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A. INTRODUCTION 

The aim of this paper is to bring together a consultation process begun during early summer 2003 
on the first phase of implementation of the PRTs and to present decision makers with key 
recommendations to date. It is clear that within the various state-building institutions there are 
high expectations for the role that PRTs can play in the stabilization of Afghanistan, but there are 
many outstanding issues requiring action or clarification. Some of these issues are in the process 
of being addressed; most still require policy-level decisions to be made and implemented. As 
international commitment returns to Afghanistan (for example in the form of the US 
Acceleration for Success package) and the profile ofPRTs rises, the PRT concept is being 
updated. The concept should continue to evolve. Unless this development continues the rhetoric, 
expectations and ideals expressed by many stakeholders will remain just that. 

B. BACKGROUND 

This summary- prepared jointly by UNAMA and CJCMOTF (see Annex B for glossary)
reflects the efforts both organizations have made since autumn 2002 to work cooperatively 
toward the common goal of enhancing the effectiveness of the PRTs. It also presents 
recommendations that have come out of the consultation process. 

Within its mandate UNAMA is responsible to assist in coordination ofPRT activity, and to 
facilitate the relationship between the military and the assistance community. After the initial 
announcement of the PRT initiative, UNAMA and CJCMOTF formed a Technical Working 
Group, including members of CJCMOTF and UNAMA, and supplemented on occasion by CJTF 
180, other UN agency participation, USAID, and others, in order to monitor and guide the 
activities of the PRTs. Over time, the Technical Working Group has served as an effective 
vehicle for direct engagement between UNAMA and CJCMOTF on PRT development, and as an 
indirect vehicle, through UNAMA, for assistance community input into PRT development as 
well. Annex A lists the most significant of the issues addressed - and in progress - through the 
Technical Working Group structure since late 2002. 

The security situation is currently hampering reconstruction activity and political advancement 
(via the Bonn Agreement processes) across much of Afghanistan. This impacts upon the 
establishment of the rule of law and individual security. The Coalition, in partnership with all 
other parties, must acknowledge the contribution that PRTs make to the perception of, and 
establishment of, security in Afghanistan. 

The challenges for all actors - the Coalition, the Afghan government, UNAMA, and the broader 
assistance community - involved voluntarily or otherwise with the PRT initiative, are great. 
Accurate and up to date information could be shared more effectively; analysis could be 
undertaken jointly; holistic, sustainable solutions to tackle security problems should be 
developed jointly. Resources could be pooled and problems tackled using each organisation's 
comparative advantages, skills and experience. Information flow between agencies, within 
agencies, and out to the Afghan people could be improved with minimal additional effort and 
resources, and could dramatically improve the effectiveness of every individual effort as part of 
the whole. Improving communications and understanding will help to clarify the role and 
identify the niche of the PRTs. Their efforts must be compatible with, and mutually reinforcing 
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of, national policy; competition with other actors and duplication of effort should be avoided at 
all costs. 

C. RECOMMENDATIONS FROM THE CONSULTATION PROCESS 

In April/May 2003, a PRT consultation process involving UN agencies, donors, and assistance 
agencies was sponsored by UNAMA and CJCMOTF, elaborating on the Technical Working 
Group experience. This consultation process provided a forum for the broader assistance 
community to provide direct input into the PRT development process, and feedback to UNAMA 
and CJCMOTF regarding their experiences to date with the PRTs. It was focused on the PRTs 
and the Coalition performance, and admittedly lacked the balance of analyzing UN or assistance 
agency activity. The key documents from that process are attached at Annexes C-F. 

Assistance community participants agreed that the greatest value of the PRTs would come from 
enhancing the security environment, a direct role in assisting security sector reform and their 
involvement in supporting government administrative capacity. (See Annexes G and H for the 
history and a basic fact sheet on PRTs, as at August 03). The following recommendations reflect 
careful consideration of feedback received during the consultation process and subsequent 
developments. 

Government 

1. Afghan central government engagement. The AT A should actively engage the 
Coalition's PRT initiative by deploying its central government representatives to the 
first 4 PRTs at the earliest opportunity. The Ministerial Steering group should give 
them clear direction and 2 way reporting channels. This responsibility to engage, 
however, is reciprocal: The Senior Policy Group should regularly update the central 
government on issues and work in progress and in return be directed by government 
policy. 

2. Capacity building. Coalition civilian agency representatives working from the PRTs 
should set clear agendas, in coordination with existing advisory mechanisms, to help 
build the capacities of the Afghan officials and agencies with which they work, 
providing such training and resources as required, avoiding duplication of effort. 

Mission and Mandate 

~ Defining the mission. PRT Commanders are given guidance on how to achieve their 
mission ie how to extend central government influence. Policy guidance on how they 
might contribute to security, their role in security sector reform activities, and their 
contribution to reconstruction efforts should be common to all PRTs, although 
provincial (and even district) variation can be expected. The international community 
in turn need to be more realistic and precise in its requests for assistance - avoiding 
"the shopping list" approach. This will produce a more coherent approach throughout 
Afghanistan. A unified approach will enhance the effectiveness of PRT sponsored activities 
and will assist in the management of expectations. PRT Commanders must be given an 
agreed set of measures of effectiveness with which they can chart their progress towards 
achieving national aims. 
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4. Update and implement the Taylor principles. The PRT operating principles written by 
Amb Taylor, US Embassy, and agreed to by the Coalition and UNAMA in February 
2003 were never issued to the PRTs. The principles focused largely on physical 
reconstruction efforts and may now have been overtaken by events. The principles 
should now be updated jointly and promulgated. A copy of the original principles can be 
seen at Annex I. 

Security 

5. Good Office role. The PRTs should promote the legitimacy and credibility of the 
government and UNAMA during negotiations between conflicting faction commanders 
by providing the visible background presence of Coalition Forces. 

6. Verification. The PRTs should continue to provide independent verification of 
agreements brokered by the GOA and UNAMA. An example of this mutual assistance 
would be the substantiation of Security Commission negotiated ceasefires in the North. 

7. Monitoring and reporting. The PRTs should provide a recognizable military presence 
on the ground to monitor local security and military situations. This monitoring is 
twofold- to be the eyes and ears of the Coalition, (importantly) with the national 
government's authority, and also to act as a deterrent to potential spoilers, being able to 
quickly report acts of local strongmen taking advantage of vulnerable communities. Eg 
In monitoring meetings (eg during the Emergency Loya Jirga) and political processes 
( eg registration of voters). Coalition influence on factional commanders can then be 
exploited if tensions rise, but it must be in active coordination with the government I 
UNAMA. 

8. Confidence building. Much of security is about perception, and the high profile 
presence of an international force should aid confidence building among local 
communities and facilitate other political and reconstruction processes to be 
undertaken. More long range patrolling (combined with the ANA I police) into remote 
districts will increase visibility. 

9. Satellite teams and patrolling. To expand and enhance the PRT's presence and impact 
on security and stability, satellite teams should be semi-permanently based in 
"safehouses" throughout the region, from which more frequent long-range patrols can 
be launched. This "spoke and hub" model should then be used by other agencies to 
access remote regions. 

10. Reachback capability. The PRTs have the ability to call for backup in times of 
heightened tension or regional security problems eg the April 2003 Coalition overflight 
of Maimana. This additional force is a deterrent that should be used sparingly. 

11. SSR assistance. A uniform approach needs to be adopted by all elements of CJTF180, 
UNAMA, and the government with the various Commissions and supporting agencies. 
The government needs to clearly articulate a request for assistance in specific roles. 
Assistance and training initiatives will supplement the confidence building and provide 
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legitimacy and visibility to the new national security forces. Their own national army and 
police force already impress Afghans on the ground, which contributes to the perception of 
stability. 

12. PRTs and DDR. PRTs will have a role to play in the disarmament I demobilization 
phase of DDR. They will assist in the Information Campaign and may also be invited to 
assist in monitoring and reporting implementation. Other requests for assistance may 
be negotiated between the Coalition and UNAMA. 

13. PRT I ANA relationship. The relationship between PRTs and the ANA that has existed 
in Gardez and Bamyan should be formalized, with ANA units formally attached to the 
PRTs and jointly deployed so as to enhance the regional security impact of the PRTs. 
All Coalition operations could eventually be combined to legitimize and give visibility to 
the ANA, with the eventual take over by the ANA and gradual reduction of Coalition 
forces. 

14. Clear protection and human rights reporting mechanisms. Appropriate human rights 
abuse reporting guidelines must be formalized and promulgated to all military units so 
that any reported violations are passed without delay to the AIHRC and UNAMA. 

Coordination 

15. Enhance the government's coordination capacity. UNAMA must increase its own 
resources in field offices to hasten building government capacity, to lead coordination 
mechanisms. In the meantime UNAMA needs to better coordinate the reconstruction 
effort, as mandated by the Bonn Agreement. 

16. Uniformity in UNAMA's facilitation role. UNAMA should formalize the consistency of 
its coordination activities across the regions, and as far as possible its relationship with 
the military should be consistent across the regions. UNAMA Guidelines for staff 
interacting with PRTs are at Annex J. 

Internal Coordination 

17. UNAMA Operations Centre. UNAMA needs to better coordinate the Bonn Agreement 
processes and other national programmes internally for efficiency and to consolidate 
success. This will ensure a uniform approach when dealing with the PRTs and that 
requests for assistance are consolidated. An Ops centre would provide a single point of 
contact initially for all of the constituencies. 

18. Internal Coalition Coordination. The various elements of the Coalition (combatant, civil 
affairs, special forces and also OMC(A) and Embassy elements) must recognize the 
need to establish and maintain clear communications between them. An understanding 
of each other's roles, and clear procedures will better ensure their missions complement 
each other. This coordination should include all Troop Contributing Nations. 
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19. Vertical links. Each agency (government, agency and Coalition) needs to improve 
communication, coordination, passage of information and policy between the center 
and the field. 

External Coordination 

20. Interagency links. Linkages between the interagency coordination groups must be 
formalized and strengthened, to improve communication and coordination among the 
Coalition, UNAMA, and the government and civilian agencies. There are four interagency 
coordination groups, the two most senior of which have only met once each so far. All four 
groups need to be officially recognized, formalised and have transparent, regular dealings to 
ensure rhetoric and practice are translated into policy and a coherent single strategy 
implemented by all PRTs. Proposed terms of reference for the Senior Policy Group and the 
Technical Working Group are included at Annexes K-L, but it must be stressed these are 
only first drafts to help the process of definition. 

a) Ministerial Steering Group- Established by the President, the inter-ministerial 
coordination cell (including representatives of the Ministries of Interior, Foreign 
Affairs, Finance, Education, Rural Rehabilitation and Development, and the National 
Security Advisor) needs to give central government direction to CJTF180 and assume 
a leadership role in coordination and oversight for setting priorities and 
recommendations for PRT activities. Its link to the field should be through the 
Government representatives specially deployed to the PRTs, as well as through other 
provincial- and district-level officials. The other two advisory groups have a 
responsibility to ensure the government is kept informed. 

b) Senior Policy Group - The Senior Policy Group brings together, monthly, the 
UNAMA DSRSG, the Coalition Commander and his political advisor and heads of 
Planning and CJCMOTF, and the chairperson of the Ministerial Steering group and of 
the UNAMA Technical Working Group. The UK and US Ambassadors and the New 
Zealand Contingent Commander represent the interests of troop contributing nations. 
The group is the key instrumental body for translating recommendations from the 
Technical Working Group into policy, in line with the government and CJTF180 
objectives. Equally it will transform recommendations from the Ministerial Steering 
Group into policy. Draft TORs are included at Annex L. 

c) Technical Working Group- The UNAMA Civil Military office first convened this 
weekly advisory group in November 2002, including members of the CJCMOTF, 
UNAMA political and reconstruction officers, and SRSG Advisors. Troop 
Contributing Nations and their donor agencies are also invited. The group monitors 
PRT activities, troubleshoots, and raises issues with policy implications to the Senior 
Policy Body. It convenes sub-meetings with subject matter experts and agencies to 
work out appropriate operating procedures for specific issues. A current update of the 
progress of such topics are included at Annex A. Draft TORs are included at Annex 
K. Minutes of the meetings are distributed widely to help inform the wider debate. 

d) Regional Office Coordination- different mechanisms exist for coordinating activities 
in the Provinces, dependent to some extent on the strength of the established Sectoral 
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Coordination groups and on government capacity for leadership. It also depends on 
the level of acceptance of the assistance community for the military to be present in 
coordination meetings. UNAMA Heads of Office need to be better directed to 
standardize this interaction, having the responsibility for facilitating coordination 
between the military and assistance community, under the auspices of Provincial and 
District government. The Head of Office is expected to ensure regular interaction and 
information exchange between the PRTs and UNAMA, and facilitation of such 
exchanges with the wider assistance community, concerning security, reconstruction 
assistance, security sector reform, human rights and support to strengthening 
institutions of governance. Together with local government they should identify 
priority areas for the PRTs work, and be the first level to address specific concerns. 

e) CJCMOTF Commanders Conference- This new (as of August 2003) monthly 
meeting will bring in all the PRT Commanders for dissemination of new policy and to 
allow exchange of operating procedures in the field. It will provide an indirect venue 
for interagency coordination required by the preceding four groups. 

21. Fusion with civilian agencies. The civilian agencies within the PRT must be integrated and 
their efforts coordinated across Afghanistan in pursuance of the relevant Ministry's aims and 
objectives. Processes to represent their interests and focus their efforts must be developed 
quickly in order to maximize their effectiveness. 

22. Coordinated training. All PRT training initiatives eg of police, civil servants, should be 
designed consistent with national curriculae and not on an ad hoc basis. 

23. Information Operations campaign. Information operations campaigns of the Coalition, 
UNAMA and the government should be consolidated and coordinated, using all media 
types, for public education campaigns, information and spreading the influence of the 
~entral authority. 

Reconstruction 

24. Identify the niche. UNAMA needs to support the government and actively facilitate 
joint identification of the niche areas, both geographically and sectorally, with the 
assistance community, where PRTs can do the most effective projects. Projects must be 
carried out only when they add value and make use of military comparative 
advantages. Differences of opinion on the ideology of military carrying out aid ( eg 
militarisation and politicization of aid when it is focusing on areas of instability or used to 
reward communities for compliance) must be respected and understood, but pragmatic 
solutions must be facilitated by UNAMA. Non-duplication by the military of projects that 
can/will be done by other agencies needs to be carefully interpreted at the local level. 

25. Understanding of national plans. The government, UNAMA and CMCoord are 
responsible for ensuring that the CJCMOTF and PRTs are kept up to date with 
developments in national policies and existing programmes, eg NSP, NEEP. In turn the 
CJCMOTF is responsible for issuing guidelines to deconflict with these programmes. 
For example, recently CATs in the Kunduz, Bamyan and Herat areas have been told not to 
submit any more school proposals as assistance agencies in those regions have adequate 
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capacity. This is precisely the sort of coordination that should be encouraged and facilitated 
as it avoids duplication of capacity. 

Resources 

26. Funding restrictions. ODHACA funding has inherent limitations which specify those 
projects that PRT Commanders can engage in. An alternative funding mechanism, 
would enable the PRTs to positively impact their local environment with greater immediacy. 
(This is not to say the PRTs should be leading the reconstruction effort with OHDACA 
funding, but simply that to the extent they continue to have such funding, they should have 
the flexibility to use it to the greatest effect.) 

27. Additional resources. Substantial additional resources in the form of personnel 
(including those for necessary force protection) and equipment (especially 
communications and transportation equipment, including dedicated air transportation) 
must be provided in order to expand the reach, impact and sustainability of the PRTs 
throughout their areas of operation. These additional resources are essential to bring 
about the full capacity of the PRTs, and will become increasingly important as each 
PRTs civil component grows in size and influence. 

Long term 

28. Joint Civil Military Coordination Centre within the government. A Joint CMCC was 
initially conceived and agreed upon in June 02 but never came to fruition because the 
AACA role evolved. Much of the communication, coordination and facilitation 
recommended in this paper might best be conducted under the auspices of such a center 
operated by the government. UNAMA, ISAF and the Coalition should be willing to 
participate at the Governments behest. The Ministry of Interior has recently identified a 
focal point for PRTs and is engaging in an active relationship at every level. 

29. UNAMA would further recommend a name change to Provincial Stabilisation Teams to 
better reflect the wider role of the teams, and reduce expectations in Feconstruction 
efforts, which are actually a minor part of their role. 

D. CONCLUSION 

Insecurity is the greatest hindrance to all the efforts to rebuild Afghanistan at the moment. 
International military forces are the strongest presence capable of increasing physical security, 
because they are able to operate in insecure areas. Only an international military force can bridge 
the security gap until the Afghan national police and army are able to stabilize Afghanistan and 
the rule of law is established and accepted. 

The recent arrival ofNATO, the US Acceleration for Success package, and a move towards 
Phase IV in Coalition operations has renewed international attention on Afghanistan. In 
addition, the time pressure for political processes to begin in earnest (ie electoral registration, the 
Constitutional Loya Jirga consultation process, and DDR following MOD reform) is focusing 
attention upon the role that PRTs will play. PRTs are still expected to be part of the answer to the 
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many disparate but interlinking needs for these processes to occur, not least as the platform for 
other civilian agencies to reach into the provinces. Much of this high expectation comes from a 
lack of any suitable or viable alternative to PRTs. 

As they stand the PRTs need the tools, the direction and the authority to be fully effective and 
answer these needs. They are currently misunderstood, over-tasked and under-resourced, and not 
fulfilling inflated expectations. The addition of other nations (currently UK, New Zealand, and 
Italy, and potentially S Korea, Germany and Romania) has attracted the attention of other 
potential donor forces. However coordination between military strategy and international 
political and reconstruction efforts could be improved. The disconnect is exacerbated by limited 
direction from the Afghan government and compounded by the practical difficulties of operating 
out in the provinces. 

Many of these recommendations go far wider than just dealing with PRTs and should be applied 
to the entire civil military environment, ie implicitly including all combatant operations, all civil 
affairs activities and the activities of ISAF. Although the consultation process focused on PRTs 
many of the recommendations flowing from it are significant to the broader civil military 
relationship in Afghanistan and should therefore be recognized as such by all elements of the 
military and their assistance counterparts. As personnel rotate (both military and civilian) there is 
a pause (or even a reversal) in progress, and a frustrating loss of institutional knowledge, as new 
relationships are formed. Constantly recurring themes over the last 18 months echoed from the 
recommendations above, both with relationships with ISAF or other Coalition elements, include : 

1. The need for Central Government engagement and direction to enhance understanding 
and implementation of national plans 

2. The transparent declassification and timely passage of information- in all directions 
3. Clarification and distinction of role - of both sides 
4. Uniformity in engagement- with guidelines for all actors 
5. The need for mechanisms allowing coordination of activity, whilst respecting each 

other's ideologies, in order to identify the niche and division of labour between agencies 
6. The potential effectiveness of a coherent and coordinated Information Operations 

campmgn 

If these recommendations are implemented the PRTs can be more effective and proactive in their 
support of the political and reconstruction efforts, which should help to effect long-term 
improvement and stabilisation throughout Afghanistan. Short term solutions should be avoided 
wherever possible in favour of long term effect. What is now needed is renewed emphasis on a 
coherent and coordinated approach by all the key stakeholders, including the various military 
forces, UNAMA and other UN Agencies and the myriad elements of the assistance community
all in accordance with direction from the Afghan government. Such a coherent and coordinated 
approach can only serve to magnify the total effect of each organisation's efforts. 
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K. Technical Working Group 
L. Senior Policy Group (proposed) 
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Annex A to: 
Consultation Process and Beyond 
1 August 03 

PRT TECHNICAL WORKING GROUP 
Activities and Issues, November 2002-July 2003 

A. Principal Activites 
1. Forum for exchange of information and communication between UNAMA and 

Coalition on day-to-day PRT activities, and issues arising therefrom 
2. Forum for receiving and addressing concerns of other interested parties (eg, 

NGOs) 
3. Channel for UNAMA to communicate requests - for itself, assistance 

agencies, or the Afghan government - for Coalition assistance, or for Coalition to 
communicate requests for UNAMA assistance 1 

4. Coordinating mechanism for UNAMA orientation national and regional 
assistance I political I security briefings for new PRT commanders and personnel 

5. Coordinating mechanism for PRT briefings and tours for visiting UNAMA 
personnel 

6. Facilitating mechanism for deconfliction ofPRTI assistance community 
activities2 

7. "Troubleshooting" vehicle for emergency situations, as necessary3 

8. Coordinating body for PRT consultation process 
9. Medium for identification of issues requiring policy decisions or action by 

higher authorities 

B. Specific Issues Addressed 
1. Coordinated Medical Activity (CMA). Since April2003 Gardez PRT CMA, 

CJCMOTF has greatly enhanced its coordination efforts (with UNAMA's facilitation 
of coordination with WHO), moving toward development of CMA SOP. 

2. UN agency mission deconfliction. CJCMOTF and UNAMA are collaborating 
on a mechanism for UN agencies to provide the Coalition notice of UN agency road 
movements. 

3. UN vehicle inspections. CJTF 180 is reviewing the extent of appropriate 
inspections of UN agency vehicles at Coalition checkpoints and traffic stops. 

4. Contracting practices and construction standards. UNAMA coordinated initial 
engagement among CJCMOTF, UNAMA, UNOPS, ISAF, regarding standardising 
and professionalising contracting practices and construction design and standards; this 
initiative is dormant, but should be renewed. 

1 Examples: UNAMA requests for assistance to Afghan government to assess flooding in Takhar 
province, and provide equipment for improving Bamyan airfield for UNHAS; Coalition requests of 
UNAMA for information regarding potentially extortionate activities among Balkh officials, or to 
enhance its civil-military coordination activities. 
2 Examples: PRT "bluepack" distribution and similar UNICEF activities, and MSF-France concerns re 
PRT intentions in Ghazni. 
3 Examples: Coalition intrusion into Solidarities Bamyan residence, Maimana Jumbesh-Jamiat conflict, 
Bamyan protests in connection with MG Eikenberry visit, wheat harvest near Bagram Air Field. 



5. Human rights protection, reporting. As the result of several breakout meetings 
on protection issues, CJCMOTF is considering implementation of a human rights 
abuse reporting regime. 

6. PRT I assistance community relations. Two key breakthroughs in PRT I 
assistance community relations: a January 2003 understanding brokered between the 
Bamyan PRT and assistance agencies there, and the February 2003 PRT principles 
devised by Ambassador Taylor, along with CJCMOTF and CJTF180. CJCMOTF 
currently is developing guidance to the PRTs to implement the February principles. 

7. Communications. UNAMA has initiated a program to lend radios to PRTs 
and other CJCMOTF remote teams, to ensure reliable communications in the field in 
emergent situations. SOPs for use of these radios are being developed. 

8. Threat I security information. CJCMOTF has taken the lead in seeking 
declassification of threat information of critical importance to he civilian assistance 
community, and to facilitate better and closer relations between UNSECOORD and 
CJTF 180 CJ2 staff. 

9. DDR. CJCMOTF has coordinated with the programme (reintegration) unit of 
the Afghanistan New Beginnings Programme (ANBP), ie, DDR, in order to ensure 
that PRT reconstruction projects contribute to the reintegration of former militia 
members into civil society and the civilian economy. 

10. UNHAS I UNAMA flights. UNHAS flights will no longer be available for 
Coalition personnel from 1st wk of Aug 03. UNAMA flights can be used as a last 
resort alternative. 

11. AIMS assessments. CJCMOTF is reviewing the efficacy of AIMS 
assessments, in light of the failure of any usable database to be created as well as 
because of complaints that the assessments are interfering with Afghanistan's first 
census in three decades. 

12. Uniforms. With the stand-up of the first Coalition partner-led RT (in Mazar), 
UNAMA through the Technical Working Group structure is working to address 
concerns thought long resolved, including that PRT personnel shall perform their 
missions in uniform, and not in civilian clothes. 
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PRT GLOSSARY 

Annex B to: 
Consultation Process and Beyond 
1 August 03 

AMF Afghan Militia Forces: the numerous regional, often mono-ethnic militia forces that 
are officially recognized by the Afghan government and which receive funding and 
support from the Afghan Ministry of Defense (MoD). 

ANA Afghan National Army: the new national army being formed as a centrally controlled, 
multi-ethnic armed force that can be acceptable to and trusted by the majority of the 
Afghan people. 

CA Civil Affairs: the US Army branch organized, trained, and equipped specifically to 
conduct CA activities and CMO; also, the term for the US CMO doctrine (contrast: 
NATO CIMIC). 

CA activities Civil Affairs activities: Activities performed or supported by Civil Affairs forces that 
( 1) embrace the relationship between military forces and civil authorities in areas where 
military forces are present, and (2) involve the application of Civil Affairs functional 
specialty skills, in areas normally the responsibility of civil government, to enhance the 
conduct ofCMO. 

CAT -A Civil Affairs Team-Alpha: the CA team that provides CMO planning and assessment 
support to maneuver commanders; in the PR Ts, generally a 6-person team that ( 1) 
conducts village assessments (using the Afghan Information Management System 
(AIMS) assessment process and format); (2) identifies and nominates assistance and 
reconstruction projects (which require approval by CJTF-180 or the US Central 
Command (CENTCOM)), most of which are funded under the US Department of 
Defense's (DoD's) OHDACA program; and (3) monitors construction ofthose projects, 
generally by local Afghan contractors (who are awarded most CAT-A contracts) and 
local Afghan labor. 

CIMIC Civil-Military Cooperation: The civil-military operations doctrine of most North 
Atlantic Treaty Organization (NATO) nations (including the UK and Canada), other 
than the US (contrast: US CA). 

CJCMOTF Coalition/Joint Civil-Military Operations Task Force: a CJTF-180 subordinate 
command, based in Kabul, with principal responsibility for coordinating Coalition civil
military operations, including assistance and reconstruction activities. 

CJSOTF Coalition/Joint Special Operations Task Force: a CJTF-180 subordinate command, 
based at Bagram Air Field, with principal responsibility for coordinating Coalition 
special warfare operations. 

CJTF-180 Combined/Joint Task Force-180: the Coalition's headquarters command, based at 
Bagram Air Field, currently commanded by Lieutenant General Dan McNeill. 

CMO Civil-military operations: The activities of a military commander that establish, 
maintain, or influence relations between military forces, government, and civilian 
authorities and nongovernmental organizations, and the civilian populace in a friendly, 
neutral, or hostile area of operations in order to facilitate military operations and 
consolidate and achieve national objectives. CMO may include performance by military 
forces of activities and functions normally the responsibility of local, regional, or 
national government. 

CMOC Civil-Military Operation Center: the CA team that interacts with provincial and 
regional Afghan government officials, UNAMA and other UN agencies, the assistance 
community, and local nationals to share relevant information, and attempt to harmonize 
PRT reconstruction projects with the assistance community's activities and match up 
assistance requests with available resources (if possible, through UNAMA, where 
UNAMA is playing a coordination role); in the PRTs, CMOCs (generally 6-person 
teams) often operate from "storefront" offices established away from PRT compounds. 



DDR 

DflD 

FCO 

JRT 

M/SOTs 

OD-A 

OGA 

OHDACA 

OMC-A 

PRT 

SSR 

TPT 

US AID 

Disarmament, Demobilization & Reintegration: one of five SSR sectors, this one 
devoted to disarming and demobilizing the AMF and reintegrating its members into the 
new ANA or the civilian economy. 

UK Department for International Development. 

UK Foreign & Commonwealth Office. 

Joint Regional Team: in their early design phase and before their initial fielding, the 
PRTs were planned to be called JRTs. The Karzai government requested that they 
instead be called Provincial Reconstruction Teams, and Coalition planners agreed. 

Military/Security Observer Teams: in the PRTs, the teams tasked to establish and 
maintain relationships with law enforcement and intelligence personnel; observe, assess 
and report the capabilities of local military forces, border police, local and regional 
police, and facilitate the improvement of their capabilities; and conduct regular 
assessments of trends in acceptance of the rule of law and peaceful settlement of 
disputes, intra-regional fighting, security and stability in the region, and border 
crossings and regulation of transport in general. 

Operational Detachment-Alpha (OD-A): the basic organization of a 12-man U.S. 
Special Forces (SF) team; also sometimes called an "A-Team." 

Other Government Agency: a generic term used to describe various US civilian 
agencies generally operating in intelligence-related spheres of activity. 

Overseas Humanitarian, Disaster, and Civic Aid: the DoD's funding authority under 
the US Foreign Assistance Act which allows for the provision of "disaster assistance" 
(in the form of "transportation, supplies, services, and equipment") "outside the United 
States to respond to manmade or natural disasters when necessary to prevent loss of 
lives"; it is funding under this program that provides most of the funding available to the 
PRTs (through the activities of their CAT-As) for assistance and reconstruction projects. 

Office of Military Cooperation-Afghanistan: the US agency in Afghanistan, 
currently commanded by Major General Karl Eikenberry, that, among other things, has 
lead responsibility (with the Afghan Ministry of Defense (MoD)) for formation of the 
ANA. 

Provincial Reconstruction Team: relatively small (ranging from 50-100 personnel, 
depending on the local security situation), interdisciplinary (primarily military) teams 
designed to (1) help strengthen the Afghan government's influence, credibility, and 
ability to operate in the countryside; and (2) assist in the removal of regional causes of 
instability, thus promoting development of a more secure environment that can better 
facilitate reconstruction activities by a broad range of actors; during the pilot PR T 
deployment phase (through March 2003), the first teams fielded in Gardez and Bamyan 
were called Provisional Reconstruction Teams (thus also PRTs). 

Security Sector Reform: a cluster of five reform sectors in the security sphere, 
including (1) formation of the ANA (led by the Afghan Ministry of Defense (MoD) and 
the US); (2) police reform (led by the Afghan Ministry of the Interior (Mol) and the 
German police project); (3) judicial reform (led by the Judicial Reform Commission and 
the Government of Italy); ( 4) DDR (led by the Afghan New Beginnings Program 
(ANBP) and the Government of Japan); and (5) counter-narcotics (led by the Afghan 
National Security Council and the UN Office on Drugs and Crime (UNODC). 

Tactical PSYOP [Psychological Operations] Team: in a PRT, the 3-person team that 
provides the basic information operations (IO) capability of the PRT by conveying 
information to local and regional audiences to enlist support of key communicators and 
the cooperation of the populace, promote a favorable image of and support for the 
Afghan government, promote the reconstruction of Afghanistan, and reduce support for 
terrorists and anti-government groups. 

US Agency for International Development. 
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Annex C to: 
Consultation Process and Beyond 
1 August 03 

Summary of PRT deliberations 

Over the course of one day ( 6 May), a series of consultations were held with different assistance 
community partners affected by the deployment and operations of the PRTs. The three meetings 
were co-chaired by representatives of the Coalition and UNAMA. The individual meetings 
brought together donors (9h00-llh00), international NGOs (13h00-15h30), and UN Agencies 
(16h00-17h30). 

From the discussions emerged recognition of the role the PRTs could play in the stabilization of 
Afghanistan. It was appreciated that the concept had evolved quite significantly to a point where 
a clear understanding had been reached on the role and niche the PRTs could fill in the 
reconstruction of Afghanistan. However, it was felt that it was too early to assess the real impact 
of the PRTs on the ground, given that the different teams had only had time to establish 
themselves. There was great appreciation for the openness the Coalition had demonstrated when 
engaging with the assistance community on the PRTs. 

All of the assistance community participants agreed that the greatest value of the PRTs came 
from their potential involvement in supporting government administrative capacity at the District 
and Provincial levels, as well as supporting the deployment and civic-action activities of the 
Afghan National Army and the national police. The UN participants also welcomed the PRTs 
ability to undertake traditional assistance activities in areas too insecure for non-military actors 
to operate. Some members of the NGO community expressed their opposition to any PRT 
involvement in traditional assistance work. 

The absence of government involvement in the PRT discussions was regretted, and the extent of 
UNAMA's effort to get that involvement questioned by some representatives of the NGO 
community. The efforts undertaken by both UNAMA and the Coalition to support the 
government's ability to guide the PRT process was explained as well as the approaches taken to 
ensure that efforts on the ground were coherent with national policies. Donor representatives 
were encouraged to raise with the government the need for the administration to establish the 
necessary mechanisms. 

Given the concerns of the assistance community with security in Afghanistan, all assistance 
community participants expressed the hope that the PRTs would be more involved in supporting 
the establishment of greater security in Afghanistan. Specifically, the Coalition was encouraged 
to consider developing the PRTs role in support of DDR, expanding their involvement in 
verifying military commitments by local leaders, supporting the implementation of the different 
Bonn processes, and providing leverage for UNAMA in discussions with factional leaders. It 
was the felt that the PRTs could play a unique confidence-building role. 
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The Provincial Reconstruction Teams 

Executive Summary 

The PRTs represent a significant evolution in the nature of military engagement in non-military 
activities. Tasked with participating in reconstruction activities and promoting central 
government authority at the provincial level, the PRTs are agents of social and political change. 
The initial concept elicited a number of concerns from the wider assistance community. At a 
political level it was feared that the engagement in reconstruction activities would detract the 
Coalition from its role in establishing security throughout the country; humanitarian 
organisations were concerned that Coalition involvement in the provision of humanitarian aid 
would jeopardize the relations they had forged with local communities; and the government 
expressed the view that if not properly directed the Coalition's attempt to represent central 
government in the Provinces could undermine its authority. 

Through constructive and active interaction between the Coalition and the wider assistance 
community over the course of the pilot phase, common ground was found on the potential role 
that the PRTs could play in the reconstruction of Afghan state. It is felt that by concentrating 
their reconstruction activities on rehabilitation of basic administrative infrastructure at the 
District level, the PRTs would most effectively support the extension of central government 
influence as well as aid the reconstruction process. In addition, the early deployment of elements 
of the Afghan National Army to Gardez and Bamyan has highlighted the role the PRTs can play 
in familiarizing such forces with the concept of civic-action and through such an engagement 
contribute to the establishment of greater security. 

It is still too early to judge whether the PRTs are a success or a hindrance. What is clear is that 
they are a reality. A number of factors continue to constrain the successful implementation of 
the PRT concept: 

1. The Central Government has yet to be actively engaged in the development of the PRT 
concept. Internal consultations and the need to build consensus has led to delays in the 
identification of a government focal point. 

2. The understanding reached between the assistance community and the Coalition on the 
particular focus of PRT activities has yet to be translated into practical realizations on the 

1 Though prepared by the relevant entity within UNAMA responsible for 
followin9 the PRTs, this paper is not a position paper. It is a contribution 
to a rev1ew process that will ultimately lead to the production of a UNAMA 
endorsed Lessons Learned Document. 



ground. The parameters of the PRT funding source are still heavily weighted in favour of 
humanitarian type activities, constraining their ability to undertake initial reconstruction efforts. 

3. The coordination between the different combatant components of the Coalition force and 
the PRTs remain unclear. As a result, the ability of the PRTs to act as a conduit to address 
security issues and concerns is limited. This lack of effective coordination between Coalition 
forces has constrained the ability of the assistance community to influence the activities of the 
war-fighting Coalition elements that provide relief assistance as an information collection 
instrument and as part of a wider effort to achieve specific political and military goals. 

4. The purely technical and military nature of the PRTs has limited their ability to engage 
effectively in local political processes. To a large extent the political impact of the PRTs is a 
consequence of their activities rather than a product of a well thought out strategy or plan. 

There is broad consensus within the assistance community that the PRTs could make their 
greatest contribution by focusing their operations more directly on support to security sector 
reform. Specifically, the PRTs could play an essential role in the accountability of the weapons 
collection component of a DDR process, supporting and guiding additional deployments of 
ANA units, and supporting and training the local police. 

Finally, there seems to be a growing push to transform the PRTs into civilian reconstruction 
funding entities, through the deployment of donor aid officials. It is felt that this would 
fundamentally change the PRT contribution to the reconstruction effort. The role would in effect 
become one of coordination that would potentially duplicate, if not complicate, the tasks of 
UNAMA. The fact that the PRTs are military and thus able to function in an insecure 
environment is a key component of their value to the reconstruction and stabilization process. 

This paper attempts to summarise (i) the assistance community's understanding of the PRT 
concept, (ii) the concerns initially raised by the deployment of such units, (iii) how these were 
addressed, and (iv) possible ways forward . The paper is the initial contribution to a review 
process that will include consultations with different interested parties and will lead to the 
production of a final lessons learned document. Thus this paper is a working document and not a 
position paper. 

\~ 
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I. Concept 

The concept of Coalition engagement in reconstruction activities was first presented to the 
international community on 21 November 2002. At the time the structures supporting the effort 
were called Joint Regional Teams (JRT). The deployment of the JRTs was linked to the 
introduction of a new phase of Coalition operation (Phase IV). Phase IV is defined by a greater 
emphasis on reconstruction by military. The JRTs were to assist in tackling the socio-economic 
elements of instability. Instability was defined as an outcome of (i) terrorist activity, (ii) tensions 
between regional leaders and the central authority, (iii) poor economic conditions, (iv) 
dilapidated infrastructure, and (v) limited central government capacity. To date Phase IV has yet 
to be introduced. 

In the initial presentation of the JRTs it was stressed that the concept was not an alternative to 
ISAF expansion outside of Kabul. It was underscored that the primary focus of the JRT/PRTs 
was on supporting the reconstruction effort as an essential contribution to the establishment of 
security. 

The initial tasks of the JRTs were presented as to: 

Monitor and assess local and regional situations 
Facilitate the work of coordination bodies that seek to address regional instabilities 
Strengthen central government outreach to the regions 
Pull together functional specialists from the CJCMOTF, already identified are 
experts in the areas of reconstruction support, engineering, health, and media. 
Create secure environ through negotiation not force. 

It was expected that the JRTs would have access to $12m of ODHACA funds (Defense 
Department funds) to carry out humanitarian type projects. 

In the course of an initial presentation of the JRT concept to President Karzai, these were 
renamed Provincial Reconstruction Teams (PRT) in order to support President's effort to abolish 
regional administrative bodies, established during the period of Soviet occupation. 

Though not fully acknowledged by the Coalition, the concept was understood to represent a 
significant evolution in, if not transformation of, civil-military interaction as developed over the 
last years. In the past traditional US civil-military action has focused more on force protection, 
attempting to gain the goodwill of established (however questionable) power structures, than on 
changing a given situation. 

In Afghanistan the stated objectives of the PRTs are to advance the central government's 
presence throughout the country and to provide direct support to the reconstruction effort. Thus, 
unlike previous civil affairs operations, the military teams are actively engaging in the 
promotion of social and political change. The PRTs represent direct, and to a large extent 
independent, military engagement in assistance activities. 
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II. Initial Concerns 

The Coalition took a risk in presenting the concept of the PRTs before the details had been fully 
worked out. From the beginning the Coalition emphasized the importance they attached to 
receiving feedback from the wider community on the concept itself and its implementation. The 
assistance community has appreciated such openness, as the initial concept raised far more 
questions than it answered. Initially the purpose, scope, and approach to be used by the PRTs as 
well as the actual intent of the Coalition in deploying them seemed very unclear. 

1. Overall Purpose 

The fact that the concept was still being developed when the PRTs were launched created 
significant confusion as to their real purpose. Coalition representatives at different times 
presented diverging views on what specifically would be the tasks and responsibilities of the 
PRTs. The range went from enhancing security and strengthening authority of the government 
to hunting for AI Qa'ida. The tasks equally spanned from political negotiations with local 
powers to straightforward provision of emergency assistance, mistakenly termed as 

"humanitarian" by the Coalition.2 The composition of the PRTs depending upon the 
interlocutors could either be purely military or predominantly civilian. Possibly of greatest 

concern was the role attributed to the PRTs in the coordination of humanitarian operations) 
This latter point was quickly addressed in light of the Security Council Resolution 1383, which 
entrusted such a responsibility to UNAMA. 

A more serious concern was the role the PRTs purported to play in representing central 
government interests. It was felt that absent greater integration with and leadership from the 
Afghan central administration, the attempt by the PRTs to strengthen the reach of the central 
authorities could actually undermine the credibility of the structures they sought to strengthen. 
Furthermore, it was feared that the PRTs might do more harm than good if they permitted one 
side to be tarred as under foreign tutelage. 

2. Scope 

From the outset humanitarian agencies operating in the field were concerned that direct contact 
and collaboration with Coalition military units would jeopardize existing long-standing 
relationships with local communities, and put independence and impartiality of humanitarian 

2 Humanitarian interventions are guided by a number of well-defined principles and practices. 
These are embodied in the Geneva Conventions, the UN Charter, and related international legal 
instruments. The basic objective of humanitarian action is to ease human suffering by advancing 
the humane treatment of all vulnerable people. Over the years this tenet has evolved into a right 
for victims and needy populations to receive assistance and to be protected from abuses. 
Instrumental in the effective materialization and promotion of these rights is the ability of 
humanitarian actors to be clearly seen as neutral and impartial. In conflict settings this 
recognition is to a large part based upon the ability of humanitarian workers to be set apart from 
combatants. 

3 Hence: (1) in a presentation on December 19, 2002, a representative from USAID's OTI said 
that PRTs will aim to improve the coordination of assistance: (2) in a January 9, 2003 UNAMA 
regional coordination meeting, a member of the Gardez PRT team stated that PRTs would 
facilitate better information flows of assistance to promote a better overall response by the 
assistance community, but not engage in coordination; and (3) on January 12, 2003, donors were 
informed that PRTs might provide a mechanism through which donors could fund various 
projects in a coordinated manner. 
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action into question. Over the course of their long engagement in Afghanistan, a number of 
humanitarian organizations had gained the trust and confidence of the communities they serve 
and support. They feared that local communities would perceive any direct engagement with 
Coalition forces as a forfeiture of neutrality, and that as a consequence the humanitarian 
organizations would lose the support of these communities, and this would place humanitarian 

workers at risk.4 In addition, there is a concern that communities accepting assistance from the 
military would potentially also be put at risk. There remains in Afghanistan a powerful anti
western constituency that would not only consider military-provided assistance as a direct target, 
but could also tum on the communities that accept that assistance. 

Concern was also expressed over the lack of clarity on the security and protection functions of 
the PRTs. Clarity was requested on whether or how PRTs would address potential and ongoing 
human rights abuses against civilians in their proximity. The issue is a very difficult one that is 
still being discussed between UNAMA and the PRTs. Ongoing discussions focus on: 

the extent to which PRT inaction in front of violators of human rights would 
reinforce the sense of impunity of groups who in the past had served the fight against 
terrorism agenda, but were clearly not facilitating the emergence of acceptable 
governance; 

whether the PRTs would have an obligation to identify or to investigate actively 
human rights abuses; 

even if they would not have this last obligation, whether PRTs would have an 
obligation to act when there is the possibility that they could prevent a human rights 
violation; 

what kind of violations they should have an obligation to prevent - and what kind of 
indicia should trigger this obligation; 

what kind of action (including military action) they could take (e.g., calling in the use 
of aerial firepower); and 

what obligation PRTs would have if the human rights violator were an ally of the 
central government, or on the pay role of the Coalition, such that their security 
mandate conflicts with their political mandate. 

3. Standards 

The humanitarian community was concerned that using military or political criteria to determine 
the recipients, the quantity or the quality of assistance response would compromise the long
term positive impact of assistance. Specifically, concern was expressed that (1) long term 

impact would be sacrificed for short term political and military dividends5, (2) communities that 
opposed the current government would get different levels of aid than those who supported the 
government, (3) the military would be tempted to use NGOs as "force multipliers" to achieve 

4 Much of the unease felt by humanitarian actors stems from the fear that local communities will 
have great difficulty in distinguishing between the different providers of assistance, specifically 
understanding how uniformed personnel involved in war-fighting can also be engaged in the 
provision of relief, and that these elements are different from those of the humanitarian 
community who provide similar services. 

5 A current example is that of "medcaps" - the mobile medical capability teams doing one stop clinics in remote 
areas. UNAMA is working with the Coalition to address these concerns with the wider medical community. 
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political or security-related ends. These concerns were compounded by the fact that without 
active government involvement and capacity to establish standards and accountable structures it 
would be impossible to assess the long-term impact of military led assistance. 

A further concern was that whenever the military chose to disengage from its reconstruction 
efforts, NGOs would be expected to take over and thus would be perceived as agents of the 
larger political and military strategy as a result. While military led assistance would be short 
term, the impact on community perceptions of civilian humanitarians would be lasting. 

4. Intent 

Finally, there was concern that the PRTs were a cover for Coalition disengagement from its 
security responsibilities. It was feared that the US military's shift from addressing problems of 
security throughout the country to the provision of assistance could be driven more by domestic 
and international needs for the appearance of progress, than the real security needs of the 
Afghan people. As a consequence the PRTs might do long-term harm if they foster the 
impression of an illusory peace and stability that evaporates perhaps even before the 2004 
elections. It was important that the PRTs not obscure a security problem to the point that it 
would allow the international community to deny its existence. 
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III. Approach 

From the outset UNAMA welcomed the contribution that the PRTs could make to promoting 
peace and facilitating conditions for other actors to rebuild the country. Responding to the 
Coalition's invitation to contribute to the elaboration of the concept and in order to ensure 
minimum disruption of ongoing efforts, while at the same time supporting the positive role the 
PRTs could play, UNAMA established a number of mechanisms at the sub-national and national 
level to follow closely the deployment of the pilot structures: 

At the central level, in order to monitor and guide the activities of the PRTs UNAMA 
established a Weekly Technical Working Group, which includes the Advisors to the SRSG and 
other relevant components of UNAMA and the Coalition. The group was set up to monitor and 
guide the activities of the PRTs. Issues with policy implications were subsequently to be brought 
to the attention of the principals of the different participants. Though not yet set up, agreement 
was reached on establishing a Senior Policy Body bringing together, biweekly, the two 
DSRSGs, Heads of Planning and PRTs within the Coalition, and the Chair of the Technical 
Working Group. 

At the field level, Head of Office were encouraged to establish and oversee appropriate 
mechanisms to ensure effective results based interaction between the PRTs and UNAMA 
political and RRR representatives. It was from the outset stressed that UNAMA should ensure 
that the interests of the wider humanitarian community were respected. Thus mechanisms had to 
be set up that allowed all humanitarian actors to be involved in defining the concept or 
parameters of PRT activities either through direct or indirect engagement. 

Over time the practical focus of the UNAMA/Coalition civil military relationship was (i) to 
increase mutual understanding; (ii) to identify and replicate best practice; (iii) to deal 
immediately with issues as they arise; (iv) to avoid duplication of effort between the PRTs and 
the assistance community; (v) to maximise efficiency and effectiveness; and (vi) to integrate all 
the players in the reconstruction process, under the leadership of the legitimate Government. 

As a result of the interactions with the wider assistance community, a set of working principles 
were established. Though these have yet to be formalized, if even operationalised by the PRTs, 
they can be summarized as follows: 

The PRTs should only engage in assistance work in areas where emergency needs exist 
and civilian assistance workers are unable to meet those needs. These should be determined by 
ensuring exchange of information about ongoing and planned activities by the assistance 
community and PRT assessments in those areas not covered. 

The PRTs should operate as far as possible consistent with certain principles, including 
the following: 

• The distinction between military personnel and civilian assistance workers, in their 
identities and roles, must be maintained and reinforced. 

• The PRTs must recognize and respect the importance of aid workers being seen to be 
neutral and impartial between different factions and groups. 

• The PRTs must work closely within the strategic priorities established by the assistance 
Agencies, UNAMA and the provincial government representatives working together. 

• Coordination 
0 Central government will be given a lead in promoting engagement with PRTs at the 

sub-national level. 
0 UNAMA will have the lead role in coordination and information sharing between the 

PRTs and the Assistance agencies, through regular contacts with PRTs. 
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D USAID is to be involved alongside the PRTs especially where humanitarian activities 
are concerned. 

• PRT activities must complement, not duplicate assistance agency roles, under a 
government led programme. 

• They must respect the areas of particular competence of assistance agencies, especially 
in the empowerment of local communities. 

• Work in project areas that are unlikely to be undertaken by assistance agencies, or where 
the PRTs have particular competence, technical expertise and/or resources not available 
to the agencies. 

• PRT activity selection would be based on their potential for high impact, added value, 
and sustainability. 

• Be encouraged to operate deeper in the more remote areas where other agencies may not 
be able to operate, due to security or logistical constraints. 

Priority areas where the PRTs could maximise their comparative advantage include: 

• The rehabilitation or provision of key administrative structures at both the provincial and 
district level, for example local government administrative buildings, Governor's offices, 
and revenue collection offices. 

• Heavy infrastructure projects, in cases where the assistance community does not have the 
capacity or funds, e.g. bridges, culverts, dam, roads. 

• Fire and police stations. 

• Law courts and other judicial buildings. 

• Communications installation e.g. national radio network. 

• Electric generation and transmission capacity. 

• Military barracks for the new ANA units (it is understood this is more likely to be 
covered by OMCA budgets) 

The reasoning behind the identified niche was that the capacity of the provincial and district 
administration to promote and implement national development policies throughout the country 
is as much constrained by the absence of physical infrastructure in which to operate as it is by 
limited capacity. The absence of administrative presence at district levels in turn undermines the 
ability of the central government to ensure coherence of the international community's effort 
and compliance with national priorities and objectives. PRT operations would be of greatest 
value were they to focus on the rehabilitation of key administrative buildings at both the district 
and provincial levels. 

In addition, the value for money and the utilization of limited funds by PRTs for traditional 
humanitarian type activities in a many areas of Afghanistan would be difficult to justify given 
the existence of other assistance partners and the greater potential impact provided by supporting 
the central administration. More importantly it was feared that PRT turnkey projects would 
undermine ongoing developmental efforts to empower local communities. Possible exceptions to 
the provision of essential social service type support to communities concern addressing 
immediate needs not being served by the wider assistance community. In such cases PRT 
operations would need to adhere to provincial coordination standards. 
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IV. Current Situation 

Currently there are 3 PRTs operating in Afghanistan. All three share a basic design, which is 
modified slightly to suit local conditions. The first PRT was launched in Gardez on 2 February 
03 and currently is made up of a Civil Military Operations Centre (CMOC - the headquarters 
and life support administrative staff), the mobile operational Civil Affairs Team (CAT), military 
and security observer teams, which includes an Operational Detachment (A) (ODA - special 
forces). Total strength is approx 90 soldiers, including in theory one Italian Carabineiri and one 
Military Police Officer. There is also a sub-unit in Khost - a CAT made up of 7 soldiers. They 
are also accompanied by a heavy weapons platoon from the 82nd Airborne Division to assist 
with their security. The PRT in Bamyan is approximately 60 people and stood up on 1 March 
03. It consists of a CMOC, a CAT, the observer teams and an ODA, and a squad of Military 
Police to provide their security. On the 10 April 03 the third team stood up, in Konduz. The team 
consists of a CMOC, a CAT, with military police dual rolling as the observer teams and security 
element, a total of 50 soldiers. There is no ODA in Konduz, given the relative security of the 
area. 

To date, observations about the functioning of the PRTs are summarized as follows: 

1. Conducting Phase IV type operations in a Phase III environment has created tensions and 
confusion. The deployment of the PRTs is connected to the introduction of a new phase of 
operation (Phase IV), linked to the establishment by the Coalition of a more secure environment. 
Consequently, PRTs are distinct entities to be differentiated from the war-fighting soldiers of the 
Coalition, and (even more confusingly) from the civil affairs assets dedicated to the war fighting 
elements of the 82nd Airborne Brigade who work in conjunction with the psychological 
operations teams, to win "hearts and minds". In both Gardez and Bamyan the PRTs are being 
deployed in an environment of active military operations. Thus the particular nature of the Phase 
IV deployment is blurred by ongoing Phase III operations, thereby compromising the acceptance 
by the wider assistance community of the PRT as reconstruction agents. The dual utilization of 
military assets by PRT teams and Special Forces in both areas further contributes to this 
confusion. Possibly, as a result of ongoing Phase III military operations the provision of relief 
continues to be used by war-fighting elements as an information collection instrument, and part 
of wider efforts to achieve specific political and military goals. Initial interactions with all 3 
PRTs on issues relating to Special Forces activities would seem to indicate that clear lines of 
communication between the Phase III and Phase IV Coalition elements have yet to be 
established. This is similarly the case of the CATs in Kandahar. As a result, the ability of PRTs 
to address the concerns has been limited. 

2. The lack of central government engagement with the Coalition on the PRTs continues to 
complicate their interaction at provincial levels. Though the PRTs offer the potential of 
supporting effective decentralization for the implementation of a reconstruction effort, the 
absence of central government guidance could lead to further fragmentation of authority. 
Though UNAMA is attempting to a certain extent to offset this risk by ensuring a basic 
understanding of national priorities and policies, such efforts cannot replace central government 
involvement. 

3. In the absence of effective central government guidance, the teams are not able to work 
to a long-term development plan when choosing their projects. Given the supposed change in 
mandate from the "humanitarian" role of the CHLC/CA Ts to the "reconstruction" role for the 
PRTs the change on the ground is slow to implement. The PRT Commanders are given limited 
direction on priority sectors I areas. Though they do understand the importance of working with 
the regional governors, where the local government capacity is weak and national priorities are 
not top of the agenda the Coalition can be manipulated by local power structures. 
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4. There is a concern that the PRTs have generated funding expectations that they cannot 
meet. Some PRTs are under the impression that they have access to significant amounts of 
money for projects (e.g. Bamyan PRT officers believe they have $4mil to spend). However this 
year's ODHACA funding has already been allocated to projects. 

5. PRTs are still constrained in their ability to propose projects that move away from 
traditional immediate "humanitarian" relief assistance to reconstruction, longer term, capacity 
building tasks. The parameters of the funding instrument, ODHACA, have yet to be rewritten to 
allow for such activities. Nevertheless, the teams have been instructed to submit project 
proposals for government infrastructure projects. As a result PRT projects remain for the most 
part "humanitarian" in nature. 

6. The last months have enabled the PRTs to establish their presence in the three pilot 
areas. The PRTs are only now commencing operations; thus their impact will only be assessable 
in the near future. There is a tendency at times to overstate the capacity of the PRTs. 

7. It is clear that the PRTs are not substitute policing bodies, but where their mere presence 
provides an element of security it must be capitalised upon to help facilitate further 
reconstruction. Conversely there may be occasions where their presence builds expectations that 
cannot be met which may lead to frustrations and potential instability. 

8. A number of concerns have been raised about the PRTs doing assessments. An area of 
great concern regarding these assessments is the overlap with the census survey currently being 
conducted. There needs to be a clear delineation of where and what the PRTs survey and the 
areas where the census is being conducted. There is a concern that communities may 
misinterpret that the military is collecting information that in the long run may affect the election 
process in their country. 

zs 
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v. Other Considerations 

There is broad consensus within the assistance community that the PRTs could make their 
greatest contribution by focusing their operations more directly on support to security sector 
reform (SSR). To become operationally involved in SSR may require a shift in the whole 
thinking of the Coalition in regards to the status of the PRTs. The Coalition is currently keen to 
maintain a distinction between the combatant and non-combatant (i.e. civil affairs) soldiers. In 
military terms, moving into SSR activities would bring them to operate more closely with the 
war-fighting elements. The distinction between the non-combatant and combatant parts of the 
Coalition force seems to be of greater importance to the military than the assistance community. 
For the wider assistance community the distinction is based on the wearing of a uniform, and not 
the patches carried on the sleeves. 

As a priority need, the PRTs could potentially be an anchor for the ANA during their first 
deployments in the provinces, helping to advise and monitor the commanders and assisting with 
technical knowledge. A newly reformed, truly national, ANA, alongside the police, is the long
term key to national security. Additionally, the PRTs could also play a limited role in DDR, for 
example information gathering and monitoring of the disarmament process 

The British government is currently reviewing the option of deploying a PRT to Mazar. A 
decision will shortly be announced. Initial thinking would place the UK PRT in Mazar city. 
Over time it is planned that the PRT would seek to establish a presence and have an impact 
through all five provinces in the Northern Region. The UK PRT will be structured on a 
"tripartite" concept, though military in concept the entity would include FCO and DflD 
elements, with an additional "surge capacity" to bring in Customs & Excise and Home Office 
officials. The UK PRT would intend to engage with all three major political factions in the 
region. The UK would also look forward to tying the PRT to future deployments of the ANA, 
and to supporting UNAMA in the DDR process. The UK PRT would have no wish to displace 
UNAMA or duplicate the work of the NGOs, is looking for opportunities to make a "strategic 
difference" (for which it will have approximately $1.5 million in DflD funding for QIPs), and 
hopes that dialogue among all the actors will improve coordination. 
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Conclusion 

Though the initial reaction from the assistance community to the deployment of PRTs was 
extremely hostile, the willingness of the military to engage openly has led to an understanding of 
the role that can be played by military entities to assist the reconstruction effort. This role can 
possibly best be described as the PRTs being the vanguard for early developmental efforts in an 
insecure environment. By focusing on the reconstruction of local government and security 
infrastructure, the PRTs would allow the establishment of legitimate governance to be initiated 
far earlier than in other similar post-conflict settings, and open doors for other actors who 
similarly would be delayed by security concerns. 

The particularity of the PRT concept is that it is being implemented by elements in uniform. The 
fact that they are military is an integral part of the added value they are thought to be able to 
bring and use to greater advantage. In this regard the assistance community would therefore 
welcome the PRTs greater engagement in supporting security sector reform initiatives. 

To further transform the PRTs into conduits for channelling civilian aid entities would 
fundamentally change their contribution to the reconstruction effort. Their role would become 
more of a coordination function that would potentially duplicate, if not complicate, the tasks of 
UNAMA. 
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PROVINCIAL RECONSTRUCTION TEAMS: 
FIRST LESSONS LEARNED IN INITIAL IMPLEMENTATION 

A Summary Discussion of CJCMOTF's Lessons Learned of Particular Relevance to UN 

Agencies and the Civilian Assistance Community 1 

INTRODUCTION 

Provincial Reconstruction Teams ("PRTs") are relatively small (ranging from 50-100 
personnel, depending on the local security situation), interdisciplinary teams designed (1) to help 
strengthen the Afghan central government's influence, credibility, and ability to operate in the 

countryside; and (2) assist in the removal of regional causes of instability,2 thus promoting 
development of a more secure environment that can better facilitate the reconstruction activities 
of a broad range of actors. The areas of operation of the PRTs coincide with boundaries 
established by the United Nations Assistance Mission in Afghanistan ("UNAMA") defining 
UNAMA's eight regions. Activities through which PRT aims are expected to be achieved 
include: 

• Establishing relationships with key government, military, religious, and other 
leaders in order to influence their conduct; 

• Monitoring and reporting on critical developments in the security sphere, and 
potentially providing support and assistance, where feasible, to UNAMA' s 
security sector reform activities; and 

• Coordinating Coalition civil-military operations- including some reconstruction 
activities undertaken directly by the PRTs - through engagement and 
information exchange with responsible Afghan government officials, UNAMA, 
and the assistance community, to better ensure that Coalition activities promote 
Af~han governme~t ~riorities with minimal duplication of effort with the 
assistance commumty. 

1 This paper is submitted to facilitate a continuing dialogue with UNAMA, the civilian assistance community, and 
others regarding the Coalition's implementation during 2003 of Provincial Reconstruction Teams ("PRTs"). This 
paper does not purport to set forth official positions of the Coalition/Joint Civil-Military Operations Task Force 
("CJCMOTF"); Combined/Joint Task Force-180 ("CJTF-180"); or the U.S. Army. 
2 In the course of initial PRT planning, Coalition planners identified a number of causes of regional instability, 
including residual terrorist threat; poor infrastructure, economy and education; and competition (sometimes deadly) 
among regional power brokers, and between regional power brokers and the central government. One PR T 
commander has more graphically described some of these causes of instability as: 

• "Staggering imbalance between governmental requirements (ministry pay, food, housing, fuel, medicine, 
infrastructure, transportation) and resources available"; 

• "Selfish actors .... Local commanders care only about their own welfare and status .... These elements 
respond to the key leaders who provide food, uniforms, ammunition, and sometimes pay"; 

• "Abysmal transportation and communication system. Not only does this impact the ability to interface 
between the governor and the governed, but it constrains trade and market development"; and 

• . "Opposing agendas. Taliban, AI Qa'ida, and others scheme to undermine the prospects of a stable 
' Afghanistan." 

3 This aspect of PRT activity builds on the basic mission of CJCMOTF, the PRT headquarters component: To 
conduct civil-military operations throughout Afghanistan that support the "stability operations" of CJTF-180. This 
mission is expressly designed to be undertaken through, among other things, providing support to legitimate Afghan 
government authorities; to UNAMA and other UN agencies and international organizations; and to non
governmental organizations ("NGOs") involved in humanitarian assistance activities. 



As of April 2003, three PRTs are operational: those in Gardez (formally, since February 
1 ), Bamyan (since March 2), and Kunduz (since April 1 0). The decision that these particular 
PRTs would be the first three deployed - as pilot, "provisional" PRTs - was made by the 
Afghan central government in consultation with CJTF-180. In each of the locales of the first 
three PRTs, PRT deployment represented an incremental expansion of a Coalition military -
and, specifically, civil affairs - presence that already existed. These first PRTs have been 
generally well received by national and local Afghan leaders, and overwhelmingly so by almost 
all Afghan citizens with whom PRT personnel have come into contact. 

Spring 2003 presents a planned pause in the fielding of new PRTs, as the Coalition 
identifies and applies lessons learned from the deployment of the first three PRTs. Accordingly, 
the Coalition/Joint Civil-Military Operations Task Force ("CJCMOTF"), has been undertaking a 
thorough, internal In-Process Review ("IPR") to identify issues encountered in the course of 
fielding the first three PRTs. Through this IPR, CJCMOTF has identified scores of "lessons 
learned," and has prepared (and, where it can, already implemented) recommendations for 
addressing them. 

Most of the lessons that have been identified in this IPR process would be of little or no 
interest to the civilian assistance community. Those considered most relevant to the assistance 
community- i.e., those relating to the PRTs' engagement with the assistance community and 
UNAMA, and those having a potentially fairly direct impact on PRT effectiveness - are 
discussed here. These lessons learned have been developed not only on the basis of 
CJCMOTF's own internal review, but also on the basis of feedback received directly and 
indirectly over the last several months from UNAMA and from members of the assistance 

community.4 While this input was not solicited expressly for or in the context of the IPR 
process - and much of it was not solicited at all, but rather was volunteered by numerous 
organizations with great and entirely legitimate interest in the provision of humanitarian 
assistance in Afghanistan - it has been fed into that process and given consideration and weight. 

Paralleling its internal IPR, CJCMOTF also has worked closely with UNAMA in 
undertaking a joint PRT stock-taking exercise. This paper is designed to be both a product of, 
and an input into, that joint exercise. UNAMA and CJCMOTF will be expressly soliciting 
further Afghan government, UN agency, donor, and assistance community input into this 
exercise, which in turn also will be factored into the final stages ofCJCMOTF's own IPR. 

Because of the timing of these parallel review processes - coming, as they do, only a 
matter of one to three months after the formal standing up of the first PRTs- there obviously 
has been little opportunity to assess the actual effectiveness of the PRTs in accomplishing their 
mtsston. Accordingly, the main lessons learned at this time have fallen primarily (and 
inevitably) into the logistical, structural, resource, and command and control categories most 
relevant to the initial fielding of a PRT. It will be only later, once the PRTs have had the 
opportunity to perform their missions over time, that a critical, comprehensive, and fair 
assessment will be able to be made of the PRTs' impact and performance. 

Thus, while these lessons learned activities are important, they are not definitive. The 
day after this stock-taking exercise is over and its own internal IPR complete, CJCMOTF 
undoubtedly will begin to identify and learn new lessons not now foreseen that will further 
improve PRT operations. Accordingly, even after completion of this particular lessons learned 
process, all actors involved in assistance and reconstruction activities in Afghanistan should 
continue to attend to and engage with the PRTs, communicating concerns, criticisms, and 
recommendations as they arise. 

4 See, e.g., ACBAR, ACBAR Policy Brief NGO position paper concerning the Provincial Reconstruction Teams 
(January 2003); Stapleton, Barbara J., A British Agencies Afghanistan Group Briefing Paper on the Development of 
Joint Regional Teams in Afghanistan (January 2003); UNAMA, Briefing Note: Status of Civil-Military Relations, 
with attachments (including ACBAR, ACBAR Policy Brief NGO concerns and recommendations on civil-military 
relations) (December 23, 2002). 
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I. ENGAGEMENT WITH UNAMA AND THE ASSISTANCE COMMUNITY 

Before and during the initial period ofPRT deployment, a number of concerns have been 
raised from assistance community quarters about the PRTs. Some concerns appear to have been 
fueled by a false hope: that there has been a choice to be made here between deployment of the 
Coalition PRTs and a robust expansion in strength, to the entire country, of the Kabul-based 
International Security Assistance Force ("ISAF"). Some of the concerns have been more 
practical- over the dissemination of and adherence to poli~ies governing the wearing of military 
uniforms by PRT personnel or restricting the participation of PRT personnel in combat 
operations, for example; over concerns that PRTs were intended to displace the role of 
UNAMA, or control the activities of the assistance community; and over fears that PRTs would 
duplicate assistance community efforts. 

Some of the concerns have been philosophical - literally, over different philosophies of 
assistance, including over the perceived "political" (i.e., non-neutral) basis on which PRT 
reconstruction projects may be selected, for example- or hypothetical- over the extent to which 
PRT reconstruction activities may "blur" lines between the international military forces in 
Afghanistan and the civilian assistance community. 

Many of the concerns have been inflated, at least, by misperceptions - over the actual 
extent to which the PRTs, for example, would themselves directly fund or engage in 
reconstruction activities. Coalition representatives, no doubt, have contributed to their fair share 
of these misperceptions through the delivery of confusing or conflicting messages. Some of 
these messages have been simply inaccurate; others have been only apparently inconsistent 

because the PRT concept has been, and remains, an evolving one.5 One lesson the Coalition 
thus has learned has been the need to better train its own personnel to more carefully articulate 
PRT activities and aims, including in the following respects: 

• PRTs do not seek to coordinate assistance community efforts, but rather to 
~~-"'· , ~. participate in .an exchange o~ relevant information with Afghan g~ver~ment 

./;,_~~?;· t!-~)~\. actors, the assistance commumty, and UNAMA and other UN agencies, m the 
,t:- .··--."' . '.t-::·~. hope that such i~formation ex~hange can result in the more efficient use of 

.~>~·~ ·1~ ~ -• ..\\ resources and avOidance of duplicated effort by all; r•' ,. \.,f\ t.J ~ : PRT direct assistance and reconstruction activities are intended as only an initial 
'\. 11 ' effort - until the civilian assistance community and Afghan government actors 

81 0 are fully established in an area - and are not designed to compete with the 
assistance community; and 

• PRTs are designed to promote enhanced stability and security in their areas so 
that NGOs can operate more safely, not to increase risk of harm to the civilian 
assistance community. 6 

And some concerns are simply unavoidable, arising from different constructs and factors 
considered in the respective assistance and reconstruction decision-making processes utilized by 
the military on the one hand and members of the civilian assistance community on the other. In 
the context of PRT activity in Afghanistan, for example, one key factor driving Coalition 
assistance and reconstruction activities is promotion of the Afghan central government's 
priorities. To some assistance agencies, this factor would be considered to violate the 

5 One misperception for which the Coalition cannot claim credit - at least full credit - is that unavoidably fostered 
by the "Provincial Reconstruction Team" name. As originally conceived, the teams were to be called "Joint 
Regional Teams." The Afghan government subsequently requested the name change to "Provincial Reconstruction 
Team," and the Coalition agreed. One unfortunate consequence of this name change has been to contribute to an 
entirely disproportionate focus on and debate over the Department of Defense-funded (in the first three PRTs) 
construction/reconstruction project facet of PRT activity, which in both concept and practice represents only a 
relatively minor- although critical- sphere ofPRT operations. 
6 Of course, if PRT activities do- unintentionally- create such risk, active engagement between the military and 
civilian communities is vital to enable immediate communication regarding such a development and an appropriate 
response. 



humanitarian principle of neutrality.? Another factor driving PRT activities in this sphere is the 
need to gain credibility, including by demonstrating to government officials and the local 
populace that the PRT presence can confer tangible benefits upon them- thus, in the words of 
one PRT commander, avoiding development of a "reputation as long on diagnostics, but short 
on responsive execution." This in tum promotes the ability of the PRT to influence local actors, 
and promotes as well the protection ofPRT personnel in the area. 

The Coalition, UNAMA, and numerous assistance community agencies have addressed 
these conflicts through intensive engagement in a variety of forums - at the regional and 
national levels, and even at the international level. This engagement has been productive - in 
the quite literal sense of having produced real results - having changed, in certain important 
respects, the way the PRTs operate; the manner in which UNAMA coordinates humanitarian 
assistance and reconstruction activities among military actors as well as NGOs; and the 
willingness of many NGOs to at least begin to share information with the military. The result: 
While initially critical of the PRT concept, UNAMA has worked closely and proactively with 
the Coalition on the PRT concept and deployment, including, for example, by attempting to 
identify sectoral and geographic spheres of reconstruction activities in which the PRTs can 
operate without duplicating capabilities of the civilian assistance community. UNAMA's 
willingness to engage in this manner can only enhance the PRTs' effectiveness. Many NGOs 
operating in the humanitarian assistance arena similarly appear to have moved from outright 
hostility toward the PRTs toward more neutral, if still skeptical, relationships. 

The effectiveness of this engagement is demonstrated by the fact that a number of 
CJCMOTF's IPR lessons learned directly address the engagement and relationship between the 
PRTs on the one hand and UNAMA and/or the assistance community on the other. 

A. Continued Expansion of UNAMA/Coalition Engagement 

1. PRT "technical meetings" 

Prior to the deployment of the first PRT to Gardez, UNAMA agreed to chair weekly 
meetings to discuss the implementation and execution of the PRT concept at the "technical" 
level. The purpose of the weekly meetings was to discuss issues, challenges, and opportunities 
to leverage success, and to provide an avenue of communication between CJCMOTF and 
UNAMA and other UN agencies. It was agreed by both parties that the meetings would be 
informal in nature; were for coordination and information sharing means only; that no policy 
decisions would be made in this forum; and that both sides would share minutes of the meetings. 

These meetings have proved to be useful venue to share concerns and work through 
implementation issues in an informal manner. Among other things, the meetings have provided 
a forum for effectuating- if gradually- the transparency of the PRT mission. It has become 
common practice to set up separate "breakout" meetings to discuss PRT-related subjects on a 
more in-depth basis (e.g., potential security and protection activities). The weekly technical 
meeting has proven to be a successful information-sharing opportunity, has identified numerous 
field-level issues the parties have been able to pursue and resolve, and has fostered an 
atmosphere of increased trust between the participating organizations. CJCMOTF hopes to 
build upon the established weekly PRT technical meetings with additional breakout meetings to 
facilitate more in-depth discussions (and resolutions) on other issues that are key to both 
UNAMA and the PRTs. 

2. Regional UNAMAIPRT/NGO meetings 

7 Humanitarian assistance (HA) is aid to an affected population that seeks to save lives and alleviate suffering. 
Many civilian assistance agencies subscribe to a philosophy that HA must be provided in accordance with the 
fundamental "humanitarian principles" of humanity, impartiality, and neutrality. 
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Building upon the success of the national-level weekly PRT technical meetings, regular 
(at least monthly) meetings, coordinated by the relevant UNAMA regional offices, have been 
established with the first three PRTs, bringing the PRTs together with NGOs willing to meet and 
share information with them. The primary purpose of these meetings is to foster information 
sharing between all the actors operating in Afghanistan in the assistance and reconstruction 
spheres, including the PRTs. 'UNAMA's sponsorship of these meetings is quite helpful, 
including because UNAMA's offices are seen as more neutral venues than the PRT compounds. 
The PRTs report that these meetings appear constructive and well received, with increased NGO 
attendance, and that they have in fact begun to serve the purpose of identifying - and thus 
providing opportunities to avoid - duplicated effort. 

The purpose of the meetings is not for the military to coordinate projects or activities
other than its own, of course - but rather for all the actors to share information about each 
other's project assessments, needs, capacities, and activities so as to maximize capabilities and 
minimize duplication of effort. CJCMOTF urges that these meetings be continued and 
expanded - to share more information; to share it earlier (to allow project handoffs to more 
efficient actors, and to facilitate project partnerships); and to share it as well in regions where 
PRTs have not been deployed, but other U.S. military civil affairs teams (civil-military 
operations centers ("CMOCs") and civil affairs teams-alpha ("CAT-As")) are operating. 

B. Enhancing Security Cooperation 

Part of the civil affairs mission is being an effective partner- if only a limited one -to 
international organizations and the civilian assistance community. This includes, perhaps most 
importantly, the timely sharing of relevant security-related information. A great deal of 
information the Coalition has is classified and may not be shared; as a result, many of the 
"sanitized" security assessment reports CJCMOTF has been able to convey to UNAMA and the 
assistance community have not contained much useful information. For this reason, some in 
UNAMA feel they receive far less useful security information (and other information, for that 
matter) from the Coalition than UNAMA provides to it. 

CJCMOTF recently has stepped up its efforts to seek declassification of relevant security 
information, with some success. CJCMOTF proposes to increase and systematize these efforts, 
with the expectation that, in the coming year, increasing volumes of relevant information will be 
timely released to UNAMA and the assistance community. In order to best accomplish this 
goal, communication mechanisms and information exchange among CJTF180, CJCMOTF, and 
the PRTs also must be improved. 

Another aspect of security cooperation is establishing effective and reliable channels of 
communication between the PRTs and responsible civilian authorities that will work when they 
need to. Toward this end, UNAMA has taken the initiative to begin providing radios to the 
PRTs at the regional and headquarters levels to ensure secure and reliable communications 
between the two organizations. Both organizations will need to continue working together to 
establish clear procedures for use of this technology- and then in fact to use it. 

A final aspect of security cooperation relates to the extent to which members of the 
international community working in Afghanistan who may be targeted or find themselves in the 
middle of a confrontation may be able to look to PRTs for protection. Since the early stages of 
preparations for PRT deployment, one question raised repeatedly has been whether the PRTs 
could, or would, protect UN agency and NGO personnel in such situations. Although the U.S. 
Army's actual rules of engagement (ROE) for Afghanistan addressing this subject are classified, 
the "could" aspect of this question may be answered as follows: 

US military forces may always act to defend themselves and under certain 
circumstances are authorized to defend Coalition partners and organizations such 



as the Red Cross/Crescent and UN agencies, as well as other persons that may be 
in grave danger. This right of self defense and defense of others extends as well 
to equipment and supplies. Although local commanders are authorized to 
undertake defensive measures as described above, this should not be read as an 
obligation to intervene on behalf of others. Afghan authorities remain primarily 
responsible for the safety of Afghan citizens and national guests. U.S. personnel 
will intervene as circumstances and capability permit. 

The "would" aspect of the question is much harder and, as indicated by the preceding statement, 
is a question invariably left to the judgment of the commander on the ground. Close, ongoing 
coordination on a broad spectrum of issues between the PRT commander or other senior U.S. 
military officer in the area and the lead regional UNAMA official undoubtedly will be a critical 
foundation for effective security cooperation, including with respect to information sharing, 
security planning, and development of standard operating procedures in the security arena. 

C. Specification of Essential Qualifications of PRT Commanders 

PRTs are not designed or intended to execute combat missions. The experience of the 
first three PRTs has demonstrated that a PRT commander must be able to operate effectively 
across the full spectrum of civil-military operations, as well as on the varied security and other 
missions of the PRT. PRT commanders also must have strong interpersonal skills to enable 
effective negotiations with persons from a variety of organizations - including UN agencies and 
other international organizations, the Afghan government, the assistance community, and local 
militias. Accordingly, CJCMOTF views critical qualifications of future PRT commanders to 
include significant civil affairs, CIMIC, or humanitarian assistance experience. 

D. Recruiting UNAMA and Assistance Community Participation in Initial PRT 
Training 

With the first three PRTs, there was no established program to train team personnel 
effectively. Without proper training, team personnel lack a clear understanding of the PRT 
concept, and thus the ability to explain it accurately to others. Perhaps more importantly, 
without proper training, team personnel lack a clear understanding of the functions, activities, 
responsibilities, and rights of other actors with whom they will be dealing. CJCMOTF thus has 
recommended development of an initial training program for new PRT personnel, to include as 
trainers representatives of UNAMA, willing member agencies of the civilian assistance 
community, and the Afghan government. Such a training plan is well underway. 

E. Re-Focusing PRT Assistance and Reconstruction Activities 

Coalition interaction with UNAMA and the civilian assistance community over the PRTs 
has resulted in increased information sharing among many parties involved in reconstruction 
activities in Afghanistan, and with it an enhanced understanding by the military of the specific 
activities and capabilities of the civilian assistance community. On this basis, CJCMOTF 
already has begun to steer PRT (and other civil affairs team) project selection away from 
projects that may be undertaken instead by assistance community agencies. At the same time, 
CJCMOTF is bringing increased emphasis toward ensuring close coordination in PRT project 
activities with responsible Afghan government officials, in order to ensure that PRT-sponsored 
projects are sustainable and support the priorities and objectives of the national and provincial 
governments. 
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II. EXPANDING PRT IMP ACT 

As noted in the Introduction to this paper, there has been little opportunity to assess 
the actual effectiveness of the PRTs in accomplishing their mission. Nevertheless, it already 
is possible to make some preliminary assessments of steps which likely would promote the 
positive impact the PRTs can have in their areas of operation and their effectiveness in 
accomplishing their mission. 

The reorientation of PRT project selection toward reconstruction-type activities was 
discussed in Section I above as one step to promote avoidance of duplicated effort with 
assistance community activity. The other step, obviously, is to provide for a sufficiently 
comprehensive and efficient exchange information so as to better ensure that continuing 
assistance-type projects undertaken by the PRT are, in fact, nonduplicative. 

This change in focus also can be seen as a critical aspect of enhancing PRT effectiveness 
and impact. As an initial step toward implementing this change, CJCMOTF in mid-March 
prescribed for its PRTs and other civil affairs teams a set of basic rules pertaining to project 
coordination efforts with Afghan government representatives, UN agencies, and the assistance 
community. These rules - arising from the reality of the limited project funding actually 
available to the PRTs and other civil affairs teams - seek to maintain a focused approach to 
CJCMOTF reconstruction efforts; maximize available resources; and establish a cooperative, 
non-duplicating relationship with other actors in the assistance and reconstruction sectors: 

• All activities, including projects, require Afghan government coordination; 

• All projects shall be sustainable and support the priorities and objectives of the 
national government and the provincial government; the desires of regional 
Afghan militia commanders may be considered only when their desires are in 
alignment with the desires of the provincial and national government; 

• All potential projects (present and future) shall be made known to other agencies 
(NGOs, UN agencies, USAID, local Afghan government agencies) in order to 
hand off or deconflict projects where possible, and to maximize available 
funding, prior to submitting project proposals; 

• Project identification shall include long-range infrastructure reconstruction 
projects (e.g., bridges, roads, sewer, power, irrigation, dams, and airfields) and 
government building projects (especially in areas such as public safety, police, 
and justice) that NGOs and UN agencies are unlikely able or willing to fund; and 

• Assessment, project, and pertinent unclassified security information shall be 
shared to the maximum extent with UN agencies and NGOs. 

To be clear, project funding available to the PRTs (and CJCMOTF) is limited, and the 
extent to which that funding will be approved for some government building projects remains 
unclear at this time. The more significant aspect of these rules, in any event, is the CJCMOTF 
commitment and determination to share information, to deconflict, and to turn over to assistance 
agencies all proposed projects the latter can and will undertake. Given their limited project 
funding, the PRTs have no institutional interest in undertaking any reconstruction project- be it 
a fire or police station, or a school, health clinic, or well - where there is another organization 
ready, willing, and able to take on the project. In order to effectuate this commitment to the 
fullest extent, of course, assistance agencies active in the area must be willing to engage and 
share information, and UNAMA - having offered itself to play this role - must be an effective 
broker of the information. 

Construction and reconstruction projects undertaken by PRTs are just one of many 
civil-military operational "tools" available to the PRTs. Even though project funds represent 
an invaluable tool to the PRTs, such projects are not the major effort of the PRTs and must 
not be allowed to distract from the PRTs' other activities. 



A. Standing Up PRTs Ready to Operate 

The first PRTs were not able to deploy with all their required equipment, and deployed 
in circumstances in which their principal focus for months was their own compound 
construction. This had substantial adverse effects upon their initial impact and effectiveness. 
This has been particularly unfortunate because of the high expectations in communities that 
unavoidably are created by the fielding of a PRT. It is critical that the Coalition not try to field 
PRTs "on the cheap"; that- ideally- they deploy into compounds that have been completed or 
nearly so, so that the PRTs are fully mission-capable upon stand-up; and that the teams deploy 
only when fully ready and capable to allow a rapid tempo of mission activity and attendant 
results that will maximize the PRTs' early impact and successes. 

B. Expanding PRT Capabilities to Influence their Regions 

The PRTs and their component elements necessarily rely on ground transportation to 
travel through their regions. Limitations of the terrain, conditions of the roads, force protection 
(e.g., two vehicle minimum), and vehicle availability in an austere theatre have limited the 
operational reach of the PRTs. The practical range of a team thus has been the defined by the 
distance it can drive, conduct operations, and return in daylight hours. This has constrained the 
ability of the PRTs to conduct operations outside areas where the assistance community already 
is relatively active. 

The PRTs are experimenting with a variety of tactical changes to expand their range and 
impact. Recently, PRT teams have been sent on long-range, multi-day patrols into areas of their 
regions in which the PRT has not previously been seen. CJCMOTF anticipates that smaller PRT 
teams soon will be set up (on temporary or permanent bases) in safehouses in more remote areas 
of their regions. These teams may have hybrid, split-team configurations, in order to maximize 
the scope of team activity. Through this physical expansion, the focus of PRT activity is 
intended to shift toward more remote areas in which the assistance community is less able to 
operate. 

C. Expanding Civilian Roles in the PRTs 

In order to most effectively interact with Afghan government counterparts, bring to bear 
the expertise and resources of the U.S. Government in a variety of areas, and indeed to hasten 
the day when the Coalition can transfer its activities in the spheres of reconstruction, security, 
and other tasks entirely over to civilians; it is essential that civilian government officials -
Afghan as well as U.S. (or other relevant Coalition governments) be embedded in the PRTs. 
Athough military-led, the first three PRTs already have incorporated resident USAID and U.S. 
Department of State officers. CJTF -180 and CJCMOTF are actively working with other federal 
civilian agencies (e.g., the U.S. Departments of Justice, Agriculture, and Health and Human 
Services, and the Centers for Disease Control) on possible similar arrangements. In addition to 
U.S. civilian agency staff, CJCMOTF also hopes soon to embed in the PRTs permanent 
representatives of the Afghan central government. 

D. Broadening Security-Related Activities 

Much discussion of the role of the PRTs has revolved around security sector reform and 
establishment of the rule of law, and how the PRTs may be able to assist in this important area. 
Organizationally, the PRTs include security and military observer teams, designed primarily to 
monitor and report relevant developments, trends, and activities in the area to promote more 
effective overall Coalition planning. Activities of these teams also may assist the PRTs to 
influence local leaders toward avoidance or peaceful resolution of disputes, and toward 
compliance with generally accepted norms and standards of human rights. 
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Still undetermined at this early stage, however, are the manner and extent to which PRTs 
may intervene more actively in disputes between competing factions that have resulted in or 
may lead to confrontations. Suggestions have been made of possible linkages, or even some 
form of integration, between PRTs and the ANA, the police (including the German-led Afghan 
police reform project), and possibly other security forces to facilitate such activities. 

A note of caution is in order here, however: The PRTs are not peacekeeping forces, and 
do not represent an alternate form of the extension of ISAF to the provinces. That is not their 
purpose; that is not how they are staffed or organized; and that is not how they are designed to 
operate. Their mission in this sphere is limited: It is to assist- that is, to assist others- in the 
removal of causes of instability. Thus, just as the PRTs have been cautioned (quite correctly) to 
take care not to raise unrealistic expectations about what they will be able to accomplish directly 
in the assistance and reconstruction spheres, so too must members of the international 
community take care not to raise expectations unrealistically - their own or others' - about the 
manner and extent of direct action the PRTs are likely to be able to undertake in the security 
sphere. 

It should be no surprise that any potential PRT role in direct security activities remains 
largely unformed at this early stage. The PRTs do not have lead responsibility in Afghanistan 
for any aspect of security sector reform, or for conflict management or resolution; those 
responsibilities lie primarily and properly with Afghan government agencies, UNAMA, and 
various lead donor nations. In many critical aspects, key plans in these areas have still to be 
developed or, if developed, extended to the regions where PRTs are situated. As that planning 
matures and those plans are implemented, it will be much easier to consider how the PRTs might 
productively support them. Until then, however much we all might wish for greater immediate 
progress in security sector reform, the PRTs should not be looked to as a panacea for 
shouldering security reform responsibilities rightly borne by other organizations that still may be 
only in planning or early implementation stages. 

CONCLUSION 

Although CJCMOTF already has learned and begun addressing many lessons that will 
improve PRT operations, undoubtedly there will be many more to come. One facet of initial 
PRT implementation that has been missing to date is Coalition participation. To the extent the 
fielding of these PRTs was intended to serve as pilots and provide lessons learned, there thus as 
yet has been no opportunity to pilot lessons that could (and undoubtedly will) be learned from 
Coalition partner participation. That is changing, however; while the provisional PRTs have 
been exclusively U.S.-manned to this point, the Gardez PRT is expected to embed two Coalition 
officers (Italian) by May. CJCMOTF, the PRT headquarters, has long had two Coalition 
officers on staff (one British, one French) and recently has added four more (Romanian) during 
April. Most significantly, the UK Ambassador to Afghanistan recently announced the British 
government's intentions to establish aUK-led PRT this summer in UNAMA's Northern Region, 
based in Mazar-i-Sharif. 

The PRT concept remains, as it has since the beginning- adaptable and evolving. This 
adaptability will be tested, as there undoubtedly are still many more issues that must be 
addressed. High on this agenda are: 

• Better ensuring the PRTs have personnel and other resources matched to their 
particular environments that are adequate to operate in and from all provinces in 
their areas of operation so as to have a real, continuing, and reasonably 
responsive impact throughout their regions; 

• Continuing to work closely with the Afghan government and UNAMA to 
explore potentially constructive and appropriate roles in the security and 
protection spheres; and 



• Participating with in the development of common building and construction 
standards, and quality assurance/quality control standards; and sharing contract, 
cost, and pricing information and practices. 

The Coalition has great respect for the roles- and, indeed, primacy- of UNAMA and 
the Afghan government in reconstruction activities, and for the immense contributions of the 
civilian assistance community to the relief of human suffering in the country. But the PRTs 
have roles and responsibilities in these areas, too, and thus look forward to continuing the 
productive engagement of the last several months with UNAMA, the Afghan government, and 
the assistance community to better harmonize the activities of all; to better assist the Afghan 
government with developing its own capacity to operate effectively, through principled 
governance, in the provincial countryside outside Kabul; and to better support the efforts of the 
Afghan government and the entire international community to give the Afghan people hope for 
the future and reason to reject the agendas of the proponents of instability. 
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Record of events at the PRT consultation process workshop, 6 May 2003 

Over the course of one day (6 May), a series of consultations were held with different 
assistance community partners affected by the deployment and operations of the 
PRTs. Participants were invited for their feedback on two "Lessons learned" papers, 
one from UNAMA, one from the Coalition. The three meetings were co-chaired by 
representatives of the Coalition and UNAMA, and brought together donors (9h00-
llh00), international NGOs (13h00-15h30), and UN Agencies (16h00-17h30). This 
document summarises significant issues, concerns, comments, and questions raised 
throughout the day, grouped thematically. In general both papers were well received. 
The transparency of the process and the chance to engage so openly was welcomed by 
all parties. 

General 
• PRTs are not the answer to all of Afghanistan's problems but they can be an 

effective part of the overall effort - including the reconstruction effort - if tasked 
correctly. All parties need to continue working together to identify the niche 
where PRTs can add value. 

• It is still very early in the process to assess the real impact of the PRTs on the 
ground, given that the different teams had only had time to establish themselves. 

• Reconstruction of the country is impossible without security. 
• What will be the long term effect of the PRTs, on communities they are working 

in, on humanitarian agencies, on the government (local and national), and for 
forming future CIMIC I Civil Affairs doctrine? 

• The Coalition rhetoric has changed to reflect concerns raised by the humanitarian 
community but there was serious concern that this was not being reflected on the 
ground. The distinction between the assistance community and the military is now 
a very thin and blurred line. 

• The PRTs suffer from lack of resources, and appear to be providing in reality only 
a "veneer" of Coalition investment in security and reconstruction. They need to be 
realistic and open about what they can actually achieve, and need to be given the 
resources and backing from their commanders to be able to achieve their mission. 
Hopefully the recent Coalition announcement of a shift to stability and 
reconstruction activities will mean a higher priority is given to civil affairs and 
therefore a higher priority on resource allocation compared to the combatant 
elements. 

• What is the real reach back facility from the field to the central level? 
• The US assistance to Afghanistan is through military, information, economic and 

diplomatic methods. The PRTs are seen as the only vehicle to engage in all 4 
activities simultaneously within a single body, in theory bringing unity to the 
Coalition approach. 

• What are the legal authorities, and legal constraints, under which the PRTs 
operate? 

Definition 
• The definition of the PRTs' mission has still not been clarified, because it is still 

evolving. However there was a big demand throughout the day for the purpose, 
1 



mission and objectives of the PRTs to be more clearly articulated: The PRTs were 
characterized by one donor participant as an "animal that is difficult to understand 
... we don't know if we should embrace it or stay away." 

• With no fixed end state or clearly defined objectives the PRT concept is too vague 
and amorphous to be held accountable. It is difficult to judge whether they achieve 
their mission. 

• The name Provincial Reconstruction Teams is confusing and raises unrealistic 
expectations and concerns. Their primary focus is not reconstruction. Provincial 
Stabilisation Teams would be more appropriate and far less confusing or 
controversial. 

• The confusion between Operation Enduring Freedom combatant operations and 
civil affairs activities of the special forces, 82 Airborne Brigade and the 
CJCMOTF units continues and adds to antagonism with the humanitarian 
community. 

Government 
• It was agreed that the greatest value of the PRTs come form their potential 

involvement in supporting government administrative capacity at the district and 
provincial levels. 

• All parties emphasised that lack of government engagement or even a clear focal 
point is seriously effecting the development of the PRTs. All actors know how 
difficult it is to identify the correct focal point for various issues. The government 
needs to set the standards and tasks for the PRTs. 

• Accepting that the central government is not at present substantially engaged with 
the PRTs, what are UNAMA and the Coalition doing to build the government's 
capacity to do this? UNAMA's effort to get central government involvement was 
questioned by some representatives of the NGO community. UNAMA is not 
prepared unilaterally to determine who in government should be engaged on PRTs 
and add to further confusion and political power plays. Clear direction is needed 
from the top, but although certain elements are engaged there is a genuine lack of 
consensus. 

• Donor representatives were encouraged to raise with the government the need for 
the administration to establish the necessary mechanisms, such as a central civil 
military office within the government to act as a focal point/secretariat and to 
revive the initiative of last summer for a government led CIMIC office, supported 
by UNAMA, the Coalition and ISAF. 

• PRTs need to take care not to undermine ongoing efforts to help the Central 
Government extend into the provinces, eg the efforts of the donors with the 
government, national development programmes. 

• It is very hard to measure success in promoting the central government, but on the 
now frequent long range patrols the teams constantly are informing local leaders 
and villagers of central government policy and plans. 

UNAMA 
• Danger of confusion between the PRTs' and UNAMA's role is not an issue, 

given the close level of cooperation and the work that has been done at the central 
level to help all sides understand and identify the niche for the military to work in. 
There is a danger that PRTs will collect information on and report on the same 
things as UNAMA political and humanitarian officers, but close coordination with 



UNAMA Heads of Offices will address this. UNAMA is a facilitating and 
capacity building body for the political and reconstruction processes. 

Security 
• PRTs are not here as a peacekeeping force to do security or as an ISAF alternative 

but the need for security is far greater than the need for military involvement in 
reconstruction and all assistance community partners expressed the hope that the 
PRTs would be more involved in supporting the establishment of greater security 
in Afghanistan. They can foster a safer environment and address causes of 
instability, such as engaging and influencing local leaders who are involved in 
disputes. It was widely felt that they can play a unique confidence building role. 

• How is the Coalition measuring PRT impact on security in the provinces? It is not 
clear what their impact has been (or will be) so how can it assess their success? 

Involvment in SSR 
• PRT involvement in SSR would be welcomed and needs to be seriously 

investigated, as a tool for OMC(A)'s work. PRTs may be the only body already 
deployed in the regions that reasonably can be expected to provide the 
independent international monitoring and reporting function, for example in 
veryfiying military commitments by local leaders. 

• How do PRTs intend to strengthen national law enforcement policies given the 
high level of unlawfulness in the provinces? Currently the PRT in Bamyan is 
giving the local police training, although this is not yet tied in to the national 
German Training programme being carried out in Kabul. This is a potential 
growth area and is seen as a positive initiative and should be formally integrated 
into the training programme. 

• The current work supporting the ANA in Bamyan and Gardez is seen as very 
welcome and should be formalised and expanded. Currently this is done on an ad 
hoc basis with no formal agreement and therefore little structure or clarity. 

• If necessary, the Coalition needs to be formally requested by the central 
government to assist in the DDR process, recognizing that DDR must remain an 
Afghan government-led process, and not come to be seen as the Coalition 
disarming the Afghan people. 

Passage of information 
• The PRTs have raised expectations in all areas where they operate, creating 

misunderstandings of what they can actually deliver. 
• The "AIMS assessments" PRTs do are duplicating other efforts and, more 

importantly, actively disrupting the ongoing national census being undertaken by 
the Afghan Central Statistics office and UNFP A. 

• Poor communication among the various Coalition forces- including the PRTs and 
other CJCMOTF teams (CMOCs and CAT-As)- provides for poor or no 
coordination of civil-military operations among Coalition elements as well as poor 
or no communication from the Coalition to UN agencies and the assistance 
community on security-related and (past) operations information of critical 
importance to civilian agencies. 

• Information related to security must be declassified and promulgated far faster 
than is currently the case. 

Projects 



• Despite the rhetoric there is little evidence to prove they are actively pursuing a 
change in policy to move away from traditional humanitarian projects to 
government and national impact infrastructure projects. They are doing more 
roads and bridges, but still do many schools, clinics, wells etc. 

• The PRTs are constantly asked by local leaders for schools, clinics, wells etc 
which is hard to tum down. One suggestion was that local people do not know 
they can ask for government buildings or other types of projects and only ask for 
what they know agencies can provide. 

• PRTs would be welcomed in areas where other agencies cannot work, due to 
insecurity or remoteness. The example cited of the Helmund Bridge was well 
received. 

• $12-18mln could be effectively used to support national programmes. 
• USAID does not fund any of the military reconstruction projects. The PRTs do not 

get donor funding but currently use ODHACA funds. 
• PRTs are not the most efficient providers in terms of value for money, also they 

cannot carry our projects such as community development or participation. 
• PRT project choice was criticised for being chosen for political reasons rather than 

needs driven. 
• At a minimum, PRTs must not undertake projects the assistance community could 

· and would do. 
• The ability of PRTs to avoid duplication of effort with assistance agencies is 

directly dependent upon the quantity and quality of information about their 
projects, capacities, and plans the assistance agencies are willing to share with the 
PRTs. 

· Civilian participation 
• IfPRTs become a key tool for donors and there is an increasing civilian element it 

will further blur the distinction between military and civilian actors in the field, 
with negative ramifications on the physical security of the aid community. 

• The advantage of the PRTs is that they are military, that they can do things that 
the humanitarian community cannot. They are not another aid agency so shouldn't 
try to emulate that sector. 

• USAID operate in other countries without a PRT platform and were operating 
here prior to the PRT launch. State department and USAID reps were already 
operating with Civil Affairs Teams. 

British PRT 
• No difference in concept just in execution and presentation. 
• Will rely on locally employed elements that are mentored and used as a force 

multiplier. 
• They have more money specifically allocated to the single PRT than the 

Americans. 

Protection Issues 
• Gender: Most teams have female soldiers in them and the Bamyan team makes a 

conscious effort to address women's issues. 
• Human Rights: With AIHRC, UNAMA in lead, very limited potential PRT role -

reporting abuses to AIHRC and UNAMA, coordinating with deployed ANA to 
deter, check abusive conduct of local militias? 



Assessments 
• The military need to collect data on the area they are operating in. ·The 

assessments (using a format similar to the national census assessment, written 
with advice from AIMS) are confusing the local people, who are suffering from 
being over-assessed with little perceived return. This raised expectations for 
tangible results, and local people find it hard to distinguish between the groups 
asking the questions- "why are you asking the same questions again?" was a 
common complaint. 

For further information contact Annabel Taylor taylor5@un.org 
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Evolution of Coalition Civil Affairs in Afghanistan 

Civil Affairs (CA) soldiers from 96th Civil Affairs Battalion arrived in Islamabad in 
October 2001 and began to scope the humanitarian community's preparedness to meet 
the perceived humanitarian disaster ensuing from 9111. 

When the expected crisis did not happen they moved into more of a facilitation role, eg 
deconflicting aid convoys from bombing campaigns and military operations. 
The first CA officers entered Afghanistan in December 2001 and set up their CMOC 
(Civil Military Operations Centre) and the first CHLC (Coalition Humanitarian Liaison 
Cell) was set up in Kabul. Gradually the Kabul HQ element grew into the CJCMOTF 
(Coalition Joint Civil-Military Operations Task Force), with CMOC North and CMOC 
South overseeing the 12 CHLCs which were eventually deployed throughout the country. 

Initial problems were encountered with the humanitarian community mainly because the 
CHLCs operated in civilian clothes, with concealed weapons, for their own security (a 
small team of max 8 people could then live in a house in a town and operate without the 
normal security requirements). By March 2002 the pressure from the humanitarian 
community had reached Washington and all CA staff went into uniform. The mandate of 
the CHLCs was to feed back information about the regional humanitarian situation into 
the Coalition HQ, and to begin small scale quick impact projects mainly for force 
protection ("hearts and minds" type work to increase their own security, eg schools, 
kindergartens). This civil affairs work was complementary to their combatant operations 
of finding and destroying Al Quaeda and Taliban remnants. There were a number of 
"hiccups" as it took time for project proposal, approval and funding processes to come on 
line. By March 2002, it was taking an average of 3 months for projects to be started from 
first identification. In the first year, (Jan 02- Jan 03) $3m. of Dept of Defence-allocated 
funding had been spent. 

In Afril 2002, the regular soldiers of the 96th CA Bn were succeeded by the reservist 
489t Battalion. There was less action but there was still a mix of projects being run 
across the country. In October 2002, the 489th CA Bn was relieved by a mix of personnel, 
again CA reservist soldiers, from the 360th and 450th CA Bn. At the same time in 
Bagram, the staff of the CJTF180 (Combined Joint Task Force 180, commanded by Lt 
Gen Dan McNeill, based on the 18th Airborne Corps and the 82nd Airborne Corps) began 
planning the next phase of their operations, "phase 4 reconstruction", as they identified 
that the emphasis on combatant operations would reduce, giving way to a more 
permissive environment for reconstruction and stabilisation. Thus the birth of the JRT 
(Joint Regional Team) concept, which (in brief) originally aimed to deploy greater 
numbers (50-70 in each team) of interdisciplinary (CA and other branches) teams of 
soldiers across the country (to 8 of the major cities). The JRT initial remit was to 
coordinate humanitarian efforts in the regions, to carry out reconstruction tasks, and to 



facilitate outreach of the central government in the regions. This was presented to a mix 
of the humanitarian community at the US Embassy in Nov 02- quickly after this meeting 
the coordination role was taken out of their remit as they agreed to work with existing 
coordination mechanisms. 

The JRT was soon renamed, after concerns raised by President Karzai of overly 
emphasising regional strengths, to Provincial Reconstruction Teams. (Some members of 
the assistance community have suggested it be changed again - to Provincial Stability 
Teams.) As it stands, the first three PRTs, all US-led, deployed to Gardez, Bamyan and 
Konduz during December 2002-April2003. The fourth PRT, led by the UK, deployed to 
Mazar-i-Sharif in July 2003. Additional PRT deployments at this time are subject to the 
availability of additional US forces or more Coalition partners being brought on board. 

UN evolution 

By May 02 UNAMA was closely involved with ISAF Cimic and the Coalition on 
planning a government led (AACA focal point) joint civil military coordination centre, 
that was to be jointly supported by ISAF, CJCMOTF and UNAMA. 

Unfortunately the initiative was lost, after the Loya Jirga the role of the AACA changed, 
but UNAMA continued to facilitate liaison and monitor civil military activity. With the 
introduction of the JRT/PRT concept, Ambassador Brahimi has directed UNAMA to act 
as the focal point and facilitator to help the wider community better understand the PRT 
initiative. UNAMA is now very closely involved in advising the PRT planners and 
operators, and helping the wider assistance community to understand and influence the 
concept. 

Government oversight and coordination 

A new Afghan government civil-military affairs steering group has recently begun 
functioning, comprising the Ministers of Interior, Foreign Affairs, Finance, Education, 
and Rural Reconstruction and Development, and the National Security Advisor, to 
provide government oversight of PRT activities. 



Introduction 
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UNAMA factsheet on the PRTs 

The Provincial Reconstruction Team concept originated in late summer 2002 when Coalition commanders began 
planning for the "Phase 4" reconstruction phase, after the main combat effort had reduced. Initially called "Joint 
Regional Teams" (JRTs), the concept was launched in November 2002, with the support of President Karzai. 

Objectives 

Coalition planners identified a number of causes of instability in the country including: the residue terrorist 
threat; poor infrastructure, economy and education; regional instability; and difficult internal relationships 
between the various power brokers. The PRT concept was devised as a way of using Coalition civil affairs and 
other forces to create a more safe and secure environment to tackle these causes of instability. 

The key objectives of the PRTs are to: extend the authority of the central government beyond Kabul; to monitor, 
assess and report on developments in the regions, and facilitate information sharing; to contribute to the 
reconstruction process; and to assist in the security sector reform process. 

Current situation 

The PR T concept is adaptable and evolving, learning lessons as PR Ts develop and adapting them to suit local 
conditions. The current intent is to deploy at least 8 PRTs across the country, including teams from international 
Coalition partners. The first three PRTs, all US-led, deployed to Gardez in December 2002, Bamyan in February 
2003 and Kunduz in March. The fourth PRT, led by the UK, deployed to Mazar-i-Sharif in July 2003. The US
led Bamyan PRT is expected to be turned over to New Zealand command in September. In September, a South 
Korean military team also is expected to join the US-led PRT in Kunduz. 

Future PRT locations are expected to include Kandahar, Herat, Jalalabad and Parwan, with the next PRT likely to 
stand up no sooner than October. The response of the central government, UN agencies, local populations and 
donors, as well as international and local NGOs, already has influenced PRT development and operations. 

Composition of the teams 

The US-led PRTs consist of 40-100 soldiers of varying specialties, including civil affairs and often special forces, 
comprising the headquarters element, the Civil Military Operations Centre (CMOC), the mobile operational unit
civil affairs teams (CATs), military and security observer teams, and a security unit (for self protection). USAID 
and US State Department representatives are co-located with the PRTs. Other US civilian agency representatives 
(Department of Agriculture and possibly Justice Department police trainers) are expected to deploy to these PRTs 
as early as September or October. The Gardez and Bamyan PRTs have employed long-range patrols since spring 
to expand their influence; the Gardez PRT also commands two remote CATs in Paktika and Khost provinces. 

The UK-led PRT in Mazar consists of about 70 soldiers, also of varying specialties including a special forces 
component. The Mazar PRT operates several military liaison teams and closely integrates civilian DtlD and FCO 
representatives, soon also with a US State Department representative. The Mazar PRT expects later this year to 
establish several remote satellite compounds throughout its area of operation in order to expand its influence. 

The PRTs report back to the Coalition Joint Civil Military Operations Task Force (CJCMOTF) in Bagram and 
ultimately to the Combined Joint Task Force 180, also in Bagram. 

UNAMA 

UNAMA is acting as the conduit of information, both in the field and at central level between the PRTs and the 
international assistance community, and continues to monitor the process and advise the military. UNAMA 
recommends that the PR Ts concentrate on promoting regional security through it presence and exercise of 
Coalition military influence; assisting in security sector reform efforts, for example with the ANA, the police and 
the DDR process; and rebuilding government administrative buildings and national infrastructure projects. 

UNAMA Civil Military Advisory Cell 
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Principles Guiding PRT Working Relations with UNAMA, NGOs and Local 
Governments 1 

For the Provincial Reconstruction Teams to achieve their reconstruction, central
government-support and stability goals, they must work closely with other actors in their 
respective regions-with UNAMA, the nongovernmental organizations and local 
governments in particular. 

To guide the PRTs' working relations with these entities, the following general principles 
apply. The PRT commanders will make individual decisions based on the specific 
circumstances. 

General 
• PRTs will facilitate information sharing among sub-national actors, thus 

stimulating and enhancing local, sub-national and national reconstruction efforts. 
• PRTs recognize UNAMA's role in assisting the Afghan government to coordinate 

reconstruction assistance. 
• PRTs will create a safer and more secure environment by assisting UNAMA in 

facilitating negotiations to defuse local and inter-regional tensions. 
• PRTs will create a safer and more secure environment by working with the 

Afghan National Army and local Afghan law enforcement and security sector 
authorities. 

• PRTs will improve security through non-violent means, while maintaining the 
ability to defend themselves if attacked. 

• PRTs will conduct frequent civil and military patrols in their regions. 
• The military components ofPRTs will be in uniform while on duty. 
• Each PRT will have a civilian-led civil reconstruction element (USAID in the first 

PR T locations, other national aid agencies possible in subsequent locations) that 
will manage US AID (and other aid agencies') reconstruction programs in the PRT 
area. 

Relations with NGOs 
• PRT reconstruction activities will not duplicate work already being done by other 

actors in their regions. They will facilitate work by NGOs by improving the 
security environment and sharing information. 

• USAID, DFID and other governmental assistance agencies will be part of the 
PR Ts; these agencies' funding will remain separate from the funds available 
directly to PRTs from the US Department of Defense. 

1 This document was written by Ambassador W Taylor, US Embassy in Feb 03. It is recommended that this 
is updated and issued to the PR Ts. 



• In geographical areas or in programmatic sectors where NGOs have little or no 
presence, the scope of military (i.e., civil affairs team) reconstruction activities 
will be wider and may include such activities as provision of food, water supplies, 
schools and clinics; in places and sectors where NGOs are working, military (civil 
affairs team) reconstruction activities will focus on a narrower range of projects. 

• In areas where NGOs are already providing food, schools and clinics, for 
example, PRTs will normally direct their military reconstruction resources toward 
small infrastructure projects like secondary and tertiary roads, bridges, small 
dams, provincial and district government buildings, police facilities, and customs 
check points. 

• To ensure the most efficient and effective use ofPRT and NGO resources, 
UNAMA will facilitate information exchange in the provinces between the PRTs 
and NGOs in a manner agreeable to all parties. Regular meetings of all actors in 
an area would be the most useful and efficient way to exchange this information. 

• In executing these projects, PRTs will use local firms and labor. PRTs will 
consult with local government officials and NGOs operating in their regions to 
ensure that their contracts and wages reflect local rates and conditions. 

• PRTs recognize that NGOs place particular importance on the provision of 
humanitarian assistance without regard to the political leanings of people in need. 

Relations with local governments 
• To ensure that PRTs enhance the influence of the central government and its 

representatives in the provinces, PRTs will approve reconstruction projects only 
with approval of provincial authorities. 

• In case there is question as to whether the provincial reconstruction priorities 
coincide with central government priorities, the political liaison officer assigned 
to the PRT, in consultation with the civilian aid agency (e.g., USAID) 
representative, will advise the PRT commander. Central governmental priorities 
will prevail. 

• If village elders approach the PRT with a request for a small irrigation project, for 
example, the PRT will consult with the provincial agricultural official and will 
conduct a tripartite assessment of the proposed project-PRT expert, provincial 
official and representative of the village requesting the project-before deciding 
whether or not to nominate the project. 

• PRTs will consult with provincial governments to ensure national building 
standards are met and to ensure that bidding and contracting also follow 
government standards. 

• The Coalition appreciates the establishment of a special cabinet committee to 
provide policy guidance from, and act as point of contact with, the government of 
Afghanistan. 

12 Feb 03 
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Guiding Principles and Framework 
for 

UNAMA staff interaction with Provincial Reconstruction Teams 

1. The mandate of the PRTs, which is a work in progress, has been developed to 
support the extension of Central Government authority, to enhance security, and 
to facilitate recovery and reconstruction in the provinces, as elaborated upon in 
Annex 2 attached (as issued by the U.S. Embassy in Kabul). The Central 
Government has established an inter-ministerial coordination cell (composed of 
representatives of the Ministries of Interior, Finance and Rural Rehabilitation and 
Development) to ensure that PRT activities are consistent with national priorities 
for recovery and reconstruction. UNAMA will support the cell to assume a 
leadership role in coordination and oversight of PRT activities. 

2. It is UNAMA's position to welcome the contribution that the PRTs can make to 
promoting peace and national reconstruction. In this context UNAMA encourages 
PRTs to direct their efforts primarily to the areas of infrastructure repair ( eg. 
roads, bridges, irrigation systems) and rehabilitation of public (government) 
buildings at district and provincial levels. UNAMA equally encourages the PRTs 
to support security sector reform, for example, to monitor the DDR process sub
nationally (there is as yet no commitment to this last point by the PRTs). 

3. The interaction of UNAMA with the Provincial Reconstruction Teams (PRTs) 
should be structured, coordinated, and transparent. UNAMA will liaise with both 
PRTs and the civilian assistance community to ensure that information flows 
between the two groups are regular and consistent. UNAMA will offer advice to 
the PRTs on their role and relationships with government and assistance actors, to 
promote mutual understanding between all parties and to optimize the efforts and 
resources of government, civil society and PRTs. UNAMA will pay particular 
attention to promoting respect for the wider humanitarian community's interests. 

4. There is a need to establish, at all levels, strong channels of communication and 
coordination with the PRTs. In order to provide an opportunity for consistent and 
regular exchange of information and follow up at the central level, UNAMA 
convenes a weekly Technical Working Group, which includes the Advisors to the 
SRSG, other relevant components of UNAMA and the Coalition, including PRT 
representatives. Issues with policy implications are subsequently brought to the 
attention of the Senior Policy Body. 

5. The Senior Policy Body brings together, biweekly, the two DSRSGs, Heads of 
Planning and PRTs within the Coalition, and the chairperson of the UNAMA 



Technical Working Group. The group ensures that the efforts of PRTs and 
UNAMA are well coordinated and reflect national policies. In due time, the 
composition of both of these groups will be extended to include government 
representation. 

6. At the Area Office level, the Head of Office is expected to ensure regular 
interaction and information exchange between the PRTs and UNAMA, and 
facilitation of such exchanges with the wider assistance community, concerning 
reconstruction assistance, security sector reform, human rights or support to 
strengthening institutions of governance. 

+++ 
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Terms of Reference 
PRT Technical Working Group 

The PRT Technical Working Group was formed in late 2002 by UNAMA and CJCMOTF to discuss issues, 
challenges, and opportunities for improvement at the "technical" level in CJCMOTF's implementation of the 
Coalition's PRT initiative, and to provide an avenue of communication between CJCMOTF and UNAMA (and 
other UN agencies) at a time when communication was minimal. For the Technical Group to function most 
effectively, it must be prioritized and utilized by senior policy makers. 

The following terms of reference sets out the rationale, objectives, participants, and operational modalities for 
the Technical Group. 

A. Rationale for the PRT Technical Working Group 

The Technical Group is intended to increase mutual understanding, including by enhancing transparency ofPRT 
activities; dealing immediately with issues and potential controversies as they arise; enhancing transparency of 
PRT, UN, NGO and 10 activity where possible; and avoiding duplication of effort between PRTs and the 
assistance community, maximizing efficiency and effectiveness, and better integrating reconstruction actors. 

B. Objectives of the PRT Technical Working Group: 

The Technical Group has five primary objectives: 

1. Passing advice and guidance from the MSG, SPG meetings to Field offices and PRTs via CJCMOTF 
and UNAMA. Include requests for information. 

2. Consolidation of issues that cannot be resolves at PRT I Field Office level, for resolution at a higher 
level. 

3. Exchanging low level information bet\veen all elements ofthe Coalition represented bv CJCMOTF and 
1Lt:Lagen_cies I N._QQ~_r~QXS!Sented indiy_idu<!lly_or_p_y __ lJNAMA. 

4. Mechanisn1 for 1nutual assistance between UNAMA and CJCMOTF. 

h.5. .. :_ To serve as a forum for: 
a. Exchange of information and communication among UNAMA, the Coalition, donors, Embassy I 

Foreign Office representatives, and others on PRT activities and issues arising therefrom; 
b. Addressing issues identified by higher (or other) authorities- to include the Senior Policy Group 

and Ministerial Steering Group - and receiving and addressing concerns of other interested parties 
(e.g., NGOs); and 

c. Identifying and reviewing issues requiring policy decisions or action by higher (or other) authorities 
-to include the Senior Policy Group and Ministerial Steering Group, as appropriate- and proposing 
such decisions or action as appropriate; 

2-:6. To serve as a channel for: 
a. UNAMA to communicate requests (for itself, NGOs, or the ATA)- for Coalition assistance; and 
b. CJCMOTF to communicate requests for UNAMA's assistance; 

~ 7. To serve as a coordinating mechanism for: 
a. UNAMA assistance I political/ security orientation briefings for new PRT personnel; 
b. PR T briefings and tours for visiting UNAMA personnel; and 
c. The PRT "consultation process." 

±B.:_To serve as a secondary facilitating mechanism for deconfliction ofPRT I assistance community 
activities (the primary mechanisms being in the field); and 



~9. To "troubleshoot" emergency and nonemergency situations and issues, as necessary. 

C. Participants 

Regular members of the Technical Group are: 

UNAMA Civil Military Officer (Chair) 
CJCMOTF Deputy Commander (Co-Chair) 
UNAMA Political Officer 
UNAMA Assistance Officer 
UNAMA Military Advisor 
CJCMOTF PR T Director 
CJCMOTF UNAMA LNO 

CJCMOTF (CMCOORD) IO/NGO LNO 
US State Dept 
Embassy/Foreign Office reps of Coalition partners in PRTs 
US AID 
DflD 
Military representatives of Coalition partners in PR Ts 
Other civilian agencies working from PRTs 

The Technical Group is intended to operate in a very inclusive manner. Other participants in Technical Group 
meetings and activities have included: 

CJTF180 Other UN agencies (UNICEF, UNSECOORD) 
Military representatives of Coalition partners considering PR T participation 

D. Modalities of Operation 

1. PRT Technical Working Group meetings 

a. Technical Group meetings are held weekly, generally on Monday afternoons, at UNAMA 
Compound B in Kabul. The specific meeting schedule shall be communicated in advance of each 
meeting by the chair or co-chair, via e-mail, to regular participants and other interested persons, 
together with a proposed meeting agenda. 

b. Special meetings may be scheduled as necessary, either of the entire Technical Group or of smaller 
break-out groups to address particular issues (including with outside participants). 

c. Regular Technical Group meetings ordinarily will review: 

1) PR T activities since the prior meeting; 
2) Progress and developments regarding the fielding of future PRTs, including potential 

participation by Coalition partners; 
3) UNAMA's missions to and other activities involving PRTs; 
4) Civilian agency reports; 
5) Specific issues or concerns (of Technical Working Group members, or of others that have been 

communicated Technical Working Group members) regarding past, current or future activities 
of the PRTs; 

6) Current status of actions taken to address issues or concerns previously raised; and 
7) Other business. 

d. Minutes (or notes) of regular Technical Group meetings shall be prepared and distributed by e-mail 
to regular participants and other interested persons. UNAMA, CJCMOTF, and relevant civilian 
agencies should ensure that appropriate personnel of both organizations (including those in the 
field) are notified of relevant Technical Group activities and recommendations, and decisions and 
agreements flowing from those recommendations. 

2. Breakout meetings 

Informal Technical Group breakout meetings may be scheduled as necessary to address and facilitate more in
depth exploration of specific issues relevant to PRTs, and possible solutions to concerns or disputes. 

3. CJCMOTF/ UNAMA bilateral communications 

-2- ~ 



Building upon the framework and foundation of the Technical Group, Technical Group members or other senior 
representatives ofUNAMA, CJCMOTF, and relevant civilian agencies may communicate directly with each 
other on issues arising from PRT activities (or otherwise relating to the PRTs) between regular meetings of the 
Technical Group in order to facilitate coordinated and speedy action in emergent situations. 

-3- ~v 



Terms of Reference 
PRT Senior Policy Group 

The PRT Senior Policy Group, conceived in March 2003, had its inaugural meeting on 9 July 
2003. The Senior Policy Group addresses and resolves policy-level issues and challenges 
involving the PRTs. For the Senior Policy Group to function most effectively, it should receive 
regular input from the PR T Ministerial Steering Group regarding AT A actions and 
recommendations for PRT priorities, activities, and projects, and regular reports of PRT 
Technical Working Group activities. The Senior Policy Group also should provide direction as 
necessary to the Technical Working Group regarding issues requiring review and action at the 
technical level, thus prioritizing (in part) the work of that group. 

The following terms of reference sets out the rationale, objectives, participants, and operational 
modalities for the Senior Policy Group. 

A. Rationale for the PRT Senior Policy Group 

The Senior Policy Group is intended to address policy-level issues involving PRT 
implementation and activities, and provide direction to CJCMOTF regarding PRT projection of 
AT A presence and influence in the provinces and the implementation of AT A priorities and 
recommendations (as received from the Ministerial Steering Group or otherwise). 

B. Objectives of the PRT Senior Policy Group:· 

The Senior Policy Group has two primary objectives: 

1. To identify and review issues requiring policy-level decisions or guidance and, as 
appropriate: 
a. Make such decisions I provide such guidance; or 
b. Make recommendations for action to other responsible policymakers. 

2. To serve as a forum for: 
a. Receiving and addressing reports from the Ministerial Steering Group of AT A actions 

and recommendations regarding PRT implementation, priorities, activities, and 
projects; 

b. Receiving and addressing reports and recommendations from the Technical Working 
Group regarding both issues resolved and issues unable to be resolved at the technical 
level; and 

c. Identifying and referring issues requiring Ministerial Steering Group consideration 
and advice or Technical Working Group action. 

C. Participants 

Regular members of the Senior Policy Group include: 

CJTF180 POLAD (Chair) US Ambassador 
CJTF 180 Deputy Commander UK Ambassador 
CJTF 180 CJ 5 AT A Minister of the Interior (Ministerial Steering Group 

Chair) 
CJCMOTF Commander UNAMA Civil Military Officer (Tech Working Group 

Chair) 



' 

UNAMADSRSG 

D. Modalities of Operation 

1. Senior Policy Group meetings are held at least monthly, or more often as needed, at 
Bagram Air Field. The specific meeting schedule shall be communicated in advance of 
each meeting by the chair, via e-mail, to regular members, together with a proposed 
meeting agenda. 

2. Regular members of the Senior Policy Group may be accompanied to meetings by 
appropriate staff, in order better to facilitate follow-up to Senior Policy Group decisions 
and recommendations. 

3. Minutes (or notes) of Senior Policy Group meetings shall be prepared and distributed by 
e-mail to regular members. The chairs of the Ministerial Steering Group and Technical 
Working Group shall further distribute Senior Policy Group minutes I notes to their 
respective groups. CJCMOTF should ensure that appropriate personnel (including those 
in the field) are notified of relevant Senior Policy Group actions. 
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