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1. On Wednesdsy, 9 February 1949, there wes presemted in the Fost /f)
Theater, Arlington Hell Station, Arlington, Virginia, a series of talks ™%~
by M¥ajor General Stafford Leroy Irwin, Director of Intelligence, United R B
States Army; Colonel Carter W, Clarke, Chlef, Army Security Agency; and
~ CoJonel Harold G. Hayaa 5,.0utgoing Chief, Army Seourity Ageney.

2. The purpose of these talks was to introduce Major General Irwin,

the new Director of Intelligence, GSUSA, and Colonel Clarke, tbe new Chief,
Arlqy Security Agency. .

~ 3 Attached as Inclosure 1 are the texts of the speachea for your

information and dissemination to the cryptographicelly cleared personnel
of your command, Sublect matter may be retained for your files,

1 Incl
Texts of speeches by
Maj. Gen. Irwin, Gol.
Clarke, & Col. Hayes

[ geclaaa'ified and approved for release by NS A on 04-30-2014 pursuantto E.0. 13526
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GENLEAL 1RVIN'S SPERCH
-9 February 1949

Colonel Clarke, Colonel hayes, lacies aﬁc:genilemen. 1t is indeed a
pleasure to have an opportunity this afternoon to visit Arlingtcn Hall and
to sgy a few wordas to you., 1 welcome this opportunity-to izmpress upon you
the fact that we, in the Pentagon, are vitally interested in your activities.
I sincerely regret.that we cannot visit with ycu more often, but the truth
is, they keep us very busy over there and the complexity of your operation '
is such that laymen like myself can learn very little uniesé.we take up
your'time ssking for detailed explanations.. I amn well aware Lthat the aenior
ﬁembers'Of the Kilitary Establishment 1 have hrodght over here for a visit
are completely overcome by whet they see, but I seriously doubt if they
uncerstand very mch of it, .However,'i am happy to havc them overccme, be-
cause we are 1ooking_£6rward to obtaining their support for your acﬁivity in
the tﬁ£ure.

e sincerely believe that your operation is probably one of, if not
the most i-portant sources of intelligence we have. This operation is
unusual, I woulé say, in that it is aclualiy more importent in peace tine
than in ﬁime 6f war, for it .is you to whom we look for aévance'uarﬁing of
trouble, should it core. For that reason it is important that you stay in
fuli time operstion. To do thié means the maintenance of a Lremenéously'
expensive operation. Every time I see the cost of this activity, I am a

little terrified. But it is justified, I know, snc probably the importance

. eeNl iHc'n it “:!_ _
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of this work warrants even greater expenditﬁre than is being made. -Since

I am ultimately responsible for this, I want to bé sure we get our money's
worth out of the operation. It is difficult to reduce all of this to a
profit basis I anW, but as'loné as 1 feel sure and can truthfully say 1 am '
assured, that everyone here is puiting forth his best effort, and still more,
using his 6mn faculties to the best advantage to aid in the big intelligence
picture, then 1 say the cost truly is justified. | |

To iliustrate_more ciaariy Just how ﬁe iﬁ.the Intelligence Division féel

| about all of this, 1 would.like to point ocut that we have just completelg
reorgan.zed the Inxelligehce Group, iargely to enable us to make betteriuse.
of fhs material with which you furnish us. That was quite a drastic iove,
predicated'almost'entire;y on the operation here. It is my'sincere hope
that with this réorganlﬁation ané with niore intensive ezploiiation of the
information you contribute, we will obtain better inteiligence, more up.to
date intelligence, and will supplement our other sources to greater advantage.
I think thet éveryome in the Intelligence Division is in accord with the
principles of this reorgenization; in fact, it was fought out in a long
series of conferences, and I thirk represents the best judgemen£ of the eier
perienced officers.in the Diviéion. 1 tell ycu this simply to demonstrate _
how highly we regard the end procucts of the Army Security Agency.

- I would like to have rnore pedple from the Intelligence Iivision come
over here to see the fine work that is being done, fof, as Colonel Clarke
pointed out, we regard all of you as.intelligence operators; that really -
is your job, Whatever your individual operstion mey be, it is an integral

part of the big intelligence picture and we want you to think and feel as
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y lntelligence peraonnel in the hope that it will help you in your work. I
would like our people to see what you are doing, not only to gain a full
appfeciation of the cohpiexity end difficulty of the job, but to see just
what a splendid_source'of.méterial this is. With such an understanéing, I
am sure they would take more interest and develop. more confidence in the. ’
end prodﬁct, and 1 think this is exitremely important. 1 have already'
expfessed to you what I think of it, and proof df jtst hor I feel lies in
the fact that 1 was largely instrumental in havlng the Intelligence Group
reorganlzed. I woulé like you to feel that.1 em & part of this job, too, _
and if et any time curing one of my vzslts, any of you have any problems in
which I can bg of help =~ & remoté_§oaéibllit§ for'I think that Colonel Clarke
andg Colonél Hayes could probsbly ¢o mﬁrs, but I like to think thai 1 could
to someihiﬁg =~ ] wish you would spesk to me about it. I take a tremencous
intefest in this entire activity and am anxious-that it not only be success=
ful, but 6perated by a happy group - thﬁt it be a happy éhop, as_wglsay.
Before closing, I want to-téke this opportunity io péy a triwte to
Colonel Hayes, the outgqing Conmender. He ﬁas done a most yoteworthy job,
He hes actually been compelled, I would say, to wear about six haté and
double in brass on so many cormittees and -so msny operations that frankly,
Ildc"'n't ges hm he ¢id it. 1In sbite of all that, and wi“t.h the tremendous
number of reports aﬁd ﬁapers he has ha& to prspare as well, he has done-a
remarkably fine jobu in- br;nxzng this organ;zat;on up to a hizher standard
of operation and efficiency. I will sincerely regret his departure and 1
;m very happy to have known him. 1 consicer his perforrance of.duf} has

defini£ely been_outstanding. Thank you very nuch.
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Colonel Clarke's Speech

General Irwin, Colonel Hayes, ladies and gentlemen: 1t is needless
for me to try to tell you how much 1 aépreciate the honor that is bestowed
ﬁpbn me in being assipgned to fhis very important'command of the Army Se-
curity Agency. The old timers here who kmow me anc who have worked with
me through the years know full well the great, deep and abiding interest
thgi'l have alwsys had in this orgenization end its welfare. They ﬁlso

}kﬂow thé battles that I have fought and tried to fight for you in tﬁe days
gone by anc they elso know how many of them I have lost. It has-aiways .
been my opinidn,_and it'a my opinion today, thet the Army Security Ageﬁcy
is probably the most important singie agency in the entire United States
Government., If the true story of this past war could ever be written, if
security would permit the public to know the facis and to know the truth,

I em confident that the highest credit would go to the people of this
institution whose contritution to the war effort aided so mich in the

. successful prosecution and conclusion of thewar, and I aﬁ also confident

" that without that effort ané contribution on your part the end result might
havé been quite differemt. It is my sincere hope that each of you of the
organigation in this audience today, and your suboréiiates who are not heré,
will consicer yourselves intelligence persornel. You are memocrs of the
Intelligence team Just 28 much as the memuers of the Lilitary Attache System

or eny other section in the Office of the Lirector of Intelligence, and
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1 also want to ask that each of you consicer yourselvss leaders in ycur

own field and in your own sphere of activity end conduct yourselves ac-
cordingly., Coming new on this job, I am intereste¢ primarily, initially
at 1ea;t, in two main faétérs; first in trying to help you improve morale
where it is needed, ané second iz to maintain and try to improve the high
technicel standards which this.institution has achieved in the past. With
your help and your cooperation 1 hope to make some small contribution to
that enc. Now on this subject of morale, morale is largely, in my opinion,
e question of leadership, and agéin 1 wﬁnt io urge you to remember and to
bear in mind always that you are leadera. You and 1 can preach leadershlip,
we can telk it to ourselves, io our suboréinates and even to.our superiors,
but unless we make our peisonalities felt on our subordinates, and e*ért.
the leadership on them that they have the right to expect of us; anc¢ that
our superiors have the right to demand, ﬁe arc not going to gain anythiné
at all in the end. I wﬁnt to express ky appreciation anc sét@sfaction with
the work that has:been'done in all levels so fer, in tidying up the place.
A great deal hes been accomplished, and there is a great deal more, of
course, that's got to be done. When we achieve the goal that we have set
for ourselves, 1 feel sure that we will have no difficulty in maintéining
those standards. Those outsicders ﬁho ingpect us ané who visit us from time
to time aﬁd who ¢o not know too much about the interior Operﬁtlons of this
institution, judge us largely by our outward appearances. They judge us by
our looks, by our police, our cleanliness, good orcer and general working

conditions, If these are satisfactory from their point of view, not
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necessarily from ours, tut from their point of view, we are alrost certain

to merit thcir approval and also we are going to make a great step forward

" towerds improving our own physicel anc teéhnical efficiency. It is almost

axiomatic ané a general\rule that sloppy appearance and slcppy thinking

go hand in h&né. 1 would like to urge that éll per.onnel here on all
levelé and all echelons in the organization, anc this applies particularly
to those civilians_here who ekercise anc exer£ such an important.role in
the operation and functioning of .this Agency, that‘each of you, yourselves
ﬁersonally ané your suborﬁinapeg, exert yourselves to try to think up new
ideas, new ways to doing things and ;eneratc new iceas. 1 em intenbelé
interested in this Suggestion'Award Program. As a natter of fact, in most
cases.the Government usually cerives a great deal more benefit from ideas, -
that are brought up by the civilians ihan the civilian cdoes himself from
the srall remuneration ﬁhich he may get. Ve may haﬁe economies forced
upon us in the éays 1o come but this is one field in which I hope to

#ee large sums of money spent. In this comnection, I would like to read
to ysu an exéerpf from a statement nade on this subject by General Bradley,
and I yuote. T"Good ideas must’ not be kept secret, let's share them. .

Putting our ldeas together through the Deparimert of the Army Suggeslion

| Program will be a small effort that can bring great results.” That is

the end of General Bradley's quotaticn. Now on another sucject, I sup-

pose it is like, to usé a trite expreséion, cgrrying coals té licwecastle,
to bring up fhe subject of Security in an Azency and'inStitutiqn of ihis
kind, .ut 1 feel that 1 would ve reriss in ny duty to mysell, to you and

to our superiors, if I failed to mention-sécurity in ihis telk. IYou all know
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Just as'well as 1 do that without security we have nothing, and withcut

security wé probatly, as an iﬁstitution, and possibly as a nation, may.
cease to exist. Next week-has been proclaimed National Security Week_éor
the country ené 1 hope here that each of us will meke a special effort

to tighten up,.where it needs be, any loose ends in seeurity, ana that
we resolve io make this place a paragon of security'ana aléc_to make it
penetration nroof. Kow in closing, I would like once more to voice my'_
pleasure at being assigned here and being with you ana I hope that yuu
will give me the same.cooperation anc support wholeheartedly that ycu
have my predecessors in the past. Now we are very fortunate today in
having with us the Diréctor of lﬁtelligenqe, General étaff, United States
"Army. He is a soldier with a long ard distinguished career in the Army.
He was a Divigion and Cérps Comrander in Eurcpe in the last war, ang
before coming.to the Intelligence Division, he was in commanc of the

. Task Force at Fort Bragg. In the past General Irwin has always been on
the receiving end of Intelligence; now he is on the procucins ené. He
has a deep ap;reciation of our problers here anc realizes as 1 mentioned '
a moment ago that each of us in our oun sphere are Intelligence or ficers
and members of the Intelligence Tear. It is a very real pleasure for

me 1o present to you Major General Stafford Leroy Irwiﬁ, Lirector of Irn-

iplligence, United States Army.




Principles of'gooﬁ management require thst the boss should know
the peoplé that are working for him arc the people shculd likewise know
the goss. Now knowing doesn't zeen simply by name andé by sight, it
meéns rather, on the part of the boss or the.supervisur, that he have a
rental pleture of the people who are working for him. He shculd know
their strong points an¢ their wéak_oneg, their technical capaciiities,
their administrative or executive capaniiitics in that ficlé, anC have
a fairly good impression ané picture of' their personality. Likewise, on
the part of members of an organization; they should have a pretty good
idea of the bossis personality, cught to kncw-for what policies he stanés,
how he likes to see a job done, ete., How in an organi#ation of our size

it is sometimes rether difficult. 1 hope, and 1 believe I should say 1

~ am confident, that at least in the operating units that condition -is true,

but as we takc larger segmenis of the orgenization, or the'organizatian

as a whoie, it is less apt to ;a true. That is cue, cof course, mainly

o its size and also cue to the fact that many of us are.calleé on for many
oulsice contactes which require tire which we would otherwise prefer to
spend here with you. Anc so the purpose of our gathering here this after-
noon is to give ycu an opportuiity to meet the Director <f Inteliigence,
Ge:eral 1rwin, end your new Chief, whom ycu all know, Colonel Clarke.

But before we proceec to that part of it,II em g;ing to steal just a

rminute of the show for the purpose of telling ycu how gsrateful 1 am that
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1 have had the privilege.éf serving so long with this organization and

1 have:had the honer to command it for almost three years. 1 am not
geing to say goodbys because I expect io be arocund for a féu more weeks.
But 1 wouls like to say thanks; thanks for coing such a fine job. I
certainly sppreciste your very loyal cooperetidn,'the way you have done
your job, thé individual accomplishments, and abvove all the fine spirit_
that you have shown. I know that this shma.fine spirit will continue
under Colonel Clarke, and so without any further eco 1 am going to ﬁsk

Colonel Clarke to speak for himself. Thank you.




