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L a st w e e k , th e  B u s h  a d min is tra tio n  ru s h e d  its  a mb itio u s  p ro p o s a l to  c re a te  a  D e p a rtme n t o f
H o me la n d  S e c u rity  to  C o n g re s s. N o w la w ma k e rs  fa c e  th e  d a u n tin g  ta s k o f fillin g  in  th e  c ritic a l d e ta ils
o f wh a t  th e  p r e s id e n t  h a s  c a lle d  `t̀h e  mo s t e x te n s iv e  re o r g a n iz a tio n  o f  th e  fe d e r a l g o v e rn me n t s in c e
th e  1 94 0s '' --  a n d  of d o in g  s o  e v e n  b e f o re  th e  in te llig e n c e  c o mmitte e s  h a v e  c o mp le te d  th e ir
in ve stig a tio n  o f w h a t w e n t w ro n g  b efo re  S ep t. 1 1 .

T h e a d min is tra tio n  d id  th e  e a sy  w o rk . It p ro p o s e d  p u llin g  to g e th e r 1 6 9 ,0 0 0  g o v e rn me n t o ffic ia ls
c u rre n tly  d is p e rs e d  a mo n g  2 2  o ffic e s in  e ig h t C a b in e t d e p a rtme n ts , b u t it d id  n o t c o me  u p  w ith  a
u n ify in g  s e cu rity  stra te g y th a t w o u ld  h e lp  th a t ma s s o f p e o p le  w o rk  to g e th e r a s  a  u n it. A n d  a lth o u g h
it d id  in c lu d e  a  ne w in te llig e n c e  o f fic e  th a t  w o u ld  s y n th e s iz e  in fo r ma tio n  f ro m th e  C IA  a n d  F BI to
p ro v id e  a n  in te g ra te d  a n a ly sis  o f te rro ris t th re a ts , it w o u ld  le a ve  th o s e  a g en c ie s  es se n tia lly
u n c h a n g e d .

C le a r ly , th e  a d min is tra tio n  wa s  we ll a wa r e  th a t  a tte mp ts  to  r e fo r m th e s e  p o litic a lly  p o we rfu l a g e n c ie s
w o u ld  b e  b ru is in g . B u t it is  h a rd  to  ima g in e  h o w  we  d o  b e tte r n e x t time  if th o s e  w h o  b e a r ma jo r
re s p o n sib ility  fo r th e  p re -S e p t. 1 1  in te llig e n c e  la p s e s a re  a  p rio ri e x clu d e d  fro m s ig n ific a n t
g ov e r n me n t  re fo r m e ffo r ts .

T h e c o n c ep t fo r th e  n e w  d e p a rtme n t, a n n o u n c e d  Ju n e  6  b y  th e  p re s id e n t, w a s  b o rn  o f fru s tra tio n
with  pr e v io us  a t te mp t s  to  co or d in ate  an t i- te r ro r is m e f fo r ts . Bu t  its  t imin g a ls o  r e v e ale d a n
a d min is tra tio n  c o n c ern e d  w ith  re g a in in g  c o n tro l o f th e  h o me la n d -s e cu rity  a g en d a  a n d  th e  p o litic a l
u p p e r h a n d .

T h o u g h  th e re  h a ve  b e en  h in ts  o f c h a n g e  sin c e  mid -A p ril, th e  b a s ic  a d min is tra tio n  lin e  b e fo re  th e
p re s id e n t's  a n n o u n c eme n t w a s  th a t th e  p ro b le m o f c o o rd in a tin g  g o v ern me n tw id e  h o me la n d  s e cu rity
a c tiv itie s  h a d  b ee n  a d d re s se d  th ro u g h  th e  c re a tio n  la s t O c to b e r o f th e  O ffic e  o f H o me la n d  S e c u rity
h e a d e d b y  fo r me r P e n ns y lv a n ia  G ov . T o m R id g e .

S k e p t ic s  a rg u e d  f ro m th e  s ta r t th a t  R id g e  la c k e d  th e  a u t h o rity  to  fo r c e  ch a n ge  o n  a n e n tre n c h e d
b ur e a uc r a c y .  T h e  c ho r u s  of c r itic s  gr e w wh en  t h e  go v er n o r  fa ile d to  win  in t e r a g en cy  a pp r o v al o f  h is
p la n  to  c o n s o lid a te  th e  Immig ra tio n  a n d  N a tu ra liz a tio n  S e rv ic e , th e  C u s to ms  S e rv ic e , th e  C o a s t G u a rd
a nd  oth e r  a g en c ie s  c h ar g e d  with  ov e r s e e in g p e op le  a nd  go od s  c r o s s in g U.S .  b or d e rs .

T h a t  a p pe a r a n ce  o f  w e ak n e s s  un de r c u t th e  pr e s id e nt's  p olic y  a nd  ga v e  t h e  in itia t iv e  to  s k e ptic s  in  t h e
p re s s a n d  to  th e  o p p o s itio n  p a rty , in c lu d in g  p o te n tia l p re s id e n tia l a s p ira n t S e n . J o se p h  L ie b e rma n ,
w h o s e  b ill to  c re a te  a  H o me la n d  S e c u rity  D e p a rtme n t w a s  g a in in g  s u p p o rt.

Wh e n  re p o rts  su rfa c e d  th a t F B I le a d e rs  h a d  fa ile d  to  a c t a g g re s siv ely  o n  a g en ts ' s u sp ic io n s  a b o u t
flig h t- s c h o o l s tu d e n ts , a n d  th a t th e  F B I a n d  C IA  mis se d  c ru c ia l c lu e s  b ec a u s e th e y d id  n o t s h a re
e n o u gh  in fo r ma tio n , th e  p r e s id e n t  d e c id e d  t o  a c t. T h e  re s u lt is  a  n e w o r g a n iz a tio n a l b a llg a me .

T h e n e w  d e p a rtme n t w o u ld  h a v e fo u r p rima ry  ta s ks : c o n tro llin g  o u r b o rd e rs , re s p o n d in g  to  te rro r-



d r iv e n  e me rg e n c ie s , d e v e lo p in g  t e ch n o lo g ie s  to  d e t ec t we a p o ns  o f ma s s  d e s tru c tio n  a nd  p r o te c t
c itiz e n s  ag ain s t  th e ir  u s e ,  a nd  an aly z in g in t e llig e nc e  a nd  la w e n f o rc e me n t  in f o rma t io n to  as s e s s
te r ro r is t th r e a t s  o n a  da ily  b a s is .

If ma n a g e d  e ffe c tiv ely , th e  p ro p o s e d  d ep a rtme n t c o u ld  a me lio ra te  s o me  imp o rta n t h o me la n d -s e cu rity
p r o b le ms . A  `c̀ o mmo n  f a c e '' a t th e  b o r d e r, to  u s e  R id g e 's  e x p re s s io n , h a s  s e e me d  a n  ob v io u s  n e e d
to  ma n y  a n aly s ts . A n d  th e  p r o p o s e d  th r e a t- a n a ly s is  u n it c o u ld  p la y  a  v e ry  u s e fu l ro le  if it is  a llo we d
to  ro u tin e ly  se e  th e  ra w  d a ta  c o lle c te d  b y th e  n a tio n 's  ma n y  in te llig e n c e  a n d  la w  e n fo rc e me n t
a ge n c ie s , ra t h e r  th an  ju s t  s u mma r ie s  p r e p ar e d  b y  th os e  a ge n c ie s .

T h e a dmin is t ra t io n s a y s th e d ep ar tme nt's  a na ly s t s  c o uld  as k  f o r  ra w d ata ,  b u t  th at will n ot r e s o lv e
th e p r o ble m. In v es t ig ato r s  ma y  no t  k n ow wh at to  as k  f o r  --  a nd  an aly s e s  ba s ed  on ly  o n p ar tia l d ata
will n e c es s a r ily  b e  in c omp le te . T h e  on ly  wa y  in  wh ic h  t o  `c̀ o nn e c t  th e  do t s '' in  t h e  fu t u re  is  if
a n a ly s ts  h a v e  a c c e s s  to  a ll th e  d o t s  in  th e  firs t p la c e .

D eta ils  lik e  th at will u nd ou bte d ly  p r o v e  c r u c ia l to  wh e t h e r  th e  ne w d e pa r tme n t  s u c c e e ds .
R e o rg a n iz a tio n  ma y  b e n e c es sa ry , b u t it is  fa r fro m s u ffic ie n t. C o n g re s s c re a te d  th e  D e p a rtme n t o f
E ne r g y  25  y ea r s  a go ,  a n d we  s t ill h av e  no  co he r e n t  e n er g y  p olic y .

It is  u p  to  C o n g re s s to  g iv e th e  p re s id e n t's  p ro p o s a l th e  th o ro u g h  s c ru b b in g  it la c k ed  b e c a u se  th e
a d min is tra tio n  d e c id e d  to  d e ve lo p  it in  s e cre t. B e c a u s e th e  p la n  w a s  c o n c o c te d  b y a  fe w  o f th e
p r e sid e n t 's  to p  Wh ite  H ou s e  a id e s , th e  v a s t ma jo r ity  o f o ffic ia ls  w ith  e x p e r tis e  in  th e  s u b je c t --
in c lu d in g  Ca b in e t me mb e r s --  we re  u n a ble  to  c o n t rib u t e  th e ir k n o wle d g e , mu c h  le s s  o ffe r
c o n s tru c tiv e  c h a lle n g e s  th a t  c o u ld  h a v e  s tre n g t h e n e d  th e  d e p artme n ta l d e s ig n . (A d min is tra tio n  le a d e r s
we re  s o  wo r rie d  a b ou t le a k s , th e y  c o n d u c t e d  p la n n in g  me e tin g s  in  th e  Wh ite  H ou s e  b u n k e r .)

T h e  Wh ite  H ou s e  a r g u e s  th a t  e xc lu d in g  t h e  `ò x e n  to  b e  g ore d '' wa s  th e  o n ly  w a y  to  g e t  a  s e rio u s
p la n to  t h e  pr e s id en t . S ec r e c y  ma y  ha v e b ee n p olitic ally  a nd  op er a tio na lly  c on v en ie nt. Bu t  a n o bv io us
a lte rn a tiv e w o u ld  h a v e b e e n  fo r R id g e  a n d  h is  a g e n cy  co u n te rp a rts  to  p re p a re  c le a r o rg a n iz a tio n a l
a lte rn a tiv es  fro m w h ic h  th e  p re s id e n t c o u ld  c h o o s e. C a b in e t s e cre ta rie s  sta n d in g  to  lo s e  tu rf c o u ld
h a v e ma d e  th e ir b e s t a rg u me n ts , b u t n o t b e e n  a llo w e d  to  b lo c k  a n  o p tio n  fro m re a c h in g  th e  O v a l
Of f ice.

T h e in e vita b le  le a k s mig h t h a v e b e e n  te mp o ra rily  d is c o mfitin g , n o t d is a stro u s . B u t th e  p re s id e n t w o u ld
h a v e  h a d  t o  h e a r  h is  C a bin e t me mb e r s o u t , a n d  t h e n  d e c id e  a g ain s t a t le a s t s o me  o f th e m --
s o me th in g  p re s id e n ts  ty p ic a lly  d o n 't w a n t to  d o .

S o  C o n g r es s is  le ft w ith  th e  jo b  o f d o in g  w h a t th e  a d min is tra tio n  d id  n o t --  e lic itin g  th e  vie w s  o f
th o s e  mo s t in  th e  k n o w  to  d e te rmin e  th e  o ve ra ll s tru c tu re  o f a  D e p a rtme n t o f H o me la n d  S e c u rity  a n d
wh at s h ou ld  c on s t itu t e  its  c o mp on e nt p ar ts . B ut th e  na t io n's  la wma k e r s  a r e  n o  mo r e  immu ne  to
p o litic s  th a n  th e  a d min is tra tio n . A lre a d y th e  u rg e  is  to  g e t th e  jo b  d o n e  w e ll b e fo re  c a mp a ig n in g  fo r
mid te rm e le c tio n s  sta rts  e a rly  th is  fa ll. In d e e d , th e re  is  a n  e me rg in g  c o n s en s u s o n  C a p ito l H ill th a t it
wo uld  be  fittin g to  f in is h  t h e  jo b th is  S e pt. 1 1, th e  f ir s t a nn iv e r s a ry  o f th e  atta c k s .

T h a t d a te  ma y  w e ll b e  u n re a lis tic , g iv en  h o w  mu c h  w o rk  is  le ft to  b e  d o n e  a n d  h o w  ma n y  q u es tio n s
re ma in  to  b e  a s ke d  to  e n s u re  th e  d e p a rtme n t c a n  a c h ie ve  its  g o a ls . A re  a n y c ritic a l a g e n c ie s  o r
fu n c tio n s  mis sin g  fro m th e  p re s id e n t's  p ro p o s a l?



T h e a d min is tra tio n  d e c id e d  a g a in s t in c lu d in g  th e  N a tio n a l G u a rd  in  th e  n e w  d e p a rtme n t, e ve n  th o u g h
d e fe n s e o f o u r c o u n try  is  th e  G u a rd 's  c o n stitu tio n a l mis sio n . Wa s  th a t th e  rig h t c a ll?

A n d  n o  c o n sid e ra tio n  w a s  a p p a re n tly  g iv en  to  c re a tin g  a  fu ll- b lo w n  d o me s tic -in te llig e n c e  a n d
c o un t e rte r ro r is m s e r vic e  --  th e  F BI is , a f te r  a ll, a  la w e n f o rc e me n t  a g e nc y  wh os e  ma in  jo b is  to
in v es tig a te  c rime s , n o t s to p  th e m fro m h a p p e n in g .

C o n g re s s s h o u ld  a ls o  ta k e  a  clo s e  lo o k  a t th e  s p ec ific s  o f th e  p re s id e n t's  p ro p o s a l. H o w, fo r
e x a mp le , a re  th e  n o w -s e p a ra te  b o rd e r a g e n c ie s  to  b e  in te g ra te d ?  S h o u ld  th e y b e c o me  a s  o n e, o r
re ma in  d is tin c t e n titie s ?  S h o uld  r e sp o n s ib ility  fo r  is s u in g  v is a s  re ma in  with  th e  S t a te  D e p artme n t?  Will
th e  n e w  s e cre ta ry  fo r h o me la n d  s e cu rity  ta s k th e  in te llig e n c e  c o mmu n ity , F B I a n d  o th e r la w
e n fo rc e me n t e n titie s  to  a c t o n  a n a ly sis  d o n e  b y th e  n e w  d e p a rtme n t?

A no t h e r  k e y  qu es t io n is  h ow th e d ep ar tme nt c an  be  s t ru ctu r e d s o  t h at its  d iv is io ns  g iv e  pr io r ity  to
s e c u r ity  ta s k s , b ut c o ntin ue  th e ir  o t h e r  wo r k . C an  t h e  d e pa r tme n t  fo c us  o n s e c u r ity  with ou t  th e  Co as t
G ua r d 's  fo r swe a r in g  its  v a lu e d  r e s c u e  mis s io n  o r  th e  F e d e r a l E me rg e n c y  Ma n a ge me n t A g e n c y 's  s c a lin g
b ac k  its  re s p on s iv e n e s s  t o  n atu r a l d is a s t e rs ?

O n e  s e rio u s  p ro b le m w ith  th e  g o ve rn me n t's  c re a tin g  a  ma s siv e n e w  d e p a rtme n t is  th a t te rro ris ts  a re
u nlik e ly  to  s it s till wh ile  o ur  le a de r s  imme r s e  th e ms e lv e s  in  s uc h  a time -c o ns u min g ta s k . T h e r e  is  a
re a l d a n g e r th a t a s  th e  a d min is tra tio n  tu rn s  its  e ffo rts  to  g e ttin g  th e  d e p a rtme n t u p  a n d  ru n n in g , th e
u r g e n t n e e d  to  c o n t in u e  d e v e lo p me n t a n d  imp le me n ta tio n  o f  its  h o me la n d -s e c u rity  s tra te g y  w ill g e t
lo we r  p r io r ity .

T o m R id ge  h as  b e e n d e s ig na t e d  to  t a k e  th e  ad min is tr a tio n's  p r o p os a l to  t h e  Hill a nd  t h e  a ir w a v e s ,
th o u g h  n o t, a s  ye t, to  h e a d  th e  p ro p o s e d  d ep a rtme n t o n c e  cre a te d . B u t w h a t a b o u t h is  d a y jo b  --
wh ic h is  t o  le ad ,  c o o r d in ate  an d mo biliz e  t h e  U.S .  g o v er n me nt in  t h e  effo r t to  s ec ur e  o ur  n a t io n
a g a in s t a tta c k ? If R id g e  is  g o in g  to  fo c u s  o n  th e  le g is la tiv e c a mp a ig n , p e rh a p s  a n o th e r p e rs o n  sh o u ld
h ea d th e Offic e  of Ho me la nd  Se c ur ity .

E v en  a s su min g , a s  is  lik e ly , th a t C o n g re s s d o e s  p a ss  a  b ill to  th e  p re s id e n t's  lik in g , th e  jo b  w ill b e
fa r fro m o v er. It w ill ta k e  ma n y  mo n th s  fo r th e  n e w ly  me rg e d  a g e n cie s  to  w o r k o u t th e  c h a in s  o f
c o mma n d , a n d  y e a r s  fo r  th e m to  d e v e lo p  a  f u lly  in te g r a te d  d e p artme n t. A  n e w b u ild in g  will h a v e  to
b e  d e sig n a te d  o r c o n s tru c te d . D a ta b a s e s mu s t b e  a lig n e d , a n d  c o mmu n ic a tio n  e q u ip me n t ma d e
c o mp a tib le . (T h is  h a s b e e n  a  p ro b le m e ve n  wi thin a g e n c ie s . A  k ey  w e a k n es s, p re -S e p t. 1 1 , w a s  th a t
th e  F B I's  c o mp u te rs  d id n 't ta lk  w e ll to  o n e  a n o th e r a n d  w e re  u n a b le  to  d o  th e  mo s t b a s ic  o f
d a t a b a s e  s e a rc h e s  u s in g  mo r e  th a n  a s in g le  te rm.)

B e y o n d th a t , le a d e r s  o f th e  d e p artme n t will n e e d  to  fig u r e  o u t h o w to  me ld  th e  d iv e rs e  w ork  c u ltu r e s
o f th e  o rg a n iz a tio n s  th a t w ill s u d d e n ly  fin d  th e ms e lv es  th ro w n  to g e th e r: th e  milita ry  cu ltu re  o f th e
C oa s t G u ard , th e  la w e n fo r c e me n t c u ltu r e  o f th e  B ord e r  P a tro l a n d  Se c re t S e r vic e , th e  c u s to me r
o rie n ta tio n  o f th e  F ed e ra l E me rg e n c y Ma n a g e me n t A g e n cy , a n d  th e  s cie n tific  p re d ile c tio n s  o f th e  P lu m
Is la n d  A nima l D is e a s e  C e n t e r.

L a st b u t a s su re d ly  n o t le a s t, th e  d e p a rtme n t w ill n o t s o lv e th e  p ro b le m o f c o o rd in a tin g  Wa s h in g to n 's
h o me la n d -s e cu rity  fu n c tio n s . Wh ile  te n s  o f th o u s a n d s o f th o s e  w h o  w o r k o n  s e cu rity  is su e s  w o u ld  b e



b ro u g h t in to  th e  d e p a rtme n t, ma n y  o th e rs  w ill n e c es sa rily  b e le ft o u t. B y  th e  a d min is tra tio n 's  c o u n t,
mo r e  th a n  t h re e -q u a r te rs  o f th e  a g e nc ie s  in v o lv e d  in  h o me la n d  s e c u r ity  w o uld  r e ma in  o u t s id e  its
p ro p o s e d  d ep a rtme n t.

T h e w id e  d is p e rs a l o f h o me la n d -s e cu rity - r e la te d  fu n c tio n s  a c ro s s th e  g o ve rn me n t w a s  th e  re a s o n
R id g e 's  o ffic e  w a s  c re a te d . With  s o  mu c h  re ma in in g  o u ts id e  th e  n e w  d e p a rtme n t, it w ill b e  n e ce s sa ry
n o t ju s t to  ma in ta in  th e  O ffic e  o f H o me la n d  S e c u rity  a s th e  p re s id e n t in te n d s , b u t to  s tre n g th e n  it.
T h e  d ire c to r  sh o u ld  b e  g iv e n  b o th  s ta tu to r y a u t h o rity  a n d  c o n t ro l o v e r th e  h o me la n d -s e c u rity  b u d g e t .

O n e  o f B u s h 's  tric k ie s t c h a lle n g e s w ill b e  w o rk in g  o u t th e  p re c is e  d iv is io n  o f a u th o rity  b etw e e n  h is
s e c re ta r y o f h o me la n d  s e c u r ity  a n d  h is  d ire c to r  o f h o me la n d  s e c u r ity . T h e  s e c re ta r y n e e d s  to  b e  th e
p r ima r y imp le me n te r o f p o lic y  u n d e r  h is  p u r vie w, a n d  be  to u g h in  mo ld in g  h is  d e p a r tme n t to  me e t
th is  n e e d. B ut th e  dir e c to r  w ill b e  k e y  t o  e n s ur in g h ome la nd -s e c u r ity  p o lic y , s tr a te g y , b ud ge ts  a nd
o p e ra tio n s  a re  c o o rd in a te d  a c ro s s th e  e n tire  g o ve rn me n t.

T h e  p ro p o s a l fo r  a  n e w  Ca b in e t d e p a r tme n t g r e w  o u t  o f th e  fa ilu r e  o f T o m R id g e 's  o ffic e  to  fo r g e  a
u n ifie d  a p p ro a c h  to  ma k in g  o u r c o u n try  mo re  s ec u re . S o me h o w , th e  c o mb in a tio n  o f ma n  a n d
s tr u c tu r e  p r o v e d  in ad e qu ate  to  t h e  ta s k .

E x a c tly  w h y  r e ma in s  u n c le a r ; it ma y  s imp ly  b e  th a t  h e  h a d n 't y e t le a r n e d  h o w to  e x p lo it h is  c lo s e  tie s
to  th e  p re s id e n t.

In  a n y  ca s e , th e  tric k  th is  time  w ill b e  g e ttin g  th e  d e p a rtme n ta l s tru c tu re  rig h t th e  firs t time  o u t.
T h a t  is  fa r  mo r e  imp or ta nt th an  r u s h in g th e  bill to  t h e  Ov a l Offic e  in  t ime  fo r  S e pt. 1 1's  fir s t
a nn iv e r s a r y .

IV O  D A A L D E R  is  a  se n io r fe llo w  a t th e  B ro o k in g s  In s titu tio n  a n d  MA C  D E S T L E R  is  a  p ro fe s so r a t th e
Un iv e r s ity  o f Ma r y la nd  Sc h oo l o f  P u blic  A f fa ir s . T h e y  a r e  me mb e r s  o f th e  Ce n t u r y F o un da t io n's  T a s k
F o rc e  o n  th e  F ed e ra l R e s p o n se  to  H o me la n d  S e c u rity  a n d  co -a u th o rs  (w ith  o th e rs ) o f `̀P ro te c tin g  th e
A me ric a n  Ho me la n d '' (B r o o k in g s , 2 0 02 ) . T h e y  w r o te  th is  a rtic le  fo r  P e rs p e c tiv e .


