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fmm and send it off; then they settle in far a tion. Institute employees say they : mitdweekso~ months; finaDy, they receive have been distracted by software 
in the mail a tape bearing their data problems and the m&ical fail- 
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divided up in the schedule so that it takes 
dace in small bits over a ~er iod of weeks. 

And if something goes wrong, there's little 
an astronomer can do anyway, says NASA- 
Goddard astronomer Steve Shore: The tele- 
scope is often too tightly scheduled to take 
another look. Shore says he is still smarting 
from his experience of jumping through all 
the paperwork hoops to get time on the tele- 
scope for his studies of the stellar explosions 
called novae, only to lose much of his time 
through a glitch that wasn't his fault. "They 
failed to find a guide-star," he says, which is 
needed to keep the telescope locked on its 
target. "I never got any explanation," he says. 

Harvard's Kirshner, too, has sufferedfrom 
the rigidity of the scheduling. For one proj- 
ect, he recalls, he had won approval to have 
the telescope make an observation every 120 
days, but on the second cycle, the telescope 
wasn't working, and he got bumped out of 
the queue. "You would prefer them to just use 
day 115, or 125, but instead they throw it 
right out of the schedule." Now, he says, he's 
more careful in wording his proposals to in- 
clude a marein of error. The institute's Doxsev 

tions of their own. That system has its Ground control. Technicians monitor the telescope. 
roots in 1976, when the National 
Academy of Sciences recommended that an And then there's the deterioration of the 
independent institution run the space tele- telescope itself, adds institute scientist Bruce 
scope research. The institute would get the Gillespie. So far the solar panels, gyros, one 
best science possible from the telescope, the of the fine guidance sensors that keep the 
group said, if it were made up of active re- telescope on target, and the electronic sys- 
search astronomers-who could only be kept tem that reorients the solar panels as the 
on board by giving them a chance to pursue telescope moves have all suffered damage. 
their own astronomical interests. (Staffers do And each new failure limits the telescope's 
not, however, get priority on the telescope.) range of targets, forcing institute staff to spend 

But acting director Stockman says the time rescheduling observations. 
real distraction has been a stream of tech- In 3 months, Robert Williams will inherit 
nical glitches. As a case in point, he says, these frustrations-and more, says acting di- 
NASA originally supplied the institute with rector Stockman. The Clinton Administra- 
computer software for creating the sched- tion will almost certainly reduce NASA's 
ules, but the program was so slow that it took budget. Then there's the anxiety of the repair 
more than 3 days to schedule a day of obser- mission planned for late this year. The cur- 
vations. "We would have ended up with a rent heavy demand for the telescope is achal- 
backlog," recalls Stockman. So the institute lenge for the institute staff, but it's what 
scientists had to create new, faster software. Williams considers a good problem. "A bad 
"If we could have served the users more in- ~roblem would be to have an ex~ensive thinn 

- 
responds that institute staff try to reschedule 
canceled observations within 2 months. but 
sometimes the carefully constructed sched- 
ule simply doesn't allow it. 

Attention, please. To Kirshner and some 
other outside users of the telescope, however, 
the lack of flexibility in scheduling obser- 
vations is symptomatic of a wider lack of 
individual attention from institute staff. 
Kirshner belongs to a group of astronomers 
known as the users' committee. which meets 
to discuss ways of avoiding such problems. 
One suggestion that has come out of those 

v 

stead of building systems that are missing," that doesn't work." 
says Stockman. -Faye Ham 
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W h e n  Robert Vl'iLLLcILLl ,v,, ,,, nlaLLL aLlrlrrll, rLL L . c L n r L t L  L r r -  hLl. U L c I L L o ~ i  had a \ C L )  LLCLII  J C L L J C  111 11113J1Clll, \vL I I C L L  

tranced with a photograph of Mars in  a classroom magaz nportant in the early years of t h  ."Now, say staffers and 
H e , s a ~ s  he came back the next day with his rna,gifying glass t~ ~ t s i d e  users, the instituce needs ch one con.sequence d 
a better look. It was n disappointment-nothi~x but grainil lat growth: R bureaucracy that, sers, has become cum- 
Now Williams has gotten perhaps the best possible equipmen, ,,,, ,ersome and unresponsive. Williams says he'd like co do what he 
examining astronomical ohje 6 years as director ol in  to dispel that pert We should he basically a senice 
Cerro Tololo Inter-America1 tory in Chile, Will r,oani:ation," he say: tstitute exists primarily to help 
has been appointed the nex of the Space Telesr thers get good scienr leir projects." 
Science Institute, where the ~nstn~ment-in spite of its tla-=,+ T o  meet that goal, he says. "I plan to  make sure the institute is 
mirror-is unmatched, but so are the potential pitfalls. ctremely responsive to the user commimity." Williams' own 

O n e  source of uncertainty is the planned repair of the I yle may help foster change. Says institute astronomer Marc 
scope's optics and other tailed components at the end of thisyCdl. I ostman, "One criticism of Giacconi is that he was aloof with a 
"In ? months, I may havc the project co, I around n taffpeople. My impr, .$s 
pieces," says Williams. But even if the rl well, Will Cerro Tololo his dot id 
will face one of the higgcst hurenucracies rrouncl a si d chat with him." 
scientific endeavor, a threat from NAL.,, ,,, ,,., the institLtL chine Williams says he won't c l i ~ , ~ ~ ~  'a LLLL I ~ ~ . ~ . I , I L U I I L ~ ~  

as much as 5% to  10'?0 in the coming years, and a coi ~r institute scientists to spend ieir own research. He 
f users clamoring for ncion (see main text). e n  plans to try to squeeze in a I c h o n  his own passion, 
8 a different set of d om those that faced t le stellar explosions known a:: 'hat may he a stretch, 

predecessor, Riccardo Giacconi. \ v h ~  built up the institute irr npidering the challenges Williams is facing. "The prospects are 
saw the project thri 
te astronomer Barry F. 
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