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MEMORANDUM FOP THE DIF¥STOR OF CENTRAL INTELLIGENCE

SUBJECT: Evalﬁation of the Quality of U, S, Intelligence
Bearing on the TET Offensive, cJanuary 1968,

The President has approved the recommendation made in
4he enclosed report on the subject submitted by the President's
Foreign Intelligence Advisory Board under date of June 7, 1968,
calling for a study ta be made in consultation with the heacs
of the intelligence agencies concerned,

s

It would be appreciated if you would submit an initial
report to this office and to the President's Board by S8eptem-
ber 15, 1968, on the results of the desired study.

4

Bromley Smith
Enclosure,

CC: The Chairman,
President's Foreign
Intelligence Advisory Board,
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THE WFITE HOUSE

WASHINGTON

PRESIDENRT 'S FOREIGN INTELLIGENCE ADVISORY BOARD

~

. June 7, 1968
VEVORANDUM FOR THE PRESIDENT

SURTECT: Svaluation of the Quality of U.S. Intellige-~e
Braring on the TET Offensive, January 190~

Background

1. In my memorandum dated February 23, 1968 you were
informed that your Foreign Intelligence Advisory Board was
looking into the "intelligence failure"” which allegedly occurrcd
at the time of the attacks on South Vietnamese citles during the
TET holiday last January. It was our purpose to determine inso-
far as possible (a) whether adequate intelligence indicators
had been availabZe to serve as warnings prior to the attacks;

(b) whether these warnings rcached the proper officiala in time;
ard (c) what lessons bearing on intelligence might be i2arued
2rom the experience. We did not undertake to pass Judgment on
the adequacy or appropriateness of the cubsequent actions taken
by commanders and key officials who received the intelligence.

2. The Board consulted with and received briefings from
representatives of the principal United States departricnte and
agencles having responsibilities for intelligence rclating to the
Vietnam theater. Also, the Board made requests for additionnl
information concerning specific aspects of the subject. These
requests led to a post-mortem study by the United Steoios intelli-
gence community, in collaboration with appropriate military
aythorities, which concentrated on the intelligence bearing on
the enemy build-up during the 15 days preceding the TET offonsive.
This siudy was conducted by a working group corposed of ropre-
sentatives of the Central Intelligence Agency (acting as Chairman),
the Department of State, the Defense Intelligence Agency, the
National Security Agency, and the Joint Staff of the Joint Chicfs
of Steff. The working group visited South Vietnam in March
vhers it was joincd by observers from CINCPAC and MAVC and, with
the latter, received briefings and reviewed numerous relevant
Cocurents. The group's inaquiries also included interviews with
Arbessador Bunker, Gereral Westmoreland, United Stater military
comninders and in%ellipgence officers. On the South Vietnamane
r7do, thore were interviews with tho cormanilinrg geoneresls of Y
"L LT Comas, the T of $he Joint General T4aff and his duwdy,

Ceo e Aanuty director o e N fonal Police.
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3. Basing its assessmerit on the findings of these repre-
sentatives of *the intelligence communily and on a sampling of
the vact quantity of information recceived concerning the cnery
quring the pre-TET period, the Board submits the following vicws
regarding the intelligence aspects of the TET offensive.

Findings

h, Throughout January, 1968 the intelligence apparatus vas
filled with indications thaé the encmy was preparing for a serics
bf coordinated attacks on a larger scals than ever before atteswmicd.
Considering cach Corps arca separately, the clearest advance
warnings directed attention to the likelihood of encemy attacks

in I Ccrps, the Kontum-Pleiku areac of IY Corps, and thec vicinity
of Saigon inm III Corps. In IV Corps, the U.S, intelligence appar-
atus received virtually no advance indications of the nature and
extent of the attacks which occurred. With regard to the timing

of the eneny’s offcnsive, most of the intelligence evaluators
concluded that the offensive most likely would occur just prior

to or immediately following the TET holiday period which extended
from January 27 to February 3, 1968. A few of the evaluators in
the field, including Gencral Westmoreland, included in their
estimates the specific possibility that the offencive might take
place during the TET holidays. While some reports suggected the
possibility of simultaneous attacks in certain areas the Boord
found none predicting the cxtent of the attacks which actually
occurred or the degree of simultaneity achieved in- their cxceuiion.

5. In the intelligence available in the pre-TET peried,
many of the cities, towns and inatallations actually attackcd
were mentioned as possible targets. The Board finds little in
the pre-TET intelligence suggesting that the country-wide attacks
night concentratc on the cities and towns to the virtual exclus-
ion of frontier targets or that the cnemy might seck to estabhliich
lodgments in thece urban arcas and foment uprisings. The expccta-
tion seems to have hecen that the harassment of the eitien and
towns would be confined largely Lo mortar and rocket attacks,

.rather than the ground attacks which actually took place.

6. In the Vietnam theater the evaluation of the pre~TET
intelligence indicators promptecd cancellation of the TET trucc
in I Corps on January 25 and contributed to General Westmoreland's
actions on January 30 in putting U.S. commanders on full alert
throughout all of South Victnam junt prior to the main attacks.
Althourh the pre-TET intelligence ;15id not include precise warning
as to the time and place of cach major attack which was mounted
~t ¢id serve as a general alert to fiecld commanders without
inditating the exact what, where, when, and how of the impending
chiavin, Significently, howaver. the Rocrd found no cage in
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which nited States forces arpeared to have suffered defeat in
this period because of a lack of timecly intelligence. The Neard
dces not have sufficient information to formulate a similar
Judgment with regard to the forces of our allies,

7. The Board notes the views expressed in the post-morteam
;_tugy b g:etu.s. intelligence community (referred to in paragraph
ahove at s ‘

"The urgency felt in Saigon was not fully felt in
Washington in the immediate pre-attack period. Asn
@ result, finished intelligence disseminated in
Washington did not contain the atmosphere of crisis
present in Saigon. We do not believe that this
represents a failure on anyone's part. The informa-
tion available was transmitted and duly analyzed,
but atmosphere is not rcadily passed over a teletype
circuit. Although senior officials in Washington
received warnings in the period 25-30 January, they
did not reccive the full sense of immediacy and
intensity vwhich was present in Saigon. On tho other
hand, with Saigon alerted, virtually nothing further
could be done in Washington that late in the game
which could affect the outcome,”

The Board agrees with much of this frank and revealing statecmenti,
particularly the view that many Wachington intelligence rcports
fallnt to convey the aamo sense oft urpency an exinted in Vie tnam,
To et WO exnnplon, 1ha dnily GTA documapt, ™Phe B Lpnkion In
'Viotm_\m" throughout January was filled with reports of posslible
enemy’ offensive actions but it was not until) January 28 that the
warning becamz loud and clear that a wide-spread coordinated series
‘of attacks might be expected in the near future. In the period
Jenuary 15-30, "The President's Daily Brief", which presumably
represents the most important intelligence of the day warrznting
the atiention of the President, contains on January 20 the first
mention of a possible offensive., Thereafter it is silent on the
sudbjeet until January 29 when a low-key item appcared noting that
e:im forces in the Western Highlands were complcting battle pronar-
ations. '

8. The Roard does not agres that this diffevence of tone in
intelligence reporting in Washin:zton 1s heyond criiicicm. Scverel
factors probably contributed to this differcence: (a) the appearance
ol Intelligence indicators againct a background clutter of conflicte
g or confusing revorts which dulled to some cxitent the chavpuene
o7 the warnincs convoyed: fB) 4he ¢iTficulty of framing symt!
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of “he reworking of reports in intermediate intalligence agencles
hotwenn the fleld ond the genior Washington officinlz; and /d) the
¢ ifficulsy a’ the Wachington level of surting ou® and pronerly
erphanizing the important in the mess of intelligenee flowing

“o Washington from the field.

9. The processing of intelligence reports may not only
bleach their color but may also delay the arrival of the product .
a4 destination to the extent thdt decicion-makers will not wait -
fer 1%. The BNoard is under the impression that reonfer officiels, ¢ .
fecod wish urgent requircments to make prompt dacisions, are ofien
vrable to wali for processed intclligence and not infrequently Tall
bsck on raw intellipence reports brought to their attention throuch
the initiative of perconal staff assistants not a part of the
offizial intellirence organization. While resor. to this kind ¢f
improvised intellirence support is understandablec, the extent of
its usc by senior officials raises serious questions as to the
timeliness as well as to the value of the intelligence contained
in the routine publications of the intelligence community. ’

10, The intelligence assessments of this cpisode made by
the majority of officials concerned provide an example of the
difficulty of anticipating the unusual, even vwhen intelligence
indicators point in unusual directions. In spiteof some intelli-~
gonce indicators that a wide-spread offensive m’ght be launched
sgainst key centers during the TET holidays, pacst cxperience led
most Ualted States and Government of Vietnam officials to expoct
the attacks before or after (not during) the holidays. Because
‘the cnemy had never in the past launched large-scale gimu)tancous
attacks, most officials were surprised by the large number of
atbtacks which were mounted, by their timing, by their cimulteneity,
and by their gencrally good coordination.

Conclusions

\

1l. Based on its review, thec Board concludes :

a. that the intelligence at hand contributed to the
deeision on January 25 to cancel the TET truce in X Corps and to
General Westmoreland!s action on January 30 putting U.S. commonders
on full alert throughout all of South Victnam just prior %o the
main attacks;

b. that intelligence contributed substantially to the
result that the attacks on the cities were beaten off and that no
permanent lodgements were achieved;

¢. that the in%ellimonne hearing on the TET offencive
aroved adequate Ip that 14 eloviod J.G. commanders in time te pevmis
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‘them £o0 carry out thair missions successfully and, therefore,
there ore no grounds Lo cuppori the charyn of a major inlelligrnne
faijure;

d. that the finished intelligence assessmenis and report-
ing at the Washington level did . not convey the same sense of
Jrgency of <he dovcioniﬂ&‘mflitary .situntion as thcce reachin"
Uacision-marers Zn Sairon and often arrived too lnwe to satis
the dcmandz of scnior officials for promrt information,

Rocommeondation .

Your Board is increasingly concerned that the normal intel-
ligence process in critical circumstances is neither timely nor
adequate. Further, there is a concern that the rcliance upon
sources other than that process will continucuely wecken ite
effectiveness., Therefore your Board recommends a careful study
by the Dlrector of Central Intelligence, in consultation with the
heads of the several intellipenze agencies, to deternmine whether
the norinal process can be improved to remedy thda defeets nnted
in this rcport. If not, altcrnate means should bé sought and
made o part of the institutional process.

ﬂi ..uQ /4\/
Maxwell D, Tayfor
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