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) Exscutiys Bagiuay
MEMORANDUM FOR: Director of Central Intelligence _ f“[isggagvgj
THROUGH: Deputy Director of Central Intelligence

FROM: Herbert E. Hetu
: - Director of Public Affairs

SUBJECT: Internal Communications

1. Action Requested: | Approve printing and distribution of the
attached message to employees (TAB A).

2. Background: Admiral Turner used a form of communication to
employees called "Notes from the Director", designed to provide the DCI's
special views on matters not otherwise covered in administrative bulletins
or notices (sample at TAB B). These "Notes" were published only as needed,
were kept unclassified, and were given wide distribution among employees
both here and overseas. Public Affairs has had the coordinating responsibility.

This kind of internal communication fills a real need and it is
recommended you continue the program, starting with a reprint of your
3 February address to employees. In order to provide your own identification
to it, it is also recommended that a new title and logo be established, as
suggested on the mock-up opposite this memo or in any format you desire.

3. Recommendation: Approve TAB A for immediate printing.

N

- ugfgﬁ Herbert E. Hetu .V

Attachments: a/s

et err ange -
R R o N

.. Director of Ceﬁi{ﬂ Tntellfigence . Date O
“ODISAPPROVE: ~  — - R
Director of Central Intelligence ' Date
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" but I have been in and out for a few

L way around the building, I think I have

Number 1

REMARKS TO EMPLOYEES

I was pleased to have the chance to talk
to some of you in the Headquarters Audi-
torium on February 3rd. For the many who
were unable to attend, my remarks are re-:
printed below. ’ o

I am very pleased indeed to be here
as the Director of Central Intelligence
and to have the opportunity to meet so
many of you in this way.

This is my fourth day on the job

weeks. Admiral Turner and Frank Carlucci
as well as members of the senior staff,
have been very generous in helping me
learn about the Agency and its work, and
although -1 am not yet able to find my

substantially found my way around the o
organization chart, which is a very - .-
formidable thing. S

" 1 came here with a high respect
for this Agency and for the calibre
and. professionalism of its staff. What
I have seen in the past few days has
strengthened that view. I bring to
this job a long-standing dedication to
and belief in the purpose for which
you and the Agency work.

My earliest public service in Wash-

ington was helpyj gﬁgé% ﬁggégmﬁg&y e
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" United States.

. _Donovan prepare a. memorandum:.to Presi- S
-dent” Roosevelt and the Joint .Chiefs ofz.... .

papers to Presi ne
Joint Chiefs, explaining why 0SS needed

g v

9 February 1981

military slots to develop paramilitary
capabilities and operational groups,
which the Pentagon liked to call "Dono-
van's Private Army" as they tried to
take it over. As I come here faced
with personnel freezes 1 have a sense
of deja vu. :

When I went to London to set up a
secretariat for David Bruce, then Comm-
ander of the 0SS Detachment in General
Eisenhower's Command, one of my duties
was to serve as secretary of the Commi-
tee charged with studying the organiza- .
tion of the British and other Allied ~ ~- "%
intel1igence agencies, in order to T
develop recommendations on how a perma-
nent peacetime central intelligence
service might be established in the
~ That was.something we - -0
had never had before. Out of that work .
I got a trip.back home to help General - .- -

Staff which urged the creation of a ce- " 7.
tral intelligence service. So in a sense - .
I was there at the beginning. . Nobody - -.: .~
saw me, but I was there. ‘ ‘ ' -

While in the European Threater I
worked closely and formed 1ife-long
friendships with Bi1l Quinn, Director
of the Strategic Services Unit after
World War II, and Allen Dulles, Dick
Helms, and Bill Colby, the latter of
whom all came into the role I have now

IA-RDPEARP08IRAPOA0RELPTdite a Tot

to me, and I am particularly pleased
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I was pleased to have the chance to talk to some of you in the
headquarters auditorium on February 3rd. For the many who were unable

to attend, my remarks are reprinted below.

William J. Casey

e I T T T T

I am Very p]eased indeed to be here as the Director of Central
Intelligence and to have‘fhe,opportunity to meet so many of you in
this way. .> o | |

This is my Fourth day dh‘fhe jbb, but T have been in and out
for a few weeks. Admiral Turnef andgFrank Carlucci, as well as members

of the senior staff, have been very generous in helping me Tearn about

the Agency and its work, and, although 1 am not yet able to find my
way around the bui]ding,ll think I have substantially found my way
around the organization chart, which is a very formidable thing.
I came here with a high respect for this Agency and fornthev
ca]iber and professionalism of its staff. whaf I have seehvihkiﬁe'__'e-”'

past few days has strengthened that view. I bring to this job a

1ongstand1ng ded1cat1on to and be11ef in the purpose for wh1ch you o :" el

. dand the Agency work

' My ear11est pub11c service in Nashwngton was he}p1ng Genera1 ;5'f1’d‘ﬁfi‘

Donovan draft papers to Preswdent Roosevelt and the Joxnt anefs, o

explaining why 0SS needed m1]1tary slots to deve1op param1}1tary
carabilities and operational groups, which the Pentagon liked to

call "Donovan's Private Army" as they tried to take it over. As I
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come here faced with personnel freezes, I have a sense of deja vu.

When T went to London to set up a secretariat for David Bruce,
then commander of the 0SS detachment in General Eisenhower's command,
one of my duties was to serve as secretary of the committee charged with
studying the organizatjon of the British and other Allied inteT]igence
agencfes, in order to eeve10p recommendations on how a permanent
peacetime centna1‘inte1]igence service might be established in the
United States. That was something we had never had before. Out of
that work I got a trip back home to help General Donovan prepare a
memorandum to President Roosevelt and the Joint Chiefs of Staff which
urged the creation of a central intelligencebservice. So in a sense
I was there at the beginning. Nobody saw me, but I was there.

While in the European Theater I.wonked closely and formed 1ifelong
friendships with Bil1l Quinn, Director ef the Strategic Services Unit
after Worid War II, and A]]en Dulles, Dick Helms, and Bill Colby,
the latter of whom a11 came into the role I have now assumed. $Se fhat

a/ 14 /{7"4 : .
means qulte ‘a lot to me, and I am p£§£+€a¥a¥4y—pleac d-and dedlrai%xL'

to be here to work with you into the future.
I carry a vivid recollection of Dick He1ms saying on one occasion

't in the late 51Xt185, befone he becawe DCI, that he had rema1ned in AVZi.ff“*~

L ?thhe Agency for over 20 years and had res1sted offers of ‘more money

1n the pr1vate sector because h1s work 1n th1s bu11d1ng rem1nded h1m

daily of how "be]eaguered” our country is 1n'the world. The word .

"beleaguered" made a very deep impression on me. I understand it

to mean surrcunded by danger. I am always reminded of the lifetime

. career and the dedication to country which Dick Helms conveyed on
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that occasion in that expression and in his 30 years of service to
intelligence. I have a comparable admiration for those of you who
are embarked on, and are living, an intelligence career.

Your work is even more important today. If Dick Helms had to
use the unusual word : eleaguered" to describe the condition of the
United States in the 1afe 19605, how would we describe our situation
today?. We face an advenaary over which we no longer have military
superiority-—an adversary which has demonstrated a will to use
military force outside dflits borders "and is constantly using skiil
and resourcefulneés in providing.weapons, training, organization,
and Teadership fo proxy,armiés, to nevolutionary groups, and to
terrorists throughout Africa, Soﬁtheast Asia, and on our very door-
step in Central America. |

Qur country depends heavily on your daily efforts if it is
adequately to develop the means to cope with these threats. Let us

together summon the will and find the resources to revive and app]y

the whole range of capab111t1es developed in this Agency over the years. . . e

The Preswdent and the Congress need such capab111t1es to cope w1tb

threats to our security and to protect our interests.

| ' We face such 1ntens1f1ed threats after nav1ng been severe1y f‘f 'A

jk1cked around in the po11t1ca1 process and in the organs of pub11a “

i;op1n1on We must not 1et that deter us from *he 1ob we nave to do )
The intelligence profess1on is one of the most honorable pno-

fessions to which Americans can aspire. The President knows that

and the American public understands that. Let us hold our heads high

as we serve our country, as we call on young Americans to serve in
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intelligence work, and as we ask American scholars to serve by sharing
their insights and their scholarship with us as perhaps the largest
scholarly community in the world, and as we prepare the analyses to
develop foreign policy and défense strategy. Intelligence work is the
one activity in the whole government which--whatever any of us might
do, whatever service Wé berform——has a direct impact on our ability
to aadress fhe'many'cdnééfns_that may threaten the security of our
coﬁntry or our way of;]ife. 1 feel that very deeply.
President Reagan hés promised to strengthen 1nte]1igence where
it needs to be'strengthéhed; ‘He has talked frequentiy about hié
admiration of and support for tHe CIA. He has given ué a Deputy
DCI, Admiral Inman, who will come hére with rfﬁh experience and
universal acclaim inside and outside the Intelligence Commanfty. The
President has signaled his intention to do what he can to suppoft.our
work by affording me Cabinet rank and by giving Admiral Inman a fourth
star, making him a full admiral as_he undertakes this new respon;jbi)ity.
"i éﬁ éonfident you' and i éﬁd Admiral Inman are ready’todddiWHéééhéédél o
to be done. | | |
I As 1 stated in my confirmqtiqp hearing;,mthis ismnotwthe’time
 fdf;re0rganization.df-bufeaUCFafft' shakeUp.ffRétheﬁ:;it fs:é?i{ﬁéftafi*j;f

"’.buildton what ve have, .to sharpen and Stféngﬁheh itrtd:mééf,fhe_pewb“”:[ o

”_chd11ehgeS wé face.  Much will depend onbthgwéJorgah§Zé“for fﬁat? e

task. T am a great believer in the de]egatidn of responsibility énd

commensurate authority. 1 like to give people running room and judge
them by the results. I intend to give at least equal attention to my

roles as Director of the Central Intelligence Agency and Director of
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Central Intelligence.
One reason I am so pleased to have Admire1 Inman here with me is
that he is so superbly equipped--by virtue of his experience as
Director of the Natfona] Security Agency, vice Director»df the Defense
Intelligence Agency, and Direttor of Naval Intelligence--to take on
some of the Cbmmunity role that consumed so MUch of the time of my
two or three.immediate bredecessors. I would like, and intend, to take
a specia]linteresﬁ in sirendthehing and sharpening our HUMINT capabilities,
oUrlanalytical and estimating work, and in seeing that the product--the

result of the common Tabor that we put forth here daily--gets in the

proper form needed, that it is understood and is acted upon. In a

broad genera1'way, that is how I.see‘ﬁy job and how i now plan to
approach it. - |
We have to face the fact that we take on this chaT]enge in a
period of financia1 stringency. We can't hide from that. There is a
personnel freeze, and budgets are and will be scrutinized very, very
L - carefully. It will take time to balance the objective of strengthenihng
our defense and inte]]igence capabilities and that of mesﬁingAthose
factors with the f1nanc1a1 and manpower requ1rements of the adm1n1strat1on s
':iﬂeconomTC po]1cy ' lv_ N .b'ﬂ o
" The way for us to do that, in my op1n10n, 15 to do our share 1n

‘:Vt1ghten1ng up wherever vie ‘can and on the bas1s of that performanre 'ff~f

. ard at the appropr1ate t1me, ask for the resources needed to dvercome -

the deficiencies arising out of earlier budget act1ons as well as for 5
those needed to meet the needs of the future. There will be budgetary
cutbacks and there will be budgetary increases, particularly in defense

areas and other areas vital to our security. I intend to define overall
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needs with care and restraint, but I will not be bashful about asking
for what is needed to meet those needs; that 'is what I would expect
you to do also. 1 am specifically interested in developing the resources
needed to provide both the_faci]ities and the incentives necessary to
encourage the career-long bui]ding of analytical and other specialized
skills. People should be able to dedicate their lifelong efforts to
building those essent1a1 ta]ents without being pressured into do1ng
administrative or manager1a1 work 51mp1y to gain promotion.
I know that all of you are as anxious to constantly improve the

Agency's capab111t1es and its performance as I am. A1l of us have heard
a variety of opinions about the qua11ty of intelligence performance
over recent years. You can take vour.p1ck of those opinions. Nevertheless,
I do know that over its history this Agency has developed the finest
.inte11igence capability in the world. |
| There can be no doubt about the enormous creativity and ingenuity
which has been displayed in developing new sources of information and
new ana]yt1ca1 too]s It is without precedent anywhere we certa1n1y B
have 1n this bu11d1ng the f1nest and most highly deve?oped staff of
political, m1]1tary, and economic analysts ever assemb]ed. Yet as I
have gone up ‘to the Hill to test1fy before comm1ttees of the Congress
\von 1nte11lgenoe, on armed services, on. appropr1at1ons,.sor mj con-lf;jca“
: T1rmat1on hear1ngs, and for wor1dw1de 1nte1 1gence assessments 1n the
3f1ast two weeks, I have heard spec1f1c cr1t1c1sms whwch ‘we cannot
and should not shrug off. | .

The most frequent criticism is that our interpretations and

assessments have shown a tendency to be overly optimistic, to place
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a benign interpretation on information which could be interpreted as
indicating danger. IWhen you are specifically charged, as we are, with
warning of danger in time for the US to react, it's rather a good

idea to incline in the opposite direction. One of my aims will be to
inject into the intelligence process a greater degree of skepticism,
greater care in weighing evidence to bring out the range of probabilities
that a policymaker needs

|

emphasize hard rea11ty undjstorted by preconceptions or by wishful

It S our ob1lgat10n to present conclusions which

thinking.

So I ask you;;in whatevef work‘ybd do, to question your assumptions
and conc1usioné% to call them as yoq.seeethem, whether you are weighing
evidence for an intelligence assessment or trying to improve some
pfocedure, no matter what range of work is involved. In return I
promise that I will make your work.and.judgment meaningful by seeing that
the President and his advisers get and pay attention fo the full range
.of varying estimates and opinions which result from the collective
- work in this bu11d1ng and throughout the Commun1ty j‘f:

I ask you in add1t1on to call it as you see it, neither to tr1m

your sa11s to any political, budgetary, or bureaucratic 1nterest nor

: to perm1t any ph11osoph1ca1 or persona] b1as to shade or mod1fy the g o

facts I prom1se you I w111 preserve our 1ndependence of ]udgrent

f_and get our conc]us1ons to the Pres1dent and h1s adv1sers free of any
p011t1ca1 or personal cons1derat1ons or pthosoph1ca] b1as

Most of what I have said to you is qu1te general. I 1magiee thatk’
- some of it has already been imp]emented as part of your daily work.
I suppose that you would now like to hear more about my plans for

the future. Well, it is too early to tell you much about that. 1
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am too cautious.

I will say that I came here without any preconceptions. I have
some ideas derived from my experiences as a consumer of intelligence --
as a member of the General Advisory Committee on Arms Control (known
as the SALT I negotiations), as Undersecretary of State, as a member
of the Murphy Commission, and when I was on the President's Foreign

Inte]ligence Advisory Board. I concluded a few things during those
‘timeﬁ, but that'ddésn't meén'that IT-won't change my mind. I found
in SALT I, for exampte;'thét some of the judgments were soft. They
lTeaned toward a k1nd of ben1gn 1nterpretat1on rather than a harder
1nterpretat1on of assessing or v1ew1ng a situation as being more
dangerous. With the Murphy Comm1ss1on I came down against breaking
up the Agency into a Tot of components,las some of the bills on the
Hi11 now propose, and I don't expect to change my mind about that.
lﬁgthe PFIAB I supported a competitive assessment process, but I

am open as to how that can best be done. Like everybody e1se I am
in favor of 1mprov1ng our ana]yt1ca1 capab111t1es~—that 1s someth1ng
'easy to be for. _- ‘ | -

In my meetings and discussions here I have been great]y impressed

»w1th the ca]1ber of the peop]e, w1th the profess1ona115m and w1th the -

”j”ded1cat1on and 1oya1ty of a11 those I have met I 1ntend to. proceed

E CaPEfU]1y to do whatever needs to be done’ to get the benef1t of a]} f\if:f RS

“lithe ‘experience and Judgment that has ‘been deve?oped here at the’ff:'
senior levels and e1sewhere. My general approach is that I will be
careful to preserve what we have and to’upgrade wherever we can. I

know that all of you will join me in that undertaking.
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President Reagan has already requested that:the entire Community
make recommendations on how to improve our capability to deal with
terrorism, acquire intelligence, and deal with espionage by reducing
overregulation and by trimming restrictions which are not essential
to protecting individua].constitutional rights. That process is already
under way. Those Congressional committees I have spoken to have shown
a universal d1spos1t1on to support the Ident1t1es Act and to find a
way to ease the burdens of the Freedom of Information Act. They
generally support and want to work with the Community to improve
inte11igence ca11ection'and assessment -~ They want to stress the
concept of overs1ght w1thout the preoccupat1on of Tooking for rea]
or fancied abuses or 111ega11t1es that allegedly ex1sted in the past.

I think the public and the Congress are basically very supportive
of us. I am certain the administration is.

I welcome.this opportunity to talk with you at this preliminary
stage. As we move along, and as I find out more about what is needed
_here, I look forward to talking to you again. Meanwhi]e aYthough I.
have noticed that this is a very b1g bu11d1ng, I will try to wander.
about and meet as many of you as I can in the places where you work.

: Aga1n, thank you for bewng here and I 1cok forward to work1ng

R w1th you I thank youljn advance for-your supporté-.n\:"ﬁ
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