; there is aomae

S
danger that the non-military phasse of space activity would be ' }1
ol

it

neglacted; the Dapartment is wlrsady so ovarloaded with ita e JmEs
central mnilitary responsibilitiag thut cara should be taken to ‘
avoid charging it with additional civl] functone) cooperaton with

othar natlions in intarnational civil apace matiers could he made

more difficull; and adeqeate civil-military conperation can be

achisved under the recommended organiration without assigning

lnappropriata functions to Defsoee.

Conclzsion

Gincae tha space program has a relatively limited militazy
significance, et least for the fnruaaﬂﬁa futures, and since the
general sctanilfc objectives should not be subordinatsd to
military prioritdes, it is essantia) thot the arrangemants for space

organization provide for leaderahip by a civilian agency.




Monographs in Aerospace History #10

- 4 -

3, Utliesticon of the Atomilc Energy Cornmianion

Tkore ara now pending befora the Gongrese bille which would
futhorize the Atornic Energy Commistion to proceed with the develop—
ment of vehiclas for the exploratica of onter space. Amnng these bilis
ars 5. 3117 {introdnced by Senator Anderson) and 5.3000 (introduced
by Bemninr Gore)l. The justiffcation fo¢ theas proponsals js tha role
alrendy heing played by the Atomic Energy Commiasion in developing

nuclaar propalisd jot and rocket enginen.

Advantagas ’ -ﬁ

Tha Atomic Euergy Commiuaion 1o & clvilion agency with '
competence in dracHng ecientific rossarch and development projects;
it has had experience in managing repearch contracts apd in working
with the mililary agencians; and it s now charged with devaloping a
nuclear rocket engins which may eveniually be ussd to propal spacae
vehiclan,
Disadvaniagos

The Atomalc Enerpy Cornmission is concezned chiofly with the use
of & single formm of anargy and it iv expected that chemileal propallante,
not atomic ensrgy, will be the chief power scurce for space vekicles
for ysars t0 come. MoiTwover, the Comnmission has virtally oo
sxperience or competenca In most aspects of the design, constrocton

and testing of space vehicles.
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Conclusion

The Atomic Energy Commaission has a contribution to make
in the space field. However, it should limit its work to the
aspects of the space problem in which nuclear energy may have
practical applications, An administration position along these
lines has already been conveyed to the Chairman of the Atomic

Energy Commission.

4. Creation of a Department of Science and Technology

Senators Humphrey, McClellan and Yarborough recently introduce
5. 3126, a bill to create a Department of Science and Technology. The
bill calls for the establishment of a new executive department which
at the outset would contain or be given the functions of the National
Science Foundation, the Patent Office, the Office of Technical |
Services of the Department of Commerce, the National Bureau of
Standards, the Atomic Energy Commission and certain divisions of the
Smithsonian Institution. The Secretary would also be authorized to

establish institutes for basic research.

Advantages

The proposed department would provide a civilian setting for the
administration of space programs, and it would give this and other
scientific activities the prestige and accessibility to the President

associated with departmental status.
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Disadvantages

The proposed department will be highly controversial, and
there is no assurance that it can be established in time to assume
the responsibility for civil space programs. It is also unlikely
that science, of itself, will provide a sound basis for organizing

an executive department.

Conclusion

There would be little prospect of getting such a reorganization
approved and functioning in the near future. Even if the department
could be created, it might not provide as good a setting for a
high priority space program as that proposed under the preferred

organization.




