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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 sn1all (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 reforn1 activities; and 

Coordinating Coalition civil-.military operations -including some reconstruction 
activities undertaken directly by the PRTs - through engagement and 
infornmtion exchange with responsible Afghan government officials, UN AMA, 
and the assistance community, to better ensure that Coalition activities promote 
Af~han governmet;tt ~riorities with minimal duplication of effort with the 
assistance community. 

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 instab'ility,: 
including residual terrorist threat; poor infi·astructure, economy and education; and competition (sometimes deadly) 
among regional power brokers, and between regional power brokers and the central government. One\ PRT 
commander has more graphically described some of these causes of instability as: \ 

• "Staggering imbalance between governmental requirements (ministry pay, food. housing, fuel, mediclhe, 
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 commtmication syst.em. 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 he undertaken through, among other things, providing support to legitimate Afghan 
govermnent authorities; to UNAMA and other UN agencies and international organizations; and to non
governmental organizations ("NGOs") involved in humanitarian assistance activities. 
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As of April 2003, three PRTs are operational: those in Gardez (formally, since February 
1), Bamyan (since March 2), and Kunduz (since April 10). 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 nulitary -
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 tielding of new PRTs, as the Coalition 
identities and applies lessons learned from the deployrnent 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 tirst three PRTs. Through tlus IPR, CJCMOTF has identified scores of "lessons 
learned," and has prepared (and, where it can, already implen1ented) recomn1endations 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 conunuruty. Those considered most relevant to the assistance 
community- i.e., those relating to the PRTs' engagen1ent with the assistance conununity and 
UNAMA, and those having a potentially fairly direct in1pact 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 nmch of it was not solicited at all, but rather was volunteered by nurnerous 
orgaruzations with great and entirely legitimate interest in the provision of humanitarian 
assistance in Afgharustan - it has been fed into that process and given consideration and weight. 

Paralleling its internal IPR, CJCMOTF also has worked closely with UN AMA 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 govenunent, UN agency, donor, and assistance connnuruty input into this 
exercise, which in turn also will be factored into the final stages of CJCMOTF'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 opportuttity to assess the actual effectiveness of the PRTs in accomplishing their 
mission. Accordingly, the main lessons learned at this time have fallen prirnarily (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 
opportuttity 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 cotnplete, 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, comnmnicating concerns, criticisrns, 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 
.lo_int Regional Ter2:ms in.Afghanistan (January 2003); UNAMA, Briefing Note: Status of Civil-Military Relations , 
With attachments (mcludmg 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 of PRT 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 ("ISA_F'). Some of the concerns have been more 
practical- over the dissenunation of and adherence to policies governing the wearing of nulitary 
uniforms by PRT personnel or restricting the participation of PRT personnel in con1bat 
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 n1ay be selected, for example - or hypothetical- over the extent to which 
PRT reconstruction activities n1ay ''blur" lines between the international nulitary 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 nlisperceptions through the delivery of confusing or conflicting n1essages. Smne 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 of relevant information with Afghan governn1ent 
actors, the assistance comn1unity, and UNAMA and other UN agencies, in the 
hope that such information exchange can result in the more efficient use of 
resources and avoidance of duplicated effort by all; 

• PRT direct assistance and reconstruction activities are intended as only an initial 
effort - until the civilian assistance community and Afghan government actors 
are fully established in an area - and are not designed to compete with the 
assistance conununity; and 

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

And some concerns are sin1ply unavoidable, arising fron1 different constructs and factors 
considered in the respective assistance and reconstruction decision-making processes utilized by 
the nulitary 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 protnotion of the Afghan central govermnent '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 
hy the "Provincial Reconstruction Team" name. As originally conceived, the teams were to be called "Joint 
Regional Teams." l11e 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 ~isproportionat~ focus. on and debate over t?~ Depru:tm~-'t)f Defense-funded (in ~e first three PRTs) 
construcllon/reconstructlon proJect facet of PRT activity, which m 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. 
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humanitarian principle of neutrality. 7 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 then1- thus, in the words of 
one PRT con1mander, avoiding development of a '"reputation as long on diagnostics, but short 
on responsive execution." This in turn promotes the ability of the PRT to int1uence local actors, 
and promotes as well the protection of PRT personnel in the area. 

The Coalition, UNAMA, and nun1erous 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 tnanner in which UNAMA coordinates hun1anitarian 
assistance and reconstruction activities among military actors as well as NGOs~ and the 
willingness of n1any 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 exan1ple, by attetnpting to 
identify sectoral and geographic spheres of reconstruction activities in which the PRTs can 
operate without duplicating capabilities of the civilian assistance colllinunity. UNAMA's 
willingness to engage in this manner can only enhance the PRTs' effectiveness. Many NGOs 
operating in the hun1anitarian assistance arena similarly appear to have moved frotn 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 comn1unity 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 itnplementation 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 nnnutes 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 
n10re 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 n1eetings 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 UNAMA/PRT/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 n1eetings, regular 
(at least monthly) meetings, coordinated by the relevant lTNAMA regional offices, have been 
established with the tirst three PRTs, bringing the PRTs together with NGOs willing to Ineet and 
share information with them. The primary purpose of these n1eetings 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 1neetings is not for the 1nilitary 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 assessn1ents, needs, capacities, and activities so as to n1axi1nize capabilities and 
n1inimize duplication of effort. CJCMOTF urges that these n1eetings be continued and 
expanded - to share more infor01ation; 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 tean1s (civil-tnilitary 
operations centers ("CMOCs") and civil affairs teams-alpha ("CAT-As")) are operating. 

B. Enhancing Security Cooperation 

Prut of the civil affairs nussion 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 n1uch useful information. For this reason, son1e in 
UNAMA feel they receive far less useful security information (and other information, for that 
matter) from the Coalition than UN AMA 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 volun1es of relevant information will be 
timely released to UNAMA and the assistance community. In order to best accomplish this 
goal, con1munication mechanisn1s 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 
connnunication 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 conununications 
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 deploytnent, 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 engagen1ent (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 
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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 Ineasures as described above, this should not be read as an 
obligation to intervene on behalf of others. Afghan authorities ren1ain prin1arily 
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 nmch harder and, as indicated by the preceding staten1ent, 
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 co1nn1ander 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 infonnation sharing, 
security planning, and developn1ent of standard operating procedures in the security arena. 

C. Specification of Essential Qualifications of PRT Commanders 

PRTs are not designed or intended to execute cmnbat 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-tnilitary 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 governn1ent, the assistance community, and local 
militias. Accordingly, CJCMOTF views critical qualifications of future PRT co1nn1anders to 
include significant civil affairs, CIMIC~ or humanitarian assistance experience. 

D. Recruiting UNAMA and Assistance Community Part.icipation in Initial PRT 
Training 

With the first three PRTs, there was no established program to train team personnel 
effectively. Without proper training, team persormel lack a clear understanding of the PRT 
concept, and thus the ability to explain it accurately to others. Perhaps n1ore importantly, 
without proper training, team persoimel lack a clear understanding of the functions, activities, 
responsibilities, and rights of other actors with whom they will be dealing. CJCMOTF thus has 
recomn1ended developn1ent of an initial training program for new PRT personnel, to include as 
trainers representatives of UNAMA, willing member agencies of the civilian assistance 
comnmnity, and the Afghan govenunent. Such a training plan is well underway. 

E. Re-Focusing PRT Assistance and Reconstruction Activities 

Coalition interaction with UNAMA and the civilian assistance conununity over the PRTs 
has resulted in increased information sharing among tnany 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 cotrununity. On this basis, CJCMOTF 
already has begun to steer PRT (and other civil affairs tean1) project selection away from 
projects that n1ay be undertaken instead by assistance community agencies. At the same tin1e, 
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. 

6 



•• 

II. EXPANDING PRT IMPACT 

As noted in the Introduction to this paper, there has been little opportunity to assess 
the actual effectiveness of the PRTs in accomplishing their nlission. Nevertheless, it already 
is possible to make some preliminary assessments of steps which likely would promote the 
positive itnpact 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 conunuruty 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 nud-March 
prescribed for its PRTs and other civil affairs teatns a set of basic tules pertaining to project 
coordination efforts with Afghan government representatives, UN agencies, and the assistance 
cmnmunity. These rules - arising frotn the reality of the linlited project funding actually 
available to the PRTs and other civil affairs teams - seek to maintain a focused approach to 
CJCMOTF reconsttuction efforts; n1axi1nize 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 nlilitia con1manders 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 maxinlize 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 infonnation shall be 
shared to the maximun1 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 retnains 
unclear at this tin1e. 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 n1any 
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 fron1 the PRTs ' other activities. 
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A. Standing Up PRTs Ready to Operate 

The first PRTs were not able to deploy with all their required equipment, and deployed 
in circun1stances 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 conununities 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 con1pleted 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 i.mpact 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 minin1u1n), 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 experin1enting 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 srnaller PRT 
teams soon will be set up (on temporary or permanent bases) in safehouses in more ren1ote areas 
of their regions. These teams may have hybrid, split-tean1 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 rnost 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 nlilitary-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. Departn1ents of Justice, Agriculture, and Health and Hun1an 
Services, and the Centers for Disease Control) on possible sirnilar arrangernents. In addition to 
U.S. civilian agency staff, CJCMOTF also hopes soon to embed in the PRTs permanent 
representatives of the Afghan central governn1ent. 

D. Broadening Security-Related Activities 

Much discussion of the role of the PRTs has revolved around security sector reform and 
establishn1ent of the rule of law, and how the PRTs 1nay be able to assist in this in1portant area. 
Organizationally, the PRTs include security and nlilitary observer teams, designed prin1arily to 

_ mop.itor and report relevant developments, trends, and activities in the area to promote more 
effective overall Coalition planning. Activities of these teanlS 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 sotne 
form of integration, between PRTs and the ANA, the police (including the German-led Afghan 
police refonn 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 nrission in this sphere is li1nited: 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 
c01nmunity take care not to raise expectations um·ealistically- 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 unforn1ed at this early stage. The PRTs do not have lead responsibility in Afghanistan 
for any aspect of security sector reforrn, or for cont1ict n1anagen1ent or resolution; those 
responsibilities lie primarily and properly with Afghan goverrunent 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 nlight wish for greater immediate 
progress in security sector reform, the PRTs should not be looked to as a panacea for 
shouldering security reforn1 responsibilities rightly borne by other organizations that still n1ay be 
only in planning or early in1plementation 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 nlissing 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 th.is 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 (R01nanian) during 
April Most significantly, the UK Ambassador to Afghanistan recently announced the British 
governn1ent's intentions to establish a UK-led PRT this summer in UNAMA's Notthern 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 rnore issues that must be 
addressed. High on th.is agenda are: 

• Better ensuring the PRTs have personnel and other resources n1atched 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 governn1ent and UN AMA to 
explore potentially constructive and appropriate roles in the security and 
protection spheres; and 
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• Participating with in the developtnent 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, pritnacy -of LTNAMA and 
the Afghan government in reconstruction activities, and for the immense contributions of the 
civilian assistance comnmnity to the relief of hurnan suffering in the country. But the PRTs 
have roles and responsibilities in these areas, too, and thus look forward to continuing the 
productive engagetnent 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 
govermnent 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 govenunent and the entire international c01nnmnity to give the Afghan people hope for 
the future and reason to reject the agendas of the proponents of instability. 
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