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At around noon each day, the wiry frame of India's National Security Adviser (NSA) M.K. Narayanan can be
seen crossing the road that separates the two most important office buildings in the country--North and
South Block. Narayanan makes his way to the North Block to attend the daily meeting in the office of Home
Minister P. Chidambaram. His walk is symbolic of one of the biggest changes post-26/11 Mumbai attacks, a
power shift from the Prime Minister's Office (PMO) and the Cabinet Secretariat in South Block to
Chidambaram's Home Ministry. Yet, this is only the beginning of what promises to be the most radical
post-Independence changes in the crucial ministry.

At an annual Intelligence Bureau (IB) lecture last month,
Chidambaram spelt out his vision for a new forward-looking
ministry. It will have a National Counter Terrorism Centre
(NCTC), an umbrella organisation headed by an officer from the
police or armed forces, which will have the triple responsibility of
preventing, investigating and responding to terror attacks. The
NCTC will be part of a revamped, more compact and powerful
Ministry of Home Affairs (MHA). It could well have a new
nomenclature too--ministry of internal security, homeland
security (like in the US) or simply security. As has been
recommended by several security experts, Chidambaram wants to
hive off divisions in the ministry that have nothing to do with
internal security: freedom fighters, Centre-state relations, official
language, human rights, census and disaster management. As he
put it, the ministry has a division to deal with freedom fighters
but not with forensic science.

What he proposes
A National Counter Terrorism
Centre (NCTC) is to be set up and
become nodal agency for counterterrorism with investigative,
analytical and operations wings.
Joint Intelligence Committee (JIC),
National Technical Research
Organisation (NTRO), National
Security Guard, Intelligence Bureau
(IB) and all related agencies to
report to the NCTC head.
Who loses
The national security adviser, to

Modelled on a US agency, the NCTC will prevent terrorist attacks,
contain these and respond "by inflicting pain upon the
perpetrators" as he says. It will deal with all kinds of terror--be it
insurgency in the North-east, Maoist violence in the heartland or
by fanatic religious groups. He warns, "Sooner than you think,
there may be another crisis like the hijack of IC-814 or another
catastrophe like the Mumbai terror attacks. Hence, the time to
act is now and I would spell the last word in capitals: NOW."

whom the JIC, NTRO, Aviation
Research Centre apart from IB and
R&AW report to, will lose his
importance.
The IB director will play second
fiddle to the NCTC director in
counter-terrorism efforts. The MultiAgency Centre and its subsidiaries in

Chidambaram is adamant on having the NCTC in place before the
year ends. Nobody in the Government or the security set-up has a
problem with the MHA revamp. "It is the home minister's
business to decide what he wants to do with his ministry and how
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the state capitals will come under the
NCTC's control.
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he allocates work to his ministers of state," says a senior government official. What Chidambaram wants is
to prevent duplication of work. For example, three satellite-monitoring systems operated by the Research
and Analysis Wing (R&AW), IB and National Technical Research Organisation (NTRO) in south Delhi listen
in on satellite phones favoured by terrorists. And they all provide identical intercepts resulting in utterly
wasteful duplication.
The problem arises when Chidambaram talks about agencies under other ministries to report to him.
"Under the Government of India Allocation of Business Rules, 1961, he cannot suo moto decide that
organisations, under other ministries, like R&AW, NTRO, Directorate of Revenue Intelligence (DRI) or the
Central Bureau of Investigation (CBI) should report to him," the official adds.
Sources say that before publicly announcing his proposal, Chidambaram should have first circulated a
Cabinet note to elicit views from the concerned ministries. It was after the home minister was gently
reminded by the PMO about the procedure that a note is now being prepared and will be put up before the
Cabinet Committee on Security (CCS) for approval.
The Home Ministry revamp chips away at the power of the prime minister and the Cabinet Secretariat
which has housed major security organisations created after the 1962 war with China--the DirectorateGeneral Security (DGS) and R&AW. Wary of her powerful home minister Yashwantrao Chavan, the then
prime minister Indira Gandhi placed these organisations under her direct control, a tradition that has
continued under successive prime ministers. Chidambaram's proposal restores the primacy of the Home
Ministry in the internal security matrix but it could also lead to over-centralisation, warn security experts.
"To fight terror we need empowerment at the local level rather than a monolithic organisation in Delhi
deciding everything," says Ajai Sahni, executive director, Institute for Conflict Management.
The immediate impact of the Home Ministry revamp is in the powers of the NSA. Before the 26/11 attacks
and Chidambaram's appointment, Narayanan, only the third individual to occupy the post created under
the A.B. Vajpayee government in 1998, directly reported to Prime Minister Manmohan Singh. As with
previous NSAs Brajesh Mishra and J.N. Dixit, Narayanan's responsibilities encompassed a broad sweep of
strategic affairs and foreign policy.
He advised the prime minister on border talks with China and Pakistan, besides forming an important part
of the Nuclear Command Authority. The heads of the Joint Intelligence Committee (JIC) to analyse
intelligence inputs and the NTRO formally report to Narayanan. Prior to 26/11, most coordination meetings
chaired by the NSA invariably degenerated into a show of one-upmanship.
The process of reducing the NSA's importance in the security set-up began with Chidambaram's daily
security meetings after the 26/11 attacks. The purpose was to ensure better coordination and intelligence
sharing among various agencies with the NSA, home secretary, secretary R&AW, director IB, JIC chairman,
and special secretary (Internal Security) in attendance. Prior to this, Home Ministry old-timers hardly
remember an occasion when the NSA was summoned to North Block for meetings. "It has always been the
home minister visiting the NSA in his office at South Block. In fact, there have been occasions when
Chidambaram's predecessor Shivraj Patil had to wait to meet the NSA," says a senior Home Ministry
official. Chidambaram's logic is simple: he is a cabinet minister while the NSA is equivalent to a minister of
state.
In the new scheme, everybody is expected to report to the home minister because the NCTC will be under
him. The proposal will dilute the NSA's powers and turn him from an intelligence czar back to an adviser.
Chidambaram's NCTC proposal mirrors the United States' which, following the 9/11 attacks, set up an
NCTC responsible for the collection of intelligence to warn of terror attacks and a Department of Homeland
Security (DHS) to protect America from such strikes. The move took counter-terrorism responsibilities
away from the CIA and the FBI. In India, the agency that stands to lose the most to the proposed NCTC is
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the IB. The director IB, currently the boss of domestic counter-terrorism, stands to lose several of his
powers.
"If the NCTC is set up, the leadership role of the IB in counter-terror will be diluted. It is hard to say if this
is a good thing because it entirely depends on who is in charge of the new organisation and how it will
work," says security analyst B. Raman. Then there are other implications too. Of the 23 intelligence
agencies which share information in the daily meetings of the Multi Agency Centre (MAC), only a handful
contribute any real intelligence relating to terrorism. The IB accounts for close to 90 per cent of inputs.
Soon after the 26/11 attacks, Chidambaram revitalised the MAC by making it mandatory for the 23 agencies
to share intelligence. He now wants the MAC, which is staffed by the IB, to be subsumed into the NCTC.
This has several implications. The joint director of the centre reports directly to the director IB. In the new
set up, he will report to the head of a new organisation. "It will be hard to get IB officials to report to two
bosses and demand the same level of motivation," says an intelligence official.
This is exactly the silo-isation of intelligence agencies and the turf protection that Chidambaram wants to
avoid. The aim is real-time sharing of information by better networking and intelligence fusion system and
intelligence generated should be disseminated to all concerned almost immediately. The home minister
wants to avoid another 26/11 muddle where actionable intelligence was lost among various agencies.
The NCTC will have two under-construction databases at its disposal. The Crime and Criminal Tracking
Network System (CCTNS)--to link up all of India's police stations and the NATGRID, where 21 sets of
available databases will be linked up. The home minister also wants MAC, operationalised after 26/11, to
include investigation and operations in addition to its present role of coordination. The MAC and its
subsidiary state MACs in various states will also include the special branches. The NCTC would also oversee
investigations by bringing CBI and NIA under its umbrella. All Central paramilitary forces such as CRPF,
BSF, CISF, ITBP, Assam Rifles, SSB and the NSG are to be brought under NCTC for an effective response to
terrorism.
As the ministry is preparing the draft Cabinet note, it is aware of the hurdles on the road to the NCTC.
"There are going to be turf issues, especially with R&AW and NTRO. Organisations, like the CBI and ARC,
also provide intelligence not related to terrorism. A way has to be found so they report only on matters
relating to terrorism. And that other intelligence that they gather does not go waste," says a Home Ministry
official. The intelligence agencies under ministries of defence and finance would continue to remain under
the respective ministries, but their representatives would have to be deputed mandatorily to the NCTC.
"We are trying to do all we can not to ruffle too many feathers. The intention is to bring about synergy and
cohesion in our fight against terror, and do away with the bottlenecks and hurdles," the official adds.
Clearly, this will be Chidambaram's acid test.
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