Ar Fortmans, Stk

Digess of Siaff Conference, 5 January 195h

Chiefs of Offices c/s 1) Jan 155k
end Steff Divisions

1. PRCDUCTION

a. Informed thet PROD, in conjunction with R/D, has devised a method %o
acecoriplish esupport of the ocresbler problen throuzh the utilization of ATIAS I.
Urged that this operaiion be estadlished at K38 nt vwhr earliest possible date.

B. Advised that "Operatica Mialmize" hel esulted in a 15 per ceat
reduction of traffic and any further reduction would ceriously aflaet the pro-
duetion of KSA«90.

. COMFTRORLER
Stated that o sehedale would be distvribuzed snnmmeing 2 serles of 0fflecs
Bquipment Malaterance lLectures By re;xajdentativec of 2 l-sding offies eguipmenc
menufecturer, whish will eucdbls RBA .o r:mzin ebr2aet of owmrent davelopmsats.

3. COMMUINICATION SECURITY

a. Oxiled aittention o the Gif25ouity 2avolved in the procurement of
civiiien emplayeos for the Preperagicr Zrcoeh whea uacge seleciions are made from
the public at large., Noted that C/OrC aad HCH vere <olleborating upon a possibvle
eoluticn to the wrodlom.

b. 3taced the elght AFSAR 7's WL esgoliased roicys and %eying materinl
were teing furmnizhed to the Britlan Favy, "igor requess cf the Britlsh Joial Bexvice
Missicn, to B2 puaced ebeard pidor fi ch2 Iavy's lsporriunrs Do winter naneuvers,

€. Reuarked thet C/8"C proveses :o ireroase the civilisn strength by
66 speces for the prevaration faciiities us VEFS,.

&, SECURTTY
Referred to a recent sifuuticn when SEC wes horrassed by lasteminute
security personnel arrangenents for o £ieid test, and requected that in the future
coneideration te given ¢o the ivropsr cdvance mrepareticn ani ccordinetion with 3EC
for projecta to ve operated outside of NSA when security arrangunents are necesssry.

S5« PER3ONEEL
Discussed the ramifications of a recent Incident lnvelving the dfascharge

of Schedule A eivil service ctployee Wwith Veterons' Preference withou$ resourse o
the 0-4ays' notice required by the Veterens" Preference Act. HNoted that his ro-
inatotement and payment of his back oelory confiras the fact that vetersns empioyed
in Bthefule A o any cother excepted scheduile enjoy cesrtain job rights.
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h. REAZ90

Advised the: rrpresentati—es of XZA-GO0 are visiting SAC next week,
Jaitiating the first of & yrojetted seriecs of cross-visits betwesen SAC and NBA
t5 educate tuem in terams of whes CGONT can and casnet de.

7. DIRICTOR

"T have a couple of things I wish %o %alx about this merning. There is
a conaideraiale anomt of uwalfinished business arcuad thie Agency of one tyde or
v=, thlogs that have dgen pubhed salde for oze resaon o the cther, There
are twa that I sm interested ic fundasentelly. Ouce of taem is that 1f wasn't
don: becauss 3t vasn't a prepiticun time €5 push the medter. Secoedly, at the
% we 414n't know exactiy vhat ts do.

"I want all tha Divisions and Cffices tc take & lonk at thedr suspense
£iles without delsy, and where the7 have itemn of isat sature to put them ea
thelr prograns and get on with then.

"Let'a talk sbout the Tirst generic cetsjory where they have beeh pushed
aside based on & not-rrepitious tdu=. I would say oftf-band thet with the com-
pietion of 3 full year of operciicn under the titie ci the "Natlonal Security
Ageacy” taat we are of age. We have in the geat year developed the basic
philosaphy ander whict we are cperaving and will cparatx. I think thet If you
will go back ard recall to yoam minds a good portion of the things that J have
sald at one time or avohor in this zc=eting or in otker meetings wiere we hawve
sat ad hoe to sebils problers, [ have attempted io qutline what I bope and feel
+o e fundsmentsl, acvnd, basie phllosophy for & Jolnt Agency which kas the mirslen
of producing and deliveriag the commmications injelligance for the pational
Con umers.

"I wonld be the last (me %0 ccaplain of zutting aside scme of the things
that have teen put aside cver the Zest year, awaliing ke final development of
the philoscphy of opereticns of WB.M. There 13 cn2 thring i respect to this
philasophy that T weat to reiteratz this merning. Mis 1s a cervice ovganizatiore,
bt unlike acme of the sexvice organizations the Agezcy was glven certala
resymsaibliities. Normally, we will operate ag cwr consumers want vs to operate,
rorided that in so orerating ve are nct reguired t7 ccuirovert the reguirements
laid on ug by our basic Law, BECID ¥o. 9, and Zhe Sastretary's doctyrine. If we
eam: o a conflict tetween a ccnsumer (and ourselves) wanting us to do things or
net to ds them, ¢ %o do them in a8 way vhich I Pfe2l wili not allow me to comply
with the basic law and the Basic respamnibilities thet are ladd down on me, then
I no longer can cenrply completely with the degires lsid on me by the sonsumer.

In that case, I want the consurer tald in wvery Sactful but positive langnage

that asinece I am the ore who is Tespounible, I am going to interpret the bhasic

law., There are fundasenially threc pecple who csn overrule xy basic inberpre-
tation of the law, the speciecl) comuitise, conelsting of the Sesretary of State
and Defense, and he President of the United States. I dou'{ want the pegple

in the Agency 4o aske the decision Bapbazardly that the disires, requirements,

or wethodology which the consureyr vants are in coatroversy with what wve considex
to e oxr isterpretation of the basic Joctrive; nor do I want them dcme by anylody

’

2

SECRET




exsept me. I reserve the »ight to axke those decisfons myseif. You say dhaw 1t
1s tne requirement placed ob the National decurity Agency? I can't argune 'il.h
them a bit with initiaving & request in that vay. Neither zan I argue wita hem
whem that 1s the way they would like to have 1t satisfled. I egrea thorouzhly
that that is the prcper procedwre. Wher we Pind ourselves in conflist with aome~
~hing thet ¥ have laid down and & Pequest from a consumer -~ aither wey 4% wlll
rot be very often, but we have onz now end thea =- X want the matter refercal to

e abt once and I don't want any prucvastinaticn.

"Let's beat S aind tkat ia this category of pushing things oif 3 one
zide, there are prebably a considerable numbor ol saliiers that have been pushed
aside sizply besause either this wagn't the time o bring vhe lasue up or cacsuse
we have Dot yet delineazed exectly what wa thoughc ehoul the amiter. Lozk over
rour old suspense fiiey and your old nota accianlations vhere pou have Jjotiad
something dowm you would liks to have domme, but waiere you gave it tep-af~the~desk
treatment as there are no hold besgets excent top of the derk, Ve have made a
int of progresgs. We have, I &ay witheat any equivocation, ihav wa kave deiinitely
come of ege. IFf we are %3 comidoue €0 iy of age, ve must te acofesslonals and
we must do & litdle bil bedcer than we fo with the means acw alt ovr dlsposal. 2
zon't buy the sialemsnl, "X wild do uy test.” T am nct godpng 40 lzt exgloldy whe
35 wvorgiag for @2 Yo bz the Judge of whel adg bess Ja. T olil tell hin what his
rest £3. Whaw I want 15 simpl;” the statemens, "G.X., I ¥ili do 2t."

"I regeat what I howve sald defcre, that uerasionally i susgest a 3alf~
wppraisal; stop aad ass yoursell! honestly, "Mow good ~1t T dofag!' That preauppases
“hat you are & =uliitienlly estuie individusl, that you nmve dov2loped Four own ard-
stiek of where Jou cagxt 40 e golng.

"He heve svaried off he Hew Year., I8 far av I Inow this ds the oaly
sednt Agency of any size thed #s oparading. e hive .avge”y hesn ,uinea pigs es
06 whether or pod @ csn opernte in the Dedense Dopariment es & Joint Agesy. My
werdlet is that yon car. Oue of 3we recuircnents te reke lv a Tmly Jaind Agency
ig that those ¢f a8 sho cume %o 1% froam —he three Sev—dces <vhen we ge's ha=a, Cease
¢ promote ihe Servize iine. thén an Army ~¥figer coies 3z dhia place, I »:ojecn
ain to bring the ?ica tetsg mmd of his exparienca., 7n the other fServices, the
Aame, bulS I dov’: expect thal fallcw %o regrapent the Service of the mmifa=s he
vears. Cur cusicuers represent th: fSlervices. Thay jrovide fa¢ us & Service vieww
7olnt. X expect the people hers wd he truly rosederviee. IE I3 hesrd for rzany of
8 to wagh out & good amny Feaba ol unilatzial thinking, dut I {usist that the
caly successful way we will ever run this Agercy 28 ttab eath and evaryone of us
zeke that attempt. Not until then ean this be & ~omietely Joirt Agenoy.

"Now I am goizg to suggest a step whleh I think we might try. §y reaction
every tine I have gotten into a run~in cn a probdlem with sche of the Services has
vesn to loak arcund for scme person with the same coler eult of the Sewrvice and
cend him over fo the Pentagon o casparsble place to solve that problem. We atre
in eonsidersble varlance with that fellew In cne of the Services and I have in
gffect been doing & ¢orsiderable dis«servive to a good many of you who are not
like myself who has about run his time cut and vho dossn't have quite -the waquire-
ment 46 maintaia good relatiopship with 3he perscapel officers, ete. I expect %o
start nov tc reduce the requirsments on officers here to go to their owm Service
sm;l argue with them. In additieon ¢o doing these men = personal diseservize, I have
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deprived agme 2f o casnce to lesaim €o be a lolnd epsraior. Ve tavz 2 ncemlete
ovary end operalbing orgonization divided cm a scund funciionnl tasls, and there
19 - remresentaticn from all of the Services in every funeticrniag Gfidce and
g6:xf Diviaion.

"Y bave fouud, snd I say this with s great &deal of mride in you, I ..ke
wey little eridence of pishing ‘he Sarvice line, cf taking %he Bervice view:scint
in srguning our pesitions. The waly hope for this cutfit is 10C per c:at aca-
oPpervance of that particulor phenssan. The great mejcrity of officess Shar
vz teen ordered oiat heve for duty with this Agency harve had rem=wkeile =hil. 2y
%o éils~assceiate themsalves frgm their up-brpinging. I meat o litile ‘\lﬂ:mr
pIEpPess toward a coaplelely non-subjective Shinking wivhin ¢he Agency. I expact
2w scme things have ame vatinished or beea ashovel olf %o oune side Tmea.\.se 2¢
A:: %ire you were mable 4o be ohlegiive aboud these tulrgs., Tow lat's see vhat
v «an do In the vext yesr, and Trobabdly thers sre o goeet mhy single advanzos
Thue we aan meka,

"I am act arguing vhether or not ve shenld have a Defepss Gevartment.
5 Lzve accepted ¢he decisiorn ol the Vresidenc of the nited Etutes 2ks® we asn
jedrg to have one. Thays 'arewa;msa “hat these of 3 whe urs beaved into tha
Hicle of shis thing eve goieg £« xake ra wapauslly serigus and fnselligent o2
< mke them worl., The genepcl i tle is trat :ave y:ur bcas hes wode s deu,:l.ﬂca,
4% mches yours ama yoi sgree whia 1t. Teu slaph 1t as your decisics irresgoectiva
# ~hat you may bz e thought hefora,

"The ’zu.;* oue Jefiosdicn of Lloyelty amplism .o thia case. Tel's saa
LLETASR o not in “he pard rear, 19394, we o auwvanse and gl.se scme ¢f the
soi dning gape oo c3talning & teeplee Joint wersiion.’
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